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[00:00:00] Lenny Rachitsky
English:

| generally value the reference check over interview signals. If | had to stack rank in interviews, what is the
best signal? The reference check is the top of the list. Those people, they worked with this person
sometimes for years, their knowledge, what you're going to get out of 30 minutes of artificial scenarios
it's just like never going to compare what a good reference check will give you.

FRCERIR:

HBEINNERIFE (Reference Check) WMESTEIRERN. MRIFELHEMIATHNEMESHNFE, BMS
SRE? BRFATENHER (L. BEABSEEARSE, BRCRRE, MIPFMABENTE, LIHRE300
HHAMREZFEAFEFEN; BARWKELES—RERENERBFEFRHAEBAERH L,

[00:00:25] Lenny Rachitsky
English:

Shishir Mehrotra is the co-founder and CEO of Coda. Before starting Coda Shishir led the YouTube product
engineering and design teams at Google, where he spent over six years. Before that, he spent six years at
Microsoft. He's also on the board of Spotify. As you'll hear in this episode, Shishir is an incredibly deep
and very first principles thinker on all kinds of topics. And in this episode we cover growth strategy,
specifically a framework that he calls Blue Loops and Black Loops.

FROCERIR:

Shishir Mehrotra ;& Coda FEX & 845 AF& CEO, 7£8I3L Coda ZHi, Shishir £ Google TET"E%, NS
YouTube B9/= . TIEMIZITH. ELLZHT, MERMRIET RF. MiER Spotify WEERMR. EMMR
EABETHERERTN, Shishir EEMEFRALBE2—URERERZ. BIEERET “B—4EFEE" (First
Principles) MBZE, TEARER, FITHRITEKER, FHAIEMMZA “%IF” (Blue Loops) #1 “EIFX”
(Black Loops) HIHEZR,

[00:00:51] Lenny Rachitsky
English:

We talk about the rituals of great teams, something that Shishir has been passionate about and has been
collecting from all of the best leaders in tech for the past two years, and which will soon turn into a book.
We talk about Eigenquestions, which is not a German game show. He shares how he evaluates product
talent and gives some really great advice on doing reference checks. We go into so many other topics, this
is the longest episode that I've recorded yet, and you'll see why. Shishir is so full of wisdom and we could



have kept going for at least another hour. And so with that, | bring you Shishir Mehrotra. Hey Casey

Winters, what do you love about Coda?
R EIE:

BAVHETHBEANS N (Rituals) , X2 Shishir SERE—BE R FH RBEH M RAENMANSE
REWEN T, XERNBRIEECERB. HKITEWET “FHERM” (Eigenquestions, 8B HFHHISHIE
M= Eigenvectors), XAIREHABERETE. tMH=ET BTG~ RAAL, HFREH#HITERIAES
HT —LIEEENEN. BINERNRITTEFZEMER, IREFRFIURFREN—%, RRRMEBAEE
A, Shishir A TEZE, HIMETUBWEDL—NNE, BBA, MEILFKATIID Shishir Mehrotra, P,
Casey Winters, fRE3X Coda BIH—z=?

[00:01:29] Casey Winters
English:

Coda is a company that's actually near and dear to my heart because | got to work on their launch when |
was at Greylock. But in terms of what | love about it, | love loops and Coda has some of the coolest and
most useful content loops I've seen. How the loop works is someone can create a coda and share it
publicly for the world. This can be how you create OKRs, run annual planning, build your roadmap,
whatever. Every one of those codas can then be easily copied and adapted to your organization without
knowing who originally even wrote it. So they're embedding the sharing of best practices of scaling
companies into their core product and growth loops, which is something I'm personally passionate
about.

FRCERIR:

Coda B—XEIFEFENATE, ENRKE Greylock TIEIFESS5IMIINLZHLE. EFTRERENRE,
HHRE “BF (Loops), M Coda HBERMINEE. REANARER, XMEFHEELRZE: BATMU
I8 — Coda XEHREMRRADF, XAILIEXTIWNAHIE OKR. #HITFEEMI. WERLEES, &

— PRFRISEE R MR B E R H N AEIRAR S, EEFFENERVEHTRN. Rit, thiTFaKEA
REWRERBRDZMAE 7O~ mAEKERFR, XIERRTAFERARNER.

[00:02:05] Lenny Rachitsky
English:

| actually use Coda myself every day. It's the center of my writing and podcasting operation. | use it for
first drafts to organize my content calendar, to plan each podcast episode on so many more things. Coda
is giving listeners this podcast, $1,000 in free credit off their first statement. Just go to coda.io/lenny.
That's coda.io/lenny. Hey Ashley, head of marketing and flat file. How many B2B SaaS companies would
you estimate need to import CSV files from their customers?

AR ERIE:

HECEXEEA Coda, ERRGFNERTZENT L. RACENR. BERNFTER. RIIES—&KEE, &
BRZHMAR, Coda AFBERITARRMEKIKE 1000 ETHRELE. RFIHIE coda.io/lenny BIF,
IE Ashley (Flatfile E$EA5A), fRfEITHEZ) B2B SaaS ABEJFEMEFBESR N CSV X142

[00:02:38] Ashley

English:



At least 40%.
FRSCERIF:

ZE/1 40%,

[00:02:40] Lenny Rachitsky

English:

And how many of them screw that up and what happens when they do?
R EE:

HRBEZ D ATSEXHERIE? BT SREFA?

[00:02:43] Ashley
English:

Well based on our data, about a third of people will consider switching to another company after just one
bad experience during onboarding. So if your CSV importer doesn't work right, which is super common
considering customer files are chock-full of unexpected and formatting, they'll leave.

AR ERIE:

RIBEATNEUE, KA=D2Z—WAEHFS|T (Onboarding) BRHPIABEH—RIERNAKK, MeEEE
MRS ™. FRLL, WRIREY CSVE/AIREBITAER (BERIFFAXHREERB T IMERARIMRIEE,
XIFEHIE), ERMIAKR.

[00:03:02] Lenny Rachitsky
English:

| am 0% surprised to hear that. I've consistently seen that improving onboarding is one of the highest
leverage opportunities for both signup conversion and increasing long-term retention. Getting people to
your aha moment more quickly and reliably is so incredibly important.

AR ERIE:

IFEIX P R—RBAERET. F—HINN, REFHFISRESIMZUCRMENKPBERNESIITNEZ
— IAPERE,. BEEMAREIIREN “WIERZ” (Aha Moment) RIREEER,

[00:03:17] Ashley
English:

Totally. It's incredible to see how our customers like Square, Spotify and Zuora are able to grow their
businesses on top of flat file. It's because flawless data onboarding acts like a catalyst to get them and
their customers where they need to go faster.

AR ERIE:

ST iEH. FEIR Square. Spotify 1 Zuora XiFHIE FU0fEITE Flatfile WEM ELZEBIS, AR AR,
XERATENEIES | SMEEMT, LMt E R EiRIAE BT,



[00:03:34] Lenny Rachitsky
English:

If you'd like to learn more or get started, check out Flatfile at flatfile.com/lenny. Shishir, welcome to the
podcast.

FhaCERE:
WMRIRAE T RE ZEFFAER, 151519 flatfile.com/lenny, Shishir, IGDREIAFIEZ,

[00:03:48] Shishir Mehrotra
English:

Thank you for having me.
FRCEIE:

EHEREIE K.

[00:03:49] Lenny Rachitsky
English:

| don't think I've actually shared this with you, but you're actually the very first CEO that I've had on this
podcast. | actually have a rule of no founders or CEOs on the podcast, at least at this point. And you're the
first person that I've let break this rule. And so how does that feel?

FROCERIR:

HRFELRIRES, MERRHREXMERT LIBFRINE—(I CEO, HELEMME, ELBRINLEREEE
48 AN CEQ, fRRHE—MLIITHX MBI RETTAfA?

[00:04:04] Shishir Mehrotra
English:

I've always been a rule breaker.

A EiE:

F—EHE MR A

[00:04:08] Lenny Rachitsky
English:

Perfect. So bio for listeners just briefly. So you're the founder and CEO of Coda. You spend six years at
Google where you're a VP of product and engineering for YouTube, basically leading the YouTube product
team. Spent six years at Microsoft, you're on Spotify as board of directors, you're also a prolific online
writer. And that leads to my first question, which is | hear that at Coda there's a contest internally for
people who actually... So maybe a little context, you encourage people to write a lot of stuff externally
within Coda. You want people to be writing and you have this contest of who gets the most views and
likes of people internally. And so is that true and who's winning?



AR ERIE:

ABET . TARKREENE—TER. RE Coda Bl AFE CEO, fRTE Google TET 734, BfE YouTube
R TER S8, EXLEMSFE YouTube B9 @A, EWEXTIET R5F, B~ Spotify WEE SR,
FNtEER— SN ELER. X5IHTENE—RA: KIFIHE Coda REE—MLE-- EREXEF
B, {RExfhh Coda WEBIATEINBERZ AR, MMAEBARZEE, HEMIIE—NILE, FEERIREN
AEENSBHRSE. XEEND? IEESRT?

[00:04:47] Shishir Mehrotra
English:

By the way, yes, it's true. We did a similar thing at YouTube and YouTube creators. | mean obviously kicked
our butts, but we made a good way to make sure we understood our tools and learned how it worked.
And | think for a while at YouTube | had one of the top videos, it was a really cute video of my daughter
taking everybody's orders when she was like three or four years old.

FROCERIR:

IRER—T, B8, XEBHEM. (7 YouTube B3 YouTube BIfEE M LMBIEE. H2W, CIFE(]
EALFNFESS, EXEHERINEFRECHIEH THREGEATS %, FEE YouTube F9—ERRY
B2, RERERAININZ—, BERL L ZESHEARREN—TIFETEZRIM,

[00:05:11] Lenny Rachitsky
English:
That's not fair.

RS ERIF:
XAANF EMAEMBRFRAE)-

[00:05:12] Shishir Mehrotra
English:

Yeah, super cute kid is an easy trick for YouTube, but | get to learn all the tools and so on here, the
equivalent at Coda is you can publish Coda Docs, they show up in the gallery coda.com/gallery, you can
see lots of them. And at this point, thousands of docs when published from lots of different people, it gets
millions of views. And like at YouTube, the most popular ones are not ours, but it is sometimes helpful for
us to make sure that we understand how the whole system works in order to do it. So | think that the
current winning doc at Coda is one in a pretty deep niche. It's from a guy named Kenny Wong on our data
team, and it's an orange theory workout doc. So it turns that orange theory has this deep subculture that
they all hang out together on Reddit and so on. And this doc just took off as... | don't really understand
the doc, I'm not in that subculture, but it's similar to YouTube in some ways. It's like the niches are

actually much bigger than people think.
FRZERiE:

=8, BREAENEZFE YouTube £ “MERE” , BERELFSTAEIR, £ Coda, MEHHEERIR
AL % Coda X4, EfI&aEMEEE (coda.com/gallery) H, B, BT EABEFTBEARBHIILTESE
TEHERRBINE, FETE YouTube —1%, REVDHBEEFAREKIIECEN, E@EIXMAXNHERBEIVER
BARKNGERBREEN, HEEF Coda RMAENMEER— M EEEEN/NARTE. ©RHBENEIREA



B9—0 Kenny Wong BIAS R, 22— %xF “Orange Theory” (—FEEIRIE) MIIRGEXHY, EIIEHA,
Orange Theory B—IREMII XL, fbii14R7E Reddit SEHHRE, X PRI ANT - FEERKIEDR
MK, BARERMEFE, BXEFLAEM YouTube R AR5 (Niches) SEFF EEEANTERE
EABZ,

[00:06:17] Shishir Mehrotra
English:

Of the ones that are more work related, | think Lane Stock on two-way writeup still outranks all of mine,
but I have a couple of good ones on there too. And | would say this competition exists in my family too. |
don't usually even win with that in my own family, my older daughter, Annika, who also had that great
video on YouTube has two docs that do really well. One is Family Quarantine Olympics, which is a thing
she put together at the beginning of COVID, like a fun game for families to play. And the other one is a
score tracker for a game called Ticket to Ride, which | don't know if you've ever played the game, but
it's...

AR ERIE:

TEARLE MR LIERISEF, A8 Lane Stock XF “WEPHEIRE" (Two-way writeup) BIXIEHER (AR
AT HRFIERNE, FIHBE/LIFEN. MAKER, IMESERKEHLEFE. ERECREREER
WAT, HBIRZ)L Annika (FL=Z YouTube fISAEMNZF) AR IXERIAFEF. — T2 “RERBR
ML , ABEHEHEIPRY, B—TIEERETNEEFY. F—1=E (ERZK) (Ticket to Ride)
WEXREYI 788, RAMBMRE KBTI, B

[00:06:51] Lenny Rachitsky
English:

Heard of it.

FEiE:

it

[00:06:51] Shishir Mehrotra
English:

It's about the most complicated scoring system on the planet because you play the whole game and you
spend 10 minutes scoring it. And she built this whole scoring calculator and that turns out to be super
popular too. Anyway, but my docs do okay. But yeah, the interesting variety of what people end up doing.

FROCERIR:

BAMZMIK ERERNITDRS T, EARRTBEZERE, 57 10 D#Kito. T — 1 Bt oit
B, SRUIFERRL, 22, ZPXEERRET. B2, BIAMIEAXMENSMEBNARBENRE

b,

[00:07:07] Lenny Rachitsky

English:



I love that. Which of your docs has been the most successful? Hopefully we end up talking about it.
FRZERIE:
BERX RERXIERH N &RT? RERINFRENEITE,

[00:07:07] Shishir Mehrotra
English:

| think it goes back and forth between two docs I've written one called Eigenquestions, which | think you
intend to talk about, so we will get back to that.

FRCERIR:
BERERSHR N X ZEEE, — M (FERE) (Eigenquestions) , FABMRITEIIXA, FRIARRIIRF

=B

[00:07:20] Lenny Rachitsky
English:

Yeah, absolutely.

FRCEIE:

=0, 5SEZEH,

[00:07:21] Shishir Mehrotra
English:

And the other one is one | wrote a while back called Four Mitzvot Bundling. That's all about how
subscriptions work and it's how | ended up on the board of Spotify with Daniel and | geeking out on
bundling theory, which is a super weird hobby, but | have normal hobbies too. But | liked it. | like to
explore bundling as a fun hobby and people enjoy that doc as well.

FRZERIE:

S—1PRERAUGIERN, W (IREHEENMEAREY (Four Mitzvot of Bundling) . R X FITHRERWAE
ERY, tLRIFRLH N Spotify EEEMRE——FM Daniel (Spotify CEO) —iZihHt “IR4PIEIL” , XEIF
2R, BERUBEENET. BERRERENE, HIERFRPHELSF—MEBNEL, ARBEERIBIX
/=

[00:07:41] Lenny Rachitsky
English:

Yeah, you've shared a lot of good thoughts on that and we're not going to cover that because covered that
in depth in many places. But just to clarify, did you write that doc and then led you to being on the board
of Spotify or is that after the fact?

RSz ERIE:



B0, MMEXBTEDZETRERZOAE, BMNSKRABRAT, RAGRERSMGEHRNHD. BEIEHIA
—TF, BEETHIANXEAILIR#EN Spotify EEEH, EEZEFER?

[00:07:52] Shishir Mehrotra
English:

The conversation led to... It was a napkin sketch at YouTube that turned into a really fun lunch I had with
Daniel, Daniel at the Spotify founder and CEO. And then he encouraged me to write it down. And for me,
you write prolifically and writing for me is actually surprisingly hard. | feel like | have to think about it. You
make it seem really easy. For me he's like, "Could you write that down?" It's like, "Great. Now I'm going to
take a year to write this thing down." Because you think through each part of it and you kind of come up
with the right framing. | have a little review process | use for my docs that allows other people to help me
make it better, which is always really helpful. But yeah, so that's how that started. So it got written down
after. Yeah.

AR ERIE:

EARRIIE(RARY - A ZTE YouTube BIBY— “BAFEE" , EREZMILM Daniel (Spotify BIIEA
F# CEO) N—XIFEBEBHFE. ARMEMFIBET TR, MEZEKR, REFEEST, EEENHFKIRE
KB, HRSROITRBAR, MILSFEERRES, BTN, SR “(RELeE FRE? 7
B, BORNZE: “AHET, UARBE—FNHEREXNEILT.” AAFREREES—E7, HFHREIGEN
EZR, RMNESEHXEE—MITERE, LEMAERNHE, XS2REEH. AL, FRMEXHEHR
Y, XHERERA 5.

[00:08:47] Lenny Rachitsky
English:

So we were talking about writing and content and things like that, and that's a really good segue to the
first thing | wanted to talk about, which is Black Loops and Blue Loops, which to folks that haven't heard
this before might sound like some ultimate fighting nightmare scenario, but it's something that is really
important to you and Coda. And so to set it up, can you just talk about what Black Loops and Blue Loops
are?

FROCERIR:

HAINAWE T SEMAB ZERIER, XIEFEILUSIHFBHNE—H4SE, B “EIF” (Black Loops)
“IE3F” (Blue Loops)o M F&ITIBIARKIG, XITEEHRAEGREMERBEINERL R, EXWRH Coda
KRIFEER, NTHIHE, (FEFERE—THARERNRNIERG?

[00:09:08] Shishir Mehrotra
English:

Yeah, and it's probably worth mentioning. | think a lot of businesses have a diagram that describes their
ecosystem and how it works. Sometimes it happens a little later in a company's journey. For us, we're
probably three or four years in before Matt Hudson's runs our data finance teams here. He came up with
this diagram and it really stuck for people. But | highly encourage drawing a diagram like this for your
business. I'll flash it up on screen for a second and I'll describe it, but this is what the diagram looks like,
black loop, blue loop, and it's basically the two different ways that our product spreads. The Black Loop is



someone comes in, they make a doc, they share with a group of people, some subset of the people turn
around and make another doc, and the process repeats itself over and over again.

AR ERIE:

9FEY, XMEERFT—R. WANRSEUHE-—MEREESRAAREELAANER. BENXRETELDRRE
BUEHR. MK, AMBERBDRIL=TFE, HRIENEBIEMSEBAR Matt Hudson e 7 X1NEIX,
EEARAAD. FERIUBWAMPISZE—IXENE, REERFELAR—THERE: XMEERNE
F, RIRMIER, ENEXLRRHNTREROAHRRLR. RFE: BAHE, SIB—I XM, 2F4—
BN, XBEARN—SOARIEXEET S, XNIRERMER.

[00:09:53] Shishir Mehrotra
English:

The blue loop is someone comes in, makes a doc, and instead of sharing it with a team or with the
collaborators, they publish it to the world. And in that process expose it to, they can choose how it should
appear. What publishing in Coda is a lot like building a website. So you pick a URL, you tell us whether or
not Google should be able to find it show up in the gallery and so on. And what ends up happening from
that is they turn into broad promotion of Coda, but really it's about that person what they're trying to get
done. And I'll stop sharing so | can talk a little about the dynamics. So | sometimes refer to them as the
Microsoft Loop and the YouTube Loop because those are two inspirations for it. The Black Loop feels a lot

like how documents naturally spread.
FRCERIE:

BIfE: BA#RRE, Q12— X, EMFEoZLEANIMENSE, MEFELAGLEHER. EX IR
h, TR, FEFENEMAR. 7 Coda PRABXMEREEILI— 1ML (REFE— URL, &
FFA] Google ERREIRREE, BEEHNTFEETEFE, RANERZE, XEXHTM T X Coda B2
I7 BROHRRXTRNIARETRIERS. RELEDE, RRREFHENFE. FERFENN IR
M “YouTube }f” , AR RBHIHKIF, RIFEIIFE G BANEREL .

[00:10:36] Shishir Mehrotra
English:

The viral actions of a document platform are shared, create, share, create. It happens over and over and
over again. The best way you learn about Office or Google Docs or so on is somebody shares one with you
and you're like, "Oh, that's pretty cool. | bet | could create one." And that loop can happen very, very
quickly and it really drives for us a lot of how we think about how we work mostly within companies and
teams, but sometimes across them as well. And so for an example, it led to our pricing model. So our
pricing model is a little different than most companies in the space that we do a thing called Maker
Billing. So basically all document products, all products with the document metaphor have three
personas, people who can see things, people who can change things, and people who can create new
things.

FEiE:
XHEFENRSAMER: 7. IR, 2=F. 0, E—BX—EBMELE, RT# Office 3 Google Docs &
FHAERMBEARET —NMAMR, AEMEE 1R, XEEN, RITHERBER— . IMERTULE

RIEER, ERETHNNITELARNNKREDBE, TBEZEATMEAR, EENMEEQRR. i, R
ETHMNHUENEE, BMNWENRESZIBNARSHABBERR, HIIRA—MIUE “CIfFEITE"



(Maker Billing) MR, EAX LB~ (UXEAREHN~G®) BE=HE. REEENA. T
LUEERRIA. UK AT ABIEZF B A

[00:11:18] Shishir Mehrotra
English:

Basically everybody charges for the top two. They charge for editors and makers. If you can make
changes then you have to pay. And that's like every document product you can think of, including ones
do drawing or so on. They all do the same thing. And we decided that we're only going to chart for people
when they make a document. So you think about it, you get a Coda doc, you only need one If you are
using any of our paid features, you only need one paid license for doing it. And the reason we do that in
terms of that diagram is | wanted no friction on the share edge. | mean the share edge for us is like that's
the moment of, "Hey look, I'm doing this thing, it's so cool." And that's the moment where the line | gave
to the team is | want no dollar signs in the share dial going into that, every product has its moment of how
he's for growth.

AR ERIE:

BRS8N ABHFIFmMAEUREE, BIxmESE (Editors) FEIEE (Makers) W2k, RE(REEMELED, {REL
Sfdsk. (REAEEREIN/LFFREXE mE R, SFLEBTAS, BRITRE, REAN “SIE” X
Wagt. FRLARAERRE, fRULEI— Coda XHH, BMEMRFERT HAIBIFERIIGE, MMERFE—MIEIFA. &K
MNZFrLUXEE, EZEIFRIER, REARBEE ‘9T XTHNKBEEMAER. HERXH, 2EFTIME
B DRIRE, REEMXD, KET” B9, REARETHRIZE: RAFEEDENEEEHIEMR
XTS5, ST mEtEHEKAXENZ,

[00:12:04] Shishir Mehrotra
English:

Going back to YouTube, imagine you had to pay for people you shared with. Nobody would ever share
anything. But that's how basically every productivity product works is the moment they charge you is
when you share with somebody. The Blue Loop, | often call the YouTube loop because the emotions of
publishing a doc are incredibly close to that of publishing a YouTube video. And people have all sorts of
reasons why they do it. | mean sometimes people do it, there are people who do it for money, but a lot of
people do it for exposure, for brand building. They just want to get an idea out in the world. They want to
get feedback. Some people do it for fun, some people do it as a charitable contribution. There's lots of
reasons why people do it, but the net effect of what happens is for YouTube, the vast majority of how
people found out about YouTube was through a video that was shared with them.

FROCERIR:

[EZ] YouTube, BR—TMRIRBFANMRAIZHNNRGE, BMRASDEEARAT., BEEELRENES
N mBRX AN ERDELFIANB—Z], IIHFBEMEE. ETERF, HEFRZN “YouTube
T, AARBXENEES AT YouTube ISRAFEEIE. AMIRGXEEEMERER: BARNTH, BES
ARATEN. ATEULNAME, tIIRRBIB—MUEERHER, BRERT. BARATHN, BAR
ERRER#R. RERZ, EREANYRE— K YouTube —#, LBRLEHAFIE YouTube B@IFI A5
R (W

[00:12:51] Shishir Mehrotra



English:

That's sort of the impact, but it changes the dynamic that allows everyone who publishes a Coda doc,
now it's a very natural incentive to go share it with the right population. If you're an orange theory, you
share it with the orange theory population. If you're into plane ticket to ride, you share it with the ticket
to ride population. But if you're into bundling, you try to find a small group of people that care about
bundling, tell them all about that. And what happens for us is that then becomes a loop. That means that
most people's exposure and almost a third of our users come through this loop. They're not actually
exposed to Coda, they're exposed to a great idea for how to run an offsite or how to win ticket to ride or
whatever it might be. And in that process, they learn about the product. And so then they come in

through this vehicle.
R EIE:

XFLERIE], BERZETHHNG . MESTH % Coda XENABBIFEBANDNESZL/ENA
Bf. WNR(RTEH Orange Theory, REDELAINEF; MRIMENR (EEZIK), (RERDZELIMK. WRIRM
IMGRHERNME, REM—/NEEROXMIIANTIFMIT WEIRE, BT —MEF. XEREAZHA
MR —RVE=02Z2—NAFR —E28IX MBI ERN. tSEMITE Coda XM, M2
—MXTFUOFAAFEARS. HENART (EREZR) BFRF. AXNIREHR, tITHET~m, FRUtR
HIRENT RAHES

[00:13:45] Shishir Mehrotra
English:

And one reason it's very important is because for products like ours that are very horizontal, you get
different types of users. There's some users that | call the building block thinkers, they like to build up
from scratch and the blank surface of Coda is really amazing for them, but for most people that's
intimidating. | don't really know what to do. Most people in the world are problem solvers. And so they
start not by, "Do | need a new document?" They start with, "I've got a problem, we don't make decisions
fast enough at our company,” or, "My family can't figure out what to do on the weekend," or whatever it
might be. And then when they find a solution to that problem, they then pick the right tool. And so the
blue Loop allows us to go after that and it changes how the motion of the ecosystem works as well. But
that's what Blue Loop and Blue Loop is.

FROCERIR:

XEREBHN—NREAR, MFEHNXFIEE “Em° (Horizontal, IE@AE) B~ m, FIBEIFRLE
MER. BEAFREMZA “BMARBEE” , 1SRN EFIEEE, Coda MZ=HREXMITRTRE; B
WARZSHMAKG, BELARIBH, WIIRMEZEAA, HRLASHALRRE “REBRE” . WIFR
BHAZE "BRFE-HXEND? 7, MR “HRETRE, RIQBRREEFRBR” , HE HREAR
EARTARTFHA” . StHREIBREENG RN, 7REFGENTR, BIFILRIEBMAXLERR,
HEZTESRENEBEAN. XMERFFIEIL,

[00:14:31] Lenny Rachitsky
English:

Awesome. | have a bunch of questions | want to ask. The first is for founder listening to this and they're
like, "Oh man, what am | loops? What's my flywheel? How do | think about my business?" Can you talk a
bit about how you came upon this way of thinking about the company? And then also how do you
structure your teams to work in this way if this is the way you're thinking about growth?



AR ERIE:
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[00:14:50] Shishir Mehrotra
English:

Maybe on the first part, and | think you just hosted Casey Winters, he is pretty famous for talking about
loops, not funnels. And | do think there's a very natural thing when you're building a product or building a
business to think about your funnel and you think about things as being linear, that somebody comes in,
they go up to your signup process and then they see your onboarding and then they get exposed to the
first magic moment in your product and the second magic moment, so on.
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[00:15:13] Shishir Mehrotra
English:

But the truth is, it doesn't really work that way. Almost all products have some form of loop. That person
turns around and maybe sharing is built right in your product or maybe it's not, or maybe there's a way
that it happens through advocacy, but understanding that the way products actually grow and spread
happen through some type of loop not funnel, is | think pretty fundamental. So first piece of advice I'd
give is you probably do have a loop. Whatever the product is, there's probably something about it that
causes that loop and understanding how that works really important. | mean in terms of what it is. In our
case, I'd say if you take Black Loop and Blue Loop, the Black Loop is every product in our category has
that. We didn't invent it. You build a document, you put a share button on it, every product has that.
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[00:16:01] Shishir Mehrotra
English:

Sometimes it's just recognizing what's there. It's not that interesting. The Blue Loop on the other hand, is
not something that every product in our category has. It's not really a thing that you expect to do with
Google Docs or Office or so on. It's our unique take on, "Hey, we're going to build a publishing platform
that isn't just for sharing ideas and building things with your team, therefore putting things out in the
world." I mean, one of the best compliments we hear about the Coda Gallery is | had this user tell me, this



line I really love is said that the Coda Gallery feels halfway between Medium and an app store. And you
can come and you can read about anything interesting in the world and you can go shopping and say, "I
need one of those. | need one of those and | need one of those."

AR ERIE:
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[00:16:40] Shishir Mehrotra
English:

And it's my view that this category, we call the all-in-one doc category, | think this is going to be critical. |
don't think that there's enough people out there that are looking for a horizontal new blinking cursor. |
mean, they exist and you can get through your first million users that way. But | think to get to the level of
impact we want to have, we've got to find this problem, see here. So you probably have a loop, not a
funnel, and it might be hiding in plain sight or it might require invention. That's the bounder dance and

the fun of it, but finding it, writing it down | think is really helpful. Second part... Oh, how do we organize

team?
FhSCERIE:
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[00:17:18] Lenny Rachitsky
English:

Yeah, but let me ask one quick question. You said this, | think it was a data scientist that first imagined
and diagram this out because I'm curious, as a founder listening, they're like, "Oh, how do | find
something like this?" | imagined part of this was, "Oh, this person brought you this interesting way of
thinking." And there's this process of, "Oh wow, this is cool. Let's think about this." What was that like?

Just over high level, that process.
R EIE:

20, EERZARBERN—MNAE, MEHRVE—THRENFERABHEL TXTER. KRIFE, F
FIERFEIEIIAA, =R IR, FOZWMEAREIXFRRE? 7 RBIEN—&0E: R, XITAFS
MEMEBNEBELN.” ARE— &, XRE, URIMTAR—T" B9I2, BIIEARZHAER?

[00:17:41] Shishir Mehrotra

English:



He currently runs data and finance for us. He's actually one of the early founding members of the team,
Matt Hudson. So he is getting every job here around the go to market team. Very insightful. But honestly,
the idea can come from anywhere. | mean there's a really famous loop diagram for Uber that | think one
of the board members drew it or Travis drew it.
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[00:17:59] Lenny Rachitsky
English:

Built early.

R EIE:

REREIT T o

[00:18:01] Shishir Mehrotra
English:

Yeah, right. Yeah, that napkin sketch, who knows how true that is. Probably lots of dispute on that. | think
Airbnb had a similar diagram. I'm trying to remember.

FROCERIR:
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[00:18:12] Lenny Rachitsky
English:

We tried, we had some sketches.
A EiE:

HNERE, HEE—EEE.

[00:18:15] Shishir Mehrotra
English:

Right. So it can come from anywhere. | do find that the most natural place to see it is just when you're
talking about your business to someone, when you're pitching a customer or a candidate, | actually think
candidate... | think we're going to talk a little bit about energy, but | think talking to candidates is one of
the best ways to hone what your business is about. Because those people are in some ways even more
critical than investors. | mean they're investing their time, not just their money. And so your ability to get
across to them why this thing is going to be interesting and how it'll grow.

FRCERIR:
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[00:18:50] Shishir Mehrotra
English:

And they're the most discerning investors out there in a lot of ways. And they're actually not that easily
confused by metrics and so on that could be temporary. And they put themselves in that picture like,
"Can | see that happening?" And so for us, the black loop part is pretty obvious, but the blue loop part,
you had to squint a little bit to think, "Will people really do that? Will people come and publish these
documents like some hybrid between websites and blog posts and templates? What are they going to
going to do and why?" And so it required a little bit of creativity, which forced me to get better and better
at pitching why that's going to happen and what that role is going to feel like. And this analogy of halfway
between Medium and an app store is that helped people crystallize what that promise has to feel like. So |
think that... And this idea can come from anywhere, but if you want mine for your own loops, go look at
what you told the last few candidates you talked to.
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[00:19:48] Lenny Rachitsky
English:

| like that. And then just take some attempts at drawing some kind of diagrams. That's how | thought
about that when | was thinking about it. Do you find that the quality of user is different amongst the
loops? | imagine one is like 80% of the growth, but maybe the other is a different type of user, maybe
higher quality. | think about a little bit with Airbnb referrals drove higher quality hosts, even though it was
still a small portion of all hosts. And so it was a really lucrative and interesting channel. Do you find
anything like that?

FROCERIR:
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[00:20:14] Shishir Mehrotra

English:



So | mean quality and activation are a little bit different. | mean the Blue Loop definitely, there's actually
three entry points on that diagram. Those people come through the Blue Loop, those people get shared
through the Black Loop and those people come through the top of the funnel. There has to be like your
seat population, somebody starts with blinking cursor. Nobody shared anything with them. Either a Blue
Loop, a template to document or Black Loop a way the team is running. If you look at activation,
retention, so on, certainly the highest is the black share. Somebody shares the document and says, "Hey,
this is how we're running the staff meeting." You're just going to use it. So the job or retention there is a
all different, and actually one thing that is... Actually, let me come back to that evolution. Second best is
through the blue loop and then the third, the worst, the hardest is activating through the very top. And
from there, roughly one in five people make it to what we think of as our activation moment, which is
hard.

FROCERIR:
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[00:21:14] Shishir Mehrotra
English:

It's like you're going to hand somebody a new product that they didn't start with a problem on and
nobody handed them a document to say, "Just work in." That's hard now. Now all our flows are really
important and so on. But if you think about these three different dynamics from how you asked about
how you struck your team, they're incredibly different mindsets. Because coming to the top of that
diagram, we get to own the conversation. We have our opportunity to tell you what the product's about,
what you should do with it, here's the minimal set of things you need to know in order to be productive
and gradually reveal the other things that you might need to know, meaning the order of those things
wrong, real trouble. But it's actually a minority of how people get exposed to Coda because in the black
loop, the person who owns that conversation, the person sharing the document with you. If that person
does it and mispositions it or doesn't just makes a crappy document or so we have to help them onboard
their users, which become our users.

FRCERIR:

RGP R A — M RBEHERERERNA, MERRKABM—PIABSER “MEX) LT
B o XiRME, MAEKNMERNAEHLERIFEEE, BNRREBEX=MAREDDING, URIREIZEIEIIN
ARZHER, ENNEREANREATRN. FHAMERREER, KITATUEEME. KBNS IFRT
mEXTAR, (RMZAEMtA, ITRESVEMFEZMNENRVMIRZHA, HAEMERIRAIEFTEN
HhiThet, MRINFIET, MM AT . EBXFERELHARBIEXMS N EM Coda B9, EAERIRH,
EFIENR D EXEAIRIIA. MRBPIAEME T, HERIZMT —MRIEHISHE, R RE BN
SISMIINAR (XEBFREETEM T HIMNNAR).

[00:22:11] Shishir Mehrotra
English:



Same thing in the Blue Loop, that conversation is now owned by the publisher. They're really not that
interested in teaching anybody about Coda. They're emotional interested in here's this really cool way to
do Orange Theory, or here's this interesting way to run a meeting. And so, one of the interesting things
about building platforms, which I think is a little bit different than products that get to be direct. For
better or worse, most of the products I've gotten to work on are platform products. And | find that there's
two very different kinds of people that like that challenge. So some people, and | think Steve Jobs was
the quintessential example, if he didn't really like being a platform, the iPhone ship without an app store,
they locked down the screws on the back on all the devices that nobody could open them. And his
viewpoint was, " I'm going to control every element of what my users see." And on...

AR ERIE:
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[00:23:00] Shishir Mehrotra
English:

I'm going to control every element of what my users see. And on the other hand, platform thinkers, you
sort of assume that my connection to my eventual user is through someone else. Like YouTube, regularly
they come to work at YouTube and somebody would say, "Well, here's what happened last night." And
sometimes it's heartwarming, like, oh, my gosh, this kid bit this other kid's finger and it took off like crazy
and this Korean pop star just broke through the billion view mark before everybody else did. And
sometimes it was not heartwarming and you don't get to control that because that's part of being a
platform.
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[00:23:37] Shishir Mehrotra
English:

And so it does change how you think about the way you run the team because if you have a loop where
your community ecosystem users on control that narrative, then you have to incorporate that. Another
close analogy | think is Airbnb and the famous story of them taking pictures of people's apartments. It's
like they had to reach out and try to control that and eventually you can't do that. You had to sit back and
let people market their hotels. And thankfully the ecosystem got good at it, but they kind of had a similar
dynamic, | think.

AR ERIE:
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[00:24:12] Lenny Rachitsky
English:

Absolutely. With Airbnb, pricing is even more of a challenge where a lot of hosts don't really know what to
price. They think their place is worth a lot more and we can't tell them the price. There's laws around
that. And so it's like, hey, maybe you want to price it at this rate if you know what's good for you. So it's a
lot of encouraging. So yeah, I've seen that in action. So you talked about teams and how you think about
structuring them a bit and that's a good segue to our second topic, which is around a book that | hear
you're writing called The Rituals of Great Teams.

FRCERIR:
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[00:24:40] Lenny Rachitsky
English:

And | think what you're doing there is exploring rituals that have emerged at some of the more successful
companies. And so just a question there, one, how'd you get interested in rituals, so much so that you
decided to write a book, which is such a trudge and endless amount of work? And just yeah, where is it at,

how's it going? And then I'll ask you a few more questions there.
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[00:24:59] Shishir Mehrotra
English:

The writing a book, so I'm writing this book, it's called Rituals of Great Teams. And when I signed up to do
it, | thought it was going to take six months. I'm now almost two years in [inaudible 00:25:11] my
manuscript in four months and | am probably half done. So there's a lot of work ahead of us in building,
but it's one of the most fun projects I've ever done. So the history behind this was, as in many cases, is a
lot of sort of odd luck and happenstance. | got hosted right at the start of the pandemic. | was interviewed
for a different podcast called Masters of Scale by Reid Hoffman. And the way Reid records, which I'm not
sure | would recommend this, but he does it a little bit differently than you do. You sit down with no idea
what you're going to talk about and you talk for three hours.

AR ERIE:
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[00:25:49] Shishir Mehrotra
English:

And then he has a group of editors, the same group that actually at its head, and they come in and they
pick 20 minutes of it and they turn and one episode. And you have no idea what it's going to be, so you
talk and talk and talk and gets 20 minutes out and they're pretty good at getting to a nugget. So they
picked out of this whole discussion this part that | thought was really small and it was Reid had asked me
for one of my favorite quotes and | talked about this quote from a guy named Bing Gordon. People don't
know Bing. Bing was one of the founders of Electronic Arts. He's a famous investor, Amazon, Zynga, so
owns lots of great companies. And | happened to sit on a board with Bing and he used this line. | think
Bing's one of the best non-linear thinkers in The Valley. Always learned something with Bing.
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[00:26:29] Shishir Mehrotra
English:

And he used this line that really stuck with me. He said great companies has a very small list of golden
rituals. And there are three rules of golden rituals. Number one, they're named. Number two, every
employee knows them by their first Friday and, number three, they're templated. And he has great
examples. Amazon has six pagers and Google has OKRs and Salesforce has V2MOM and there's all these
different rituals that people do. And | ended up sharing on the podcast a little bit about what Coda's
golden ritual is. If you were to ask a set of Coda employees on their first Friday what Coda's golden ritual
is, they would almost certainly tell you about this thing we do called Dory/Pulse. It's sort of the key of
how we run meetings and do write-ups and so on. It's a pretty simple idea, is that in our write-ups and in
our meetings, instead of going around the room and hearing what everybody thinks, we do this thing

called Pulse.
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[00:27:26] Shishir Mehrotra
English:

Everybody writes down what they think and we hide everybody else's until you're done writing. So you
force yourself to be eloquent about your opinion, on the record about it, and unbiased. And then the
second thing we do is called Dory, which is instead of randomly asking questions, we ask people to put
the questions on the table and then we take a round of up quoting and down voting them to actually
figure out what we're going to talk about. Dory's named after the fish who asks all the questions. It's a
tool we use a lot at Google that we kind of turned into this mini tool. If you were to ask a set of Coda
employees on the first Friday about Coda's golden rituals with Bing's three tests, they'll certainly talk
about Dory and Pulse. And it's not because they're meeting wonks. It's because it's indicative of the
culture of the team.
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[00:28:08] Shishir Mehrotra
English:

And so I'll regularly hear employees say things like, "l just joined Coda. It's been a week. It's amazing. The
culture is so open that | got to ask a question in a meeting and it outvoted the CEOs." Or they'll say, "I got
asked for my contribution to this really hard decision we're making and it was thoughtfully presented. |
had space to be able to do it well without bias and it was actually read and considered as part of the
decision making process." Reid's podcast did pretty well and | got all these questions about rituals and so
| decided to do a dinner which turned into a dinner series. And basically every third Wednesday we would
host a group of people to share the rituals with each other. And | learned a bunch of stuff in this process.
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[00:28:54] Shishir Mehrotra
English:

I've now interviewed over 1,000 people for this book and There's lots of really interesting rituals that
come out of it, but first thing | learned is people love sharing their rituals. I've interviewed people from
many companies that everybody's heard of, Nike, Disney, New York Times. It's all the way down to many
startups that maybe people haven't heard of or companies in industries that people don't talk a lot
about. Book authors, pundits, lots of different people that have come through this process. Everybody
loves sharing their rituals. Everybody has little secrets to how they run their business, but for some



reason the how we work part everybody's very willing to share. People also love hearing about them. And
I was like, "Is this going to be interesting for a dinner, geeking out about how a team works?" And it turns
out not only do people like hearing about it, it's the littlest details that matter. It's like, yeah, we kind of
do that, too, but we have this issue.

FRCERIR:

ATREAER, WELKNT 1000 ZA, NPERRTRZIFEFEENNN. HFINE—MHER: MIAED=E
IR . BRI RSMBATNA, b, BEe. (ALO8R), BRI REZIFNEEHFE!
2F), FEAMITERENTULENQE, FR. TX, SWEHNABSETHEKRK, BPABERDZMA)
. BTABMBLEWSHVIE, EHFEMERRE, XTF “HMOAIE" 987, AKEBIEERED
2o MMHEERAXLE, REBE: “EHRELEHEAMNGIERREERG? 7 FLERA, AMIFRNER,
MERMNIATARER, ARZW: "2, RITBXAM, ERHRITERT XA,

[00:29:46] Shishir Mehrotra
English:

How'd you get past this? And you start discovering that actually those little details are what would make
or break a thing, that you can't quite do it the exact same way. And then the other thing | realized, which
is probably the most important point, is that rituals are, I like to say that they are, a mirror of culture. That
one of the attendees, Dharmesh Shah, founder of HubSpot and very thoughtful person, he talked a lot
about this thing that is virtually presented as something called flash tags, which is a really cool example.
But Dharmesh talked about how when we're building companies, we actually build two products. We
build one for our customers and we build another one for our employees. That's actually how we work
part of it. That's the term he uses for that, is culture. That's the product we build for our employees.

AR ERIE:

“URBEALRRINEERN? 7 F2XkW, ERBLENATIRET —HEHEK, MAET2RR. HEIRE
NE—HE, ORtEEREEN—=, 8 NABRXUNEF. HP—{IE5%, HubSpot BBl A
Dharmesh Shah (— 1M EEERBEMA), #ET—M0 “Flash tags” WA, X2—MEEENFIF. B
Dharmesh i#%l, HIHNMEILLFN, KFLEEMERIN TR — I BATFHN, 3— I EBHATIMN., LR
ITHPEEME “BITMAEIE , iz X’ . XURERITNEIHEN M.

[00:30:29] Shishir Mehrotra
English:

| think it's a very interesting way to define what culture is. Interestingly, when you ask people about their
culture, hey, what's the culture of Google, or Airbnb, or so on, the way they'll answer the question is
through rituals. They'll say here's what we do and the way you know this is what we do is through this
ritual that's in place. So | thought that was pretty interesting. Started off just building a little listicle of
here's all the great rituals and then | started realizing that actually the comparison between them is kind
of interesting. And so | started sort of filling in the gaps between them of like when would you do X versus
Y and what did | learn through that process? Publisher asked if | would turn it into a book and | agreed
without really contemplating how hard it would be. And it's become what most of my evenings end up
being on this.

AR ERIE:

FHINNX—EXXUNBLRIFEEB. BBNE, SfREIARNBXAR 2 ——Lbdl Google 5 Airbnb 9
X—EZENARNEEREIMNA. WISiR: “XMIRNMAB, MIRMERINIXAMNRRZR



NEXMUI” HREXREER. EMHRIZRIINER, BRFIEHAIINI, EREFIREENZEH
MELRBEB. FRERAAREBHENZENZ=R, LA ARHRZBXTIARY, URFEXTIEFFE T+
%o HIRERHEERBILEETRS, WKEABEHESHMEN T, WE, RASOHG LEMEETX LR
To

[00:31:17] Shishir Mehrotra
English:

| have a wonderful co-writer, Erin Dame, who's incredibly gracious with her time and helping me sort

through the best ideas and the worst ideas, but it's a really fun project.
R EIE:

BE—IRZENSEEZE Erin Dame, tiFFREIMMBREERBESFONSRENTE, XB— M EEER
ENRI=

[00:31:29] Lenny Rachitsky

English:

What are some of the more wacky and/or impactful rituals that you've come across that you can share?
R EE:

fREEN E—ERB IR E R E M HRARANS?

[00:31:36] Shishir Mehrotra
English:

Boy. I'd sort it down the list. I'll tell you some that are interesting and recognizable. One of the most fun
ones is from Arianna Huffington and she shared a ritual called Reset. And there's a bit of background on
Arianna, she's well known for Huffington Post. She now runs Thrive. She had an accident a few years back
and ended up going through a period of doing a lot of research on how the brain works and ended up
coming to this set of conclusions about how you can affect your own brain chemistry. And one of the
things she does as a sort of personal ritual is | think called a reset.

FRZERIE:

R, BRERK. HAMRHALIEBEEHREN, RBEB—TKE Arianna Huffington, #15=7—10
“Reset” (EE) BIXUo Arianna WERAKAIGERE, R (FHTWERR) MR, WELE Thrive, JIF
AR T —RESN, ZERTREMEMAAMMENEE, HEHT —RIIXTFNREZME S KRETE R T
L. WME—HE, FEA—MDPANI, H “Reset”

[00:32:13] Shishir Mehrotra
English:

It's basically the ritual is you make a one minute video that is personal. And they have a little template for
doing it, but it's a breathing exercise. It's like you are supposed to play it while you do this breathing
exercise, but it's personal. So it's like her video, you go search YouTube for Arianna's reset, you'll find it. It
has pictures of her kids, it has quotes she loves, it has videos of her hometown in Greece and so on, but



the way she brought it to the team was they start meetings by randomly picking someone. They call it
spin the wheel. They randomly pick someone and they play their reset. And the idea is you get this two
for one where everybody gets a little bit the brain chemistry rewiring of 60 second breathing exercise.
Everybody gets back into that sort of zen state a little bit and you learn a little bit about each other.

FRCERIR:

XNMUNER ERILREE— DN —DFH N AN, MI1E—NIMER, BRZO2—NERES, REOZEM
PR SIBERE, BERMAKR, LbiNthisR (fREJLATE YouTube £ “Arianna‘s reset”), BEmEmAEH
BZFHERR. hEVNNEE. MEERSNIMESE, tiEXNMEIRNFNARE: KINFFRMENPEE—
M (HWAIFRZ R “EhiR”), AERERBIEB AR Reset 115, XMEER—ZWE: 8 MAZES 60 #7089
RS ELEARMUFRE, BIEIEM @E” KE, RNARBES T HELL—S.

[00:33:05] Shishir Mehrotra
English:

And she was saying that the pictures people pick and so are interesting, but actually the music people
pick is probably the most interesting. A lot of people pick calm music, some people will pick something
they rock out to, but everybody does their reset a little bit differently. So that was a really fun one.
Another really fun one that | was surprised by, Gusto does this thing in their hiring calls. So you get an
offer from Gusto and apparently when you get on the offer call of congratulations, you got an offer,
instead of just meeting the recruiter, which is what most companies do, they have the entire group of
people that interviewed you join the call and they all say something about why you're amazing and you
should join Gusto.

FROCERIR:

it A IENRARER, BELENSERIEREH. RENEFHENESR, BEANEER, 8DAR Reset
#HEEBERRE. XE—MEEEBN. 3—MLEIRFNEBNZ Gusto TERALIE (Hiring calls) #1589,
L{RZ%] Gusto FUREUEN (Offer) BY, EMRIFEER Offer WERIEE, RMUNEBBEARTY (KEHQE
X)) , MEFEERIIRNATSINGEE, S8MABR—LEXFHRATAREURIEAMTARIZIIAN
Gusto BYiE,

[00:33:46] Shishir Mehrotra
English:

And it's such an interesting ritual in so many ways. For the candidate, obviously what an amazing
experience. To use an Airbnb term, that's like a level 11 experience of what that feels like, but also for the
company. One of the questions | get asked, "What if | voted no? What if I'd said this person is a no hire?"
And | said, "It doesn't matter. You're on the call, you're going to work with this person, you're going to
help them feel welcome and you're going to help them understand where they stand." | think it obviously
takes a bunch of time, but it also is a signal to the company of how important hiring is and something
that obviously we all prioritize. Those are maybe a couple of the maybe different ones that people might
not have heard of before.

AR ERIE:

FREZAFEXAR—MIFEEENL. WFREARY, XEAZRFIER, A Airbnb BIRERR, XL
B 11RER . BNFRERKRBIMLE. BARK: “NRFRTRMER? NRFHXDARZEE? ~
it ERR. MEEEIET, MEREMXNAHSE, RESMIIREZIGE, )T #E CHEL”



?ﬂzl}djL ARERE, BEHAARARHT —MES: HRERZAEE, XERIMFABEANMEEI. XE
BER AMARTZ IS B —E R E RN

[00:34:31] Lenny Rachitsky
English:

Those are amazing examples. Have you integrated any of these rituals from other companies doing this
research into Coda?

AR ERIE:
LG FRIET . FEHXLEMRAERES, REXEINEMATNXENFINE Coda?

[00:34:37] Shishir Mehrotra
English:

All the time and it's the cheapest form of research. | mean, | get to borrow all these great ideas from all
these companies. We just added one to our decision making process. This is a good example of a little
detail that really matters, is Coinbase has a ritual that's formed around ... This is a decision-making ritual
they call ... It's actually amazing how many companies have a decision-making ritual with a name, with a
bur. So at Square, Vocal called them Spades. He kind of verbified it. There's a template, but you use

Bing's three tenants. It's got to be named, every employee knows it by the first Friday and it's templated.

AR ERIE:

—HEH, XREENIAREN. 2, HATUMMEXEQTERAXERRIEE. FAIRNINERRT
BHRENT —1 XB—1MXT “@RERK” B4FFlF: Coinbase B—1TELSRRINI <L NIFRIFHY
B, RAERXRAZARREHRT. WohAARMNIA. £ Square, ff11#izA “Spades” (FEtk). MIEE
TR T — e, B—MER, BIRFETRE Bing =1 RN ¥0EZF, SMRIEE— T ARAEHE
BIEIR

[00:35:18] Shishir Mehrotra
English:

So Coinbase does a thing they call rapids and rapid is a framing around what the roles in it are, the
responsible approver, participating, informed and decider, but their technique of doing it was really
interesting. They have this subtle nudge thing that we weren't doing that I've now incorporated at Coda.
So at Coda we have Dory and Pulse, like a very common ritual. It spread through a lot of different
companies that use Coda. You don't really have to use Coda to do it, but | think Coda is pretty good at it.
But one of the things we were facing was that you would do this pulse and so you'd have a meeting. And
if you did it wrong, it could feel like voting and it could feel like consensus building.

AR ERIE:

Coinbase 17 —0 “RAPID” BYZ&RFE, RAPID BRXTHBHDEHEL: fa5E (Responsible). #t&EE
(Approver). 5% (Participating). #&EH#E (Informed) FARZHRZE (Decider), BMITHITHRARIEE
Bl ME—FRe “BhE” (Nudge) , BAIEN&M, MAEFKIBESIANT Coda, 1E Coda, {15 Dory
M Pulse, XB2—MEEZENN, EELEEBITRZMER Coda AT, MELAFEER Coda hEEM,
BFKIAA Coda MiFRIF. EBENEIGH—NMABE, HRM Pulse FRHARE, MRMERI, ©OIEERX
GEERE, EREREEREIR,



[00:36:04] Shishir Mehrotra
English:

And so we would get this, people would talk about it and every ritual has its pro and con, but people
would look at it and say very open culture, you're allowed to share whatever you want. But on the other
side for the person that's trying to make a decision, it can feel like, oh, my god, | now have 30 pieces of
feedback. Am | supposed to wait for all 30 of them to be yes? Am | supposed to wait for it to be a majority
and how do | know? What am | supposed to do here? And so Coinbase had this really simple idea that we
sort of smushed together, which was at the top of their rapids they named who all the people were and
then next to each one they put a little box that said what is the decision from that person?

AR ERIE:

FRARMNZBEIZXMER: AMBTLE, SMIEBERRR. AMNSEFIXUIFEFR, RAUDZERIR
BRENRE. B5—FH, NFRMIEMRRIAR, Bk “KW, HMWES 30 FRiK. K2R
BEFX30TARR B ? RERFARR/FRZEBARE? HLEAFIE? KEIKIZEAN? ” Coinbase
— N ERERRE, RINEERMS THE: EM(189 RAPID TRER, M17IHTPRERXAR, ARESTA
BFZAB—NIME, SRR ABNRERZT 4o

[00:36:44] Shishir Mehrotra
English:

They just organized. It's very similar to Pulse, but they kind of organized them and said everybody that's
in the inform bucket, they can comment, that's totally fine, but we really care about the approvers, the
responsible and then of course the decider, the one that really matters. And so we just added a column to
our Pulse, which is what is the role? And we grouped the table by that. And the other thing that Coinbase
does, which it sounds really subtle and small, but really in detail it really matters, is the person running
the meeting pre-fills that with what they want from that person. You are an approver. Maybe | have three
approvers because | have a budget approver and | have a marketing approver and | have a sales approver,
whatever it might be, and | need you to give me this answer. | don't need you to comment on everything
I'm doing, but I need you to tell me do we have the budget or not?

AR ERIE:

I RABBERALR T — T XM Pulse B, BMNIHITTHE: FIBTE “BKEH (Informed) BERA,
eI LAGTIE, X2k, BRMNEEXOHNZIESE. ARE, SATEREBNRERE. FMURIE
Pulse FIEMT—75: “ABRMA? 7 , HRIEXNFRKHATHA. Coinbase MBS —HHEITERRHY. R
N, BEEATEFEEE: SWBAEASITRMNFEMBIARRREIFH2. il “RE—THEE. &
AREAE=MUEE: MEMEE. SHEIVEENHEREE, HFEMRERXNER. HAFEMNRMHOE
rEHARTIE, ERFEHFRSFR: BMNEARERETE? 7

[00:37:31] Shishir Mehrotra
English:

Or | need you to tell me am | authorized to make this change in this part of the product that we generally
don't change, or can | change the onboarding flow, or whatever it might be? And we took a process that |
think was doing a pretty good job of getting rid of groupthink, which is really the heart of what we were
doing with Pulse, but had this danger of being overly leaning towards consensus building to a fault. |



think consensus building is a good thing, but consensus building to a fault is not. And we sort of stole this
one from Coinbase and we switched it in and it got better. And that's a good example very recently.

AR ERIE:

gE: “KREHFREFHE, BRESENETmPXTEEAANEDMEE? KT chHiFsISRE? ”
BATRAT —MRINRTEER “BHARA” (Groupthink) HEMISRIFAIMRE (XIERZ Pulse MiZL), EE
BEind Em T ARG, FIAAEMRIIRRHE, EFEERFEIRNAA. FHMM Coinbase ARE
‘a7 TRENGE, BERTHE, MRTET.. XMEREN—EFEF.

[00:38:05] Lenny Rachitsky
English:

| feel like you have a clear bestseller on your hands here and | can't wait to read this. | almost feel like you
have an unfair advantage right now having all these insights before you share them, being able to execute
so much more efficiently.

FRCERIR:

RUEBRFEE—NERED, HFEFLBRT . HEERFMRAEHRERM “FTRFRSME” , FHARE
DEXLERNFEZAMELERETEN], EBESIRIT.

[00:38:17] Shishir Mehrotra
English:

Well, yeah, it's interesting. I'm obviously not trying to keep any of it a secret, so the whole point of
publishing it is because | think other people will enjoy it and can get benefit out of it. But if people are
interested, one of the other choices | made in writing this book is | decided to do it somewhat in the open.
So there's what | call the rituals of great teams brain trust. And so if you just search for me and Rituals of
Great Teams, you'll find it. And I'm sure we can add the link to the show notes, but you can sign up. And
basically, as | finish a chapter, | put it out to the group and there's now a few hundred people that are
helping me co-edit this thing.

AR ERIE:

R, 28, XREWB. BEARITERE, RNV EMESHIANEMASERNHMPZH, NRARKBEN
B, FESXAPHHHNS—MEERR: BRAEUEM “QF” WAHRE, HEILT MY “HHEHAANR
REEMHA" (Rituals of Great Teams Brain Trust) BYZ&RFE. MRIMEHNBZFHMPBMEEIRE, FHITATLUEE
BERETENRE, MalREMAN. 4L, FEER—E, ML8XMNE, IEF/LEATEERER
“miEo

[00:38:55] Shishir Mehrotra
English:

Some of them just because some of them come in and give me help on storytelling, grammar, so on, but a
lot of them are contributing where they show up and they say, "Hey, you missed this one. We actually do
that, but we do this other thing a little bit differently and you should really talk about that." Because |
kind of view it as it started as a dinner series. It started with everybody's going to give to each other. And
so | kind of wanted to bring that into the writing process. It's also a cheap way to get some pretty good
editors and it pretty helpful.



AR ERIE:

BEARRBHLERE. BEZEYN, BEREARETHMAS, M]xH: 1%, MEETXD. FHE
WABAM, BRIES—HELOMERERE, (REIZHEIR.” RARBEEERRERTINESE —R
FAKEBLTF. FMUEFEEIMERTAG IR, XUE—MRGNFHRENRNGI, FEEEH.

[00:39:23] Lenny Rachitsky
English:

| love that. That is really smart. This episode is brought to you by Eppo. Eppo is a next generation AB
testing platform built by Airbnb alums for modern growth teams. Companies like Netlify, Contentful and
Cameo rely on Eppo to power their experiments. Wherever you work, running experiments is increasingly
essential, but there are no commercial tools that integrate with a modern grow team stack. This leads to
wasted time building internal tools or trying to run your experiments through a clunky marketing tool.
When | was at Airbnb, one of the things that | loved about our experimentation platform was being able to
easily slice results by device, by country and by user stage. Eppo does all that and more, delivering results
quickly, avoiding annoying prolonged analytic cycles and helping you easily get to the root cause of any
issue you discover.

AR ERIE:

BEMXN, XERRIZA, A<HATTEH Eppo #Bh, Eppo 2 Airbnb K& AMAIEKFAITEN T—1 AB
MIXFES. B Netlify. Contentful #1 Cameo X#FHI AT EBAE Eppo RIXEHI1RILIE., TiCIREMET
E, BITERBLF/URBEE, BEINTEERSMAEKAAEAZERNFLTA, XEHAMNEAR
BNEMEARAT TR, BAREBIRENEHETAGITRR, HIFKE Airbnb B, HEREWRHNTWELRTERY
—RE, EBRREMMIREE. EXRMAFPMBTINER. Eppo XM TX—EEESL, THERREI(GER,
RIMABGEK DAL, FERERILEIRIAE M R ER AR E,

[00:40:14] Lenny Rachitsky
English:

Eppo lets you go beyond basic click-through metrics and instead use your north star metrics like
activation, retention, subscriptions and payments. And Eppo supports tests on the front end, the
backend, email marketing and even machine learning clients. Check out Eppo at geteppo.com, get E-P-P-
0O.com and 10X your experiment velocity.

AR ERIE:

Eppo it fREBEEMB R HZRIENR, FMERMIILIRESIR, WEUE. BF. TN, Eppo SZHiif.
[Gim. EBEFEHEENSRFEIRTFHINIK, 1F5E geteppo.com (G-E-T-E-P-P-O.com) &E%& Eppo, iLfREY
KIRETRFH 10 15

[00:40:36] Lenny Rachitsky
English:

And How have you found these rituals form for someone that's listening and are like, "We need some
rituals, we need to move more effectively." How do these come up? Are they just organically organized?
Do they come in from other and they evolve? Is it founder driven? What have you found so far? | know

you're still working on the book, but curious.



AR ERIE:

MNFEFERTEHRES “BNFE-LENN, RNFRBEARMTEH A, MEAMXENAZWNEAZAET?
ENZEAFENG? 2MANLSINFHELRING? B ARRG? BEFNLEMRERT HA? HAERE
75, BRRFEH,

[00:40:53] Shishir Mehrotra
English:

There's a whole section of the book on ... | get this question a lot of how do | find the rituals we have?
How do | adjust the rituals to match? Are they supposed to change? There's lots of things you see because
some rituals are great when you're 100 people and they're terrible when you're 1,000. And you should
actively change those things. Some are great in what sometimes people call peacetime versus wartime.
You should do this during this time, but you should actively not do it when you're in this other time. And
actually, that in itself is a ritual. | mean, every company has some form of a war room ritual that is ... |
guess Facebook | was learning. We did a dinner last night, so | learned a little bit about it. Facebook
apparently calls them lockdowns, which is a term | hadn't heard before, but apparently it's well
understood. When they say lockdown, everybody knows exactly what it means.

AR ERIE:

PRE—BNEFEZXTFXNM--BEBWNE: RZNAELMBINESHENR? FHizanfEEEN U TE
BR? NARZEAEE? (RREBEIRZER, RATENAEMRRE 100 ABRE, B1F 1000 AR THEER,
REIZEMEAT XL, BENAEFMEN “FMFERE" 5 “HENEE RUARE. REIZIEXELBTEIHX T,
BES—BEEESDFM. Lhrlt, XASFHE—FHYK, ERiH, ERATVWEEMERN “EHE" (War
room) ¥z, HKIEBRSINBEER T #EE], Facebook RNz A “H8i” (Lockdowns), XZHURIEITIIHY
i, BEEAAKEE, HMIHE 8" 8, SPALHBIIIEXERET %0

[00:41:37] Shishir Mehrotra
English:

It's like we no longer do the goal setting process, you drop this type of work and everybody just knows
this is what it means. But | would say that when we talk to people about rituals, a set of rituals that
happen organically. | mean, those are the easiest. Dory and Pulse for us was one of the product managers
running a meeting just thought it was we're a distributed first culture, but hadn't really adapted to it
properly. And this product manager is just annoyed at waiting around on Zoom for everybody to go
around and say their piece and it just took forever. And by the end everybody's like, "Can we just pause?
Everybody just write down what you think." And he just happened to do it in this thoughtful way and it
just took off. And so some rituals grow organically and you just got to wait for them to do it.

FRCERIR:

XRKRERNABHITEMRERE, MR TXEIE, ARPMEXTHREF2. BRER, HFHITKIEN
i, B—ANAREAREN. XERREHH. WK, Dory # Pulse siREPZ—: HEF—{I~m
SBEFHRW, BEFRIMNBAR “DHIME BIXE, BEERTE2EN, XAUF”mIEEIZNE Zoom
EEFEBSPARRELSBEIRM, BAERET. REARR: “EFEEF—T? 8TARRS ML
e sF LUK MHR BB AWM T, ARMAT . FMUBENAZBEAEKRKD, MREBESFFHENRI.

[00:42:24] Shishir Mehrotra



English:

But there are cases where companies actively form a ritual to drive a certain behavior. And the best
advice I've given on this topic is to read one of my other favorite books. It's a book called Switch. It's by
Chip and Dan Heath. All their books are amazing, but they also wrote Decisive and Made to Stick and
Moments and so on. But this one is, if | could recommend five books, this would take two slots on the list.
And the subtitle of the book is How to Change Things When Change is Hard. And the basic idea of the
book is they use this analogy of a writer on an elephant on a path. And when you're trying to change
things, you have three options for what you can do and it actually kind of maps to Bing's analogy. So you
can direct the writer, so you can tell people what to do.

AR ERIE:

BHELER, ARSEDBIL—MUARBEHEMITH, XFXMEH, HELENRFBNERRRRE
RS —AF, 0 (BFE) (Switch), fEER Chip #l Dan Heath, ffIIFREMNBERE, MITESE CRET
70 CHEMED A (B EHFR) Fo BX—F, NRUBEFEED, ELRIEH. PHEIRERE “HZ
RUERINEIAE" » BPHEXBREMIERT “BELHARKMNBRAN” XPELL, HIRXERZ Y,
RE=MEE, XKFRLES Bing BUELEAEX R, fRATLL “EIEEERAN" , MEEFAZMT 4.

[00:43:13] Shishir Mehrotra
English:

You can motivate the elephant, so you can give this thing a kick in the butt and it's going to move. You
don't know exactly where it's going to move, but it's going to move. And you can shape the path. Shape
the path is I'm going to set this way up so that you can only do these things. The way | think about it is
direct the writer, tell people what to do. That's why if you look at Bing's tests, that's why you teach
employees this before the first writing. You tell people this is what we do. And so some rituals, how do
you get this ritual to work? You put it in your new hire onboarding and you make it work that way.
Motivate the elephant, a lot of that's about branding. So what do you do with rituals? It's an amazing
number of rituals where I'll tell people that seems like a great ritual.

AR ERIE:

fRAEJ L “BHAR” , EMEBXRUNERILEER, ANECEFZEMNILE, BEERE8. RER
W “EIERR1IET , EDERIBRRIRYF, LRRAEMXEE, RIVERRE. BEEBRRAMZEFAMZMA 2. Xt
BRTATEBing BUNIRF, MEAE—TARABLRT, REFMI] “XMERNBME" o P FRLE
=, RINANLEER? MBEREMSAISISH. HMAKRAEE EXFmEt. BRAMRMNAMT
a? BRZNUE, REHFFANBEERZMRERN

[00:43:51] Shishir Mehrotra
English:

I would highly encourage you to give it a name. Give it something that lets people anchor ideas to. Names
a very powerful thing. If | said, "Yeah, at Coda we do voting and sentiment writing or something," | don't
even know what you would say. It would sound boring. It wouldn't sound like something you could brag
about, something you could form identity around. And so it's very important to give it a name. And then
finally, why do you shape the path or you set things up? You templatize, make it as easy as possible to
follow this ritual. And make it just a part of what we do enough, then if you're at Gusto and you're like, "I
don't really understand that hiring cult thing," where it's like guess what? You're going to be invited to
one soon.



AR ERIE:

HBNEBWFAERDTEF. AE—TRILANBERENARE. 8F2IFERA. MRFKH: “7 Coda,
FNIRENBREEZELR,” FEFAMBIZEAR, WERRED. SMERFEIRALUZEBIARE, BF
BIRFLUESRET RS HINENAR. FIUERIFREERE. &E, ATABBERRERIRENIR? REERIR
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[00:44:28] Shishir Mehrotra
English:

You're going to see it and then you're going to have to do it. Or if you're at Square, you're going to see the
spade template and you're going to learn how to do it. So | think Switch is ... | recommend this book for
lots of purposes, but as you're thinking about rituals for your teams, it's a particularly relevant frame.

FRCERIR:

MRFRER, RAEMMREREM. HEWMRIRE Square, RREZ Spade 11k, RAEFREAM. FIL
HINA BERZ) - HETRZENEEXES, BHREZFANMIE, ER—MI5HEXHMESR,

[00:44:45] Lenny Rachitsky
English:

| love that. By the way, that's a little plug for the YouTube version of this podcast, which is now a thing we
do. So if you're like, hey, | don't see what you're talking about, just search for Lenny's podcast, YouTube,
and | think you'll find it and we'll probably link to the ad in the show notes. I'm also reminded of Airbnb's
rituals, which you probably already know about, but they're kind of all hilarious and weird. One is formal
Friday, where people dress up in suits and gowns on Fridays. Another is a human tunnel for all new
employees, where every new employee has to run through a human tunnel and jump into a beanbag or
something. And then there's a new hire tea time, where new hires drink some tea with some veterans and
chat about where they're from and things like that. There's a bunch more, but those are the ones that are

my favorite.
FRCERIE:

HERZX . INER—T, IMELAREZ YouTube IRITN &, XEHMNIMEEMBE. FAUNRMRRER
‘IR, WEBIMREWRMTL” , RFETE YouTube BZE “Lenny's podcast” , HAAIMRAEIKXE, RITEERETE
TR, HWEET Airbnb BIXT, (RATEEELZFETY, EfEEEXAFEN. — 28 “EXAR”
(Formal Friday) , ARZERAFEEMILR. BS—TEBAFRITEEN “AFBE” , SMTHRIHESFL
—PNAKEEE, AERHEIEDEZEN, FF “WRIFHRNE" , HFRIMERIT KBS, PEskEH
BZERET, TERSZ, EXERHEENE.

[00:45:27] Shishir Mehrotra
English:

Those are great. | also included some of the level 11 thinking as well. | think that's also a good Chesky
favorite. Brian also has another one that's in the book that's about how to rank your to-do list by finding
leverage. That's a really fun one as well. They're like don't rank your to-do list, but a lot of people do

importance versus urgency or so on. And | guess he sorts his by which of these is most likely to create



leverage of getting rid of the rest of my lists, which | thought was very ... | started doing that in my to- do

list and it's very interesting and impactful.
R EIE:

ARLLEBIRIF, HBIE—L “11RBAE” BodET, HEAWZ Brian Chesky (Airbnb CEO) HI&ZE. Brian it
E—EERE, EXTUNMESIATIFRATFHEIHF, BLIEEER, BEAMREEUHEIE
EHF, BfHFNTER: M—IREIREFEHIER, MMitETUREERE EMNEMRAED, KiE
XIEE - BABRERNGFIEREXAMT, EEFEEEN.

[00:46:02] Lenny Rachitsky

English:

That's actually an incredible segue to our next topic, which are eigenquestions.
FEiE:

XK ERBSIHEANTT—METE— “FHERER” (Eigenquestions)

B— B ETE,

[00:46:06] Shishir Mehrotra
English:

Ah, yes.

FRCERE:

M, 28

[00:46:08] Lenny Rachitsky
English:

And so eigenquestions, one of your most classic posts, you mentioned this at the top, maybe your one of
the most liked posts, other than maybe bundling. It sounds like some kind of German game show,
eigenquestions. Can you tell us what eigenquestions are, and then I'm going to ask you a few more

questions around that?
FR3zEiE:

BEEE, MEEHEANEZ—, MAXERIT, TSR THAHEIMEZTLEHNXE,
Eigenquestions ITEERGEMEBE LT B, MRESIFRINTARFERRGD? ARKRIELREERLNE

Ao

[00:46:22] Shishir Mehrotra

English:

I've thought about the German game question.
FRCERIE:

FAERI AR MEE T B AR,



[00:46:26] Lenny Rachitsky
English:
Yeah, sorry [inaudible 00:46:27].

FRCERIR:
ehe, R

[00:46:29] Shishir Mehrotra
English:

| didn't know this would be a very interesting game, but we could try to create one. Okay, so I'll describe
what eigenquestions are, but maybe I'll start by telling you a little bit about where the concept came
from. And, this is actually a YouTube-ism that... Maybe just to place ourselves in history, so in 2008 | joined
YouTube. And many people don't remember this, but YouTube at the time was seen as a mistake. It was
seen as Google's first bad acquisition, everything else had worked, but this thing kind of seemed like a
disaster. It was grainy videos, we were losing lots of money, we had billions of dollars in lawsuits, none of
it really seemed that obvious. There's lots of discussion on how to reorient it, fix it, and so on. And so
everybody outside, that's what they saw.

AR ERIE:

EFRHEX A= NEBIEY, BRITLOAEH—. F, FRER—THAZRFHERZA, BFIEMX
MR RIE S, XL ER— “YouTube X «---- IEFEAIEEIHSEE S 2008 F£FHIMAN YouTube,
RZATRIEET, BEHE YouTube HMA— 1 EIR. EWMEIER Google FE—REKUAN, HAUIERRIN
T, WIMXNEERGIHRE, MABREE, RIESAE, EEHHZETHIFL, FIER b, HFRER
XL, XTFEEARE. BEeERZIT,.

[00:47:14] Shishir Mehrotra
English:

If you stepped inside a YouTube staff meeting in 2008, actually one of the toughest questions we were
answering was this question we called the Modern Family question. And it may sound small, but it
actually was very perplexing. And the question was pretty simple, the question was if you looked at our
search traffic at YouTube, one of the top five queries basically every week was for a show called Modern
Family. And Modern Family was number one show on television at the time, by far the most popular. And
we were second-biggest search engine in the world behind our parent company Google, so search traffic
was very important. There was one big problem, people would come search for Modern Family, one big
problem, we didn't have Modern Family on YouTube. And so we'd give them some pretty crappy
responses. And the question was... And by the way, ABC.com had decided to post every episode of
Modern Family live on their website.

FROCERIR:

NRIREM 2008 £ YouTube WRTRIN, LhrbHITHIENRBRFREAZ —FBEN (BEEXRRE) [[@”

(Modern Family question) . XIfERRE/, EHEHLIEES AR, DFEEEE: WRIRE YouTube BYIEER
e, SRAHZIANERRPELSTE (BEERE). IBRANRAMNBHNR, E82— RN TFEA
7] Google WEKEZKIERIE, FIUMERREFEEE, BE—IKEIE: AIFRE (BERE), B
YouTube LiRASEH ., FAAEIRBeAMIT—LRIZHIERER, RER - MEHR—T, ABC.com HENRE
IS EEE (BEERE) NE—%.



[00:48:06] Shishir Mehrotra
English:

Which nowadays is kind of typical, but in 2008 that was not typical, no is it kind of a big gamble they
made, and they're going to post all these shows. So the question was, should we answer the query
Modern Family by linking off to ABC.com? Do we link out or not? And the company basically divided. And
so there's half the company, mostly the product team, vantage team and so on kind of aligned around a
viewpoint that was, "That's what the user wants, link them off to ABC.com. We're not owned by Google,
Google tries hard to prioritize, do right by the user, the rest will follow. That seems like the right thing to
do, so let's do that." And then the other half of the company, most of the business function, sales,
marketing, especially content partnership said, "Please, please, please don't do that. If you do that and
you start linking off to all these other places, nobody's ever going to put good content on YouTube, and
we're just going to get the stuff that doesn't deserve to live anywhere else. And that's not a very good
path to be."

FRCERIR:

XESKRRFEE, B7E 2008 FH ML, BN —ZRW. FAURER: RNEBEN ZEIHEZE
ABC.com K[EZ% “BERE" WERBER? RINEFCEFRLER? RABE LSRN THIK. —FA (EEEF
mA AR AR “XEZAFEER, Bith{15#EE] ABC.com B, 14 Google T, Google BIfE
FREMAE AR, Ett—tIKkEIRM. XEERZEBNE, BBMHE." ME—*FA (FER2WSER]
HE. BH, FIRABGEMHERR) B “KRMEMFTANXAM. NRIMARERZIEMMT, EA
BB YouTube £T7, HITRARZFEBLEEINSFATENLIRRNE, XFB—FIFRK”

[00:48:59] Shishir Mehrotra
English:

And you can imagine that those two mindsets, it's almost like it was good versus evil debate, which is do
right by the user or the business. These are all almost impossible to solve problems. And this would
happen meeting after meeting after meeting, did we make a decision yet? Modern Family, what are we
going to do? So we had this offsite, we said we're going to spend the whole day, and we're going to figure
this problem. And we went up to this hotel in Half Moon Bay, and the executive team all sat down, and |
was asked to frame the discussion, go collect everybody's opinions, and collect all the data, and just
ground it all in facts. And then we're going to have a discussion, we're going to reach a decision. And so
the night before I'm sitting and thinking about, how the hell we going to have this discussion not just be a

shouting match of this good versus evil position?
R EIE:

RAILBR, XMMOSHGE 5% NS ENAFAMERNSE, E2ANUSHMIERNE? XELF
HMELRORE, IWFT—AN—R. “BIMURETE? (BEXRE) FREAN? * FRENBT—RX
Fi2 (Offsite), REX—BRIEBRAXMaE. KMNETHFBIEN—KEE, SEFANLTER, HKERE
e, WEPMBANERMNEEE, AUFEAELM. ARRHMTFHITIVCHBHIRE. Fi—XKE EHRLERR
IV BNFIRIZEATTIE, ZFLEZR—7XTF ‘&8I NNF?

[00:49:46] Shishir Mehrotra

English:



And | happened to read a analysis that was being done by a different team at Google, the Google
shopping team, where they were facing this interesting challenge of they were in this deep fight with
Amazon, and they were getting their butts kicked, and they were trying to figure out why. And the walking
in theory was, the Google shopping team's view was why would anybody ever go in to Amazon? You
could come to Google, and we had indexed all of Amazon and the entire internet, why would you ever
pick Amazon? And the feedback that was coming back from users was they'd say, "I picked Amazon
because | value consistency over comprehensiveness." They would say things like, "I really value that | go
to amazon.com and | understand how the reviews work and how the ratings work, and | know that the
returns work the way | want and | understand the shipping is going to work. And it just felt consistent. |
know it doesn't have everything, but it has enough. And | value consistency over comprehensiveness."

FRCERIR:

HEAi151%%] T Google 3— 1 HIBA (Google W¥IHIPA) M—RHIRS. MIHUNERKRS ESBEHL,
B#WiTERE, tiERBRERE, UIMIELE, Google WHIEIIAN: AHASEAEZTIH? {RETLL
3k Google, ARSI TEANEEHMN, SFLIH, (MATAEETSH? MAFRGRERNEERE: “BET
DHERAANBEEFTE—HYE (Consistency) MIFLMEE (Comprehensiveness),” fflIzin: “FHRIFEFE
FEISHmYE, HNETCITSBEAEBEN, RMNEREIRENTETLE, RNEMREREARS, XK
RRE—H. HNETCYEFRENAA, EEEMNELERT. BTE—X4, FELAEM.”

[00:50:43] Shishir Mehrotra
English:

And the night before this YouTube meeting, | decided to reframe the question and say, let's not have the
discussion about linking out at all. We're going to start by having a theoretical discussion about, in a
decade from now, is the online video market more likely to be about consistency or about
comprehensiveness? And that is a question that you can have a very reasonable debater. What are the
reasons why a market evolves towards consistency over comprehensiveness? And we basically have this
discussion and we all came to the conclusion this market is going to value consistency over

comprehensiveness.
R EE:

£ YouTube ZINAYAI—KRBE £, FREEMEN R Hii: HINVRAFZITIC “HEHE MR, ik
K—1Z7EieE: MIEE+ER, FLMMHHERERXT “—HN B2 “2EE" ? X2— e
TEMEHERRE. mR—EEMmIFEEERHNRRZRAA? HITHITTINE, RERKEF/ETLEIL:
XN HIREEE—EIEMIFEmE L,

[00:51:17] Shishir Mehrotra
English:

And by the way, | think, | mean now almost 15 years later, | think we're right. If you go look at video
market obviously it exploded. There's so many great video properties out there, none of them are
comprehensive. There is no one-stop shop or a place where all the video exists. And so | think we were
right. But what happened was by answering that question, the link out question all of a sudden became
super easy. We value consistency over comprehensive. We definitely don't need to link out. In fact, we
should make a whole bunch of other decisions as well. So we went and at the time we used to, this was
the days of flashed players and so on, we embedded other people's players on YouTube. We stopped
doing that as well. Probably the most famous decision we made was with the iPhone.



AR ERIE:

IRER—T, R1SEIEXT, FHNAERNEXNE. EENENRMTE, EEBFEIIERK, BRSGANAMT
8, BEXE—1TRE 2| M. RE—1T—UXBIEEESMENIM. FIUHREERNENHN. BERE,
BEEERMNDE, “HEEHE NEARALSERER. HNEE—REMIFELENE, FRURMNENTE
B EA, FELE, HNERLBT —RINHMARE. LLINYHIERZ Flash BR[O, RINEE
YouTube EHRNBIABIFEKRES, FBFELETXMEE AIRERAMBRERBURERXT iPhone B

[00:51:56] Shishir Mehrotra
English:

As | mentioned earlier, the iPhone when it first shipped had no app store. And so they built all the first few
apps including YouTube. And so here we were a few years later, iPhone the most popular phone on the
planet and the YouTube app on the iPhone was built by a team at Apple and they had not been able to
keep up with what we were doing. Almost half the catalog didn't play back on the iPhone, they were
missing a bunch of features and so on.

FROCERIR:

BNz 7112, iPhone RYAFRINEENEBIE. FRUMIIE AL TRV NNA, 8 YouTube,
JLES, iPhone B TH#IEK E&RATTEIFMN, 1B iPhone £RY YouTube NAEH Apple BIFIBAFF &8, MI1ERAR
RN P K. [LF—FMRNATE iPhone EREREM, BHELTRZINEE,

[00:52:17] Shishir Mehrotra
English:

So | drove down to Cupertino and | sat down with Scott and Phil and said, "Hey, we're going to have to
take back the YouTube app." And they said, "I don't understand. Why would you do that? You have default
distribution on, as far as they were concerned, the most important operating system in the world. Why
would you do that? You're going to have to rebuild all this from scratch and it just seems like a really bad
choice." And | said, "No, no, it's actually quite an easy choice. We value consistency over
comprehensiveness. We would much rather be on fewer phones with a more consistent experience than
be on all of them with an inconsistent experience." So what, this is a choice we're making and it worked
out fairly well.

FROCERIR:

FTEREBRALEEELLF#E, M Scott (Forstall) LK Phil (Schiller) #F3Ri%, FHit: “IE, FHANEUE
YouTube WRAMF &L Mf15H: “HARBER. MATAEXAM? HRELIKREENRERAZ LBERIND
EWNe MMAFAERFE? (MEMAFIRES, XERRENIFEBEENER” Hi: ‘R, X, XELENME
EEEE, BMNEE—HMEMELEY. BITRERLVHFN LIEEH—FNER, UREEMEFILIRE
HAR—HEELR,” XHERIVMANERE, ERIEAMRIERT

[00:52:51] Shishir Mehrotra
English:

So this decision, the Modern Family question ended up becoming named as the example for a term called
eigenquestion. So eigenquestions, it's not a German game show, it is a made up word and it's named
after a math concept called eigenvectors. And the math is not really necessary, but for people who are



curious, go back to linear algebra, eigenvectors are in a multidimensional space. They're the most
discriminating vectors of the vectors in that space, the dimensions of that space, it's a concept that gets
used a lot in machine learning and so on, but actually the math doesn't really matter. The eigenquestion,
the simplest definition of eigenquestion, it's the question that when answered also answers the most
subsequent questions.

FEiE:
FRIAXANRE, Bl (BEEXRRE) @#:, ?%ﬁi?ﬂ?-”‘*%ﬂ'ﬂ?ﬁw, XAARNIEN “HFAE R A
(Eigenquestion) . Eigenquestions A*2EEHNTH, ER—1&MKE, NEHEMS “HiE@E”

(Eigenvectors) . FEEIENFE, 1§§¥$_rE’JJ\TL,(|§|J_W——FQ§I$T‘t§5(' FHEmETEZETRPEZTEYRE
PRENEE, XMIENRFITABRS, BRFEASFEE, FHINTAREENENZE: BIT—BH#
En’ Eﬁ HHTEK gFﬁlﬂEﬂm*;—’b‘lEjEEo

[00:53:35] Shishir Mehrotra
English:

And it's a very simple idea that when you sit down and you say, hey, here's all these questions we ought
to answer, how do we all usually rank them? Sometimes we rank them just by what order we came up
with them. Sometimes we rank them by importance, which is the most impactful decision we're going to
make. But this methodology says don't rank them that way. Rank them, like you said, [inaudible 00:53:53]
thing about about leverage, same idea, rank them by which ones would eliminate the most other
questions of the list. So you take that list and you said, should we link out to Modern Family? Should we
own the YouTube iPhone app? Should we do... mind you, those were really hard questions to answer. But
turns out if you answered just one question, do we value consistency over comprehensiveness, you
answer all the others. They all of a sudden become very simple.

FRZERIE:

BT EEREREMNEE HIRETRIEAEFELZHREN, FITBENAHEEF? SrREE0INF,
EHT&EEE (MNREFIMRKR) o EXMSELH: FEIBFHF. ERMRIIFRE—F, & ‘B0
EEEEHERR R ERZMNEMEE KHF, MEEFRN: RINEHERD (BEXRE) 3? RINEBEEHR
iPhone RZFAM3? F(1E- - 1RERIR, XLEEERMELZADNH, EELIEH, MRMRAEZF—TEE— “&
MNEE—EBEE2LEME? ” RFEIE T FrARMEE, EfRABRFIFEDER,

[00:54:13] Shishir Mehrotra
English:

And so this idea of eigenquestion became part of our vocabulary, became a clear ritual for YouTube, that
is, what is the eigenquestion, here at Dish for Coda as well, it sort of spread through other places, but
that's the basic idea.

FRCERIR:

FREL “BHEREE” XA T HATADCERN—E, BT YouTube B9—BR#ANT, Bl “REEEZE T
4?7 7% Coda th@UNItL, EMEREETHitS, XMIEEDE,

[00:54:26] Lenny Rachitsky
English:



Amazing. What a baller move with Apple.
FRZERIE:
X4 T, Xt Apple BRI TR R HE o

[00:54:30] Shishir Mehrotra
English:

Pretty scary move, yeah.

R EE:

FSEHET ARYo

[00:54:31] Lenny Rachitsky
English:

Yeah. But | was just going to say, | think YouTube's probably in the top five, 10 most downloaded apps. So
it worked out.

FRSCERIF:
=M, BIRIEER, FA8 YouTube MERIAER FHER AWM HHINA, FrERIEFERETH.

[00:54:38] Shishir Mehrotra
English:

We'd go for that meeting and | bring along the product manager for the iPhone app named Andrey
Doronichev, and he's the one having to explain what we're going to do and so on. And it's a hard
contentious meeting. And as we're leaving the meeting, he says, "Hey, can | get a selfie with Bill and
Scott?" Andrey, what are you doing? There's this great picture of him with us asking for, take this back.
And clearly he's very starstruck. There's a lot of people with view as like, Apple would do a better job of
building the YouTube app than us. Who are we to tell them to not do that? Of course, in retrospect, that
was a silly way to think about it.

RS ERIE:

HNEABIS, HH LT iPhone A @EIE Andrey Doronichev, ifaSRBRHRIIEEAM. BE—1H
EEARFFILHNRIN. HENEBAINER, Mhif: “IE, FEEFM Phil 71 Scott & MFMIB? ~ FKif:
“Andrey, fRETFW? ” B—KRENRE, SMAZNT—, MHEMNNEREEIF LN ZIAMM B
Ell. HEEZ AL Apple FF& YouTube AL BB EL, BITEHAMMIIZIMT? HA, B
KRE, PBMEEREBE.

[00:55:17] Lenny Rachitsky
English:

Wow. | would do the same thing. That's amazing. Who's this person? Because that's awesome. | love that
as a leader you bring the PM of the team working on it versus just the big shots at the top.

FRCERIR:



I, HBSMEFENE. XFT. BPIARE? XKET. HERMENINTEZF LATZHER PM, WA
RINEBERAYD,

[00:55:29] Shishir Mehrotra
English:

Yeah, Andrey, he's now a founder. He started a company called OPTIC, basically building content ID for
NFTs, which is a much needed thing in the Web3 world. But yeah, | mean the team building it, | mean, that
meeting | brought my partnerships lead and | brought the ENCH lead that was covering the area too. And
yeah, | think that some of it is, if | had to be honest, some of it is like they really wanted to come and meet
with Apple. Some of it is like, for my own sake, | kind of wanted some backup. I'm about to make this kind
of bold ass... And to Apple's credit, | mean they could have been pretty bad about it. | mean they could
have not allowed us on the store and so on.

FROCENIR:

=, Andrey, fhIIFERMEIIEA. eI T —ZRI OPTICHAR, EAREZHN NFT #HEZRAFIRAI (Content
ID), X7 Web3 HRIFEFE, ARIWHLET T RNEFAHFATAMARZIANTENT A LR,
B REZMIMNERELR Apple WA ; B0 FRRZHE CHBRERZR, HAKEEM—TIFE KRB
R MR, Apple AFJLIRIGRE, LLIARILTRA] LIREEZ KA,

[00:56:09] Shishir Mehrotra
English:

And they said, "Okay, well we don't like it, but we understand your choice. You have to know that you're
going to start from zero. We're not giving you a single download for free. You're going to have to start from
zero and we will brick the current app right on the agreed upon date." And the negotiation was can you
please just tell those people that there's a new app? And so that's what we negotiated out of it and they
eventually did that and that was fine. And in the end, YouTube is now one of the top downloaded apps on
iPhones | think. | mean, it was like six months after launch, we had like 80% share. Everybody
downloaded the app. And so it kind of ended up not being that much of a comprehensiveness choice, but
it was a clearly hard decision made much easier by asking the right eigenquestion first.

FROCENIR:

il 78, BANNFERXNRE, BFR1EFE. (RETEMEMEFE. BT REBLIRMEMTH
£, MSMNEFIE, FNSENENBREENENNA.” BIMNKARZE: EFEBRNESFAFE—TH
NA? XRMEHMKTRNER, MINERLXBXAMT. &G, YouTube BI7E2 iPhone E FHERSHNA
Z—o HRERHNTAR, BAIMETAT 80% BInE, S8TAMTHT VA, FAIUAXRELH KBRS H
2EE, E@EIKLEN RFEDE , —MDRENREZERFESZ 7.

[00:56:55] Lenny Rachitsky
English:

Wow. Speaking of eigenquestions, are there other examples of eigenquestions that come to mind to make
this even more concrete in people's minds? | don't know if that's the right way to frame it or is it more just
when you have a list of questions, look for the one that'll answer the most. How do you operationalize

this concept?



FRZERIE:

o WEHERE, REEBEEME FILARERSERRD? RAHEXARNRR, HEIZBHME—
HER)RERY, S ERIBERSHEE, RINARX ML ELE?

[00:57:13] Shishir Mehrotra
English:

There's lots of them. | mean for Coda, the sort of most conceptual eigenquestion for Coda was, we use a
line a lot for Coda, that Coda allows anyone to make a doc as powerful as an app. You can reverse that
statement and say, allow anyone to make an app as easily as a doc. And those two sound similar, but
they're not. They're actually quite different statements. And so our most commonly debated
eigenquestion is, are we more committed to being a doc or being an app? And which way do we want
people, if people are going to misunderstand Coda, would we rather them perceive it as a document or
perceive it as an app? And we decided on doc, which is actually... And the way | cemented that decision
when we made it was | named the company that way, where Coda is a doc backwards.

FROCENIR:

BRZ, Xt Coda Riit, RIZODMFHERERE: F1E1% Coda ILERAERREML G B —1F58 KA, RA]
MUIRERG, LHERIABBESRBOE— RN A, XMAETERER, EEIFRZE. EfIRTE2F
BHFRR, FAUENREBHEHNFHERER . BNERNFERA—T XY E2— “NA” ? RAl=
i%f# Coda, ETRMIIBEEEXEERKA? RITRER ‘XY . ATREXMNRE, HAATER
Coda, & Coda i@ “Adoc” EITXRE,

[00:57:56] Shishir Mehrotra
English:

| said, "Well, we're definitely not revisiting this one. Coda is a doc first." That's a good example. | mean,
another one, by the way, | would say eigenquestions is a term that a guy could resonance itself, but it's a
hard technique. It's not always easy to know how to do it. And one of the things | get asked a lot it's like, is
it a skill you can learn? | absolutely think it's a skill you can learn. It's a thing that once you observe it, you
get better at it, you can learn it, but it's not easy to learn it. And one of my observations by learning skills
like these is, you want to learn them in non-pressure filled environment. To use an analogy, if you were
trying to learn a sport or learn an instrument or so on, imagine if you never did practice, every time you
played basketball was in a real basketball game and every time you played the piano was in a recital, you

probably would never get better.
R EIE:

Fid: “FE, RNENAFIBITEXMNEAT, Coda BRAR— X" XB—MHHIF. IMER—T,
EREXMARFREEHRE, BEEE—IRENKAR, MEEABAFSERBALATZ. HEERAE: X2—
MBI LLSIIGRIIRBEND? REBINIANZBAUESN, —ERNERIE, FRIEFEEK, EFIIBHFS
o HMRE, FIXEKEEN, MFEERKBENNRERFES, 17, MRFBFEohERE, B8R
—THRIRMAES]), STERSZER LR, BRENZRERESR, (RARKIRZHD,

[00:58:50] Shishir Mehrotra

English:



And | think one of the troubles with the concept like eigenquestions is, we tend to only practice it in real
world scenarios that are high stakes. And so one of the things | encourage people to do is to practice
eigenquestion in completely almost frivolous situations. So | have an interview question | ask, which |
think, and maybe we'll get to this a little bit later as well, but it's a very simple question and it's a coded
eigenquestion test. And the question is, a group of scientists have invented a teleportation device.
They've hired you, Lenny, to be their sort of business counterpart, bring this to market product... Well,
this question actually worked well for any role. But say you could be a product manager for this thing,
bring it to market and what do you do? That's the whole question.

AR ERIE:

FIANFEREXEFSH—IRRET, BINEERENZRXORETRPES, MUARBMAIERS
TXREE, EEFREENGRPES, FE— T EHIEHE, REXTRBE—MRIKAFERZNL, 8=
B —HRFREPT I REBHEE (Teleportation device) . MITIETIR, Lenny, {EAMAITHL S
#, XM RERHE - X NTEHKERTEAAR. RIZMEBX N PM, MERCHERTE, i
EAM? X2 ERiRE,

[00:59:40] Shishir Mehrotra
English:

Usually people will start asking a bunch of questions and say, "Well, tell me more about this device. What
does it do? How does it work? And is it big? Is it small? Is it vast? Does it disintegrate things or not? Does it
need a receiver and a sender? It's safe?" And all these different questions come out and at some point I'll
just let those questions come out and at some point I'll say, " Okay, nice job generating all the questions."
Turns out these scientists, they kind of hate talking to people and they're kind of annoyed by all your
questions. And so they've decided that they will answer only two of your questions and after that they

expect a plan. What two questions do you ask?
FRERIE:

BEANIZFBRA—AERR: “BFHESXTXMEENEE. EBREATIERN? KiER2/N\? EBEIEE
BROMBER? FEZRWRMRIXRID? L2057 7 KMEFABEHR. HEILMAR), ABRR: “F, @
ARG . BFRIER, XERZFFITRMAITRE, MIRIAREBIET . FrUMITRE R EERE D
A&, ZEMITMEERR. REEWREE=?

[01:00:16] Shishir Mehrotra
English:

And interestingly, all of a sudden the sharp product managers, engineers, so basically every role, they
very quickly find what are the one or two eigenquestions on this topic. And there's no right answer, but
I'll tell you one of my favorite ones is as a product manager said, "Okay, if | had to ask two questions, the
two question | would ask, one is, is it safe enough for humans or not?" And | would say a very crisp way to
get to just safety, how reliable it is, they didn't ask how reliable it is, how many bits in middle, just tell me
is it safe enough for humans or not? And the second one is, is it more expensive CapEx or OpEx? Is it more
expensive to buy them or to run them?

AR ERIE:

BBHE, LN PM. TN (BALEMEAR) SIFEAEMREXMERN—FMHERNE. &E
EER, BRGFFEREENN—INEE. —LPMB: W, MRIREEEHED, E—1TE: EXNALRS



BBRE? " XE—TEETRITIAR, REATEEHEAAT, REEFESEA. B2 “EREE
FERARAZH (CapEx) EBIEEXM (OpEx) ? BXESR, BRIETER? 7

[01:00:39] Shishir Mehrotra
English:

And then he took those two questions and he said, "Just with those two questions, | can form these
quadrants." And you can say, oh, it's safe enough for humans and they're very cheap to buy, but
expensive to run. Then you probably run them like human fax machines. You put them everywhere you
can and you say, "Hey look, it's expensive to use, but you'll have the ability to teleport anywhere you
want and this is how we're going to run it." On the other hand, they're very expensive to buy, but cheap to
run. You probably have to place them very strategically, in which case what you'd probably do is replace
airports. Because airports are pretty strategically placed in places where people are trying to get around
places.

AR ERIE:

ARMEEXM DR : “NEXBENER, RMATUEEZERIR” RATLS: MRWARE, BWEERE
BIT5, BMrAgERG “ARFEN —HEEC, MEERSHARR, ARR: “BARERS, EIRA
UARERS RS tBR EA5 TN, S—AHE, MRMERFEEITERE, MAEFEIFEERBMBECH], EXMER
T, fRAIERERAAT. RANIZELRBEMBMMETE TR TRS 7,

[01:01:17] Shishir Mehrotra
English:

If it's not safe enough for humans, then you've got a whole different class of use cases where you go value
what goods are transported in very costly ways. And people come up with, do you do the most expensive
things or is teleporting people's replacement hearts, is that a really demanding thing? But these two
questions kind of get to the heart of it. The question's totally made up. No teleportation device exists, at
least not yet. And | find that people's ability to learn the method is significantly higher if it's low stakes.

FRCERIR:

MRBAARRE, BMMET —EX2FEANAG, (REEMABEEYNERAERS. AMISBE: 25
ERARNAA, EREEBEANO? BARIFELENER. XM NIEMK T Zb. XMNIFETER
REFORY, BREBERELRAFE. EFREW, ERXEHERT, AMIZIZMGENENZEZRS.

[01:02:05] Shishir Mehrotra
English:

That question by the way, if you ask a kid that question, the hey new teleportation device, you get to ask
two questions, almost every kid will quickly get to two pretty good eigenquestions. Again, kids are
incredibly good at simplifying these things down. It's actually a skill we remove from ourselves. I'll hear
candidates tell me things like, well, | guess | would ask them what size it is. And they're like, "Why would
you ask them what size, what decision is that going to allow you to make, to know what size it is?" And
sometimes | can explain it, but sometimes not, don't get hired.

FRZERIE:



IRER—T, WRIRE—PEFXNEAE, LFETEFEHEQERLERNMRENFERNS. ZF1EBEK
BEEY), XELZRINMEEZFHERNKE. REMEINEER:. “BERIMEEZA.” HEE: MR
Nt AZEEAN? FBEANEERBIREI-RE? 7 BEtIIEMER, BIYTEE, TEERNRUSKIKRA.

[01:02:36] Shishir Mehrotra
English:

But then actually the thing I'd say about it is there are eigenquestions everywhere. You can take any
product out there. I'll do it with my kids a lot and they'll say, | was just riding with my younger daughter
and she said, "How come there's three gas stations in the same corner? Why do people do that?" That's a
really insightful observation. What's the eigenquestion? How do you place a gas station? And it's like a
bread nose. And you can almost take anything and say, what is the question that really drives this

answer?
RSz ERIE:

HILHRRNZ, HIERELTARE, RAIUEEA~mEES. HEEMEFI—EMX . B—REM/)
TIVHE, hin: “AHaB—TBOB=RIHE? AMMATLAEXAHR? 7 X2— M EEERRIHN
o FHERERMHA? WOfEIiihs? RILF R UEEMEEFRR: EERDHXPMERBNEEZTA?

[01:03:08] Lenny Rachitsky

English:

| love that. Do you actually still ask this question because you're sharing it in all the answers?
R EE:

HERX . BAMREBENETER, (RIEREXNEZELD?

[01:03:13] Shishir Mehrotra
English:

No, I don't. And | have a new one that | can't share, but we've written about it. In fact, one of big debates
about publishing the eigenquestions thing is, in order to bring this to life, | needed to answer your
question, how do | test this? How do | practice this? And it is much easier, nobody can repeat the YouTube
one. Nobody has that choice sitting in front of them. So it's kind of a useless, it's entertaining, but as a
teaching tool, it's kind of useless because you can't really go reinvent history and decide consistent
versus comprehensive.

FROCENIR:

R, BRRAIT. BE—I#H, TESE, BRIMNELEIHEXNNET. XL, XFERE “FHERR X
BEN—NMRFILE: ATILEESER, BRREZRZMIEE—KZNENRE? WA%5IE? BREarf)
FTERS, RAEAEEE YouTube BIFBNZEAI, EAEIGABMERE. FILL YouTube IEGIEAE®R, B
NBFTERRARK, AAMEEELEREERE “—HiEvs @Y

[01:03:40] Lenny Rachitsky

English:



Yeah, had to sacrifice one.
FR3ZERIE:
=1, BEmH—1EE6.

[01:03:42] Shishir Mehrotra
English:

We sacrifice one, yeah.

R EE:

BAWHET —1, =2

[01:03:44] Lenny Rachitsky
English:

So pull on that threat further and dive a little deeper into evaluating talent and product talent. | hear this
is one of your superpowers and so I'd love to learn from you and what you've seen around how to
evaluate talent. So you talked a little about interview questions you ask, so maybe we could either go in
that direction or just what do you look for in people that you're hiring, interviewing that maybe other
people aren't?

FRsCERE:

BRANAE XD BE, RANRN—THAFEAT, LERFMAT . RNRXZIREENZ—, IR
BRERFSIMBWMEITEAT B MNARE T —EERE, BATRIUASRSEMA A, SHEDHIREREN
HIXNZEEWES AR B E R EIRR?

[01:04:05] Shishir Mehrotra

English:

I have a technique for it. I'll show a quick picture.
FRCERIE:

BE—EREA, ZET—IKEE,

[01:04:09] Lenny Rachitsky
English:

YouTube plug?

R EE:

YouTube ["&1i1?

[01:04:10] Shishir Mehrotra

English:



Yeah, YouTube plug. | mentioned it before the call, you can put video on Spotify now too, but the-
FRERIE:

=8, YouTube &, FzZaiieid, ME Spotify tha] USRS T , BE----

[01:04:16] Lenny Rachitsky

English:

Spotify plug. All your platforms that you've worked on now can plug my videos.
R EE:

Spotify I™&H. RILIEIBIFAE FAIEEBREA IR &7,

[01:04:21] Shishir Mehrotra
English:

That's right. So I'll talk through this diagram that has two axes scope, this acronym, PSHE, and this line.
So I'll stop sharing and describe it and we can come back to it. But I'll tell a little bit of this technique sort
of changed how I think about evaluating not only product talent, but it actually turns out you can use the
same set of rules for evaluating basically every role. But I'll tell it from how you asked it about product
talent.

FRCERIR:

R, MAEWARXIKE, ©BRME: BB (Scope) MAEFiE PSHE, ®E—FL, HEFELDFHHEERE, X
ERARETHIHEAANSGRN, FMUEFRAT, EXEXEMWALATHELFAREAE. BERERIE
fRIEIR=m AT AR ERHo

[01:04:44] Shishir Mehrotra
English:

So 2011, Larry Page took over at Google and he made a bunch of changes to the company, mostly quite
positive. And one of the ones he did was he moved us from being a functional organization to being a
business unit organization. We call them product units, but roughly the same thing. And there were eight
product units set at Google, YouTube and Search and Ads and Chrome and Maps and so on. And that's
very positive. It's hard to believe that we were already like 20,000 people were still functional, like all of
engineering, all the products on reported into the CEO just seems like totally crazy with the breadth of
products that we covered.

R EIE:

2011 £, Larry Page #% Google, 7T —HR5EH, KZIEERK. HPZ—ERB A MIRAEEEHAR
(Functional organization) #% A IEEAILALT (Business unit organization) . MMz AF=RET, BR
EX%, Google i T/\NF=@m®EsT: YouTube. #ZE. I &. Chrome. #HEEZE, XIFEEMNN. RHEER

HREMNELB 2HA, AEEREEN, MENTRE. FaifEER CEO LK, ZRIRIN~RHTE, X
BEX T o

[01:05:16] Shishir Mehrotra



English:

One of the downsides of it was, like in any functional to business unit switch, as you lose some of that
what does the function mean. And in particular things like what is a good product manager was a
question we were at risk of losing. So at the time | was running product for YouTube, the group of the
eight product leaders around the company got together and said, "Hey, we need to keep some level of
consistency amongst how we think about what's a great product manager or it's all going to diverge and
it's not going to mean anything anymore."

FROCERIR:

BRRE, MEEMMIREREIZIMENZRET—1F, (RRREF—LEX “REE" aXNE—ER. [ “f
LA—MBHTMEE" XN, BiTERREZ—ITVERXR, HBFFEHZ YouTube B~ m, QTR \IL
FmARARE—RER: R, ENFBEE TARMBHTREE BIANLERE X SWRESSE,
ENKAEMKEXT o

[01:06:08] Shishir Mehrotra
English:

Actually, as a fun aside, we did a ritual that I've repeated a few times, but it isn't done often enough is, we
said, "So who's going to drive this process?" And we did it in an election. | don't know why we do
elections in the public world, but not in the private world, but it's actually quite effective. We used to do
them on YouTube where we would elect into certain roles and you got a one-year term, you gave a little
speech you like [inaudible 01:06:08]. We did an election. Anyway, so | got chosen to be the first sort of
leader of this challenge, keeping the product management function together at Google. And the most
obvious job we had to do was come up with a speech for the Calibration Committee.

FROCENIR:

RN EBE, HNBTT MK, KEREEI/LR, BHEERBEZ . FHilE “EREDXDIE
12?7, AREBAH#ITTIRE, BAMEBEATARNELAHE R %S, EAARRANFRE, BEEELBEER.
AT YouTube b RiEHRLERE, FH—F, MEARRTIEER. 82, BWIEANITXMERNE —ESR
§&, fR%ZR Google W= REIEIRGE. HINRAENESEN “ERERSE (Calibration Committee) 4
HF— I EHTE.

[01:06:32] Shishir Mehrotra
English:

So Google does calibration a little bit different or promotion a little bit different than most companies.
Most companies your boss decides you get promoted or not. At Google, there's a committee that decides,
and it's supposed to be a committee that doesn't actually work directly with the person, so it can be a
little unbiased and so on. And it gets done. The ritual was to do it in a hotel near the airport here in San
Francisco and everybody get in these different rooms. And there was always a speech given at the
beginning that used to be given by Jonathan Rosenberg who ran product for Google for many years. And
now it had to be given by somebody. So I'm going to give this speech, now I've got to figure out what the
hell am I going to say, what's a good product manager.

AR ERIE:

Google WERHEANBISKSHMABFE, REMLABRERREMBEEF, M Google, BH—TE
RBARER, MAXMERZHABEFERSKEEARSE, URFHQAE, XMUIANEHEZEIBZWLNIZH



HEH—FKBIEETT, ARDPEFRARNEE. FRNSSE—EBEH, UAIRHWS Google =mEZFM
Jonathan Rosenberg B, MEFHFIARM. FIUBREEMXNEHR, REERFBRIEEHTA, FK
TARMEN~REE,

[01:07:02] Shishir Mehrotra
English:

And as | was going through this, | decided to run this little exercise. So this group of eight product leaders,
we took the level guides, we had a level guide for product managers, every company does, and we took it,
we printed out a sheet of paper, cut it into little slices, one per level, and we cut off the title and the
number and | handed them out and I said, "Can you reverse identify what level you're holding?" Then
turns out nobody could do it. And it's not easy to do. The level guide had been kind of added to over time
and not really that refined. And so it would say things like, this person can manage a medium-sized
project and they interview at least three people a week and they always send the notes out on time and
their expense reports are always filed. And it'd be like, oh, that's a director. And it's just whatever we were

trying to incent was sort of stuck in this thing.
R EIE:

EAESEIRER, TREM—MNES. HNX/\UFmARTAZERTIREIER (Level guides) , BRATH
B RAVTENWR, BIR/INERSK, 8—R—%, BERABMMET, ARKEARE: “(RMIGERMAIRGIH
MFEEZNEW—RIF? * ERRAEHE . XALAEZ. REIEMEMER BHES RN, F1E
o ERE: “LAREBEDENH, SAZLEE=ZIA, SRENAZENLE, RESZERNER,”
RERERF: B, X—ERLMH.” XRBBHNLREHNFEEFEHET ES,

[01:08:12] Shishir Mehrotra
English:

But we noticed that if you took all these sheets of paper and laid them out side by side, you could order
them by exactly one statement, which was one that corresponded to scope. And so there's some word in
there that was an escalating adjective that mostly correlated to how big is the thing you run. And so we
decided, okay, well we're going to standardize. We're just going to focus on making that clear. And so we
said we're going to define scope and so that we all use it the same way. And we came up with some
stopping points and basically said, you own a feature, you own a group of features, you own a sub area of
a product. You own multiple sub areas of product, you own an entire product, or you own multiple
products, you own a product line. And that's going to be how we think about scope, go forth and evaluate

your teams.
FpSCERiE:

BRITEEE, MRRBFRERFHHEHER, MELARIERE——RARKRAERF, BREXT “EE” (Scope)
BR, EESE—ERENT AR, TESMATNEYREEXR. TERITRE: &, HNETEK, B
RIBXDNHERE. BHMTEXT Scope, ILARRF—EM. HMNKET —ETR: RAF—TIEE, RHF—A
hae, RARFREI—DFA, MARSPFAN, MAREN™m, HEMRARS T m/Fmk. XE
A 1xt Scope BIE X, EITALIR(IHIEFAME,

[01:09:00] Shishir Mehrotra

English:



We had the next meeting a couple weeks later and everybody comes back upset. It's like, this didn't work
at all. Why? What happened? And said, "Well, the search team is super mad at the ads team because
search is one product, the entire thing is one product. The ads team, they went and invented all these
products, because it's like every little thing you do in the ads platform has a SKU, has a P&L, has a...
Because you have lots of products, so [inaudible 01:09:11] worked. The second issue was they said the
scope is actually an input, not an output. We're talking to our manager and said, "Well, this person should
get promoted. They've managed this huge scope." And then they would say, "But you gave them that
scope. We should be judging you, not the person. How do we judge what they're doing with the scope?"
It's actually very different.

AR ERIE:

MAERHZ, ARBERRSMERT, MERKTAE ITA? RETHA? #iliR: “BREAANTE
FRAIEEES, AAREME—N"m, BORME—. MM SAREKBETZEN & , BAr&¥ae
B N\INREERE SKU. Bfim®k - EAFmZ, FRAEFR. - NEEZ, il Scope KFF LR 4R
N AR FEE o RATREER: XPANEREA, ERTXAKESER. KBS ERNSCEE
fREGRBEM, BATRZIFFIMR, MARM. FANZMERTAMEXNEERM T HA? ° XeeEmiEE."

[01:09:52] Shishir Mehrotra
English:

And the third issue was in almost every team, some of our best people were working on things with odd
scope. They were risky projects. We didn't yet know is this thing going to work or not work, is Mike
canceled. And if we put in place a system that only rewarded scope, we would heavily disincent people
from working on these riskier, more creative things. So we were stuck. And then we ended up settling on
this one called PSHE, and it comes from old mentor of mine, Quentin Clark, who's my boss at Microsoft
for a number of years. And it stands for Problem, Solution, How, Execution, PSHE. And | will say it's a...
I've tried many times to come up with a better acronym and | have not been able to come up with one. So
it's push. That's the word. That's as good as | can get. But here's how... It works good enough. So push,
that's all you have to remember. It doesn't roll off the tongue, but maybe... | did better with [inaudible
01:10:28] questions | think, but...

AR ERIE:

F=NAZE, NFESMHAF, —ERAFHATENS SCEFTR HWE. BEXRIME, HEITERH
BEERBER . WRBITBIL—DRER Scope RS, METEITHANESHAXESNKE. SEIEMENR
Wt FRAFNTRET . REBHIIFRAT PSHE EZ, XRBFHMSIT Quentin Clark (BTERIE T HRZEMN
EiR) o PSHEARRRE: B (Problem). AZ (Solution). A3 (How). $fT (Execution), FKifidRZx
BIRANETNES, BRI, Pt “Push” 1B, XERHEEBINRETFNT. TRATNEARRBELO, B
EETFR.

[01:11:03] Shishir Mehrotra
English:

So here's how it works. So if you're a junior product manager, what happens? You get handed a problem.
You get handed a solution. You get handed the how. "Go talk to this person. Write this document. Run this
meeting," so on. And all you have to do is execute, run that playbook, and that's all we expect out of you.
You can become a little more senior. We hand you a problem. We hand you a rough solution. You figure
out the how. You figure out the, "How are we going to organize this? What are the milestones? How are we



going to get it to market? How are we going to do the meetings? What are the rituals?" All those things

show up in the H.
FRERIE:

EEXFEEN . NRMFEB—MIE PM, SREFA? FARGHFE—NER, REMFR—NHE, RGEMTHE

(“BRZXPMAYK, XX, ARXPR” FF)., MAFTERT, BREIEE, XIMERNIRH2EE
B, YMERHER—R, BNRBIR—1 R, AMR—MEBNAR, REBE “757E (How): FA1a0[
PR? BREEMA? MAETE? NAFR? NAREHA? XLEHETF H.

[01:11:27] Shishir Mehrotra
English:

At some point you become a little more senior. We hand you a problem and you come back with the
solutions. You come up and we judge you on the creativity and the effectiveness of the solutions. And at
some point you're senior enough that you tell us the problems and you say, "Hey. | know you told me to
go work on activation, but actually | think our issue is brand," or, "I think our issue is quality," or, "I think
ourissue is..." whatever it might be. And that's the pinnacle of this way of thinking about it.

FROCENIR:

BER—R, HNRXGIIR—1RE, FHEEAREER. HZIREAZNEISMERMERTHIR. &5, HiRE
BERE, BRREFHNBBAR 2. FIW: TR, FHMEMILZEATEE, BHLRESRER
HEmEL,” E “BRESREATHREL” . XFEXMBLES NAERIE,

[01:12:14] Shishir Mehrotra
English:

Now just back to this picture for a moment, one of the interesting things that happened was that the
teams went and they evaluated their teams on these two axes and they end up with this curved line
between them. It's not linear as you work your way through. And what happens is early in people's career,
they mostly sit at that E point. You get handed a problem and handed a solution, handed a how and you
just execute, and they gradually grow in scope. Later in people's careers, similarly, you're at that P level.
You just do bigger and bigger products. And the job of being an entrepreneur or CEO or an owner or so on
is just do bigger and bigger projects. But in the middle, the slope changes and all of a sudden, it's not
really about scope. It's about PSHE. And there's a circle drawing in here for what | like to call the trough of
dissolution.

FROCENIR:

EIEIARKE, EENE, HEMEXHE MM DITHMEER, SEH—FH%. EFR4EMN. ERIVEER
Hi, AMIARZRTFER: BRGRA. FENFZE, AEHIT, Scope T K. ERRWAERFH, RLF P
& ATRHERBANTR, B R, CEOHARTANITEREMEREANIME., BEPBEME, RERHKT
T, R\, ERLRBRE Scope, ME PSHE, BlhE T —1HB, Iz “AKES” (Trough of
dissolution),

[01:12:56] Shishir Mehrotra

English:



And the reason... I'll stop sharing so we can talk about it, but what happens in that phase, and | was
talking to the calibration committees about this, the reason we call it the trough of dissolution meant is
for the employee, for the person, this is a confusing time. Everything about leading up to this moment
from high school and college has been about scope. And at this point you're all of a sudden told, "We're
not judging you on scope anymore. We're judging you on this PSHE thing that's very confusing." To the
calibrator or to the manager, it's also very confusing because all of a sudden, the difference... The way |
would put it is the difference between a level three and a level seven may not be scope. They may do the

exact same job. It's how they do the job that matters and here's some language for how they do the job.
R EIE:

HELDZRWPIX D, EIINE (RERELZRSWE), ZFAUME “ORNES" , ERANEIN
AFiR, RR—PMHEZI. NSHREIKRE, BRERWAEENR, —IHXTF Scope (FitE), BETXNR, R
RAWEH:  “FAIFBRYE Scope iFHIIRT , HMNBRFEBXDS AEZRR PSHE KiTFHIR” WFIFEEHE
ERiR, XREZR, EARAE, 3KkM 7 RNXFATERTET Scope, MAIREMETEMERMNIE, X
AEFAAT “G0fE” X TIE, M PSHE AXF “GNE” R TIES R,

[01:13:45] Shishir Mehrotra
English:

And so PSHE became a very sticky way of thinking about it. It turns out that this way of evaluating people
is actually not that specific to product management. It's really easy to see why you do the exact same
thing for engineers and designers and so on, but to pick one that may not be as obvious, I'll pick
salespeople. A very common thing people do with salespeople is they evaluate them based on quota
attainment. It's the easiest thing to do is take the salespeople and rank them by who hit their quota and
who didn't. You go ask the sales team who's the best salesperson, and what you'll realize is they'll say
quota attainment is just a signal for how good you negotiated your quota and picked the right territory.
Really, you want to know who's a best salesperson, they say, "Well, so and so, | mean she can sell
anything and she can be in the region that's growing or the region that's shrinking or the new product or
the old productor..."

FROCENIR:

FRLL PSHE 7T —MIFEB LM HINBE AN, FLIEA, IMTHEANLTAHFRTBRFmEE, T
M. ittt BN RIBABEHLF: HEAR. AMIBERE “WSIERANER" KTHHEE, X
RfE B, BNRMAHEERAMES BRINRNHE, MRIMMINR:  “EIREMERIERBIRS 2RI,
o, AEFENHEE, ERMESREEARAANA, TREEERKERZRHIMK, TICRH~mit

[01:14:06] Shishir Mehrotra
English:

And if you think about that terminology, it's very similar to PSHE thinking. This is the person who can
come into a new space, identify the right problems and solve them. That's what makes a really great
salesperson. So it could become my framework for evaluating talent in all sorts of ways. And you might
recognize a pattern of being a great P thinker is very correlated with being good with [inaudible 01:14:06]
questions. Can you spot the right problems? It's very similar to can you spot the right questions? Can you
decide what's important? And so that's been my main framework for value.

FROCENIR:



MRMBEZMER, ©5 PSHE BLEIFEARM: XPAREN—INIHTUR, R HEBREBHBEREN.
XA BHARREE, FILUXAE T HITEEMAT BIZOIESR, (RETRER A, BA—NMIFH P (BE) BE
&, SEKRE “BERE” SEMRX. MERXNERNEZIG? X5RELKMERN (FE) R#E. ERE
FAREZMIFERM. XMERNEENEITEHESR,

[01:14:15] Lenny Rachitsky
English:

Wow. There's so much there. A couple quick questions. Is this basically your calibration ladder framework
for PMs at this point? And then is this also just like your interview guide, just interview at each of these
pieces to level the person?

FRCERIR:

. FREARKT. RN XEAEMEIRERIN PM BIELRMBIESRZ? 5, XEEHEIMOE
R — BRI EIAX LT RARIEANER?

[01:14:29] Shishir Mehrotra
English:

Yeah. So it's definitely how we do. Our version of leveling is PSHE, and we use a set of Radford levels.
Radford has this really interesting way of describing that as you grow in a profession... He uses the
analogy of someone, of a sailor and that a junior sailor is learning to tie knots and then you gradually can
tie all the standard knots and then you can tie the advanced knots and so on, and so you work your way
up and at some point the way you're judged is you invented nylon and there's list between there. It's like
a way to evaluate every role. It's very similar to PSHE. And so we look at a similar list. But yeah, basically
all of our roles are evaluated on something that corresponds with PSHE.

AR ERIE:

0, EMHILERXAMB. HITNERRERE PSHE, H4EE T Radford BR%%. Radford H—MREBH
ERRAKG I MAESMEELL, MIRBRFEIINE, ARBNFRITFRENES, BEBRSES, Lt
Kt SIFAI—EBSE, WHAIRMITERIMART BE, XR—MTLFAEAENASIN, 5 PSHE IFEHE
Mo FRUAFRAIE A EFFEBABERRIRIES PSHE X N AYAR AR TR,

[01:15:17] Shishir Mehrotra
English:

And in terms of interviews, yeah, you look for the same thing. And by the way, | should say interviewing is
one part of this. And you talk about interviewing. You talk about calibration. There's one other really
important one which is reference checking. And | think the best way to assess PSHE is actually through
references. And so the most important guide we write isn't the interview guide. When we call this
person's references, what do you ask to actually get at these questions? Because people can often
confuse them.

FROCENIR:

EFEE, B0, HIMBEXLE, NEXZ—T, BXREZEPN—HD. R T7TEHRAMNESR, BEE—1IF
BEENFT: §RIAZE (Reference checking), FIAATL PSHE RIFVNARXELRBEIERIAE. AU



NENREZENERAREIRNER, Me: SRNAEEAREFRATEIEN, ZRftAaZ R EMKRXERZ
? AAAMMIEE R EAEXER .

[01:15:46] Shishir Mehrotra
English:

Just to pick product managers as an example. We all know some really amazing H level product
managers. And one of the rules, one of the hallmarks, of an H level product manager is that their
counterparts usually love them and they'll say things like, "Oh, my gosh. The person runs such efficient
meetings and all the communication is always clear. [inaudible 01:16:07] always buttoned up. Execs know
what we're doing. The market knows what we're doing. Sales team know what we're doing." That's great
H. And then you'll ask them a question about, "Okay. So when you're deciding which problem to solve,
who is the leader of that? And are they picking the right problems? Or when there's a hard problem, who
is regularly coming up with the best solutions for them? Who do you turn to? Who is the most obvious
person to turn to say, 'This is really hard problem. What's the right solution?'?"

FRZERIE:

U= NG, BATEIMR—EFEEHER "HE (BER) PM. HEPMEVMRER: NS FAAESR
FEENRMN], 2R KW, IPAFIVERS, DEEH, —IHEAHER. SEMEHNEHTA,
mIZMERAN M A, HERANBIE” XMEMFN Ho BREIRIENEAAN: %, BBATERERRI
MNEFET, ERWSE? MINEX R TE? HE&ELSBIMEHN, EEEETHRFNSR? FIWE? #E
BIRAZH BEMERRMELE HA? 7

[01:16:31] Shishir Mehrotra
English:

An amazing number of people will tell you, "No, they run a great meeting but actually solving the
problem, designer does that," or, "What are the problems? No. The CEO tells us what to do. That's not
what this person's really good at. Yeah. I'm not sure we're solving the right problem, but boy, we run a
great meeting." And it's not meant to diminish any of that. | mean, we spent a while talking about rituals,
which mostly happen at that H level, so | don't think it's unimportant, but it's actually quite hard to
assess in an interview but incredibly easy to assess in a reference check. And | think getting good at that is

really important.
R EIE:

LARINRZ, REAZFIFM: “F, HNSWARFRE, EERNEHELZIRITITMGEY,” 8E “WE2M
4?2 A, BRE CEO FIFFMNNZM 4o BARXMARNET, HRAWERNESEERRERIED, EXUE,
HNOZWFFERE.” ZHFTEZERME Ho HNNAWTRANIRE, BRZLEEHEE, FILEHIFERE
B, AEXEERPEETE, EAEERPETIRAETF. HUANERKX—REREE,

[01:17:01] Lenny Rachitsky
English:

You may have mentioned this, but what's the question there? Is there a question that you could
recommend?

AR ERIE:



fRAJREfREIY, (BREANRRANEMHA? BREIRAILUEEFRIRER?

[01:17:05] Shishir Mehrotra
English:

The absolute ideal case is you get to the person that you're doing the reference check with and you don't
even tell them who you're asking about and you just say, "When you think of your teams, who is best
at..." And this obviously only works in cases where you have a pretty deep relationship with the person
you're getting referenced from and so on. So you can't always do that. But ideally you want to mimic that
behavior. One of the things | think that's hard about reference checks is people have... They have
perverse incentives in a reference check. They're not really... Some of it is for good reason. Some of it is
for bad reason. People generally don't like criticizing people and they also feel judged themselves and
they don't want... There's legal reasons that things can blow back and so on.

FROCENIR:

RIERNERE, MRENEAA, EEREFMIAERE, BEE: “EROENRS, EREK-" XEA
RERFRSIERAXRRIFERENER. FMUMTTREEXAM. EBEEERT, MEENXMTH. BR
BAEN—MERBANE “REAMEB @ A —EREE. BIRETEE, BIF2. AMIBERENH
RIA, RS ESRITH, METEERENEES.

[01:17:55] Shishir Mehrotra
English:

And so what | try really hard to do is to draw contrasts. So you try to say things... There's a couple of
techniques I've used for this. In the best case you say, "I'm not going to even tell you who I'm asking
about, but when you think about this team who regularly identifies what problems they should focus on?
Who is most reliable at coming up with the solutions to the hardest problems?" And you work your way
through it. The other way | like to do it is to provide contrast to give the person an out to not make it
obvious to them that | have this ranking. And so I'll say things like, "When you think about this person,
and I'll give you four different personas. Someone who's regularly coming up with the problems that the
team should be focused on. Someone who given a set of problems is constantly solving them in this really
creative way. The person that is just really good at getting a team moving. Or the person who can take a
playbook and execute it with high precision and high quality and stuff."

FRERIE:

RS HEIANE “SIAXLE” . HASLAEIGD, RENERE: “BREEFERMEEEE, BLHRE
IR, L FEEEIRAIEFAPAN IZ K ENRIR? EENRMENREREHARNRAE? ” S—MAEHXE
REXMLE, BIEBA—NEH, FiLUESREEMSREF. Ba¥: “YREIXDAR, HAECRTED
FRNAERER: —NMEERUENNZERAIA; —NMEATEINR FREEUSIES BRI A; —1
EREEEDFNTENAN; RE— M EEZERESHRE. BRERTHA”

[01:18:47] Shishir Mehrotra
English:

And | won't tell them that | have a qualitative judgment that one is better than the other, but you want
them... Because you just want your reference check to talk and you want them to say what's on their
mind of... You want to give them an opening to not feel like they're judging. Obviously, another question |



always ask people is, "Would you hire this person again? Or how excitedly would you hire this person
again?" | always ask them, "What questions should | have asked that | didn't?" Another key technique for
reference checks is you just need people to... Once they start talking, they'll reveal what they really feel
and often the little things will come out. But for this particular thing, if | want to know where they stand
on this axis, don't tell people what you value. By the way, | will say | value P over S over H over E. I've seen
many companies that would reverse that scale. And by the way, there's industries where it's very
required. You don't want a bunch of people running around and constantly telling you to solve some
different problem. | just need people that can do this job that we give them super, super well. And it
depends a bit what your personality is and what your company's culture is and so on. So it's not actually
that unbelievable that | might value the E over the P. Anybody who knows me, that's probably not true,
but for a reference check, you can probably not give that away.

FROCERIR:
HAZERMIFOPRBERLZD. (RRABEILEFAFD, REMINNESERE. RELIT—NFOBM

=, WA EFE CEMERETH. S, RLENEEEE: “REBREAEXMALG? (REBRXEMME
HERENR? 7 BERE: CTEMPERZAEZRNEZ? ° SRFENHSZ—DPXRERIGZILAMNALD,
—Bff1HRR, MEEBERRE, NITIMEFHKE. B3 PSHE, MNRIREEM(]EH ERIE,
FRAESHFANAIREEEMF 4o IMER—T, BPAIAANP>S>H>E, BERAIREAFDERIR, EERLE
Tk, XBBAEY: MAFE-BABKRBESIFPEFAZINEER, (RREEE ARG IR
BT, XEURTIREMERM QB K. PR, MRBAEEE EMIEP, XHFEHFIF. TRENAMERS
T, BEERRBEEN, REFHIHEEMRNET.

[01:20:04] Lenny Rachitsky
English:

Wow. That was gold. | hadn't heard these reference check insights. And so I'm really happy we got to that.
Maybe one last question on reference checks. How often do you find that a reference check leads to you
not hiring someone, just ballpark? Or is that hard to say?

FRCERIR:

. XRERT. HUMRIMIXEXTFERFENLE RESXENDE TN, XFHRARE—E-:
MANBRASERATRA—NARRRAMES V? HEXRUER?

[01:20:19] Shishir Mehrotra
English:

All the time. And | will say | try to do them as early in the process as practical if it's possible. Because |
think it's actually the worst feeling for an interviewee to go through a process and then get dinged at the
reference check stage. It's a really crappy experience for the candidate. And obviously you have to be
careful about not ruining anything for them. You can't always do the reference check as early as you can.
When you're inside a company, when you're inside Google or Facebook or so on, you can generally do
them even before you enter. It's an expectation of we're going to hear a little bit about people in that
process. And | generally value the reference check over interview signals. If | had to stack rank in
interviews what is the best signal, the reference check is the top of the list. Those people, they worked
with this person sometimes for years, their knowledge, what you're going to get out of 30 minutes of
artificial scenarios, it's just never going to compare with what a good reference check will give you.

FROCENIR:



ZEERE. MERRR, REBAT, RRETAERHEMEEE. AAFTUNAINERERLR, EXRERER
FEEEEMERERRE, BREIHREEN, XMREARRELRE. SR, RENORBRIEMIIINR R+
FRERBMEE, BURMFELTNSE (LLIN7E Google 3 Facebook &%) , 1Ri@E & ITEE AT
e FEBRIAANERANNESTERES. NMRBLERESHNTF, BRENESE— BPEABSEREAH
ELE, MWINNTHREZE, %LIFFE 30 DHNARSEDREIRXFREEEIN.

[01:21:12] Shishir Mehrotra
English:

And then the second best thing | value is anything that feels like a real work exercise, which is also... Even
that is hard because some people, their skillset doesn't naturally lead to a compressed time work
exercise. But we do a thing for basically all our roles where at the start of the interview loop, the
candidate presents to everyone on the loop and we invite some other people in the company to attend
too. For a while it was open the whole company. Now we're big enough where that's not practical. But the
original is very simple. At the beginning of the loop, the person presents. And generally for most roles,
there's a exercise that they do, but about half the time is spent on them presenting whatever they want.
They can talk about themselves. They can teach us something and then another half is we've given them
a prompt, something that we want to direct.

FRCERIR:

HRE_EFENZAEMBEGR “KEIELS” BRA. BAXBREE, EAEEANKEREEEEERIE
RNET. BRIMLFRAERERSM—MHE: EERFTARN, REAZDENANAEAMETR, &
MNEZBIBATEMA TG SM. B—REBEIZEEABRHKRE, RERRKT, XFAKIE, EHRRER:
EEIRFIRY, EEAMET. BEIBA 1M, ERAO—FHEHMIBEAE: AILLKEES, A
HHAN—ERA,;, S—FEEHILHASERR.

[01:21:58] Shishir Mehrotra
English:

One of the things that | think when you're doing interviewing, one way to think about it, | call it home
court, away court, neutral court, you want interviews to balance in all those different spheres. So a
common mistake people make is they do all questions in home court. "Hey. If you're joining Airbnb, what
would you do about X?" And what is the candidate going to say? They clearly can't be as thoughtful as
you. They haven't thought about it nearly as much as you have. So really what you're testing is, "Did they
come to the same answer that we did?" which is a pretty crappy way to judge someone. Home court
questions tend to be tough. You have to be very careful about how you do them. Away court questions
can also be tough. This person, you say, "How did you solve this problem?" And they say, "Well, we did
this thing." And you don't really know was that problem actually hard? Was it somebody else was telling

them what to do? Are they just not telling you the whole story of what happened and so on?
R EIE:

FERE, RE—MBELN, HMZH 5. B, D7 . (REEEREXEMREFE. A1E
PLH— P EIREFAE AT “E17° Lkl “WNRIRMAN Airbnb, RREALKIEX? 7 f&iEABERMTA? fth
MNEAZMEREEE, WLMRBENIEK, AUREEFELRENR “BMNEEFEHTHARN—HNE
£, ZR—MREMTHS . THRERMEEE. M “¥i7" EWAERYE: (fE) “REWAFRRX
EERAY? 7, TR “FAMET XD o MREKXAFRERNRRERERE, BR2IASFBITEAME,
HEMNZR AR RS FITER.



[01:22:50] Shishir Mehrotra
English:

So you try really hard to make... Most of our interviews are done neutral court. So the vast majority
[inaudible 01:22:54] teleporter question is a very neutral question. You don't have to know anything
about Coda. I don't have to know anything about Airbnb or wherever. | can just ask you this question. But
this one thing, the presentation is the away court question. You now have an opportunity to talk about
yourself in this new way. And it's super interesting what people do. | mean, I've seen people use that
time... | often tell people it's the brag session, but this is like... And for product managers... We do it for
every role, but it's like recruiters, salespeople, marketers.

FRCERIR:

FRAFRAIS RS HEIRTE “PIU7” #1T. LD “BREBHEE" HREME— 1 IFE RILRE,
RAFETHE Coda, HRAFETHE Airbnb, HAILUERER, BBRD “BREDN” M2 “F7" #&E: (RHI
FENZU—MEHFNARNKILMECS. MPNXREZEE. RESHFEREAXZE “RFERT , BEH
KBNS N ABEXAM, BEEEAL. HE. AR,

[01:23:23] Shishir Mehrotra
English:

We tell them, "We're going to go through this whole interview process. And at most companies you talk to
six different people and six little segments. And at the end of the day you say, 'Gosh. | really wish they had

m

learned this about me."" And | tell them, "Don't leave this with that feeling. What do you want us to know
about you? All our questions are... In some cases we're trying to lower bound you, like, 'How bad could
this be?' | want you to upper bound us. | want you to tell us what's really amazing here." And so we'll have
the presenter go through that process. And what they choose to talk about is very important. How they
choose to present it is very important. But | do it as upper bounding. But if | had to stack rank in
interviewing, what do | look for? Reference check at the top, work, product and presentation next, and

then all the interviews. When they disagree, that's the order we judge.
R EE:

HMNFFMA: “HNEHTBEIERRE. EASHEQE, RIMATRERARNNNA R FIKLRIRE
B R, REREMNTHEZNX—@E."" HEFMI: “DHEESRMEBEEF. RELLRN]TBIRM
24?2 HAOFTE AT EMEZE LEHEENRIRE TR (Lowerbound), tbil ‘RAREREZE? .
HEZEMRAFMNBRIRE ‘LR (Upper bound), &HIFEIMEERENMS.” FIURNSILREANH#ITE
To fiEFKILHA. MAZIMIFEERE, FRICCHFRLRNE. NREBLEAESHANF: HiE%S
—, ERIEFHIETRES, REZTEMENER. HEST—HET, RHIHRXDIRFHEHET,

[01:24:12] Lenny Rachitsky
English:

Shishir, | feel like you have five books in you that you need to write on so many of these topics. This is
such good stuff. | wish | could keep going. | know you have to run. So we have this final lightning round.
So I'm going to ask you five questions. There's one at the end | didn't tell you about ahead of time, so it's
going to be a surprise. And so I'm just going to ask you these quick questions. Let me know what comes to
mind. Okay. First question, just what are two, three books that you find that you recommend most to
other people? Oh, pulling out the bookshelf.



FRZERIE:

Shishir, ZREFFHFEELERLLBES, XERNBTXET . REREEASWTE, ERANEFRFET
FRUENTENRERN “WBR” T, BERRENEE, RE—TMRERAIEREF, BMRE. BRERER
|, MREFHEET 2. §F, F—TRE: MREREANAEEHR=ZEBEMFA? &, RIBHREBHREFK
To

[01:24:40] Shishir Mehrotra
English:

Pull up [inaudible 01:24:40]. One | already said and we talked about. So this would take two of the slots.
The next one on my list is Switch by Chip and Dan Heath, How to Change Things When Change Is Hard.
The other one, this is probably a surprising one, it's called Understanding Comics by Scott McCloud.

AR ERIE:

BEEA, —FBBLHEET, M2 (BT (Switch), EHFMEH. T—4= Scott McCloud B (I2fi#:2
E) (Understanding Comics), XASaIBEILARIN

[01:24:53] Lenny Rachitsky
English:

Wow.

FSCEiE:

=+
l:I:i: o

[01:24:54] Shishir Mehrotra
English:

Super fun book. It's a comic book about comic books and you don't have to like comic books at all to love
this book. It's basically... The starting point is over time communication has drifted at two extremes. So
one is we've gotten very good at written form and the other is we've gotten very good at art, single pieces
of art. And comics are the hybrid. They are drawing mixed with writing. Sometimes | think he calls it... Oh,
God. He had a good term for it that I'm now forgetting, but he describes comics really well and he goes
through the actual reasoning of why comics are structured the way they are. And one of the reasons it's
so important to me is, and you could probably tell from how we talked about different things, is often a
diagram that crystallizes something. The art of storytelling, diagramming, so on, | think is so critical for
basically any part of life. And this book, it's so thought-provoking on how to do it. Understanding Comics
by Scott McCloud.

FROCENIR:

BREBN—FFH, XB—AXTEEMEES, FE2fFEENEELIELE, ENHARE: HBEN
BRI, WEER TR MMRE—— T RIRERENXFER, 5—1TRRELENZER (BIRZEAR). M8
EERERESH, BRBSXNFHNER, MR T BE, HER T EEEMERNZE. EXFuiLt
EENRAZ— (RATEEMENNABIREFHLEELR) 8, — T TEXRTEEILEVEEEM. HRENZ
A LENZAFSE, HUNANEFNTABLILEXRER, XAEHE “WNEAR STEIFEEBLM.



[01:25:48] Lenny Rachitsky

English:

Understanding Comics. Wow. Good choice. Okay. Favorite recent movie or TV show?
R EE:

(Efpgm), &, Wik, f, REREREZHEATE?

[01:25:52] Shishir Mehrotra
English:

Okay. Couple that come to mind. Only Murders in the Building is a really fun one. And my family got really
into the Marvel series during the pandemic. And so WandaVision, if anybody hasn't seen that. If you're not
into superhero stuff and so on, which I'm not really that... I'm actually more of a DC comics person. | like
Superman. But WandaVision is one of the best pieces of art that I've seen done in a very long time. Very
well done show.

FRCERIR:

9%, RBEILN. (KREERIERZE) (Only Murders in the Building) IFEH#. ARTHERINERETER LT
BELZRT, FrLlE (FEXRZI) (WandaVision). SIRMRAEWBRRETN (ALFEAKEE, HEEX
DCHYEA), B (FEAZIM) BRHRRAURININEZFNZEAERZ—, FIFIFERER.

[01:26:19] Lenny Rachitsky

English:

| feel with that show | had to... | gave up initially. I'm like, "What the hell is this? What is going on?"
R EiE:

BEREIFE—FIRESRRFT, BE: “XRIREHAR? RETHA?”

[01:26:19] Shishir Mehrotra
English:

| know.

FCERE:

HEE,

[01:26:23] Lenny Rachitsky
English:

And then it gets good.

FRCEIE:

AREMARERF T,



[01:26:24] Shishir Mehrotra
English:

It gets good. Yeah.

R EE:

TR, NER.

[01:26:25] Lenny Rachitsky
English:

And on the flip side, Only Murders in the Building. | don't know if you've seen the second season yet, but
I'm just like... I'm done with it. I'm just tired of it now. | don't know what they're doing.

FRZERIE:

RIFK, (REERIERRE), HAMEMETE T, BREZ - -HRBT, AERXTERRT, A
B 1ERE 4o

[01:26:33] Shishir Mehrotra

English:

Oh, yeah? We're only one episode into the second season, so we'll see. Maybe we'll give up too.
R EE:

MR, B3? HMNE_F=AET—&, ESHE, BIFRINEIBF.

[01:26:33] Lenny Rachitsky
English:

Good luck. Okay.

FREiE:

TARGFIZ. #Fo

[01:26:40] Shishir Mehrotra

English:

The preseason was so good. [inaudible 01:26:43]. And it's all about podcasters.
R EE:

F—FXET, MEAEHNBEXTREEINS.

[01:26:45] Lenny Rachitsky

English:



It's like so meta around podcasters. Oh, man. Okay. Good segue. Okay. Favorite interview question/ you
may have already answered this.

RS ERIE:
IHEREFRIRK “TT° To §F, SEEFE. RERMEIRT? (RElfEEL0EI T,

[01:26:53] Shishir Mehrotra
English:

The teleporter one is definitely my favorite. My second favorite one, if | was going to give you a different
one, is | have a series of questions around... Let me pull it here so | give you what the real question is, but
is basically around a dashboard prompt. And the starting point of the question is, "Pick a product." |
[inaudible 01:27:15] say, "Your favorite technical product." And the constraint is, "It can't be something
that you built, worked on or competed with. It's got to be in the space that you're not an expert in." And |
generally ask people why, which is actually a really interesting passion test. And then I'll ask people,
"Design the one- page dashboard for that product. If you're the CEO, general manager, whatever, you run
that product, what's on the dashboard? Why?" It's an interesting [inaudible 01:27:39] question, E type
question of like, "Can you tell what's important for this product or not?"

AR ERIE:

‘REBHEE" BIMENERNRE. NREBHEZD, BE—RVIXT “NRE” R, RBANES
2. “E—r@mT , BER “REREXHNRESET o REIFHR: “TREMFSSWE. TEIfRSd
B~ am, DARMFIEERIIN=ZE." ZRBBEIRAMA, XEXZ—MREBHIAENR. ARKZR:
“REAFE @I RIUNERRE, NMRRE CEO NEEE, (REERN~m, NREBLIZBEHA? At
4?7 ZR—TEBNFERE, bR ER (iT/FE) R, BIREFEFIEENI N mEiRtaz
EBM,

[01:27:43] Shishir Mehrotra
English:

And then | ask them to basically redesign the product. And the way | do it is, "You've been hired by a
competitor to design a me too version of product. I'm going to leave aside for a moment that why you
would want to build a me too version. What is the bare minimum of what you need to build?" And then |
tell them, "You ran out of resources. You get a quarter of the scope and a quarter of the..." Or, "You get
quarter of the time and a quarter of the team. What do you actually build?" And then | get down to the
other side of, "You've decided you can differentiate in only one place. What do you do to differentiate?"
And so there are a series of questions that are basically a form of PSHE, but just formed around a new
problem space that lets people wander a little bit. I've seen some really amazing answers to that.

FhSCERIE:

RERESILMIERIGH=R. ARE: “MHRESWFRMEGIT—D BBE (Me-too) A F. %
TR LAEER, MEEBHWENSREANERMTA? ” ABRRSIFMWI]: “TREERERT, MMEENSZ—
RSEERN S 2 —aEtEl/EIRA, REIRSWEAA? ” RERE: “RRERET—MAMERL, (REEA

2 7 XR—RYIBEAR LR PSHE XXM, RRESR—MHRETEEF, EARZE, HRI—LIF
BIRENEE,

[01:28:27] Lenny Rachitsky



English:

There's also a lot of [inaudible 01:28:28] question elements to this sequence. Wow. Excellent. Okay. Who
else in the industry do you respect as a thought leader? Who comes to mind?

AR ERIE:

X—RFNHE b ERESENTENTE. &, ABT. F, T EREEEPLSET? #LTNERS
th?

[01:28:37] Shishir Mehrotra

English:

Other than you? I have to ask. Present company excluded?
R EE:

BRTIRIZ? KIGRER, TEIEEERNR?

[01:28:40] Lenny Rachitsky
English:
Yeah. That's great. [inaudible 01:28:41].

AR ERIE:

[01:28:43] Shishir Mehrotra

English:

By the way, your newsletter is one of my top reads.

R EE:

IRfER—T, {REVERHEIR (Newsletter) BERMLFENABTZ—

[01:28:45] Shishir Mehrotra
English:

| think that yours and Ben Thompson from Stratechery are two of the ones that... | think you both have a
very natural instinct for writing and synthesizing things that people are feeling with a clarity that's really
helpful. So I really appreciate that.

AR ERIE:

FILARHD Stratechery B9 Ben Thompson @ ERMERIFAL--- - HREMRINEE—MHRENEDL, BEBMH
BEHREAMINES, XIEEEHELR. HIEFERHX—=,

[01:29:05] Lenny Rachitsky

English:



Appreciate that.
FEiE:
st

[01:29:06] Shishir Mehrotra
English:

I mean, | think the rituals process has exposed me to some really amazing leaders. Talked about Ariana. |
always learn a lot when | talk to Ariana. [inaudible 01:29:14] has contributed a bunch. I think he's really
helpful and is... And | can't believe he basically had no Twitter followers at the beginning of the pandemic.
And his tweet are just total gold and so insightful and well put together. Fidji Simo is someone that |
learned a lot from. She now runs Instacart. Daniel from Spotify, Daniel Ek. | think he's got this really
unique way of thinking about the world, and he's also one of the few people that can hold a very long-
term view and a very short-term view at the same time. Fantastic ethics. I'd also say my entire board,
Reid, Reid Hoffman, [inaudible 01:29:51], Mamoon Hamid, Quentin Clark, Sarah Guo. | think they're all
amazing and I'm super lucky to have a group of people I can call with questions.

FROCENIR:

FERRNEIED, HEMD T —LEETAENTSE. bl Arianna, SXMMIIAEBEFZRREZ,
BE—LEATMTREZNMR. BABIEBEEMTHEARITHIAGNRLFEE Twitter #7%2, MUMEXEEES
¥, EEEFFEEA. Fidji Simo (IE Instacart CEO) HBEHFEIRZHIA. 1&£F Spotify B9 Daniel Ek, fthE
ZHAMWAIEDIREE, R LVMEERNSFEKPESMERINANAZ—, RIVEEDIRE, TEERHNED
BEEZ: Reid Hoffman. Mamoon Hamid. Quentin Clark. Sarah Guo. fth{i1&81E#%E, HKEFZIZHE—EAILL
REEHEEEI A

[01:30:00] Lenny Rachitsky
English:

Awesome. Someone's going to have a lot of work on these show notes. That list. Okay. Final question.

What's your go-to karaoke song or dance move at a wedding?
R EIE:

XiET. BREETENMANAERFET, [B8EK. §F, &E—1R&: ROERAL OK MEh BTl LAY
RS EHA?

[01:30:09] Shishir Mehrotra
English:

Karaoke song is If | Had $1000000 by the Barenaked Ladies, and it's a... If people don't remember the
song, part of the reason it's my favorite is I'm a very mediocre singer and you don't have to be that good a
singer and everybody can sing along so you can bring everybody into it. And it's just such a fun song, If |
Had $1000000.

AR ERIE:

=4I OK Frpfi2 Barenaked Ladies B9 If | Had $1,000,000), MNRARFIZEXE], HRERCHADEEZ
HKIEFKTFR—AR, MXEBRAEERBERLYF, AREALURER, EHsiels, XERENREE,



[01:30:28] Lenny Rachitsky
English:

You're as thoughtful about your karaoke songs as you are about everything else you're doing. Shishir,
thank you so much for being on this podcast. You've set a really high bar for CO guests, so we'll see who
comes up next. Two final questions. Where can folks find you online if they want to reach out or learn

more? And how can listeners be useful to you?
FRCERIE:

R4 OK e FLERAMRIBBIE M E B —1FRBAE, Shishir, FFERGPRSMAEREE. R CEO BRI
ET—TMEESHNE, BEETRESR, RERNEUE: IRARBRKAMATHRESES, JUENE
WEIR? IRARBENIRE R A?

[01:30:44] Shishir Mehrotra
English:

Okay. I'll give the same answer to both. Well, I'm easy to find, one of the benefits of having a not very
common name. It's easy to find me on basically every platform so you can find me on Twitter. It's easy to
DM me, Shishir@Coda.io. It'll get to right to me. But in terms of being useful to me and also finding me, |
would highly recommend joining the Rituals of Great Teams Braintrust. And | think it's a pretty fun
experience to get a chance to contribute to a book like that. And hopefully if you've made it this far in the
episode, then you probably are interested. And so | think you'll find it interesting. And 1'm having a lot of
fun with the people in that Braintrust.

AR ERIE:

4, XMNREFLE—TNER. RREBIE, BFAERNFAREX, E/LFFRETFE LHEREIT,
Eb3n Twitter, tHRIAEIRLATLHBH: Shishir@Coda.ioo EFMAEFIFKIUKRIKEIF, HIEZIBIMAN “f
HHEANABREER" . BAXF—XBRHNER—RIFFEBHNEH. WRIRELZNETXE, BRIRRA
RERMB, RRFMSLAUERER, RUNEEAZNABLERRER,

[01:31:18] Lenny Rachitsky

English:

Amazing. I'm definitely going to join. Thank you, Shishir.
FRCEIE:

KT, WEESMN. HH5R, Shishir,

[01:31:22] Shishir Mehrotra

English:

Yeah. All right. Thank you so much, Lenny. That was really fun.
R EE:

4789, dEERXE, Lenny, HISRFF .



[01:31:24] Lenny Rachitsky
English:

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

FRZERIE:

R RPAKIT. NRMAREEBTEENE, AILUTE Apple Podcasts. Spotify S{REIRAVIER A _EIT
o Lo, BERABINMTOXAEZTIFIL, XERAMENEMARRALAERT., RATUE
lennyspodcast.com X EIFIEFHATNER TRESZER. THTER.



