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This is the complete bilingual transcript of Lenny's Podcast featuring Shreyas Doshi.

(00:00:03) Lenny
English:

There's no one out there today who shares more wisdom, more consistently on the art of product
management than Shreyas Doshi. Shreyas came out of nowhere a few years ago and started tweeting
gems of insight about building product and the role of product management, and rightfully so, has built a
huge following on Twitter. What | love about Shreyas is that his insights are often framed in really
memorable and interesting ways and they're often contrarian and not ideas that you've heard elsewhere.
Shreyas has worked at some of today's most important tech companies, including Yahoo, Twitter, Google,
and most recently Stripe, both as an IC and a manager. And his advice is always rooted in his real life
experiences at these companies.

AR ERIE:

MSEFMBEEZARSE, &8 ABELL Shreyas Doshi BN ZEELZHNERT . JILEHI, Shreyas RAE

ZEGE, FHATE Twitter EABRXFE RN~ REEAGNENNN, HIBEFMYAMMRET KEMNM L, &
RRE Shreyas H—RE, MNIBREBEEUIEESCAMSEEBNAREN, MEFEERERN, F2IR1E
Hhth 5 ae I AIFRIEDE 8. Shreyas BEHS—LEREFENRR AT IET, &1 Yahoo. Twitter.
Google, LAKERIERY Stripe, BRI IC (MARME) BIBEIEEE, tHNENEZERTHEXLAT
HEXEZH

(00:00:48) Lenny
English:

In our chat, we focus on five topics and go deep on them. We talk about the power of pre-mortems. We
talk about how to best use your time as a product manager. We look into the three levels of product work
and how getting them wrong often leads to tension on your team. We dig into why most execution
problems are really strategy problems. And we talk about a common pitfall in prioritization. And if you
listen to the end, we actually throw in a bonus topic. | really appreciate that Shreyas made the time for
our chat and | cannot wait for you to hear it.

AR ERIE:

ERNBINER, BIMNELRRANRTTEMES FANBHLT “Fri8I" (pre-mortems) BIHE; TR TIE
A mE BN AR A BE;, ARTFRIEN=1FEE, UNKBEXEEmMNAFREAAZK; FITR
NRI T A ARSHAITRRSE R LR RGP, EIHeT MARFFEFRN—NE REMH. MRIRITEI&
&, FAIRMR LRGN T — M ERIMYIER, FAFFE RIS Shreyas GEHHESEIRIIKR, FEBA LR ILARIIFEIX
E&3ti&o



(00:01:29) Lenny
English:

This episode is brought to you by Coda. Coda is an all in one doc that combines the best documents,
spreadsheets, and apps in one place. | actually use Coda every single day. It's my home base for
organizing my newsletter writing, it's where | plan my content calendar, capture my research and write
the first drafts of each and every post. It's also where | curate my private knowledge repository for paid
newsletter subscribers. And it's also how | manage the workflow for this very podcast. Over the years, I've
seen Coda evolve from being a tool that makes teams more productive to one that also helps bring the
best practices across the tech industry to life with an incredibly rich collection of templates and guides in
the Coda Doc Gallery, including resources for many guests on this podcast, including Shreyas, Gokul, and
Shishir, the CEO of Coda. Some of the best teams out there like Pinterest, Spotify, Square, and Uber use
Coda to run effectively and have published their templates for anyone to use.

AR ERIE:

AHATIE M Coda B, Coda B—HZE&—XHITE, B X4, RENNBREFNRENEESE—, =
br EHESREEMEA Coda, ERHALNEENSENALE, BEXEMUANEEHRA. ERARERHIES
BREXENTR. EUERRAMEITRAERIIAAMIRENMS, BEEAEREEXMERNIER. 2F
*, HEEF Coda M—MEEHEINEFHWIA, #4A— BT Coda Doc Gallery ik HFEEMEIRMTE
M, BRETUIRELRTAHANLNTES, HPEESERFLZEE (40 Shreyas. Gokul 1 Coda CEO
Shishir) $RAIER, Pinterest. Spotify. Square #1 Uber EINAREAEEFE A Coda &%ia1T, HAH T1H
I A ERBIIER.

(00:02:23) Lenny
English:

If you're ping ponging between lots of documents and spreadsheets, make your life better and start using
Coda. You can take advantage of a special limited time offer just for startups, head over to coda.io/lenny
to sign up and get a thousand dollars credit on your first statement. That's C-O-D-A.io/lenny to sign up
and get $1,000 in credit on your account.

AR ERIE:

MNRMBRBERENEMRE ZERETHR, BIMILMNETLEEREN, FAFER Codall, {RAIUER
EIE I ATINREAE, F11E coda.io/lenny JEAf, BIEITEE KM £ HIRTG 1000 ETHIRINEE, ik
& C-0-D-A.io/lenny, EMBIEIIATE 1000 ETKFENE,

(00:02:49) Lenny
English:

This episode is brought to you by Productboard. Product leaders trust Productboard to help their teams
build products that matter, from startups to Industry Titans. Over 6,000 companies rely on Productboard
to get the right products to market faster, including companies like Zoom, Volkswagen, UiPath and
Vanguard. Productboard can help you create a scalable, transparent and standardized process so your
PMs understand what their customers really need and then prioritize the right features to build next.
Stakeholders feel the left too with an easy to view roadmap that automatically updates so everyone
knows what you're building and why. Make data-driven product decisions that result in higher revenue
and user adoption and empower your product teams to create delightful customer experiences. Visit
productboard.com to learn more.



AR ERIE:

ZHAT5 B i Productboard %581, M#IBIRREIITIEL, FamiMSEEBSME Productboard BEEEBN TRV
MITEEEEE XM 5. 83 6000 RATIKEE Productboard BIRIG A RitEATE, B Zoom.
KARIRZE. UiPath fI%LEEHR (Vanguard), Productboard sl AEEENREIERIY . FBEARIRAELEIRIE,
IR RARETREFNERER, MNMREF X EHNELEINEE. FEEXEREBTEMEH. ZTE
ENRAERZT LR, IS MABRMEMRNERTAURATAM. MEEFRESWANTBF XBEERNE
BIREHE = FOREE, HIEBERAV = mEIPABIES ARV E P &%, 4in] productboard.com TREZER.

(00:03:42) Lenny
English:

Shreyas, the man, the myth, the legend, thank you so much for joining me and for having this
conversation.

FRCERIR:
Shreyas, XUFRKEHFEEHIAY), IFFERSRIMANTEFFHITRIIE,

(00:03:48) Shreyas Doshi
English:

It's great to be here, Lenny.

R EE:

REMKEXE, Lenny,

(00:03:49) Lenny
English:

So we strategized about how to make this podcast as concretely useful and actionable for as many
people as possible. And so, we decided to do is instead of a regular interview where we talk about a lot of
stuff, instead we're going to go deep on five of your ideas, teachings, lessons that you've shared on
Twitter that have stuck with me, and | know have resonated with a lot of other people and we're going to
call it the five big ideas from Shreyas Doshi. Does that sound about right?

AR ERIE:

FARR T X AR R N R A ge Z A ERK B2 ENEE R, R, FITRERHITIMIZIZMIKAY
BAXIA, MERNRNIRE Twitter ERZIH. SEENRRZIBSIRITFZAHBNA MR BISFHEII,
BHATEHIA “Shreyas Doshi WA DNAIGE" o XIFTECRAILAG?

(00:04:14) Shreyas Doshi
English:

Sounds great.

R EE:

IrECRIR 1,



(00:04:15) Lenny
English:

Okay, cool. So before we get into that, before we get into the meat of all this stuff, you share a lot of
wisdom on Twitter, but you don't share a ton of about yourself and your background, where you grew up,
where you're born and things like that. So I'd love to learn a little bit more about the human that is
Shreyas. And so, maybe we start there, where were you born, where'd you grow up, what'd your parents
do for work, what did you want to be when you grew up?

FRCERIR:

KEFT . ERNTHANERZE, (R Twitter EAZETRZEE, BMRRODEXTIRESHMRNER, LLIOMR
AEMERKR, HEMEFEF, PRURRESTHE TN “A” B9 Shreyas, BIFFHTAIUMBEFE: REE
EME? EMERK? (RREZMAATIIERN? (RNHEER T AFRIA?

(00:04:36) Shreyas Doshi
English:

So I was born in Mumbai, Bombay, India, and | lived there for the first 21 years of my life. | actually did not
really even get to see many parts of India while | grew up in India and basically just was in Mumbai the
whole time. And then | moved here to the United States for graduate studies at age 21. My parents, my
father was a businessman, and so, he started his own business. He manufactured spices and marketed
them. So growing up, | saw him work on packaging and pricing. And when he was short on staff, | used to
be packaging the spices into the little box or creating some marketing material for him, not the creative
part, but the grunt work. So | grew up in that environment where the lines between what was my dad's
business and our personal lives were very blurred.

FRCERIR:

FREEENELRE, EREELT AERVN 21 F. KiFL, RENERKRHEEEREAIHNENRSHT,
BEX F—BHFEEE, 21 0, FRKIXEBHARE, ZRORE, BRFERITEA, HEFER, thE~E
FIHHITHE, FIUERRKIRESR, REEMAREEMEN. SMRAFHN, RMEEHITBEREHN
2F, HEBMEIF-—LEEMHN—FREIEHD, MEBLEEE. FMURZEBMIFE TR, HR
FEREBMBNDAEEZERFRIFE R,

(00:05:32) Shreyas Doshi
English:

My mother just growing up as a homemaker, and so, my dad was largely just busy and all consumed in his
business. And | ended up spending a lot of time growing up with my mother. And so, both of them have
had a pretty significant influence in different ways, but both significant influence on who | am. When |
grew up, | changed that a lot. | think when | was very young, one of my uncle is a doctor, so | saw him and
| was like, "Oh, maybe | should be a doctor." And at some point later, | changed that. In high school, | took
French and I ended up being really good at it, surprisingly good at it, and | was very passionate about it.

AR ERIE:

HEF—HEURETH, RRXFABIREMICTER, EHORANEP FAURKIIZFAE 7 EE
EMEFRE—EN, MNMAUFTRNGRAREFETRTNEE, HEZET SR XTRAGEMEMT



4, HEIRZR, IR RNBER, HE—IMRREE, FEFMME: B, BFRNZIEEE” &EX
ARITHZIRLBT EE. BRRFTEETEE, ERFFIEREY, FEARTE, MEARMILIFEERE.

(00:06:10) Shreyas Doshi
English:

So for a while, | was thinking, "Oh, I'll maybe teach French after graduate from college. Maybe I'll go to
France, learn the language a little more. And maybe I'll teach French." That lasted for a few years and
turned out that | ended up not pursuing that, and instead, got a degree in computer engineering. Partly, |
think because in India back then, if you were good at science and mathematics, you would usually take
up engineering. And so, that's what | ended up doing. | was also quite passionate about computers, so
maybe that was part of it. But once | started on that path, it became much clearer what | wanted to do.

FRCERIR:

FRE—ERETEIEAR:  “WiIFKFEIVEHAILUEEE. BFRSEEE, BRE—TES, ARERAS.”
EMAERLE T JLE, BERBHLBEENRFRE, MEBZE THBENIREF (L. 0 REKEZE N ZHEIRIED
B, MRMEKHFZNHE, BEMIERTIRE. MUREREMZXAMT . HBXNHENEBEER, FFLUXHE
REBRREZ— E—BERE EXFIR, FHEBHNEEMERSEMZ T,

(00:06:50) Lenny

English:

How's your French these days?
R EE:
RIRTEREE KT EARE?

(00:06:51) Shreyas Doshi
English:

Very bad. Sad to say, my son is now taking French and | am just embarrassed at my inability to assist him
in any way, other than to point out some conjugation errors.

FRZERIE:

FFERERE. BIRONE, TLFREETFEE, MEMRTEIELE —EHRATUEIRIS, T2 EREEAE
By, XILFREENRIENM,

(00:07:04) Lenny
English:

So you said you studied computer engineering, that's what you moved to the US for, how did you move
from that to product?

FROCERIR:
RRIRFRIRITENIRE, XBRMREENRRE, BAMRBWAIM IIZE RS mMUNaE?



(00:07:11) Shreyas Doshi
English:

So, | started my career as an engineer, or well, backtracking, so | completed my undergrad in India, came
here to the United States to pursue a PhD in computer science. About one month in, | realized that PhD in
academia wasn't for me, so | decided that | was going to drop out of the PhD program. And once |
dropped out, this was like 2001, 2002 so the climate was very different, there were basically no jobs for
tech people. Certainly there were no jobs for people who required a visa, which | did. So it was very
difficult, but | ended up working as an engineer at a couple of startups and that started my career in tech.
I was an engineer for about four or five years. And when | moved here to the San Francisco Bay Area, | got
a little taste of product management.

FROCERIR:

HEAZRUTREMOS DGR EEN, BFE—T, RENETRT AR, REXEZRHENRFAELF
filo NFAY—TARG, AFRFFARNBLEETRESH, TRAERY, BFfE, =2 2001, 2002 F
KR, AFRIFERE, BETIVERETIR. S, WTFEEAXFFEIZIENARR, TEESHEK. Fr
UHRIEREEYE, ERKRAT/LRVEIQTHRETIRIMHIE, AETHRORREE, BT ARONEERN
Tim, HEMIBASLTXE, RYXEMET-REE,

(00:08:00) Shreyas Doshi
English:

So, | was part of this team that used to be Loudcloud, and they were acquired by a larger company EDS at
that time, so it was a startup team within a larger organization. And | was an engineer there and | just
started doing some product work. And | found that my managers over the time would send me to
customer meetings. We had an internal product, so these were internal customers. And | thought it was a
little surprising because | was fairly junior and | was an engineer, but | was like, "Okay, I'll just go to the
customer meetings." And | really enjoyed that. | really enjoyed understanding what our customers were
trying to do, helping them out. | also enjoyed thinking about creative ways to solve their needs and
whatnot. So, that was my taste of product management.

AR ERIE:

HBYF7E Loudcloud FEIPALE, BRABEFRMALE EDS T, PRUBRRARABLERNIH— W ER. K
EMBMIRIN, HABRAE-EFRTIF. RAURNEE(THERZEZSNEF I BMMEBZRER~
m, PRUEFPHEEREN. REFERRYT, RARZEHREL, MERNIREM, BRo@: “FE, B
ESMEFESNE,” ERBIFEENR. RIFFENREZERTABELMMGA, HEPMI]. RHERBERR
IR ROEIT T EFF. BRERN T mEENIELL,

(00:08:40) Shreyas Doshi
English:

For about a year, | was doing the product job without having the title and | was also the engineer. So | was
in this great state where I'd figure out what needed to be built and | would just build it myself. So, that's
how | started. And at some point during that one year, | realized that while | was a good engineer, | was
perhaps a top 20% engineer. | realized that | would never be a great engineer, that | would never be a top
10% engineer because | saw those engineers, the fortune of working with them, and I just could tell that |
couldn't be that. And | increasingly got interested in this product thing, so | said, "Okay, let's try out this
product thing." And so, that's really what started my product career. And | think what | have to be really



thankful and grateful for there is the people who gave me a chance to do the product work and there
were many people involved. And so, | think without their support, it would've been much harder for me
to become a product manager.

AR ERIE:

REOE—FREYE, HELBEXXEHBERTHETREENTE, RNERIREM. FAUFKAT—MRE
FURES: RREREMEMA, ARFFIREMNELER. XIMEROEY . ER—FENETHZ, HFIRE
BAB—PAHENIRRM, AEEHRHAT 20%, BIXTIEMN—RHARNIREM, KTHATH 10%.
EANFHRIBLETRRTIZN, BESMIIHE, HERBEIEHCSEAFERNKFT. SLFER, X~ RXRE
KR, FRFW: B, EFMNEIE mXREIE” XMER T mEENEEF R, HIEERERLE
LENZZHT@mIFENA, XPEERS AT, FBRMFBLEMITNE, TR RIERNERIRE

D

(00:09:34) Lenny
English:

I didn't know that you moved from engineering to product and your journey is very similar to mine where
| was also an engineer. And once | got to Airbnb, | was like, "Okay, | am not good. And | will not last as an
engineer at a company like this. And | should think about what other options exist." And it worked out
great. And so, | wonder how often that happens of PMs moving into PM because they aren't going to make
it as an engineer.

FRCERIR:

FUBIARE M EM TR R~ MY, RNEBEMBIAEEEMN. FBBERIREM, HIFHEN Airbnb /5, Fd
B IR, RABME, EXHNARNERMARKALIEN. HNZEE—TEEFARMER.” SRIEA
XMNREFEER. FER, B OFRIFEERANNRTECTETE LIRS SREA 1T,

(00:09:57) Shreyas Doshi
English:

| think it might be a common occurrence because engineering is a really great job, particularly on
empowered teams, as an engineer, you can do a lot. You don't have to just write code, but you can do a
lot. And so, | also think it's a great place for people to start their career if they have a technical
background and if they enjoy the part about building software. Because sometimes people will ask me,
"Hey, I'm doing this technical degree, whether it's computer science or something else, but | want my first
job to be product management." And | often respond with, "Tryout engineering because, again, in many
companies, fortunately these days you can do a lot more than just the core engineering job. And so you
get exposure to many different things. And once you do that, you can decide what path to pick."

AR ERIE:

HINAXATRERERE, AATIER—MIFEENIME, 3 EEBLEMEERHF (empowered teams) #, fF
AITRMRETUMIREZER. (RARRENE, (RAUS5RERT, MUKREIAN, MRBEABRAER
BERmERHGE, TRRRIVEEN—MREESR, BRANRERK: B, RETERAFAU, FTERITE
MBEZFEERHE, ERFEF—HIERTRER” ZERREE: “TiliHIEE, Ah=iEmE, IER
ZREE, REMIZAFLEZOTIRETIF MITRIRSFEANEY. —BIRETXEEZ, (RMAEELTi
IRTE RS ER "



(00:10:44) Lenny
English:

It's such a bonus to have that background as a PM. | wanted to go back, so you mentioned that you
worked at Loudcloud. I had no idea. That was Marc Andreessen's second company, right?

FROCERIR:

ERFEmAE, AERENESSHREE— NERNMSI, HEEEINAIER, {REERE Loudcloud TE
F. BELFHE, BFE Marc Andreessen BE KT, XIE?

(00:10:53) Shreyas Doshi
English:

Yes. | joined that team. Again, this was a time when there were very scared jobs in the valley and | was
interviewing with them for nine months or something like that, and they had just been acquired by EDS.
So they split into two companies. One got acquired by EDS and the other became Opsware, which was
the product company. And so, | joined the Loudcloud part of that organization.

FROCERIR:

0. HMANTBIMEHAR. Bi—RK, PBEEASTERMUIEEHHRIBE, XTI NE. S
1INI%% EDS W, 3FA TR AT —XK# EDS W, 5—KZTH T Opsware (BBR—ZHK=mAE). FHM
AN T HUEH Loudcloud BREF S 4HLR,

(00:11:17) Lenny
English:

Got it. Is there something that you took away from that company? Was Marc Andreessen still working
there? And | think Ben Horowitz also.

FROCERIR:

BEET. MMEBRLBEMTAUITEE? Marc Andreessen HER7EBBE T EMZ? 48 Ben Horowitz it
£

(00:11:24) Shreyas Doshi
English:

Yeah, they were still there, they were working on the Opsware side. Again, because even though | was
hired as an engineer, the non-engineer task | was given was to manage a relationship with Opsware
because the way that split worked is EDS would use Opswares data center automation technology, and
my team was responsible for deploying and supporting that technology for EDS. And so, | was given this
role of managing the vendor relationship and | have no idea. I'm in my early 20s, | have no idea how to
manage vendor relationships, but | ended up doing that.

AR ERIE:

2R, ME7E, FI=ETE Opsware il BAKZFENILRRIMKRAN, BRRIET —TMELEES: B
5 Opsware X &R, EADFERIEIESINZ EDS £/ Opsware BYEER O BEIEIRAR, MIAIEIPAA S



79 EDS BRBEMZFFZI A FIUFKRET T EEHNEXANAE, MAHEA 20 4k, T2FNEZEA
EEHVEXR, ERREEZFIET TR,

(00:11:59) Shreyas Doshi
English:

And as part of that, | got an opportunity to work with many folks over at Opsware, including folks on the
leadership team there. And that was my first experience of what a really highly talented and energetic
team looks like, both on the Opsware side, like | said, | worked with a number of people there, but also on
the former Loudcloud side who were my team members. And that magic, a very high caliber team, people
who really great at their job and brought high degree of energy and collaboration to their work. | was just
lucky to have been part of that team early on.

FRCERIR:

ERBRMR TR —8R5D, FENZS Opsware NIFZAGME, EERENFSEAG. BEHE —REFRE
—XEIESAF. mHEAINENRAEFH—FIERE Opsware A, EEHFITER Loudcloud Xido
BHES, BHSERNE, SOATREERKECSHNIE, HATEINTSENRBEHNIBDIERH KR
ZiREE IR EER HAR A AR ST I PABY— 530

(00:12:32) Lenny
English:

And then following that, you worked at a bunch of really important well run successful companies, Stripe,
Twitter, Google, Yahoo, what's one thing you took away from each of these companies that you've worked
at that has stuck with me? You share a lot of this on Twitter, but if you just think about somebody took
away from each of these companies or even the founders that ran these companies, what might those

be?
FRZERIE:

EBzE, MEFZIEEEE. TERNBENRBEIES, tbi0 Stripe. Twitter. Google. Yahoo, MIRI{E
SR LN T, AL RENSRZIMURIR? 1RTE Twitter LN ZETES, BNRREE—TMERAH, &
EREEXLEATNEBAS LZENFRA, 2RHA?

(00:12:53) Shreyas Doshi
English:

Yeah, let's do this rapid fire style because you know me, | could spend an hour just talking about this
topic. But just starting with Yahoo, | think | learned the importance of building multiple services under a
single account. | think that was the one Yahoo ID was such a powerful thing. It wasn't easy to pull off back
in the day and Yahoo was perhaps the first company that pulled it off really well. And so, that idea of
bundling under a single account, which then Google really did extremely well later on was something that
| got to experience very first hand because | was working on the identity team at Yahoo. Google taught me
the.

FROCERIR:

g%, A “RENIRE" BIATUKRE, EAMAEIRERX METP L—/E. M Yahoo 718, HFET
TRE—KF THESMIRSHEEY. FINFIBD “Yahoo ID” B— 1M IEERBRANFRAE, HAHRNEXNX—2



HABSH, Yahoo AJRERE—HKMISIEEHENLQE, XMELE—IKFA T#HITHAY (bundling) WX, E¥
Google IStk HH &, MIHZHEIE Yahoo WEHEATIE, FRUEIFEEENAE, Google HET K-

(00:13:33) Lenny
English:

Real quick on Yahoo because it makes me think about it. | remember they tried to do that with Flickr and
they had a bunch of trouble with that, people on Flickr didn't want to log in with Yahoo, is that right?

AR ERIE:

X F Yahoo #iF—a), XiLFHEET —HE. HICHBMNBZZHTE Flickr LHEITXAN AR, £RBITRZM
W, Flickr WA FTR4EH Yahoo kS &R, 2XIFM?

(00:13:42) Shreyas Doshi
English:

Yes. That's the story of every acquisition that are some raving fans of the service that are perhaps not
entirely happy about their beloved service being acquired by a large company. In fact, we encountered
this at Google as well. If you remember YouTube accounts used to be separate from Google accounts or
Gmail accounts. And at some point, Google decided that you should be able to use your Google account
to log into YouTube, and also over time, that everybody who uses YouTube should have a Google account.
So they went through a multi-year migration of accounts, and they had similar backlash. The interesting
part though, is nobody remembers that now, people happily use YouTube. So this is one of those things
where sometimes it's painful in the short-term, even though it might actually be the right answer over the

long-term.
R EE:

i, XRSMMMEBTSLENNE: FLERSHIERM LA sex 10 ERNIRS A AU REI R K6
Ro FXE, AT Google LB I XMIER. WRIREIZF, YouTube IS LAFIEMIIF Google kS
Gmail k=S8, Gk Google REFRRIZEER Google lS&E R YouTube, HEREN B, EXEMMEA
YouTube B AZBXIUAE Google kS, MIEHTLENKS TR, HERTEUIKS., EEBNE, W
ER/ANCRBMEET, AXKEBBERIFMER YouTube, FRLUXFE AN AT BERES, EMKERERLMR
TRIFHERENERTZ—

(00:14:36) Lenny

English:

Great advice. Okay. Sorry | cut you off. Google.
FRCEIE:

RBENHAVERN, $FEY, WEITHRIR, &R Googles

(00:14:38) Shreyas Doshi

English:



Yes. Google, | think the main thing | learned was the power of thinking really big. And | know it sounds like
a platitude, but really big. And | only actually realized that when | left Google and | started working with
the other teams and these were all capable teams and | was struck by how many teams just limited the
potential of what they could achieve. And | think Google helped people think big by default. And so, |
think the six years | spent at Google really helped me understand that really well and just make it a
normal part of how | operated. So that was really useful for me.

FROCERIR:

=M, TE Google, HERFIMNRIEMN—=ME “BAREZE” (thinking really big) BIHE, FHAEXIFTIE
RIGMRIENIE, BEMNRIFELER. REEEF Google AFASHMHEIA AR A BERINEIX—8, ARLEHIRA
#REET, BERIVFTEZLVEIBARST BSFREERTARE . A Google ZEIANBGAREALE, KTE
Google FT/RE, XENEBHRZIEMR T X—xR, HiLERABSEARPREBAN—HD. XHHEBERK
B,

(00:15:18) Lenny
English:

Is there an example at Google that some of you worked on that was like, "Holy shit. This was going to be
big or let's think bigger about this"?

AR ERIE:

£ Google ERAMHARF, BIFE5IN, iILFRET XM, XSBFEEKX" HE UHNNBFETK—
=2

(00:15:25) Shreyas Doshi
English:

Well, as with anything, there's pluses and minuses. So | worked on the ads team at Google for a number
of years and there was this unwritten rule of thumb that, hey, if it's not going to generate more than $100
million in revenue, it's not worth talking about it. Because the ads business was growing so fast and was
so large that we would regularly not pursue opportunities that were just quote $100 million. So why do
that? That's because Google had access to billion dollar opportunities for it as business. So they were
very clear on pursuing the big opportunities. And in some cases, these opportunities were not obvious, so
we had to create those opportunities. If you think about some of the innovations Google brought over the
years in monetization, including things like video ads and whatnot, those were not obvious
opportunities, but Google decided that it wanted to pursue those big opportunities.

AR ERIE:

RE#HEFE, 7T Google W FHENIIETJLE, HIBE—PAHXIVEZLEZN: IR, MRXKRAREETE
B 1ZETRBAN, BRAERITIE. BN SLSERIR. MRAK, RNEEIRFBLE N N
B 1{ZEriils. ATABEXAM? EA Google B H L SMFRIRBBHZETRIINSZ. FRUMITEEE
BBHEERANS, ARLEFERT, XENSHRBEE, PAUBRINOMEEXENS, MRIFEE Google 4
REZIMAEHROCIH, MR S2%8, BERTMHTREMZ REINZ, (B Google REEIERAL
REYRTREME,

(00:16:22) Shreyas Doshi



English:

And in order to do that, it had to sometimes just let go of these seemingly smaller opportunities. So that
tendency to think about, well, yes, there is $10 million business here, but can we make it $100 million
business? Or there is a $1 million business here, can we make it a $10 million business? What does it take
to make it bigger is a habit, | think, that got ingrained for me at Google. Now, of course, there's the other
side of it, which is, | think, Google missed out on some trends simply because of this filter or this high bar
where sometimes it's not clear if something is $100 million opportunity or $1 billion opportunity. So that
is a downside of this. What | mainly took away is for instance, even at Stripe, when | joined, | was just
thinking a lot bigger about the business. | was responsible for Stripe Connect and that helped us make

different decisions about what to prioritize and at what pace to go after it. So, that was Google.
R EIE:

ATHEX—=, EENRERAHEXEEMNBRNNN S, L, XMHEBEHR ‘B8, XEH— 1000
FETRLSS, BRITEIBEMAL 1125%7Ti8? 7 & “XEF—1 100 HETLSS, FHITaEETMEK 1000
AETE? 7 — X ‘UK BIIRE Google FARBAT EMNE, ZHA, XBES—@E, KA
Google (XA XML iEEE I InmEEd 7T —L#%E, BABFRRHRNERENARAIIRERE 1 ZE TS
®ZE 10 Z2E i E. XEENEKR, BRFINFEE—SF, FIG0TE Stripe, HIFMAR, 3T WSHBER
REKEZ, HAK Stripe Connect, XEBNHNEMTRAFMEHTRZ LME T AENREK, XHE
Google BYER53 o

(00:17:21) Shreyas Doshi
English:

Moving on to Twitter. | think at Twitter, the main thing that struck me with all the challenges, they had
infrastructure challenges and also some challenges around leadership and culture is just the stickiness
that comes with combining network effects with core product differentiation, because Twitter had both.
We talk about network effects all the time and | don't have much more interesting things to add beyond
what's already added. But this combination of core product differentiation, because if you think about it,
there's still no product like Twitter, despite now being a long time since the product was launched. And
that core product differentiation combined with network effects has what enabled Twitter to have the
staying power it's had. And | think unless something terrible happens, | think Twitter will be around for a
really long time. So, that's something | got to observe very closely when | worked at Twitter.

AR ERIE:

ETRE Twitter, FHA8TE Twitter, REEIGZ P —EiighEdia. AFEMXARE —RLSHKER
HBRMERN S0 mER USSRV, B Twitter MEFRE. RS 2ERIEWERN, Fg
FAEEBRFMMRA U T, EXMZOTmERNUNES —RAANNRFFARE, REFRRKBELR
AT, BEDALER Twitter RIFH = m—XMROERUESWEMN, ERE Twitter BT A L
HHREE. FINARIERER AREIEENER, TN Twitter SEFERK—EREFE, XEIKTE Twitter T1FRY
IR B SR EIRY,

(00:18:13) Shreyas Doshi
English:

And then at Stripe, | think the main thing | took away was that when you combine high energy sound
judgment, low ego and small teams, you just get magic. And so, Stripe wasn't by any means flawless, but |
saw that combination of high energy sound judgment, low ego and small teams more at Stripe than any



other place I've been at. And so, that was very impactful and my growth and thinking as a leader. And |

can go on with the founders, because | know you had asked that question.
R EIE:

SAISTE Stripe, HERFINRTEN—RE, SMESHEE. BENFIE. KBE (owego) MNHAMRES
E—iEEh, BBMEAE, Stripe £3IF5eETLIR, (B7F Stripe, FILEEMEMMMSEERE MBI XMSEE
2. g REEMNEMRNES. IXNEANSENRBRKMBLEFE T RTRN Tk r] LIRS
HenaA, EAFRAEREEAR R,

(00:18:45) Lenny
English:

Let'sdoit.

FEiE:

FHIAE,

(00:18:46) Shreyas Doshi
English:

Okay. With regards to the founders and what | learned from the founders, Yahoo, | didn't work much with
the founders. At Google, | had some interactions. | was in meetings with Larry, Sergey, Eric Schmidt. And |
think particularly if | were to pick one thing, | really appreciated Larry's strategic insight and particularly
his ability to simulate the future to make better decisions. And so Twitter, | just overlapped very briefly
with Jack's comeback as CEO back when he came back. And | think | was struck by his ability to listen and
ask great questions in a few meetings that | was with him. And so, | was really impressed like he would
just listen a lot more than you would expect, say, the CEO to listen. And then he would just ask one vital
question and that's something I've tried to use in my leadership style ever since | saw that.

FRCERIR:

8. XTI AURFEMMIIS EF IR 1E Yahoo, HGEAMEIBARE, 7E Google, HE—LE
&, B Larry (fil3F). Sergey (F#h). Eric Schmidt (HEZ4) —EAS. NRFERE—=, RIFEMH
Larry BYERERTAIER 77, 4Rl RAE S R IARRM L BIFRERRIBES T, 7E Twitter, FNIGFEE L Jack (ZF) [@)3
B1E CEO WARERIEE EEH. EMM—ESMBURZNSR, MIAFMRELERAENEDLSEER. KEHR
FERZ, MAFTAYEYELZLLRIEARY CEO IAMFEE K, ARMSRE—TMTEXEZNEH, BMEIIX
—RE, FM—ERAEECCHNARNEPERXM A,

(00:19:38) Lenny

English:

Is there an example of that or a story of that happening that you think about?
R EE:

BB RANGFEEEILIRCIZING?

(00:19:42) Shreyas Doshi



English:

| forget the details and they're not that important anyway. But there was a time when we were discussing
a potential acquisition and | was on the fence on that acquisition, it would be something that my team
would acquire, Jack was in the room. And | remember we went through as is common in many corporate
settings. We went through all the pros and cons and all the intellectual arguments and the strategic
arguments and the metrics arguments and all of that. And Jack was just listening through all of that. And
then | remember very distinctly, he asked me one question which was something to the effect of, how
does this make our users love Twitter more? Simple question. But then at that point | realized, yeah, we
never really talked about that because we were so engrossed in all the other stuff. And we talked about it

as a proxy because we were talking about metrics and impact and integration and those sorts of things.
R EIE:

AHHIERET, REWFAXRER, B—RBNEINIC—TUEENNYE, HIRNXTUERIMESE, B2
KEAZRWEIBE, Jack 11E7, HIERHRNEEFZQARAMEE—R, TR TRENMNRR. B
&, SERISE. EIREEES. Jack M—EEWR. ARKICFEEBE, R TH - NENE, AER: “XU
EEEMNVAFREE Twitter? ” —NMEEREE EMEB—ZKRFIRE, 20, BIIMKREETIEIRX—
=, AABNKTETFEMERT . RNIAZEPLESERIERERTER, LhIEiR. f£2m. SmZ .

(00:20:40) Shreyas Doshi
English:

So | still remember that. | still remember him asking a simple question. Frankly at the time | did not have
a good answer to that question. So that was a lesson for me to get more rigorous about my own thinking.

FRCERIR:

FRURESIRIERT. B/ thia TR ERARE, BAK, HARNEHFLIBE-—TEFNER. FIUBHERRRZE—
ML LR EHCNEEERFEM™E.

(00:20:52) Lenny
English:

That's a question that a lot of PMs would hear and be like, "Oh my God. Come on, man. We're trying to
move some metrics here." But | love that you took that as like, okay, | really find this really important. And
this is a really important question to think about and as a lesson of how to approach this kind of stuff. So |
love that. I think you were going to talk about Stripe too, right?

FRCERIR:

REFmIBIFEXMRAAESE: “KWB, 3&7T, ENBAESZHEFAEGTR.” ERRERIMBEEER
FEEBENER. XE—MFEEFRENRNE, EREXTNALEXLER/I—IR FREAXX—R. HB
{REZZHIED Stripe, *F0E?

(00:21:08) Shreyas Doshi
English:

Yes. Stripe, | worked a lot with Patrick and John. John was my manager for a while. And from John, |
learned a lot about marketing. John is a master marketer. Among many other things that he's absolutely
great at, he's just a great marketer. And | just learned a lot about how to think about talking about the



product in terms that, again, obvious stuff, but talking about product in terms that customers really
understand. And then sometimes emphasizing things that we as product people might not think are
really important, because maybe we didn't spend much time on building it, and we want to talk about
things that we spent a lot of time that are truly innovative, etc., etc. And John would often make, again,
these observations about, well, if we just talked about the product in this manner, that will likely resonate
a lot more with customers.

FROCERIR:

=M, 7£ Stripe, F# Patrick L& John (Collison 23) BRZ&E1E. John BiEEd K —ERTEIREAIE,
M John BRE, HEFHTRZXFEHENAIZ. John BNEHEAIM, EMEBEKHRZIEH, e MER
WEHEE. RFITNAATFREEREBERNESRRACTR—XAERBEMR N, BREE, Gt
BE—EHNTRANANATBLAETENRA, AABFRITEEAZHEEMEES, MENSBRICHBLERET
KREETE. BEEEABLIFMMNARA, John EESMBHIEY : MRBNIUXMAN KL~ m, JeER5IREER,
BEZHYHG,

(00:22:00) Shreyas Doshi
English:

And that got me thinking a lot about how | need to reframe my approach to basically separate the effort
involved in building something with the effort you want to put behind talking about said thing. And that
doesn't have to be the same features that you talk about. So, that's something | learned a lot working
with John. From Patrick, | think the main thing | learned was just how to think and communicate more
clearly. Patrick did that extremely well. And then overall from both, | learned the importance of setting the
culture you want, simply by consistently being an example of the behaviors you want to replicate in the
organization. So instead of talking about values, | saw both of them just live the values that they wanted
the company to replicate, especially as the company was scaling. So, whether it's a culture of being user
centric or it's a value around humility, they just lived those values so consistently. And | think that
consistency spoke louder than anything that you might write on a poster on the office walls.

FRCERIR:

XL HFIBREMEENRNGE, BXRLMER “WEEYNHRN 5 “EREYMNRN 2. RERH
R —EIFRRIMRARZHIINEE XZFHM John BBEFEIRT, M Patrick BBE, HRFEINETERINAIES
Mt BE MG, Patrick HIISIRE LB, S8KE, MEMNBAS L, REITREBBAXUNERYE, HE
PMERSMUSEN, BRAREERHARRERNTH. SETRMEN, HEIMNMARERTHENFE
RNEEFINNER, THEEATY KN, TiER “UAPARL” BIXK, E2XTF “FRH” BINEWM,
A IERIA R AN — BRI TE . AN —EELREENLER LERER ENABETEENE.

(00:23:08) Lenny
English:

It's just hearing you describe all these companies and all these founders that you've worked with, it's
pretty incredible to set of experiences that you've had and the primordial soup in which you became a
PM. And it explains a lot about how you're able to squeeze so much wisdom and insights about the role of
product management and the art and skill of product management, because you've seen so many ways
of doing it and so many companies that have done in different ways. And so, it's a good segue to shifting
to talk about the five big ideas. The first is around this concept of pre-mortems, this is something that
stuck with me when you tweeted it. | think it was a couple years ago at this point and | see it come up
occasionally in your tweets and amongst people chatting your super follower threads. And so, | also like



that there's something you can actually implement and act on pretty quickly and see impact. And so,

curious to hear your thoughts on this idea of pre-mortem just unpack this idea for folks.
R EIE:

I fRERXERTMENBAN, (RETABEREN URIFERKAFmEEN “Rin7” HMEERLSAMLUER. X
BT A AMRERKEZAZSX T aEEABURTmEBZANMKENESNNE, AAMIIXAS
FRENMBE, DEXAZUFRRLRNEEHNATR, X2—MRFHTE, ILHMNFEIHEREIARE, F—
PMEXT “FaEIT (pre-mortems) BIEER. HIRAHXTEREXE, ZMISET. FHEBZ/LERNE
7, RERIEMOEXHNBRMLENEETE. RURERCH—RI, RALIFEREMTHEH BRI
Fo FRLL, RABIRIFIRRYS “SHRIEIR BEZX, BAMRIFAE T MR,

(00:23:58) Shreyas Doshi
English:

We're all familiar with a post-mortem or as they call it in the military, | think, after action reviews. So
every company |'ve worked at, we've had some form of post-mortem when a launch had problems or an
initiative did not go as planned or we suffered an unacceptable system downtime. Somebody would say,
"Oh, we need to post-mortem that." And over the years, | really saw the effectiveness of a post-mortem.
Some really great insights came out of a post-mortem about what went wrong and what we could have
done better. And as | saw the effectiveness of a post-mortem, that's what made me wonder, why do we
need to wait until after things go wrong? Because why can't we extract some of these insights before they
go wrong? And it was around that time that | discovered the idea of a pre-mortem. | learned about it from
an Harvard business review article written by Gary Klein.

FROCERIR:
HANEAE “FEEIR” (post-mortem) , HERESVRIFAIAHE, “1TEIEHIT" (after action reviews)o

ARLEINESRAE, HRAEIREE,. HRIREMAHTHRAHIAANTEZZHENE, HNHMBIHTE
MEANEREIN. BARR: “B, RNFENUHITEREIN.” ZER, BHELEHTERIMNENR
Mo XTFWMEL T HUKLBKNAILUMSEGFMT, SEJINEFE—LIEEENLE. SREIEEII
MRS, BARER: AFARNEFHFR/UERT EZME? AARIFEELEZ AR XL TR
WE? BAFEAREY, HAIMT “FHaiBIN" XA, FHEM Gary Klein £ (la#EELITIE) EEARN—BXEH
FEIB.

(00:24:50) Shreyas Doshi
English:

And the idea is simple, which is when you are working on an important project or initiative, you get
together with your team early on in the products or the projects' life to see in advance what could go
wrong. And the way | describe a pre-mortem is that if you do a pre-mortem right, you will not have to do
an ugly post-mortem. You might still do a post-mortem to learn, but odds are very high that it is not going
to be a bad post-mortem. And the genius of the pre-mortem ritual is the initial prompt. So it's not just
about like, well, what could go wrong? The initial prompt is the genius, which is the prompt starts with,
imagine this project that we are working on has failed six months from now, or this launch we are doing
has miserably failed. Let's just all imagine that. Now, let's work backwards from there and ask ourselves
what went wrong, what could have contributed to this utter failure.

FRCERIR:



XPMRERE R SREEHIT-IEENTEHITIE, EmB B2 R, AEMVE—EZHL
FIRELENAY R, B ERIBITEVIEARR . WRIMARGF T F/ER, (R ABEMAMEENEZEIINT. R
ARRNDEATEIMBELE, ERAMERFZIZ—MERENEREIN. FAERNIBNXRA ZRETER 4
1RIRNIE o ENMXNER “FIRERHMAAE? 7, ENRTIAERRE, Bl BREANEEMBIXNTETEN
TNTRERBT, HERHNEEHTHXREHER, LRIMNBER—TRMIR. WE, LERIMMBIERE
#, REEC: FRETARE? 24T XRHIEAIRK?

(00:25:47) Shreyas Doshi
English:

And that's how a pre-mortem meeting will start. The leader will start with this prompt. And then the way
the meeting goes is you ask your team members to share what could have caused this utter failure, and
the magic of this type of approach where you work backwards from a failed outcome. A hypothetical
failed outcome is that it just somehow enables two things. One is much greater psychological safety for
team members to talk about things they're concerned about, but that they were just hesitant to bring up
because nobody likes to be negative in modern organizations, everybody wants to be optimistic and
positive. So a pre-mortem setting gives everybody the license to actually think about what can go wrong.
So, that psychological safety is a big, big factor in why a pre-mortem works.

FRCERIR:

XMEERZIWNFARTR. MSELEXMET. RAESNNETARE, FMILEMRKERSZATE8ES
BOXORMIRAEMER, XFHMBRIRIEKEREENSE, HENETCEINRES: —RNEAKER
HTEKRN “DIELLR” (psychological safety) , ikt IBIF e HRLMITIEOEBRBERERHIES,
RATEMAAR R, ZAERKIEER, ARBBRSTNRR. T, BRIZIMNIEELTESMA “HER”
EBE TR, DEREREETZINZAAUEMNXEEER,

(00:26:40) Shreyas Doshi
English:

And what I've found is at Stripe, | did this regularly with launches that my team was involved in.
Sometimes some teams or some people were just surprised or skeptical like, how is it really going to
work? And then we go through the pre-mortem meeting and there's a whole process that we can talk
about. But as we complete the meeting, | ask everybody, so how did that go? And just everybody is
smiling, even though we've spent say 30 minutes or an hour, just talking about terrible scenarios of things
that could go wrong, but everybody's feeling a little lighter because its great catharsis for them. So that
becomes really important.

FROCERIR:

HERIMTE Stripe, REEPRHNREARSENLHENEITIMEIN. BIIELEHANI N ASREIFFHTF
5. XENERE? ARHRIMNHATEMZFZN, XE-—EXTENRE. SSNEREN, KRAK: BEN
o]? ERBPANEBENK, RERNET 30 D —NHHEIMA LBV ETR, EETABREREE
AT —L, ERAXIMIIHRIREZ—FRAREM (catharsis) FIUX—RTBIERER,

(00:27:14) Shreyas Doshi

English:



And the last kind of thing | found with pre-mortems now that I've done them with various other
companies as well, that | advise and whatnot is the shared vocabulary and the shared vocabulary that
you get about being able to talk about things that will fail. So I have a specific approach, which is | ask the
team to talk about three things. Each member on the team should bring up three things. One is a tiger. So
you can bring up tigers in the shared doc that we create. And a tiger is a threat that will actually kill us,
just like a tiger would. So these are actual problematic things that could be really harmful to the product
or the project. So, that's a tiger.

AR ERIE:

BRRUEMFTHRE—TFL—IAERBENHMLRRESINERE —RERBIL T —M “HER
L7, —MEEBIIEKNAIREMRIAL. ZRE—ERENTE, EXREAMTIR=#F. S8THAHERL=
BRE, £—E “EBR™ (Tiger), RAMERITSIZNEEXHFRE “ER” . “ER ZBHEBLEENS
BERNTRMBIER, MEEENEERE—1F. XEZAERNTRIMEER™EHENLMFRE. XM “E
’ o

(00:27:51) Shreyas Doshi
English:

The other is paper tiger. So this is a seeming threat that others might be worried about, but you're not
worried about. So that's the paper tiger. And then the last one, and | think this one was also used at
Airbnb in other ways is elephant. And the elephant in the room that nobody is talking about. So it might
not be a tiger, it won't kill us, but you're still worried that we are not seeing reality as it is that. And so, an
elephant could be like, well, we are assuming that just because we launch this and do a bunch of PR that
we'll get users, but are we sure we're going to get users? That's the elephant in the room that nobody is
talking about that, again, this gives you that psychological safety to bring it up.

FRZERIE:

BME “RER” (PaperTiger)o XE2—MEMEM. FARTREEOCEMHFTEONTRA, XM “HE
R’ o RE—M—FH8 Airbnb BEMANERITXMI—=E “AR” (Elephant), BIFEEIEZAKIEH
AR EAERE “EBR , FaREH), BROABORITKERBNEL. FlW, “AR" AlgEE: i)
RIRRABRGmAMIEQAXMERSAR, ERMNBEENERTAFE? XMBRAKIEN “FEER
AR, ERIEIMERSG T IROEREREBERL R,

(00:28:28) Shreyas Doshi
English:

And then what | noticed as | ran pre-mortems is that in future meetings that the team had where | wasn't
even present, people started talking about, "Oh, | have this tiger. Can | bring up this tiger?" And all of a
sudden it became okay for people to bring those things up, which | think is perhaps the best part about a
pre-mortem is that shared vocabulary.

FROCERIR:

HAETE, ARERHIFMENGE, FEAMRRNZNFT (BEEHREZN), AIFRR: B, HERAT—
R ER , HER-TXR FR 13?7 RAZE, REXEEFALFEMEAT . RIANNEFEITRE
AU RET XM “HENELC”

(00:28:45) Lenny



English:

Such a simple idea that is clearly going to benefit you and your team. And it's interesting that people
don't often do this, or haven't even thought about doing this. And so, just to get a little bit deeper, how do
you actually execute this meeting? Who do you invite? What are the questions you ask? When exactly do
you do this, that kind of stuff?

FRCERIR:

XR— M EEEREEARULRANZTZNRE B8HE, MIEEFAMEXAE, EELBIEHR. ITER
AR, RRBRZEARITNIZINE? MRBIFESMN? (R ARE? BATEH ARMERER?

(00:29:02) Shreyas Doshi
English:

And so, as | started doing pre-mortem, they got more and more popular at Stripe, other teams started
doing them, and then afterwards | helped some startups also do pre-mortems. And at some point, |
decided | should just write down my template for pre-mortems. So | worked with the folks at Coda to
create a Coda doc, which you can find, and we can put in the show notes if possible, basically that's an
entire template for how to run pre-mortems using this method that | talked about, including tigers, paper
tigers, elephants, all of that. The main thing about a pre-mortem is to include people from every function
that is going to be involved in, say, if you're doing a launch. And so, if it's a really large launch, sometimes
| will separate it into two groups. One is everything related to the engineering side of things. Usually the
engineering team is fairly large, so you can bring in every engineer. So, that's really important. Every
engineer needs to be in the meeting, and so, it might be a meeting of 10, 15, 20, whatever engineers, and
maybe a PM, maybe a design counterpart, and so on.

FROCERIR:

HEFFRMEFEIRES, Ef17E Stripe ZRMERERT, HtEABARR7, ERZF LI —LEEIQE
o EENIZ, HRAES THNEFBIFER. &S Coda WA SEEIET — Coda X4, fR{TAJLAILE!
E IRAEMEERNATUBRETENESE), BR— 1M TBRNR, BIRMNACERAKRINGZE (BIEER.
MER. ARF) KETEAEIN. FRIBINHIXBETEESRZMENSMNERESIIAL, tbinfrEdH
T—RE%. RBIFEAMENES, BRNEIIBESARE, —HRSITREBXHPMEES. BE IT1EH
FALEER K, FRLARRILIBESMTEN. XREE, SUTRRMBFESM, KIWNFTEEE 10, 15520 A, B
mErFmEE, ’Rit AR

(00:30:07) Shreyas Doshi
English:

That's just focused on the product engineering side of things like what could go wrong. And then again,
for a large launch, | like doing a separate pre-mortem for the go-to-market side. And so that will involve
sales team, support team, marketing team, involve design team. Some of the core engineering leads will
also need to be at that meeting. Over there, we'll talk about more of the go-to-market risks. So that's
what | like to do for a very large launch.

FROCERIR:

B—ARXFm IS ERRREIANRE, AE, WFABELE, HRERN “HEATH” (go-to-market) Ui
BIRM—NFERIEIR. X REERAN. FHEAN. EHEANMIRITEN. —EROIREATAEFES
Mo B I=LE, BIMNIFNEEZSXFTHATZHINL, XMEREEN KB L HISBIMHEE.



(00:30:35) Shreyas Doshi
English:

For a smaller launch, | just like to do one meeting where everybody is present. And like | said, start with
the prompt of, imagine this has failed. So as the pre-mortem meeting leader, it's my responsibility to
share the prompt. And then | like doing these pre-mortems where we alternate between speaking and
quiet time. So I'll share the prompt and then I'll say, okay, now the next five minutes or the next 10
minutes is quiet time where | already have that template, like the quarter doc where people start entering
their own tigers and paper tigers, and elephants in a way that nobody else sees. And so, people do that,
and then we go around the room and share.

AR ERIE:

MNFRNMRB AT, RERRA-TAEASEZNS, ENKFAR, L “BRIXEEXKT” FARTH
e FARWNMTE, REREDEXINMET. ARREREIWNARBHTAENLHEIE, HEDER
T, AR B, BT SR 10 NP RENE, REESFIMER (b0 Coda Xi) , L RKFIEH
ANBEHER. REENAR, BEMATRERL. ARXExE, HMBERDZ.

(00:31:11) Shreyas Doshi
English:

And the one other innovation | added as | did this often was also, after people shared, | ask people to pick
the tiger that they find more scary, but that somebody else mentioned, so not their own tiger, but some
other tiger that somebody else mentioned that they found more scary. So, that ends up being people
basically are voting. And then as the pre-mortem leader, it's my responsibility to take all of that output
that the team has generated in this document and then prioritize. Because again, the point is not to solve
every problem, the point is to identify threats that we are not talking about openly or that we might just
be missing, or we might be assuming that somebody else is going to deal with it only to find nobody was
thinking about it. So then | like to create a pre-mortem action plan and then share that with the team and

keep myself as the leader accountable for actually making progress on it.
R EIE:

REBMHE—NEEE: EARDERZRE, Rt AEE—MUNREE&ETEN “ER" , E45E5!
ARREIR, MARMIIECERN. XKFELERT —MRE. (FANSE, RNIERWERAESHEFER
MR H, RAEETRARHF. AAFHENNENAZRAFRERE, MEIRABLERITKEQFN
. FJREER, HERNRIZINAZDBELF ERAZERHEW. ARKBSHIE—FaI5ITE0R, 2
ZHHERN, HENASELTEDHIIRER,

(00:32:04) Lenny
English:

Having started doing this, have you noticed a less need for post-mortems, basically projects failing less
than having less problems? What impact have you seen executing on this idea?

AR ERIE:

BMFIEREMUE, MERESIRIINEEIMNFIRALT? EHERMBELXKELDT, HEHBELT? #
TEXNMERIMEBEE T HAa®im?



(00:32:13) Shreyas Doshi
English:

Absolutely, I've seen us identify certain issues that just wouldn't have come up and likely you can't really
run a simulation and see what that actually looked like in real life. But those likely would have resulted in
a problematic situation afterwards. A great example is sometimes you'll see a company announce
something and they have massive backlash. And then one reasonable observer might say, "Well, how did
this company miss this?" because what happens is they have the backlash, then the company realizes,
"Oh, we have this backlash." Then they start doing damage control. They sometimes might even
backtrack and undo whatever they did. They'll say, "Sorry, we didn't think about these issues. Give us
some more time and we'll come back, and we'll perhaps relaunch the feature, but in a better way."

FROCERIR:
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(00:33:00) Shreyas Doshi
English:

To the casual observer, it may seem like that it should have been obvious and sometimes it's not, but
oftentimes | agree, it should be obvious to these teams what issues these things are going to cause. In
fact, it is obvious to some team members, but the problem is that they perhaps haven't created that
psychological safety and that vocabulary to be able to talk about it in an objective way and to decide with
intent, are we going to solve for this or not? So | do see a lot of those scenarios in our industry, which end
up just actually wasting a lot of time. Whereas pre-mortem is a very inexpensive way to see these things
because all it is is one meeting followed by some work that the leader needs to do to prioritize, followed
by some mitigating actions, which you would've had to take anyway. So that's why I'm a huge fan of pre-

mortems is, it's one of those very low downside, but very high upside things that I've experienced.
FEiE:
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(00:33:54) Lenny
English:

I'm excited to see those template, | haven't seen yet. | don't know that you put one together, so that's
awesome. And we'll link it in the notes of this episode. | want to move to our second big idea, which is
about something you've called LNO framework, which is all around prioritizing your finite time as a PM
and as a team. And so, I'll just kind of turn that over to you to share what that's all about.



AR ERIE:
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(00:34:15) Shreyas Doshi
English:

Yes. And so, I'm going to share a short personal anecdote related to the LNO framework, which is that
when | just joined Google as a relatively new PM, this is back in 2008, for the first three years, | was
overwhelmed and stressed. And that was because, one, | was a new PM in this really high performance
environment. | was working on some important products and launches and | just had too much to do.
And | looked back at that time and it was perhaps the most stressful time of my career, where | would
long hours, etc. But even at the end of the day, I'd feel highly dissatisfied because my to-do list was
endless and | wasn't able to make a dent on it, and | was also a little bit of a perfectionist, so | was like,
"No, no, no, | need to do this well."

AR ERIE:
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(00:35:02) Shreyas Doshi
English:

It was just constantly | would come home and talk to my wife and basically just complained to her about
how I'm not able to make progress or as much progress as | want, then that was accompanied with not
being able to sleep very well because | was concerned about how much output | was producing and
whatnot. And so, again, very stressful time in my career. And then things changed when | discovered the
ideas related to this LNO framework in a block post. Unfortunately, | can't even find that block post
somewhere, but it had some ideas that | took and then created this LNO framework on myself, which is
essentially that as a product manager or as anybody in a creative high impact high leverage role, all your

tasks are not created equal, there are actually three type of tasks that you end up doing in such a role.
R EIE:
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(00:35:56) Shreyas Doshi

English:



So there are L tasks which are leverage tasks. And the L tasks are such that when you put in a certain
amount of effort, you get 10X or 100X in return in terms of impact. So those are L task, leverage tasks.
Then there are neutral tasks, so that's N. And those are tasks where you basically get what you put in, or
just a little more than that. So you put in 1X and you get 1.1 X, those are neutral tasks. And then there are
overhead tasks where, again, in terms of impact, you get back a lot less than you actually put in. And it
turns out that many people who are ambitious or are perfectionists like myself by default treat each of
these types of tasks the same way, and therein lies the problem. So this was the epiphany for me back at

Google when | discovered some of these ideas.
R EIE:
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(00:36:47) Shreyas Doshi
English:

And what | realized is that among the things in my to-do list that are actually only very few L tasks, and so,
it made sense for me to focus a lot on those L tasks, to take on those L tasks when | was feeling most
productive, most energetic during a certain time of the day.And for the L tasks, let my inner perfectionist
shine because I'm going to get so much more in return. It makes sense for me to spend that time on that
PRD, for instance, related to an important feature that will meaningfully impact our revenue. I'm going to
spend more time on that than | ordinarily would. So now, where does that more time come from because
it cannot come from just working more hours? Well, it comes from spending less time on N tasks and O
tasks. And so, there are some tasks that you do. Classic example of an O task is say an expense report.
Sounds silly, but | used to try to make my expense report really good.

FROCERIR:
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(00:37:47) Shreyas Doshi
English:

And sometimes that made no sense like, "No, no, no. | need to do that." And again, this is the silliest
example, but there are many examples. And something | realized is that the same type of activity can
actually be either an L task or an N task or an O task. So what's an example? So say a classic PM task
activity of filing a bug report. And so, many companies have these bug templates, etc., etc. that you use to
file a bug report. Well, it turns out that filing a bug report depending on the situation, depending on what
type of bug it is can actually be an L task high leverage task, and over there you want to file a very
detailed explicit bug report. And in other cases, might actually be an O task where you don't fill out the



template that diligently and you don't add 15 screenshots with annotations, instead, you just have one

screenshot and you hit submit on the bug report.
R EIE:
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(00:38:43) Shreyas Doshi
English:

So that shift. Usually for the same type of activity, we provide the same type of engagement. The last
example I'll use to illustrate this is taking notes. It turns out even taking notes, taking notes synthesizing
them, and then sharing them can actually be an L task, an N task or an O task, depending on what type of
notes they are. So, after | understood this, previously, | would just send all notes. | tried to make them
really good, which took a lot of time. But then | realized, well, this is a meeting where, yes, | need to send
notes, but again, it's like, it's just standard stuff, | just need to quickly list out. People need to really know

is the three action items that came out of the meetings who owns them, that's it.
R EIE:
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(00:39:23) Shreyas Doshi
English:

And it is not about something highly strategic or controversial. Well, in that case, I'm just going to send
the notes out the moment the meeting is over, I'm just going to hit send because I've already taken the
action item. I'm not going to try to make my notes look great so that others can appreciate, "Oh, Shreyas
always sends great notes." On the other hand, if it was a product review with the CEO about a very
contentious topic that you have gone back and forth multiple times, and now you made a decision about
something, you want to perfect those notes before you send them out, you want to get the language
right, you want to be very clear on what the decision is, so there's no room for misinterpretation, so you
don't backtrack afterwards or people say, "Well, but | thought we'd said this." That's a case where it's an
L task. And | would say just spend an hour or even two hours perfecting those notes because it's an L task.
So, hopefully that helps illustrate some of the ideas behind the LNO framework.

FROCERIR:
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(00:40:18) Lenny
English:

Yeah. And that last piece is a really good segue to the next big idea around optics and the important
optics.

FRSCERIE:
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(00:40:25) Lenny
English:

This episode is brought to you by Sprig. If you've been a member of my community for a while, you know
my user fan and investor in Sprig. Sprig is a user research platform that makes getting user insights from
your product as easy and fast as getting analytics. The best product and research teams at companies like
Loom, Opendoor and Dropbox use Sprig's in product surveys to target specific users, start collecting
insights and identify issues and opportunities related to activation, onboarding, engagement [inaudible
00:40:54]. Talk about a platform that pays for itself. But I'm perhaps most excited about Sprig's newest
launch, which extends the power of the platform pre-launch and makes it possible to test mockups and

prototypes with your own users in minutes.

FRCERIE:
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(00:41:06) Lenny
English:

The testing interface is super slick and doesn't require any of the typical plugins that make testing with
your own users an appealing. And with unlimited seats, you're able to invite anyone from your company
to view and use insights generated by Sprig. If you want to get started, head over to sprig.com/lenny and
mention that | sent.

AR ERIE:
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(00:41:26) Lenny

English:



But before we get to that, | wanted to have one follow-up question. What are some classic examples of
high leverage tasks that PM should try to do more often and think about? What's in that bucket,
generally? Even though you pointed out a lot of times they could be in any of the buckets, depending on
how you execute them. Are there things that are just like, you should probably spend a lot of your time
doing X, Y, Z2?

FROCERIR:
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(00:41:43) Shreyas Doshi
English:

Yeah. So, turns out that the L tasks, PMs implicitly just deep down they know what their L tasks are,
because those are the tasks that are bothering them the most because they are not doing them or
because they're not doing them as well as they know they should. So, the classic example of this is the
case where a PM will say, "I know | need to work on getting our strategy right, but | don't have time
because I'm busy firefighting. I'm busy just dealing with all these execution issues. And | just don't have
time to work on the strategy piece." Sometimes we console ourselves by saying, "Yeah. That's because we
have all these things going on this month, but trust me, next month, we're going to have ample time and
I'm going to just spend a whole week working on strategy." Well, the next month rolls around and it's the
same thing, you've got other issues.

FROCERIR:
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(00:42:38) Shreyas Doshi
English:

The reason we procrastinate on these tasks are, one, because we know that they're L tasks, we know the
impact they'll have, and we are a little scared. That's one. The second is they require dedicated attention.
And again, we are afraid about whether we'll have anything interesting to say. That's the deep fear. Why
many people procrastinate on strategy? Because deep down, they don't know if they can formulate a
good strategy. So time becomes a convenient excuse for us where we say, "Well, it's not me. It's just, |
don't have time to work on it." And by the way, everything | say here, | have been that person. So | have
been that person who's procrastinated on an L task, whether it's the strategy or whether it's writing the
PRD for this really difficult feature, or it is working on aligning two teams where that alignment would
create a lot of impact, but it's hard, it's an L task, but | don't do it because | don't want to deal with this
other person, this manager | love to collaborate with to make it happen.
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(00:43:46) Shreyas Doshi
English:

And perhaps, | don't know if we'll get along. | don't know if | can have that tough conversation. And so
again, it's an L task, but I'll try to apply bandaids instead of just tackling it head on. So, this stuff is tough.
And what I've found useful there is two things, two tactics make a huge difference in helping us target L
tasks better. One is the idea of placebo productivity. So, what | do is before | have to tackle an L task, that
couple of days leading up to it, | do all these placebo productivity tasks. Basically, | intentionally do N
tasks and O tasks. | fill up my day with N and O tasks.

AR ERIE:
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(00:44:26) Shreyas Doshi
English:

And | keep reminding myself, "Yeah, you're just doing neutral and overhead tasks." Because then that just
tricks me into thinking, "Okay, if I've been doing this placebo productivity task for the last two days, now,
it's the right time for me to do this L task." So that's one tactic. The other is change of location. Nothing,
for me, at least fights my procrastination for L tasks better than changing the place from which I'm
working. So if | normally work from this desk, the appointed day | did my couple of days of placebo
productivity tasks, and on that appointed day, when I'm slated to do an L task, | will actually go out and
work from somewhere else, whether it's a coffee shop or a co-working space or some other space. And |
find that change of place just forces a focus and a shift in mindset that helps me bang out that L task very
quickly and do it really well.

FRSCERiE:

STEIREEEC: ‘2K, MIARSEMTEESAAEES.” XRRBHAMES:  “WFE, BEARRK
BEMTHERN REFES , DESNBRLEXNLEST.” X2F—1ER, F2108 ‘Bt .
MR, REAALLEIRTE S BREMIAE L ESHMNEEET. NRRFNEXINEF LEIE, &)
TNRZEFIESENTEEFE, HSHRESLHE LESH, RSHIEFNMATE, FESMEHNE. £
DATEEZEMM S, BREMFMENRTRBERETTENHBETOS, BHRREESREH TSR L

£5.

(00:45:16) Lenny

English:



That are some great advice. There's so many layers of advice in that answer. Your point about the high
leverage tasks being the task that you know you should do, but don't want to do, makes me think of a
quote that | always come back to that the cave you fear contains the treasure that you seek. And | often
find that to be true. And it's this reminder to just wherever the compass is pointing where it's most
difficult, it's probably where the biggest opportunity lies. And so, that's a really good reminder of all that.

FROCERIR:
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(00:45:40) Shreyas Doshi

English:

So wise. Yeah, pay attention to your fears because they're telling you something.
R EE:

REET. 20, XEFORVE, EAENZEEMRERER.

(00:45:44) Lenny
English:

Speaking of fears, our third big idea is around the three levels of product work. Basically the three things
that a PM should be focused on and how often when you're not aligned on what is most important to you
and your team, it often leads to conflict. And so, I'm excited for you to unpack this idea of these three
levels of product. We can all share what they are impact, execution and optics. And when | saw this for the
first time, | always come back to these three things, because it's so simple and so accurate. And so, I'm
excited for you to unpack all this.

FRCERIR:
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(00:46:12) Shreyas Doshi
English:

This idea that there are three levels of product work, impact, execution, and optics. Once you understand
it, it explains a lot of what you see on product teams and organizations in general. And so, perhaps start
with an example that most product people, product leaders and founders are used to seeing, and
something I've seen dozens of times in my career that there's a product review, say, where you as a PM
are presenting to the CEO. And as you're presenting what the plan is, obviously since this is a real world
product, there's going to be some compromises that you're taking. And so, the CEO perhaps asks about,
"Okay, well, why is our customer service response time going to be so high in this case?" And you've
thought about it, it's like you did not think about that issue, but that is a good reason why. You talk to the



VP of customer support and they don't have the funding this quarter to support your product fully, which

will then result in a poor customer service experience for this kind of new product that you're launching.
FRERIE:
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(00:47:16) Shreyas Doshi
English:

But then you've agreed. You've used your skills of influence to agree that, okay, next quarter, they're
going to allocate a lot more people to your product so that the customer service experience will get better
next quarter. And so, the CEO asks, "Why is the customer service experience going to be poor here? Or
they make a remark like that." And then you reply with all these good reasons. Again, good reasons. And
needless to say the rest of the product review doesn't go as well. And after the product review, you
wonder what happened. Maybe you ask your manager what happened and particularly you're wondering
why couldn't the CEO see a very rational argument about why you can't do this at launch.

FRCERIR:
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(00:47:57) Lenny
English:
Never happened to me. Never happened.
R EE:
(FIR) EMEEBREXHE, MKEH.

(00:47:58) Shreyas Doshi
English:

And so, it's like, why doesn't he or she see that? And the reason is that you are thinking at different levels.
So you as a PM perhaps are fixated as you are dealing with this launch or this project, you are fixated on
the execution level, which is what does it take to get something done? And how can | do it? How can | hit
the next milestone? Those are all the things we tend to think about when we are thinking at the execution
level. The CEO on the other hand is approaching it from the impact level. And particularly perhaps in this
case, what is the impact to the customer experience? And often CEOs are the ones, or founders are the



ones that are thinking about, what is the impact to our brand? And so the CEO is thinking at the impact

level, you're thinking at the execution level, there is that mismatch.
R EIE:
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(00:48:46) Shreyas Doshi
English:

We litigate the minutiae of whatever issue we are discussing, but we never really recognize that it's
because we are default thinking at different levels. And so, this realization helped me better understand
why there were conflicts between two very smart and well intentioned people or groups within a
company. | was myself guilty of this as well earlier on in my career, time and again, | noticed that we can,
again, keep litigating the specific issue without understanding that, "Oh no, there's actually just a
fundamental mismatch." And it's not like people are stuck at one level and can never think at a different
level, it's just that we tend to default to certain levels, and that's like sometimes our preferred level. We
can switch levels, but that requires a nudge sometimes. And so, that observation helped explain a lot of
things, including what kind of people an organization will promote? Does it promote people who default
operate at the impact level? Does it promote people more who default operate at the execution level or at
the optics level? So, it has very wide ranging impacts on just overall how an organization functions.

AR ERIE:

FMNAULETIHERENA T, MMKREERIRIIZZEANENRANLTFARNER. XM E TR
BTN ARTAERTEERAENR R RFHASEZ B~ EHR, KR AEERABIET X R,
B—RNX = RE, BITATUR RIS EAKRE, fERIRE “HA, XELARRAMMNEML . XH
ARRAMIBEEERTBEXELER, RRFRNARTRANCTENEE, BERIVREFNER. FKiA
U, EENFERE, X—NEERETRSEE, SREARIRRAAHHAN? BREBLEIRINERES
FBHIZEHA, ERESRKBERINERTEEANRZUREEEEHIA? XMARNBAEELRAEETF
BIZRIRM,

(00:49:59) Lenny
English:

What's an example of optics? And when optics matters, when you might not be thinking about the
importance of that? Just impacting that one a little bit.

FRCERIR:

RERBEENRT “RRIZUR" (Optics) BIfIF? HARMREREE, MIRAIEEEREIRICHNERE? HHE
FHHE A

(00:50:06) Shreyas Doshi

English:



Yes. So, optics is about creating awareness of the impact and the execution that you're doing or your
team is doing. That is the most compact definition | can come up with for optics. And optics is a good
thing. So I'm not saying don't think about optics whatsoever, | think it's actually important to think about
optics. And now I'm talking about just internal optics. External optics is an entirely different thing and
that's like marketing PR and that's definitely highly important. But even when we talk about simply we
limit scope to internal optics, I'll make the observation that you should be spending some time on
internal optics because it creates energy, it creates awareness, it creates excitement, it creates
opportunities for feedback. Those are all really great things and they will enable greater impact and
better execution for you.

AR ERIE:

89, BRI (Optics) MRiLAARIREMREIRIVEEE~ENRMAFMEEHITONT. XEFKAES
HHREENEN. RPMNBRZE—HFE. AHATRRTEFAEEZEE, HANZECHILREE., HIUER
B “RERET o MM BE—EFE, BREHENAX, YARHEBE. EEMERITECERGIER
ML, HBESMREE, MNZE—EEELE, HNCEEISERE. REMBE. BAMERHALIER R
Mz, XEMBZEBEENER, ENSNIFHERERNEMAMEFHIHRIT.

(00:50:57) Shreyas Doshi
English:

The challenge with optics is that in certain organizations that balance gets thrown off, where optics
sometimes becomes the goal where somehow implicitly the organization or its culture has indicated to
it's people that as long as you do the optics well, you are going to be fine, you are going to be appreciated
here, you're going to be rewarded here as long as you do the optics fine.

AR ERIE:

MBI T, ERLEERD, IMFERITR T MBENERT B, ARFEXWERMEEL
BBRRT: RBMEREINX (optics) M4, MMAIRFRY, MEEXERFHIR, REMZRAE, (Rt
215FI2Rh,

(00:51:22) Shreyas Doshi
English:

And it's not like the organization woke up in the morning and said, 'This is the culture we want to create."”
It just happens again through little actions that occur every day, it happens through who you hire, who
you fire, who you promote and what kinds of things do you appreciate at all hands as the CEO or the
founder. Do you appreciate a launch? Do you appreciate results? Do you appreciate, | don't know, an
awesome status update that somebody sent? So a status update doesn't on its own accomplish anything.
I mean, they are important, but a status update is an optics activity. Now, it is a necessary optics activity,
but if you start appreciating the necessary optics activities, constantly, the signal you are sending to
people is, 'Oh, you got to focus on this optics activity." So then, that becomes the goal and that can be
really harmful.

AR ERIE:

EHARBRALARERE LERRE “XMEHNBZLENXNL" . ERBEBIBRRENMIMTEIAZ MR &
RERE. BREE. =H0E, UNIERN CEO BB ATELERIWNERDTARNER. BRI —REE? &
PER? ERRHEARN—H “BROREEN ? KEEMESHARMERNS. BHNERE, EINRE



2, BERSEME—MNREN. RACBLENINRES), BNRIRFGEFRZXELERNIEELD,
REAZERNESRZE: B, METEITIMURER.” T2, XTBMT B, MXAgIFEErRSE.

(00:52:09) Lenny
English:

So there's these three levels of product work. Do you have advice for, should | just default to one of these
normally based on just as a PM, | should always be thinking about impact or is it more, just make sure
you're aligned with your leader with your team? Is that the more important takeaway?

AR ERIE:

RAEX=1EEN~mIE, METAERNE? fFhPM, RENZIIAT ETTFHPE— (LLMNBERBRER
mh), ERiREEENEHRS ASTEANRE—E? B— I EEEEMNWIR?

(00:52:23) Shreyas Doshi
English:

Yes. | think that's the more important takeaway is again, it's about now we have a vocabulary that we can
talk about in an objective manner without pointing fingers. It's like, 'Oh, you tend to be fixated on all
these execution details and that's not the right thing." That's the type of feedback sometimes that gets
shared. So now you have vocabulary to talk about this and once you have that, you can, as a team, decide
what is most important given your context. I'll give you an example. For early stage teams, of course, they
need to be thinking about the eventual impact, but what they should actually, | think, most early stage
teams should actually optimize for execution. Assuming that they have come up with a reasonable
hypothesis about what's going to win, their main emphasis needs to be on execution because you will
not see impact readily on a one week horizon or a one month horizon or perhaps even on a quarterly

horizon.
FRSCERIE:

B, MINANEEENWRZ, HMNAEE T —FEWWL, ATUFMMINICRAEMABER. UAHRIRA &
B B, RERUSTXERITAT, XAN.” WEMAE TR, —BEETXE, RMIHEA—TH
A, BMBEILIRIBAKBRREFARER. E1MFF: NTRHEN, IS AFTEREZRLNTMA, ER
INNARSHEHHANER ENIZRE “HIT” o RIRMINELKEL T — X TUNARMNEGERIE, Baf(]
MWERFERERIT L, BNEEE—RB. —MAEE—FER, (MEEILAEIIERNFM .

(00:53:20) Shreyas Doshi
English:

So that's an example of a situation where let's be explicit, we need to get great at execution. We have a
set of core insights that were informed by our desire to make an impact. But now that we are responsible
for converting these insights into a product, let's be largely operating at the execution level, as an
example. Say there is a platform team and that platform team has had some issues lately with availability
that has disrupted some other teams within the company and their products. Perhaps that platform team
should have a conversation that, 'You know what, yes, we need to focus on impact obviously to avoid this
negative impact, but also let's pay some more attention to optics because we haven't been
communicating with teams as much teams that rely on us. So let's create a better communication
channel with them. Let's create better status updates for them," and whatnot. So again, the point is not



so much like, "Oh, this is the right level and all other levels are wrong," it's about being sensitive to

what's right in this situation.
R EIE:

EXMIERT, HNERH: RNFEERRNIT. HMNE-RVNETEWHBETRNRNZEER, BEEARKIAR
RXERARENTm, BMLENEBERTEREF. BENMIF, RIgE—TFEHN, SEHRTH
R, FIT ARREMEANRE R, BIFX M FERAMNIZEITRIIE:  “(RELERS, 2/9, )
ERAFEXEIRXMALERIMAERM, BRMNERFEZXE-—T WK , EARNSEHERIIGENAE
B, LHNBRIEFH/DERE, MMREHEFIREEN.” I, ERFET “XITEEZNH, H
tERERERN" , METXHERER FREMERERFSR.

(00:54:21) Lenny
English:

So you talked about execution and how maybe for early stage startups that might be default the most
important type of work to be focused on. And that's actually a really good lead way to our fourth big idea,
which is a provocative tweet that you put out a while ago that you said, "The most execution problems
are actually strategy problems or culture problems." And so, I'm excited to hear a little bit more about
how you discovered that and what that means and maybe how to address those problems.

AR ERIE:

RIKEITHIT, UK TREDCIQERKGR, RITAURBMAREZNTERE, XEFR EREFMS|H T 3]
BB NARELE, BEBIRAARAEI—REEMH RIS, fRiR: “RSJBBHITIAA LR L 2R
NXEE,” HRBIARMRZWNALANX—RE, EREEMNA, URIFRBRRXLERH,

(00:54:49) Shreyas Doshi
English:

And so, | realized this somewhat late in my career as a leader, most execution problems that | encounter
in a high performing environment where everybody has the right intentions are actually not execution
problems, they are either strategy problems or interpersonal problems or cultural problems. And so, just
to illustrate it, I'll make the observation that many leaders are extremely busy in such environments,
whether it's a fast growth startup or a fast growth larger company, they're extremely busy, they're usually
overwhelmed. Like | said earlier, | was one of those people. Take a deeper look at what they're engaged
in. And | got a chance to look at it with my peers that | was mentoring or coaching or people on my team,
PMs or PM leaders were extremely busy and usually overwhelmed.

AR ERIE:

EXERREFENAFENRLEERRATIRE, E8TABEARREFNESBIFES, HBEINASHR
TRARR EHARHRITRE, ENBARRKRERE, BARAMRXARMRE, HERXKEH, 7T iHAX—
=, HMBRIEXLERREHR (TRRREEKOVEIRBERALR), WEMSEMRAINER, BEL TR
W%, EMHEZAFN, RBEBEPZ— RAMBE—THNETHL. RENIUERIESIHENE
17, HERESLY PM I PM 1FE, tiIEIRAICEREREER.

(00:55:36) Shreyas Doshi
English:



I noticed two things, that what made them busy is two things. One is that somehow the organization had
imposed very high optics requirements. So they had to do a lot of optics related work, show up at certain
status meetings and blah, blah, blah. So we talked about that. So let's leave that aside. But the other
reason they're so overwhelmed is that they're constantly solving execution problems. So they solve the
most important ones, the new ones come up and they solve those. And then there are two new ones to
solve and on and on, it's a classic guacamole. And as | noticed that, and I'll share a concrete example of
where this might happen, where an execution, a seemingly execution problem surfaces, so say two teams
are misaligned. They need to work together where they're misaligned. Everybody knows it. And that is
affecting our execution. That misalignment is affecting our execution. It's affecting our ability to hit our
OKRs, it's affecting their ability to hit their OKRs.

FRCERIR:

FHAEREMICRNERERR. —RAREMTIREN WK X, FrUAMIBIMAESBEXE
IE, SMEMREINFF. XRENELWIT, KR—8. F— LA EEANERRZ, til—E
ERR “BUTEIR o MR T —IREER, MHOIXELEK; BRTHBD, XNERMHINERR, KTR
T, MEEHER YTHR" . BENRANETF —NEMRITRENKFHKE, tEIMENEAR—
 (misaligned) . NFZESFESHFR— ARBHEX—=, XA T HNBNIT, F0T RHINARK
OKR BYEEZ], WEMMT ff XA OKR BYRETT.

(00:56:32) Shreyas Doshi
English:

So as a leader or say, you are a director of product or VP of product responsible for one of these teams,
you now charge with fixing this execution problem so we can move faster. So you do a dozen meetings to
figure out what's going on, you try to diagnose the issue, how to better align. And then you talk to your
peers on the other side, and then you decide, "Okay, here's what we're going to do to solve this execution
problem. We are going to create a new review process." And so, we are going to create this process and
we are going to review priorities on a regular basis across these two teams. And then we are going to also
as the managers of these individual teams to do regular one-on-ones so they can stay in sync. So this type
of scenario is extremely common, again, especially in high growth organizations that want to accomplish
alot.

FRZERIE:

FRGSE, LWNRRATEF— RN~ mESmNE 28, MRENESREEXMHRITEE, UEHA)
REMISER, TRIFAT H/URESRFBRRET T4, ISR, HRMAEFMNTT. ARMNNS
MRT/AE, &RERE: “HFE, ATERARXMITEE, RNERIL—THETERE.” TRIREILT—
Mg, EHRBHEATENRLR. MIEERXEFNNZIEBHITERN 13 1BBURFERAY . XMHRK
HEL, TEREERS T HHNEREKAR R,

(00:57:19) Shreyas Doshi
English:

You'll come up with this solution after many meetings and a lot of work, a lot of conversation. And so, as |
grew as a leader, | got increasingly curious about this type of situation. And when | looked at it more
closely, | started realizing that what looked like an execution problem, this misalignment and this causing
execution issues wasn't usually an execution problem. Instead, it was a strategy problem in some cases,
because the reason we are misaligned is because we are pursuing different strategies or that is more
often the cases, the reason we are misaligned is because we don't know what the strategy is. So, we don't



know what the strategy is. We craft some OKRs based on what makes sense. The OKRs are not very well
aligned. We don't have a sense of priorities, and we also don't have a sense of what we do when reality
changes.

AR ERIE:

FEIZRIW. RETHFNEERE, MEHTXMERS R, MERFEARFERRK, BXXMEER
Har ey, HREFMMMER, HFWBTIRE, XMEERGRITHEN T , BEHFRHRITEL,
ERLERRT, EELRRRRE. RARNZAUA—, ERARENTERTRANER; HEEENNE
e, BIRETNEREEN 4. BATERE, RITRERIEERFIE—L OKR, XL OKR H2ETR
GFHIRITF. BATRBMARRE, BARMELIMEREZUINZEAT .

(00:58:09) Shreyas Doshi
English:

This is all stuff that a clear correct strategy should help inform. But actually this lack of strategy is what's
causing this misalignment, it's not because they're not meeting regularly. And what happens in these
meetings is, again, you're arguing the minutiae of like, "Well, are you going to work on this feature? |
depend on this. Or can you swap two engineers from this team?" All of this stuff that PMs are very familiar
with. You're talking about all the small stuff, but nobody recognizes that like, "Can we fix that?" So, as |
started seeing this often was a strategy problem, sometimes it was not a strategy problem, it was a
culture problem. So, what is a culture problem in this situation where two teams are misaligned?

FRCERIR:

XEEARZREUERBVREERIES. BLMFLE, ERRBIRATETA—8, MAREAMWITRERA=.
EXLERWNP, RRNEFRAT: “REMXNIEERE? HAME.” HE “REMXMEABERNTEIhE
KIG? 7 XLEEZE PM EERENBIE, ARBEKENE, MRARIRIBRAKET, HEAUXEE SRR
&, BRI, EXMENERF—BERT, tAaRXLR=?

(00:58:49) Shreyas Doshi
English:

It's basically that you have a problem where you have set a culture that you are supposed to mainly
optimize for your OKRs. In a culture like that, it becomes really hard to allow two teams to work better
together because if one of the teams doesn't hit their OKRs, because they were helping rightly for the
sake of the company, they were helping this other team that team's manager is going to get his or her

wrist lap at the next performance review.
FREiE:

BEAL, MEMKENXKUZE “BTABNZEERMUECH OKR” , BAEXHFENXXKH, WM REE
grituthtE. ANMREF—PENAT 2B mEZRES —THE, FEHECKEER OKR, ABAZEBE
B FRGROTHER MR FIET,

(00:59:17) Shreyas Doshi
English:

So, that is a culture problem. Now, you can set up the meeting and you can request all the syncs you want
between these people, it's not going to solve the culture problem, the execution problem is going to



manifest in different ways a month down the road. So that's like an example of a culture problem or it
could be an interpersonal problem, and this is actually quite common. It's simply that these two people
cannot get along. The two team managers do not get along and they just constantly might be creating
friction. And so, as a leader, it is important for you to spot that and then coach them through their
differences, coach one or both of them through that so that they can better work together. When you
solve that, you won't need that monthly review meeting and all these things and 50 other things, because
they're not going to work anyway. So that's just one concrete example of team misalignment, which is

often viewed as an execution problem, but is not an execution problem.
FRERIE:

XX Wi, IME, RAURARIN, BERXRXEA#TEMED, EXFRATXLKRE. — ARG, #
TREZUARNANERER, IMEXWEENGF. HECARERAMRXAMT, XELREL: 24
MEXMPAGERFK. BTEARZEXRTY, FEHFEER, (FAMTE, RIX—mHHSMILED
. FRMEEXRER, YIRBRTXNEE, (RMABRERTAETHEZUKREM 50 #ELt/\FEHFE&
7, AABEFRARELA, XRARHARF—BN—PEEFF, EERAARNITEE, BEARGHIEMNILL.

(01:00:10) Lenny
English:

Are there signs that tell you where dates are slipping, people are surprised? Of execution problems that
you have, are there signs that maybe it's one of these other factors? Or is your experience like it's almost
always one of these other things?

FRCERIR:

BEREMABRESIFRR, LLMBHERE. ARRBEIEIN? EREFNHTEES, BRBAETKRKRACAER
HttARSHH? SHEREFRNEZR, E/IFEREMRAZSHR?

(01:00:23) Shreyas Doshi
English:

So there are some problems that are truly execution problems. So, an example of that is say you have
infrastructure issues, your infrastructure is just old and it can no longer sustain all the usage that you're
getting, that will cause execution problems where you'll move slower or you will have outages or high
latencies or whatever the case is. That's an execution problem. Another such example of what is really an
execution problem is you have a skills' gap. You have say engineers who are not particularly skilled in a
certain technology or a certain type of scale that happen to be working in that area, well that is going to
create execution issues or you have a PM who is more of a zero to one person, but now you made them
responsible for this scale mature initiative, so that's a skill gap and that can cause execution problems.

AR ERIE:

LA — LB EREIERRITRE, i, Btk MINEMIgEXIAT, TEXZEREHNERE, X
ZFERTRE, LIHETE. FHIHETER. XMERTEHE. S—TEENRKTREGFFZE “KiEE
BB BEASRENMUEN TRRMA T EREZRAHZMENT L, XEF=EHRTEE; HEML—MEK
“MOEIL" B9 PM AR TP SRR ILY 3K, MBI SEMITRE.

(01:01:18) Shreyas Doshi



English:

So, there are very concrete instances where there is a real execution problem. It's just that in high
performing organizations that are growing really fast, we ignore the other factors that might be at play.
And so, now what tells me if something is seemingly an execution problem but not actually an execution
problem, a sure far way of identifying those is when you put on a bandaid and the bandaid falls. So, many
organizations that are constantly just solving the same problem over and over again like, "Oh, we can
never get along. We can never get these two teams to work together.

FROCERIR:

FREL, BSSEFAERERNRITEIE. I2ERERIERKOSSENAR[R D, RIVEEZ2ETHtAIEEFRNER,
B, WAAH—IEMRITRENSEBEEEAZRITEER? — NI E—KNGZEREE CIALEER
B o WEHALALRE—BX—BHFRE—NREE, bl B, HMNE22EFK. HMNE22LEEXHED
EilN7I 2N

(01:01:49) Shreyas Doshi
English:

This team is always slow." And so you put the bandaid, but the bandaid doesn't work. So an
organizational memories tend to be surprisingly short. So we forget three months ago we put this
bandaid and it's no longer working, we just approach it as, "Oh, let's create a new solution." So voila,
there's a new meeting. And so that's where that honesty is important. And memory is important, that no,
no, no, this is a bandaid we put, but the problem still exists. So it's probably not an execution issue.

AR ERIE:

EMEAEERIE” TR EIRING, EeIrM&A. ARIEIZEERERFIRA. HITST=1AENIG

EXANENEN, MAETKYT, HTNRAZA: B, UEMNBIHLERE" T2, B, X7
EMBAFTAREMIZIZOREE: £, £, X, XERHRNGEIHIEIAIN, BREEAFE. L, XRAEEE
FEHITIRE,

(01:02:15) Lenny
English:

Love that visual of a bandaid falling off. Okay. So, this it's segue to our fifth and final big idea, maybe the
most mind bending of all your ideas that | want to talk about. And it's about prioritization and you make
this really interesting point that instead of thinking about the highest ROl work you should be doing,
which is how I've always thought about it, how I think most PMs think about prioritization. Your point is
you should think about it from a minimizing opportunity cost perspective versus an ROl perspective. And
so, I'm excited to hear your take on this and where this idea came from.

FRZERIE:

HRER “QIAMGRE" XTMELLREL. 78, XEIETHERNVFEMERE—IKRERE, XAEEHER
ey, &EMB—TMRR. KT RERAF, MEHT —MFEEENMR: SHEERMZMY “&S RO
(RAEOKRE)” NI (XRHR—ELRNEE, BRRZHPM IR, RIAANEZN “SIMENSRA”
BAERREE, BRI/ X—RBEL, U MEERMIBERA,

(01:02:47) Shreyas Doshi



English:

Yeah. I think | learned this by just observing Patrick at Stripe, particularly over the last couple of years that
| was there. And then | encapsulated what | learned and observed in this tweet, which is when you are in a
high leverage role, you should stop doing work that simply provides a positive return on investment, ROI.
And you should start focusing on work that minimizes opportunity cost and what drives that is the
observation that in a high leverage role, so product management is good example of a high leverage role,
founders by definition are in a high leverage role, engineering leaders, design leaders, designers, these
are all fairly high leverage roles. And in a high leverage role, there will be hundreds of things that you can
do that will provide a positive ROI. And what is positive ROI? It's simply that the value created is greater

than the value of your time that essentially will ensure positive ROl more than zero.
R EIE:

B, BEIXEEITE Stripe MER Patrick FEIX—RBY, FrlRERBENRE/LEF. FHICFAFRILRLETE
BEHEX P SRBTFESIFAERE, REIZEIEMABLERMUREMH “EMKRARRKRE (ROD” WIMFE, M
FEEITF “SIMUNERE WIfF. X—URNRHAETF: EiIFAEF (FREEME—MRIFN
BlF, glIaA. ITRRMSE. KITASE. RIS A®), IBEME LTHEEREMIER RO, f
ZBIEM ROI? FEEFREMIZLNENNERT RN EINE, REATEMZER.

(01:03:48) Shreyas Doshi
English:

So, the problem is you should not be doing most of these things. And the reason this ROl mindset is
suboptimal and perhaps even harmful in high leverage roles, the formula for ROIs value created minus
cost of your time divided by the cost of your time. So, the cost of your time is in the denominator. And just
for the sake of simplicity, let's just call it time taken. So when the time taken to do something is in the
denominator and whether it's at an individual level or at a team level, what we end up doing to get high
ROI on our work is we end up trying to decrease the denominator. So when it's a ratio and you decrease
the denominator, the value of the ratio grows. And so, how do you decrease the denominator in this case
where time is the denominator is you start working on things that take less time.

FRCERIR:

BT, (FRRZMERNABDER. EeETLNAERD, Xi ROIBERXRMHN, BEERHEN.
ROIMARZE: (BIEHNHE - BB ) /BB, FEIRAES &L, ATERERL, RIMUE &
B . YENESES LN, BTRRETABREERENMNEE, NTRES RO, EMNKXIFR “B/HD
& o HOERE/NE, LHEMIIER, BBATEXMER OB/ ER? mEH it rEr EEnER.

(01:04:36) Shreyas Doshi
English:

So you start working on the low hanging fruit. You start prioritizing the quick wins. And the quick wins are
very popular. Any team meeting or sprint meeting, "Oh, that's a quick win. Yeah, let's do it." And | don't
have anything against quick wins. The problem is we just fill up our plate with quick wins. And while that
may be fine, in most cases, in most situations in high leverage roles, you miss the upside and you miss the
opportunity that you could have gained by focusing on other things. Let's take opportunity costs now
like, how do you calculate opportunity costs? Opportunity cost is simply the value of the optimal option
minus the value of the chosen option. So the difference between what could have been the optimal



option to pick and the option you did pick is the opportunity cost. So you need to minimize the

opportunity cost, meaning you need to be working on the optimal things.
R EIE:

FRIRFIAHABL “REHRE” , FRMILLE “REVMEVNE" (quick wins)o HRERRMBVNEFER
l, EREFASNEGFRIZNERG: B, BRANE, RIRMEENI, BIMRIE." BeH R xR LK
BNE, RAEERNETREEFERTXENE, BAXEASUER THERAE, BESITTFAEEH, )
BT EARNEITTE, HIBIE T TEMEBAAUREINS, RMEREEINSHL: NFETENSRK
? NlaldmeE “RMUETNNE" BE FREEmBNnE" . R LUERNRATS REFREFETZ 8
METMENSMA. FMUFRERIMNSRE, XERERFEEAMERLE RN HFE.

(01:05:27) Shreyas Doshi
English:

So when we reprogram ourselves to think in terms of opportunity cost, we are no longer thinking, "Oh, is
this a good use of my time?" Instead, you are thinking, "Is this the best use of my time?" And it's a subtle
but profound shift in our thinking. Because when we think about opportunity cost, we will pick certain
things that we would've never picked if we just had it the ROI mindset. And again, this applies equally at
the level of individuals of the work we decide to do as individuals on a day-to-day basis and the work we
do with our teams, the things we prioritize. So that's the basis of this statement that you should try to
minimize opportunity costs and focus on those things rather than simply chasing positive ROI.

FRCERIR:

HENEMFEZECHELE, MISRANAERZN, HMNAER "B, IREEXNHEEGER
B? 7, MEl “XENKXEENRAFALE? " XZ2RE E—MUMERZNELZ, RANHRNZEINSK
A, FAIZEF—LEMRE ROI BELAEEFNER. FF, XBEERTIMABEILFAR, HiER
TFHEIEENRALRHFF. ZMENTTAMNZERENNSRAHZTETIRES, MARNXMNEKRIER
ROl

(01:06:09) Lenny
English:

Is there an example that comes to mind when you did this or maybe did it the wrong way that helped
inspire this idea? Or is this just more of a broad lesson that you've learned over time?

FROCENIR:

BEREARFILIRENSRZ, ELINIRE THEMBE T, MNMBRTXMEUE? HEXRZBIRMER EHER S
ZHp—1rzEil?

(01:06:18) Shreyas Doshi
English:

Oh, | mean, | saw that all the time, the work | did at pretty much every company. And again, I've been
guilty of this myself where I think typically the type of situation where | have seen this as an example is
you are trying to prioritize the next quarter. There are five sure things you can do that will have small to
medium impact, and it's very clear. And then there are two ambiguous things that perhaps deep down
you know you should pursue them, but you don't end up picking them because it's, again, you're



satisfying yourself by observing, "Oh, each of these is positive ROI. Each of these five things that we can
do that are very well defined as positive ROL." And so you don't touch those two things. Now, it could be
that one of those things could meaningfully change the trajectory of your business, but doing that
requires more work to figure that out, to flesh it out.

FRCERIR:

B, HNEER, RE/LFERQBNILEFHEEIX—R. FECHEBRLIXME. HAI— )
FE: MEMNTIZENMR LR BED “RETH NERALUY, eflzBH/NEENFMm, MBEIFSE
BB, ZINEERMFRMNER, WIFRORMMRIENZIEREN], EMRLLKEEFEN]. BNiREIN
£ ‘B, XAHEES—MHHABELER RO, MAEXIFEEH REREC. TRIFKHMAMAESE. AT, K
HERHN—A A REME T X MRE ML SHIMT, EEEBGEFTEESHNITFEERRNRL.

(01:07:11) Shreyas Doshi
English:

But we convince ourselves that positive ROl is great. And so we make ourselves busy and this is what |
have seen myself do, I've seen other teams do. And certainly when | sit down with PMs often or even
founders, | find that there is this gravitation towards these types of tasks, which are simply providing
positive ROI. So it shows up most often in our planning, essentially. And again, I'm not against things that
are quick wins or things that provide positive ROI, but | always want to check what are some big
opportunities that we are not paying attention to by default and under what scenarios can we start
chasing that.

FRCERIR:

BRA1HARE 21ER ROI #iRET . FERIMILBSITRER, XERIZE M. Il EmEPAMIR
F, S, HHEES PM EEGBALTRIE, HAMAKSZME T XENIRMHIER ROI BIES, X
B HIERA TR P, BRER, HRARMRENKHIER ROIE, BREBEEE—T: WL
RINBEXENEARNE? EHABERTRIAIUFBIEREN]?

(01:07:50) Shreyas Doshi
English:

So when | started working on Stripe Connect, which is a major, major product for Stripe and a large
business for Stripe, there was a time when | noticed when | just started working on it, | noticed the team
was working on a lot of positive ROI things. And | came in and it just simply instigated that like, "Hey, how
about we work on this big scary project? Because | was hearing from customers that there is some need
and that the instinct that this need is going to grow over time of being able to manage marketplace
payments in a more flexible way." And we wouldn't have looked at it if we were just focused on positive
ROI, but as we started looking at it, we realized, "Oh yes, this is a huge opportunity.” And we were able to
then pursue it because we were of shifting the mindset from just positive ROI to minimizing opportunity
cost.

FROCENIR:

LI IR R Stripe Connect (X2 Stripe BiZO = @mMEARWS) B, HIRIHAMSNEERESZIER
ROI 9B, HEMAGRIN: “IB, EMNEFAEX XX ‘Kmaw HmE? BEABEMNEFBERRMIE
ErEk, MEERSFHR, XMUBEREAXNEEFASZANERIMEIEIEK,” MRENIXELER
ROI, HEMBRAFSERE. BHURKINFHBHARE, KMNRRT: “HEN, XB—1MERWNE.” HEI1ZFHR
HBEBIERE, BRREABTITEOSMEBLAIERIER ROl #MA T /MU=



(01:08:35) Lenny
English:

One more question along this line, just tactically, every PM ends up with a spreadsheet of their ideas and
ROI and cost and benefit and all that stuff. Do you recommend folks create a column for opportunity cost
or is this more of a broad thought process you go through when you're looking through your list of ideas?

AR ERIE:

KTX—REBEA—THAMNRE: 51 PMREAHRZE—ITEESEA. RO A, W@FEEH%RME. R
BWAREN “Napd” B—55? RRRXE S EIRENRETIRNI—FENEEIIE?

(01:08:51) Shreyas Doshi
English:

Yeah, it's more the latter. | do not recommend trying to quantify opportunity costs because it's a lost cost.
Instead, what teams need is just sometimes the freedom and sometimes just permission to explore and
attack these things that minimize opportunity costs. And so, as leaders, that's the best thing we can do is
to give the teams that freedom or the permission to pursue these things and the way it manifests. And the
way |'ve tried to do it is when we are planning, | often give guidance to the team around what percentage
of our time we want to spend on what type of activity. | learned this from Google's classic 70-20-10%,
where during its fast growth years, Google had the 70% search and ads, 20% apps, which was things like
Gmail and whatnot, and 10% on other big bets.

AR ERIE:

2, BZERE. RTPENIHEUNEME, BARRESN. 8k, ANENFEENERRMBGHBL
RERNMUIZHRANEBENEBENFR. FANSE, HIEMNRIFNEEMERLEMIME BT AR
RXEFRF/, HRHBNBOER: TN, REBLEN—TXT “B(REEREREER LR E L
5" BIES. FEM Google £58HY 70-20-10% RNPFEIR: EHRERKIE, Google i 70% BIFEIMIE
RN E, 20% MEMA (30 Gmail %), 10% MEEMEARE L,

(01:09:45) Shreyas Doshi
English:

So, | have found that approach very useful during planning. Again, depends on the context, but when the
team is starting to plan the next quarter or the next half or the next year, my role as a leader is hopefully
I've already clarified the strategy so they have that as an input. But the other thing that | see in my role as
a leader is to clarify the rough allocation. So what I'll share as a guidance with the team is given our
situation and given our strategy and given what's going on in the market, | would like us to target about
60% of our time on incrementals. And by that, | mean incremental features that improve users' lives on a
day-to-day basis. So these are actually high ROI things that we do, and again, these numbers are
whatever they are, pick whatever is right for you, but 60% | want to go towards incrementals. 30% | want

to allocate towards big new initiatives.

RS ERIE:

BEAMXFEEMYNIEREER, YA, XERTFAEGKER, BUYEANFEMNTNEE. $EH—FHN,
ERGSE, BNAGE (FEER) @7 ER, LIt NiEaN. BRABNSE—29 2RBEBARNEIR
DEt. BRESAHEA—NMESEIN: ZEIFNNIVR. REMNHZER, REZERIIEKLY 60% W ETEE



“BREIGH” (incrementals) to FISHEMLERNEAF AEEENEENRE, XEHKLES ROINE
6. MFALMREMIERIEEZE, BRig 60% ATFIEENE, 30% HBD AL “Ej(%ﬁlﬂzﬂ

(01:10:43) Shreyas Doshi
English:

And because it's 30%, it can't be five big new initiatives, it's probably one or two. And then 10% I'd like us
to allocate towards stability and infrastructure. So this is the guidance I'll share with the team. And then |
will ask the teams to create their plans and proposals based on this guidance. So, this gives people the
space to say, "Okay, we do have this 30%, so there's no sense putting in more high ROI tasks in there or
quick wins in there." And | think just the simple guidance enables the team to just do the right thing. And |
often get surprised with all the awesome stuff they come back with.

FRCERIR:

EANRE 30%, FRAARFIRERIBHM B NEARFITR], FIEERE—H. RITHY 10% HABLEHERAIRE M EM
8. XMEKEDZLBINNIERER. ARREZERAMBREXMESHEITNRERE. LT ARTE
ERE. IR, HATHAEEX 30% =6, FIUKCEBTFEEESS ROIMESHRELBNET” &K
INAXE RIS FRELLAA S MRS, tHEROBLEBENREZE B L RRIIRE.

(01:11:18) Lenny
English:

| really like that rule of thumb, what an excellent nugget to include along with this big idea. I'm realizing
we're going for an hour and a half now, and | don't want to suck up all your time. So there's this idea that |
think it might be a really good one to end on. It'll be a bonus sixth big idea around high agency and the
importance of PMs being high agency. And the reason that it stuck out to me is this, | found to be really
important in my career. And | think led a lot of the success that | saw along the way is just always feeling
like | have agency and feeling ownership of what | was doing and where | was going. And so, I'm curious
to hear your take on this and to dive into this trade of high agency and how important that is for PMs.

FRCERIR:

BRENZXNEZEEN, XER—MRIFNFTHE, HRIRIRMNELW T —MHNNT, AR LBMRASH
8o FIME—MEERRRBRESENER, BMBIINIENNIAEE: XTFT “SBEBEMN” (High Agency)
L,(& PMAESEBEMHNEEMS. EZPURSIHK, Elﬁ%ki)uxz?’"ﬁﬂ’]ﬂﬂli;ﬁqﬂﬁ"%"%%o HiIANFEK

SORZMINERIATI FIRA R/ ECRAEEEN, AN ECHMHENRHENARAEEASR. FRERAF
ﬁ]ﬂﬂ‘ ‘BEEBEXH X—HRENEE, UNEN PMEZEE,

(01:11:55) Shreyas Doshi
English:

I think Eric Weinstein coined this term high agency, which once | discovered it resonated a lot and aligned
with some of my ideas and the way | had defined this concept in my head for many years, that high
agency is about finding a way to get what you want without waiting for conditions to be perfect or
otherwise blaming the circumstances. And so, we've all seen such people, they just either push through
in the face of adverse conditions or often they manage to reverse the adverse conditions to achieve their
goals. And so, while this is an important trait for many areas in endeavors, | think this is particularly
important for product managers because as product managers, we are constantly fighting adverse



conditions, not enough resources, challenges with legacy infrastructure, staffing issues, customer
problems, and on and on. There's no dirt of problems to solve as a product manager.

AR ERIE:

HAEZ Eric Weinstein 8i&7T “SEBEM” (High Agency) XME, HAMERE T RINHEL, ARNE
S5EMEBPSERNXMISHEXEEMS. SEBEMRE. HE—MHEEFIMEEN, MAEER
FHmE, RNERTIFR. HNMRIXEFNAN, MNEAESIRFRITHSE, BATFRARAFEEUSE
WER. BAXZTZTAMREZLEFES, BRIANNINTREERTLNER, FANEANPM, HIFEHES
FHRFHESSE: HREAE. IBRFKRE. AR, EREEES, FAPM, KIZAEREZHFRAYEZ,

(01:12:55) Shreyas Doshi
English:

And | noticed consistently over the years that as | started thinking about what differentiates the PMs
who've had just a large impact and even more important than just impact to the company or to the team,
PMs who've surprised me in a positive way, PMs who've really exceeded expectations, exceeded perhaps
their own capabilities on paper. You see somebody's credentials on paper and then you see their work
and their impact. And there's a big difference between what you might assume on paper and the impact
they're achieving. And also, the reverse of that, which is sometimes you have PMs who just have
tremendous potential. They look great on paper and you know when you're working with them or you're
managing them that they're not achieving that potential, they're nowhere close to achieving that
potential. And as | look at both of those situations, it became clear to me that high agency was a big
contributor, which is the PMs in this first category were despite all the disadvantages and other things,
they just took strong ownership.

AR ERIE:

ZEXRBR—EHIRE, SRBERHAKD THLEF~EEXRFM = Eu g VNSIEREIN:SEAGES
BENE, EB%L)L%,\*&HEUJ:?%@ZEI HZF. BEBHTHE. EEEH T HIRmEENR PM. REEFEABE

7, REEFMINIENZmA, MEAMREARNSKERMZBEEERER. RZTA, BNEL PM
BHEKX, BHER, BARSHMIEFHERMIN, FIRIMMINEREEL B, SREFAXRMIER
B, HERMTIRE “BEBEMN B—EERE. X PMREAGMFMESE, EMITABERENEA

$Ei1 (ownership),

(01:13:56) Shreyas Doshi
English:

So ownership is one component. Ownership mindset is one component of high agency. They took strong
ownership and then they creatively executed through the challenges. So a creative execution is another
aspect of high agency and they did that with a high degree of resilience, which is a third aspect of high
agency. And so, as | realized that it became very clear as to why this was happening. And then it's one of
those things that once you see it, you start seeing it in people much more clearly. And so, that's when |
wrote about the PM version of high agency, | think that's why it resonated with a lot of people because,

again, it gave vocabulary to people for what they already understood and they had seen it, but did not

have the words for.

FhSCERIE

FASEIREESESEMN—1EME D, MITEIBRESRTE, RECEMMBPITIUTARKE. FTLL, “GliEk
BT BReEEFMHNS—AE. MBMNRUSENTYE (resilience) RTHB, XBFE=1"FHE. HFK



BREX—Rl, —UHMERFEW T, XMBRM—BEMRERT, MRIEAS LETEEFENER. il
HETXTF PMREEBEMNINE, REXMEATATIIETXAZANHRE, RAEERNANERRE
BAHILY. BT EZREERINVRAREHR TR,

(01:14:38) Lenny
English:

I think that's a really good way to wrap this up, just leaving people at that point of just the empowerment,
basically taking responsibility, feeling high agency resiliency. Shreyas, this has been incredibly
illuminating. | suspect this is going to be helpful to a lot of product managers and even non-product
managers. And so, just two last questions, where can folks find you online if they want to reach out or
learn more and then how can listeners be useful to you?

FRCERIR:

HUNAZB—NEEFNERE, LARFEEXMMEER L —&ERME. BRSEEEMMIME. Shreyas,
RRMEFFERB LR M. BRBEXNRETREEBEEFTF-REERREEY. RERMEA: NRARBE
RN THESRES, AIUEMEREIR? UNIFARA UAIRMEERA?

(01:15:00) Shreyas Doshi
English:

Yeah. So follow me on Twitter and just @shreyas. If you don't have a Twitter account, follow me on
LinkedIn, you can just find me there Shreyas Doshi. If you really enjoy the tweets and want to see more,
then you can super follow me on Twitter. So this is a smaller community that I'm really enjoying of
product managers, founders, product people, designers, engineers, etc. where we go much deeper into
these types of topics and more. And if you'd like to learn more about my views on various things related

to product, super following me perhaps is a great way to do that.
FRZERIE:

9FHY. BILATE Twitter EXFE,, WS =E @shreyas. TNRIREHE Twitter, FJLITE Linkedin £EXF3, ¥
Shreyas Doshi FLEE K El. MMRIMEMNRERENEXHBEES, ATUTE Twitter £ “BRRXE" (super
follow) F. ABE—ITHKIEFERNENNHX, KEEHEPM. lIBA. @A &IHIH. TRRNE, Hil=
BERANMIRITXEER, WRMFETBREN = EEXEMEYNESE L, BAXITRE—MEEFNA.

(01:15:36) Shreyas Doshi
English:

And in terms of other things I'm working on, | am going to be launching a course on product sense and
product management later this year, so be on the lookout for that, if that's of interest. And then lastly, |
think the best help | can ask for from listeners is just if any of these ideas resonated with you, share them
with others. And of course, if there are questions, feel free to ask. But | think my mission here is to really
help perhaps bring greater clarity on what is going on around us when we are working in teams and
working on projects and products. And so, | really like it when people share the ideas, whether it's on
Twitter or publicly, or even with others privately. So that is perhaps the best thing you can do, help mein
my mission.

AR ERIE:



ETHREEHNEMERS, RBESERLEEELE—TIXTF “PmB” (product sense) ™= mERHYIR
12, MRBMEIEAIUBE—T. &E, ZRERAKRIROKRFEDME: NRIERERNER—5/E
TIREVHIS, BDZLMA. SR, MREEE, MEHREIGERR. FINNEBEHZHEEAREFHIHIEREY
FHANARADIE. RIBBMBM~mEY, BAEZRAET 4. FIUKFEEREIANDEILERE, TERHE
Twitter EAFNE, BRI THELMA. XPIREMEIMIEMAIRITHISE, BHHHTHILAIER.

(01:16:22) Lenny

English:

Amazing. What a beautiful way to end it. Shreyas, thank you so much for this conversation.
R EIE:

RET . ZATENLER, Shreyas, JEEREFORITIE,

(01:16:27) Shreyas Doshi
English:

Thanks, Lenny. This was a blast. Thanks for having me. It's really a privilege and | am looking forward to

another conversation sometime in the future.
RS ERIE:
EHE Lenny, BOREMSEFO. RRighBIETH. XEME—MRE, HIFRRERRIRXMR.

(01:16:35) Lenny

English:

10 big ideas by Shreyas Doshi coming up. I'm really excited about that, too. Thank you again.
R EIE:

TREIEERLE “Shreyas Doshi B9+ PAIE" 7o HLIFEEIR BRI,

(01:16:39) Shreyas Doshi
English:

Great. Bye.

R EE:

XiFTo B

(01:16:41) Lenny
English:

That was awesome. Thank you for listening. If you enjoy the chat, don't forget to subscribe to the

podcast. You can also learn more at lennyspodcast.com. I'll see you in the next episode.

AR ERIE:



AET, BRFARBKIF, MRMAENXRITIE, NS TITHEREER, FBAILTE lennyspodcast.com T #EE
ZER. THAHEBL.



