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[00:00:00] Will Larson
English:

| think that we often treat engineers a little bit like children instead of giving them the responsibilities and
ability to actually thrive as adults. And so like, "Oh, the engineers won't want to do that work." Well,
that's actually not good for the engineers to be sheltered from what is important. And so actually one of
the, | think, highlights is that | think we're coming back this moment where we can actually treat
engineers like our peers and put them into really senior leadership roles and not have this kind of
baseline assumption of like, "Oh, we have to coddle them or hide them from the real problems." And this
is how they're going to get the opportunity to grow as well.

AR ERIE:

FANBNNZERIRRMIRZF T, MAZRFRNZENES, LlIEREFEA—FEEELMNK, b
M= MR, TRMAEEITLIER.” FEE, LTREMEEREEZNE/IMIIA BT,
FAIAEIANMENR R 22—, BINEZERZXFE—TRZ: RITTUEEBIRZMMARE, LB ES
RASISS, MABERMT 18, RAIBIEEMITHEIIRRESS R HRERIR. XUEMIREMR
KA.

[00:00:35] Lenny
English:

Today, my guest is Will Larson, one of the most requested guests I've had on this podcast. Will is currently
CTO at Carta. He's been a software engineering leader at Stripe, Uber, and Calm. He's the author of two
essential books for all engineers, An Elegant Puzzle and Staff Engineer, and he's releasing his newest
book The Engineering Executive's Primer in February of next year. He also publishes regularly on his blog
at lethain.com, which is a must read for every engineer and eng leader.

FROCERIR:

SXR, BHNEER Will Larson, thRFEENERENEEZ—. Will BAEE Carta WEFERAE (CTO),
ft & 1E Stripe. Uber f1 Calm BRERHELEMNSE. MEMBEIRMLENRABE — (MHAVEZ) (An
Elegant Puzzle) # (&EITEIM) (Staff Engineer) MI1EE, MG FRRE_ALGHP (TREEND
(The Engineering Executive's Primer) . %78 SR lethain.com LEARYE, XEEMU TR
TRRASENBIEZIE,

[00:01:05] Lenny
English:



In our conversation, Will shares advice on developing your engineering strategy and strategy in general,
how to improve the relationship between an eng manager and a PM, how he finds time to write, while
also working an intense full-time job, how he recommends approaching measuring engineering
productivity, how to develop your company values, an amazing story about his time at Digg and so much
more. Will is such a gem of a human and leader and I'm excited to bring you this episode. With that, |
bring you Will Larson after a short word from our sponsor.

FROCERIR:

ERNBIER, Wil 7ET X THIETEREULBARBEEN, MANEIESLE (EM) 57 miEE

(PM) ZEIMXR, MRNAEMESRESRTENENHELRESEN, thEEFNEETIRES NS
&, SARIEQBNMEN, TE—1XTHE Digg FHIRVER NS, UKEZAR. Will 2—IFEMLFHS
FE, BRSHENARTRE—5F. ERHEBBNEENERE, BAPRFENISSE Will Larson.

[00:01:39] Lenny
English:

Today's episode is brought to you by DX, a platform for measuring and improving developer productivity.
DX is designed by the researchers behind frameworks such as Dora, Space and DevEx. If you've tried
measuring developer productivity, you know that there are a lot of basic metrics out there and a lot of
ways to do this wrong. And getting that full view of productivity is still really hard. DX tackles this problem
by combining qualitative and quantitative insights, giving you full clarity into how your developers are
doing.

FRCERIR:

AETEH DX %8, XR—IMUEMIREFLEE= BT S, DX H Dora. Space #l DevEx FHEREGHY
MRARIEIT. MRMFEEHIBEALENE=H, MAUFETEH LB RSEMIENN, BERZSHIRNM
Fo BIREBEFINERNAFER M, DX BIESEMNTE SN WAERB XN R, LIRS T A
EWTIERS,

[00:02:07] Lenny
English:

DX is used by both startups and Fortune 500 companies, including companies like Twilio, Amplitude,
eBay, Brex, Toast, Pfizer, and Proctor and Gamble. To learn more about DX and get a demo of their
product, visit their website at getdx.com/lenny. That's getdx.com/lenny.

FROCERIR:

eI ATFIAE 500 52 A EBTEEF DX, B1F Twilio. Amplitude. eBay. Brex. Toast. #Im (Pfizer)
F& (P&G) FRF. BETHMELZXT DX WEEBHRE®ETR, FHEMIIFIMIL getdx.com/lennyo.

[00:02:28] Lenny
English:

Today's episode is brought to you by OneSchema, the embeddable CSV importer for SaaS. Customers
always seem to want to give you their data in the messiest possible CSV file. And building a spreadsheet
importer becomes a never ending sync for your engineering and support resources. You keep adding
features to your spreadsheet importer, but customers keep running into issues. Six months later, you're



fixing it. Another date conversion edge-case bug. Most tools aren't built for handling messy data, but
OneSchema is. Companies like Scale Al and Pave are using OneSchema to make it fast and easy to launch
delightful spreadsheet import experiences.

AR ERIE:

AET B H OneSchema 2B, EREM SaaS WAk AR CSVEANT R, EFWUTELRBIBHIERERRBEL
B9 CSV X B R IR. ME—IEBEFERERSABRSTRTENSZIFZRNLRE. FRMASNIESRININEE,
BEFERBIER, ~NTAG, MEERES — M BREFIRNUEES Bug, KEHTAHTEATRIER
ELEIEMIRITAY, 1B OneSchema 2, Scale Al #1 Pave HF AT IEFEEF OneSchema, REREZFAMHEH S A
BRI SNEL,

[00:03:02] Lenny
English:

From embeddable CSV import to importing CSVs from an SFTP folder on a recurring basis. Spreadsheet
import is such an awful experience in so many products. Customers get frustrated by useless messages
like error online 53 and never end up getting started with your product. OneSchema intelligently corrects
messy data so that your customers don't have to spend hours in Excel just to get started with your
product. For listeners of this podcast, OneSchema is offering a $1,000 discount. Learn more at

oneschema.co/lenny.
R EIE:

MBETER NI CSV SNFIEHAM SFTP XXHERFAN CSV. EFZ= R, RESANERBPIELEE. TASHE

“ 53 1THIR” XMEANEERH{OMEL, RERAKLEFIBFERIRI5H, OneSchema BEES AEHhZ IE
RELAVEUR, XEMRNEFRRASBA T FFIEERIRI ™ RME Excel RREZBIHUNY . W FARBEENIALR,
OneSchema #&f# 1000 E7ca9#ril. EZ{EE151A1E oneschema.co/lenny,

[00:03:36] Lenny

English:

Will, thank you so much for being here and welcome to the podcast.
R EIE:

Will, FERSIREER, JEKEIAFEE

[00:03:40] Will Larson

English:

Thank you so much. Super, super excited to be here.
R EE:

FERE. FEIFEHEREIXE.

[00:03:42] Lenny

English:



So many people have suggested that | bring you on this podcast. You have a lot of fans out there and | am
excited to be digging into engineering topics, which we don't do enough of on this podcast. So thank you
for making time for this.

AR ERIE:

BRZAEWNFEBRFK. FERSHL, RERESMERNKTIRREE, HIEFETHINCXEERL
REZo FRLARGHRHATEIZ M,

[00:03:54] Will Larson
English:

No, thanks. | hope to be a good early engineering guest before you pivot entirely to engineering at some
point in the future.

FRSCERIE:
FTESR, BEBEEFRARERRSEATRME 8, H—MBENRHPIRESE,

[00:04:04] Lenny
English:

Wow, | love that. How cool would that be? | was an engineer actually when | started my career. How
interesting would that be if we come full circle? Anyway, | thought it'd be fun to start with just what is
changing in engineering? It feels like there's been a lot that has changed over the past few years,
especially from kind of the ZIRP zero interest rate era to today's market, which is very different. What
have you seen most change from an engineer's perspective and then just also what are you telling eng

leaders about how to handle all this change?

AR ERIE:

B, RERXNMEZE. BESEM? HLHRRWEENFRME—RTREM. MRBEANEEDZRS, BixZ
B, SVAERL, RBEMHIREMRERREFATN? BEIENFRETRREWN, LHEMZIRP (F
FIRHER) HAESKITE, BRAATHERE. NIREMNAERE, (FARINEATHUEFA? (RXEU
AN TIZANSE N X ETLAY?

[00:04:32] Will Larson
English:

| think it's a pretty strange time in the market. So | think that | started working and right before the 2008
kind of crash. And so the first two years there were not so good. When | joined Yahoo, there was a layoff
basically every four months. There was a layoff of some sort. It's pretty chaotic. But then we got into the
last decade and it was just smooth. So numbers went up, revenue went up, headcount went up and

people started learning how to build really large teams.

FRCERE:

FIANMETIZEF—MEHF RN, FE7E 2008 FLEFREER Y IR TIEN. FILEKRERBRHRE,
SEMAKEE (Yahoo) BY, BEXR FEMNMAME—REMERNETZ. SRIEEREL. BREERITENTIE

B+F, —IERIFRIRF. RFEEK, BWAEERK, RTAKEER, AMNARFINFAZBERMENE
FAo



[00:05:02] Will Larson
English:

People started learning how to hire a lot. When | was at Uber, some days | would do six interviews back to
back. | would just be in a conference room and at some point you can't even remember who you're
talking to because you talk to so many people, one after another after another. You just have some

scrambled notes you're trying to decode afterwards.
FRCERIE:

MMVFEF SRR MIEIRES, F7E Uber MBS, ALEBFRIESMHTER. AMHEIZNER, FIRE
REZERLEABENERIE, BAR—NME—MELTXZ A, (RFERE-ERINEIL, FRESEHE
o

[00:05:20] Will Larson
English:

Pretty different now. A lot of engineering managers are spending half their time or more hiring 18 months
ago and now they're doing two interviews a month or less. Maybe zero interviews a month. So there's a
real shift in just the amount of time people are putting into hiring. Instead, all these different
competencies that have become more critical or a really great engineering director might've just been
spending their time hiring really well and that could be a top performer and now that person can't
actually demonstrate what they're great at.

AR ERIE:

RETEARET. 18 M AF, WEIRKESR—FEEESHNNEEREE L, MAEMIT—NBIEIMR
AEE, BEEZER. AMUANRANERE LNELRETHIENET, ik, HUSMEDTR[EMXE,
Hal, —MIFHIREEAREIAFBERBESREMERATIREGNE, MIEBTATLEBEIBERE
T H RS,

[00:05:51] Will Larson
English:

So that person might be perceived as a low performer if they're not also figuring out how to lead the
team, getting deeper into the details and also sometimes getting into the figuring out what is the right
allocation, what is the right sizing of the engineering teams, this is stuff that we weren't talking about
much or maybe if you really pissed off the CEO, maybe an infrastructure you just grew a little bit slower
next year, but different ballgame at this point where teams are actually disappearing, teams are getting
cut down, teams are getting consolidated. And that's just something that we've avoided for that ZIRP era
that now we become a core part of a lot of the job.

FROCERIR:
Eit, MRBPIAFEIJNAAFE. RANAT, HEFBZBWAHTERNZRDEMAANREE,
ARESWANGEAE, EIE, BIFAEAKIEXLE, HERFMENEMT CEO, BNEMIRHEEARSE

AREAREKIE—R. BUEERTEARET, FRETEER. BREEH. XZ2KE ZIRP B EEFFHIR
A, MIEEBEMRATENZOER.



[00:06:27] Lenny
English:

It feels like also engineers... They used to have a lot of leverage over companies, inside companies. |
imagine that's also changing in a big way.

FROCERIR:
RTINS EELRTREABRABIEEN (FIH) . RIBXBELKEERHE W,

[00:06:37] Will Larson
English:

| think that's true. | think this actually has been bad for engineers in some way. One of my hobby horses is
that | think that we often treat engineers a little bit like children instead of giving them the responsibilities

and ability to actually thrive as adults. And so like, "Oh, the engineers won't want to do that work."
FR3CERiE:

FIANHSEML. MEMEE LR, XN ITREMELERFE, REEEFEHEIN—TIRE, RNEBET
BIMHEp& T, MAREFMUNREMENLMNERFEA—FNK, LINRH: 12, TRITAIBEIBI
TFEY.”

[00:06:53] Will Larson
English:

Well, that's actually not good for the engineers to be sheltered from what is important. Actually one of
the, | think ,highlights is that | think we're coming back this moment where we can actually treat
engineers like our peers and put them into really senior leadership roles and not have this baseline
assumption of like, "Oh, we have to coddle them or hide them from the real problems." And this is how
they're going to get the opportunity to grow as well. That's a highlight for me and the shift recently.

FROCERIR:

L TRMEEEZNEENMIHLEFL. FXLE, WNNAENRRZ—E, FRIEERZ—PAIUELE
BIRMAABE. ILtTEESRATRSINZ, FERIRGA “GIHR° ti]Z0L eI E#FELRR, X
HWEMITRFEANZHA. WHEKY, XBRIEHREFH—T=RR.

[00:07:18] Lenny
English:

| have definitely worked with that and experienced that where you don't want to piss off engineers. And
so are you saying that because that's changing, leaders maybe don't have to worry as much about
upsetting engineers plus you just generally think we shouldn't treat engineers that way?

AR ERIE:

HAHLEHIPMER, R2MABERIREM. FIURNERE, AABREE, ASERTRTUBAED
ILTRMAEN, MAREEINABA TR A ZAR T Ti2)m?



[00:07:33] Will Larson
English:

Yeah, | think a little bit of both, but I think there's been, in this previous era, where hiring and retention
were one of the biggest ways you evaluated middle management. Losing team members was huge, huge
issue. And so you started to coddle a little bit, which is actually bad, again, bad for the engineers, bad for
the teams, bad for everyone, bad for efficiency of the organization. But now something that | love is we
get to give engineers real hard problems and we get to actually hold them accountable. And that means

we can put them in senior roles.

AR ERIE:

B, WRSRERMEZ. AZANNA, BENBEEERPTREERARKEENIETRZ — AKEPAK
RE—TEARWNRE. FFLURFBRER “GIR" ), XHLRERE —XIREMARLE, WEAKRTLE, WNHAE
ANEARGF, WARMEBARF, ERERERN—RE, HNTATULTRRMEERMER, HiLti1&REBRE,
XEEREHNT ULt B EESLRIA R,

[00:08:07] Will Larson
English:

One of the things that I've been pushing on, | wrote my last book, Staff Engineer about what is the career
path for senior engineers. One of the challenges is if we aren't comfortable holding engineers
accountable because we just want to retain all the engineers, then we can't put them in senior roles. And
so | think we're actually seeing a bit of a shift where we can actually hold them accountable, which means
we can put them in senior roles, which means the engineers can actually get what they've been trying to
get the entire time, but we haven't been able to because we've been coddling them a little bit too much.

FRSCERIE:
B—EHEMIN—MU4ES—REL—FP (BEIREM) P T —F*FXFITI2MAERLKREIR, Eh—1
iR, MNRRNE AN REZERE TRMMAREILMITAIBRE, BARITMRT AL I1BESRERL,

FRUFRINARNERE —MELT: HNTLOLMINAEBRE, XEREHNTLOLMIEESRIRML, XEK
ELRRMATRIREMMIN—EBENFRA, MZAEARMNKIT “GER" tiImEELMR,

[00:08:33] Lenny
English:

Okay. So there's a few directions | want to go and I'm just going to poke around and see where we go. The
first is you're a big advocate of systems thinking. We were chatting about this before. | think a lot of
people have heard this term systems thinking and there's books about it. It's sounds great. | want to be a
systems thinker. What does that actually mean? How do you find you apply it in your work? How do
people get better at this way of thinking?

FROCERIR:

FH. HEMLNAEEFITE. 8%, IR “RHEZB4” (Systems Thinking) MREEBFE. HITZAIENT
X RS AEBITIXNE, WEBEXNBHE, TEREE, HBBRA—TREBRLEE, EXERER
Efta? (RELFPROANAER? MIZNfRESXMELLN?

[00:08:57] Will Larson



English:

A lot of the least successful but smartest people I've worked with were really strong systems thinking
advocates. And so | do want to say every kind of framework has a lot of downsides. There's no framework
that people can apply consistently, universally, and get good results. And so briefly on this one, what | see
is often people will find a spot where their system and reality are in conflict and they'll be like, "Reality is
wrong." And so what's a concrete example?

FRCERIR:

BREFIN—LEEARINERERNA, FERRARBRENEIMESE. FMURRY, SHERBERSE
o RBWMERZATAU -5, HEMNBHRFEFERN, AME2Z, HEERIAMNLZAMININER
FIBBSTREPREY, it “DEHET.” FNEEHGIFIE,

[00:09:28] Will Larson
English:

At Stripe, we worked on incident management. And so Stripe pretty important company where our APl is
available. If the API is down, you lose money and if you lose a lot of money, you leave Stripe because
you're pretty upset about that. The number one thing businesses need to do is to collect money
successfully for the service that they're selling, right? Stripe is super important.

FROCERIR:

f£ Stripe BY, EA1AFRHEEIE (Incident Management), Stripe B—XRIEEEEMN AT, APIWAIAMEX
5E, MIRAPIET, BEFMaER, IRBTRZHR, TRPMSERNERMEF Stripe. B HKZOBFR
BRI M 1S E VAR S NER, XIME? FRLA Stripe IFEEE,

[00:09:49] Will Larson
English:

And so we did a lot of analysis on incidents trying to understand why things weren't working, what we
could do better, but we got so caught up in the analysis that we lost track of whether we're actually
improving things. And it took us a while to figure that out because we were so stuck in the systems
thinking model and it's not like, "Oh, the team was wrong." It's like, "I was wrong." | was caught up in that
model myself, to realize like, "Hey, we weren't actually prioritizing improvements, we were just
prioritizing measurement." And you can't keep measuring. There's measure twice, cut once. Sure, but
you don't measure infinite times and never get to cut.

FRCERIR:

BATHE R T REDH, REEEATALRR, URMENSHE, ERMICOTET SN, UETZET )
REENTENH. HMETRKEEARTREX—R, BARMNKHETRABERET, XARE “HPAHE
T, M2 KT o RACHBATIMRE, ATIRE: TR, WMELHLBEMRAE R, KR
RBEMKEEBEE.” MTR—EHHE TR, BiFR “=_ME1T (8RR, B—RX), BIRTReeEXHREK
EARTNELT]o

[00:10:25] Will Larson

English:



And you do have to cut at some point to actually make impact. But we just got caught a little bit there. |
think a lot of people who get too far in systems thinking make the same mistake where they think reality
is wrong and reality is never wrong. Reality is always right. Your model is always wrong if it's in conflict
with reality. But that conflict, that gap is really interesting and that's where you can learn.

FRCERIR:

ROAER N EIERDFEMS, AEFERM. BRNINEERET . FIANARSERFELE LETCT
ABZEEHNEIR, BAANRARIHIRN. BULKEARE, RLKEEXE. MRIRARE SIS
XK, PBABKIKIZZIMEVRE, EXMARMERIFEEER, XERIRAUFEIAMT,

[00:10:49] Will Larson
English:

And so | had this model. It's really clean. It represents your hiring pipeline that moving through different
steps. It represents your incidents and how you remediate incidents. It can model almost anything pretty
quickly when you get good at it. And then understanding how reality is in conflict with that, you start to
understand where your mental model is wrong and then you can go educate yourself and improve the
model and just keep doing that.

AR ERIE:

HEBEIXHFE—MER, FEEE. ERNRTHRERETEINAEATE, ARTEEURMNACERE, 3
RERIERN, EJLFAIUREREEMEY, AREIERILMNESREDR, RAKARDECHOER
BIPEE T, MERAUEFIHBOHRE, MILER.

[00:11:12] Will Larson
English:

At some point the model is close enough and you can stop doing that and go actually do the work. So
that the biggest thing | tell people is this is a great way to learn, but you also have to do things. You can't
just learn. That's not our entire job.

AR ERIE:

EENEZ, BEBLEBIREISE, RAEUFLEER, ZEEFRIFT. MURSFANEREEN—R
B XR—MRENFIHI, BIRGATETE. FAERFES, BAEHNTIERZE.

[00:11:25] Lenny
English:

To make it a little more concrete, how would you best describe this idea of systems thinking? What's a
good way to just like, "Okay. | get what you're talking about?"

FROCERIR:

NTEEG—R, (REMNEHER “RAERE" XMER? BB AFAERILA—RMEARD: IR, RIEMR
ERAAT” ?

[00:11:32] Will Larson



English:

This is probably a better place to start versus a rambling anecdote about using it.
FEiE:

XAEE—INEHFITIANG, LLENA SR HKEEF.

[00:11:38] Lenny

English:

We can go backwards. It'll be great.
FRCERIE:

AT LABIRI AW, XEEfELT.

[00:11:41] Will Larson
English:

Systems thinking is basically you try to think about stocks and flows. So stocks are things that
accumulate and flows are kind of the movement from a stock to another thing. So what's a simple
example of a stock? A stock could be the number of fish in a lake. A stock could be the number of people
fishing in a lake. And so a flow between those two could be the number of fish in a lake will decrease at

some rate based on the number of people fishing in that lake.

AR ERIE:

RERERER IMERHAEBE “F8” (Stocks) 1 “RE” (Flows), FERIRENKA, REEM—ITEFE
B —1RANBTI, ETRENGF: FEAUSHESNNE, BANEHINEANNE, REZER
REALE: HESNHERRENE ANKEU—ERERFR L,

[00:12:08] Will Larson
English:

So if there's a ton of fishers, the stock of fish will go down faster. There's only a couple of fish, IT will go
down slower. But also then there's these flows which kind of dictate that where if we've got much more
efficient fishermen, the flow of fish out might go down, but also the fish do reproduce. So then there's
another flow going back. So based on the current number of fish and the reproduction rate, the current
number of fishers and their fishing rate, you start to see how these can evolve over time. And a lot of this.

FROCERIR:

MRERZEKX, BNEETHESERR MRIAB/LNEX, THEEME. ERNEE-LERETEFER,
MIMRBFMNBESKEEKX, ERLFRETEMNR;, BEHNREHE, FUEES—NARLRNAE. Hit,
ETURNEEMBEER, URIREREENHER, MAKREEXERRNARENEERE,

[00:12:38] Will Larson

English:



So first always recommend Thinking In Systems by Donella Meadows. Really phenomenal book. And a lot
of her work is also kind of referencing the work in Silent Spring by Rachel Carson, which talks about how
small amount of carcinogens or something low in the ecosystem or the food chain rather as they get
consumed by predators further and further up get concentrated. And that's a kind of a classic systems
thinking problem to think about where you wouldn't think a small amount of carcinogens and a small
fish actually matter. But as they go up the food chain, they start to concentrate it and an unexpected
change can happen.

AR ERIE:

B, HEBEHTE Donella Meadows B (R4 Z %) (Thinking In Systems) . XE—ZAIFE T FiE2dI$H. i
HRZ TEtBE%E T Rachel Carson By (FERHIEX) (Silent Spring), PHKETESRERATBYHEREDN
HMERUEY, MERESENFHREERAN, RESTHES, XB—MEHNARTHRM: (Rrlgeisha
FANHEREYMEXEE, BREERYERL, ENFBRE, RAFRLEERFINTL,

[00:13:14] Lenny
English:

So then going back to your example of the hiring pipeline, let's come back to that to help connect this
definition, which I've never heard, which is awesome, very clear to how you actually implemented say in

hiring.
R EIE:

BAEEZIRRIA REFBERIZNGF, ERIMHEXNENX (FEUFTIRITE, BIFEFH) MIRKLFRERES
IR FREX AR,

[00:13:23] Will Larson
English:

The first thing to do is to get a model out there of any sort. And so you think about your stocks. And soin a
hiring pipeline you might have potential candidates and this could be basically infinite, and then you
have a couple of inflows. So you could have sourced, you could have outreach, you could have referrals,
and then you have the candidates and those... How many people get sourced. There's probably a
function of number of sources you have dedicated to a role. So you'd have another stock of how many
sources you have and then that would impact the rate going from potential candidates to actual
candidates you've sourced.

FROCERIR:

F—PRBEUEMIEL, FRBEMN “FE . ERIERER, RusEE “BEMRZEN , XERLERXR
Bo RABRMFEILD “RANE” © oI (Sourced). 4MX (Outreach). #7F (Referrals). FARIRE 7 EbR
1REAN. BZDABETE, XOEERIRAZIRMIEEBIEEAR (Sourcers) BMEMERE. FILMIET S —
NMEE—BRARNHE, XM BEEEN 3 “BEFHBEN" HELE,

[00:13:59] Will Larson
English:

And then from candidates that you have in that box, you'd have a conversion rate for people who pass the
first recruiter screen and that would move into step two of your process. And then from step two you have



maybe a hiring manager screen and that would be another conversion rate. So you can see over time how
the candidates of the infinite potential candidates like wandering around LinkedIn, posting about their
deep thoughts, convert into actual people, your first, your second, your third.

AR ERIE:

#7E, AR MEENRZEAS, SE—TEIFE—RBBEASMENREER, AEENRENE =D, F=F
ARt REREAEHIR, XNES—MEUR, FUMRRILEE, MEEERHER, BRLETE Linkedin ERZEE. %
RARZ DR TIRBEREN, BUORRAAERBIALE, #ANE—. FT8. F=10.

[00:14:26] Will Larson
English:

But then as you get deeper into it, you start to actually see interesting things. And so for a lot of candidate
or a lot of pipelines, the biggest issue is hiring managers don't want to extend any offers because the
hiring managers can't get to confidence on any candidate. And you'll see in this pipeline, you'll see a ton
of candidates getting to offer stage, but almost none of them converting from a potential offer to actually
offer. And then you can say, "Hey, here's the problem. You need to go work with the recruiter and the
hiring managers on getting conviction about who they should hire.

AR ERIE:

BERRANARE, MELREBNER. NTFRSBERERR, KANRRAZHRBZIEREL Offer, FN
AT EAREAER RS D EREA, RIBEIKREMREAZIX Offer ER, BILFREAM “B7E Offer”
B “IPr Offer” o XBIREARILAS: “IR, MEEX, RBEENREARBEZIENE, it %
FEEILED.”

[00:14:56] Will Larson
English:

Classic problem with early managers, right? Here's a second problem. Manager wants to extend a ton of
offers. They do extend them and none of them actually accept. And so that focuses you on the second
problem. But there's a third potential world where actually you're just not getting enough candidates in.
You're actually doing a great job of making decisions, great job of closing candidates. There's just not
enough candidates coming in. And so by looking at this and you can build this model, then you can go to
your applicant tracking system, a greenhouse or whatever and pull the historicals and you can just see
how the historicals work versus how you'd expect it to work.

FROCERIR:

XERZERN MR, WIE? FEZNREE: FIBEREBLRKE Offer, KT ZEENZAER, XKILRXE
s MNadl. dBFE=MARE: HLRRABRERBIREANHERK, REMREMXK Offer SEMSRY, EIR
(AR, BERIUX MR, (RAILIEMRERIEARERS (4 Greenhouse) 1REXHLEIE, X ELERFIER
5158,

[00:15:32] Will Larson
English:

You can see the drop-offs and this helps you figure out where should you go try to fix things first. | think
we've all worked in companies where you roll out big changes with no data behind them because like,



"Oh, it feels like we're not hard enough in how we evaluate candidates or something." You go change a
bunch of stuff. But often the real problem might be that the hiring managers making offer extensions to
people who never passed the loop anyway. It's just the managers are issuing too many offers because
they're panicking. And man, less true now, but a decade... Or not a decade, two years ago, hiring
managers panicking to get offers out, that was a real thing that happened a lot. And this just helps you
take a complex kind of abstract problem and turn it into something you can actually work in a systematic

way.
AR ERIE:
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[00:16:17] Lenny
English:

| feel like product managers will either naturally do it things this way already because a lot of them think
in funnels. And it's interesting to hear this version of it of this idea of just following the stock through the
flow of the different steps. Awesome. Another thing that | know that you are very passionate about and
spend a lot of time thinking about is engineering strategy. | think you have this kind of feeling like
engineers don't think enough about the end strategy. Every other function has a strategy and engineers
often don't. Talk about what you find there and what your advice is around that.

AR ERIE:
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[00:16:52] Will Larson
English:

First, | start to question whether any function has a strategy at most companies. My general experience is
that there's very rarely a written strategy for any company. Sometimes it's a value statement. It's like we
build the highest quality products and you're like, "Good. Okay. What do | do with that?" You're like,
"Build a high quality product."” You're like, "Okay. | don't don't know what that means."

AR ERIE:
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[00:17:15] Will Larson

English:



Engineering often has this problem where | think people will make comments in their culture amp or
their quarterly surveys or whatever. It's like, "Hey, the strategy is not clear or where's the engineering
strategy?" And the biggest thing | tell people when they complain and then engineers complain about the
product strategy. The PMs don't have any strategy or the business has no strategy. And the reality is
product eng and business always have a strategy. It's just often not written down.

FROCERIR:
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[00:17:45] Will Larson
English:

And so the first thing | want to do is | push people not to get caught up on the fact that there's no
template out there, which is product strategy that someone has forked and filled in. It doesn't mean you
don't have a strategy. You do have a strategy. It's maybe a little bit hard to articulate and maybe it's
applied inconsistently across different layers of the product reporting chain because it's not written
down. But it's never true that there's no product strategy. There's always a product strategy. Sometimes
it's bad, but there's always one. And true for engineering as well. There's always an engineering strategy.
Just sometimes it's bad.

FRCERIR:
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[00:18:21] Will Larson
English:

The first rule of strategy is that if you write it down, then you can improve it. If it's not written down, it's
hard to say if this PM is just not a good PM or if they're trying to apply the strategy that they've
misunderstood or if they actually are correctly applying the strategy from the head of product that's just
not appropriate to the problems they're working on, how do you debug any of that?

FROCERIR:
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[00:18:43] Will Larson
English:

If you have a written document, even if it's not a super compelling strategy, at least you can start
debugging. It's like, "Hey, the head of product should improve the clarity of this document. Hey, this DM



actually isn't applying it correctly. Hey, the strategy actually isn't appropriate for this one business unit
where it makes sense for the others."

AR ERIE:
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[00:19:02] Will Larson
English:

So that's the first thing | think about. But the second big theme on strategy | think about is that often
good strategy is so boring. It's hard to talk about. For example, on the engineering side of thing, a
common strategy that's really good but very boring is we only use the tools we have today. So a lot of
times you'll get engineers that want to introduce new programming languages, new databases, new
cloud providers. And a really good strategy for almost all companies is like we just use the standard kit we
already have today.

FROCERIR:
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[00:19:39] Will Larson
English:

At Carta, when | joined one of the engineers, Eric Vogel wrote the standard kit and that is our strategy of
the tools we use. And you know what? Some people are really frustrated by that and | feel for them. It
feels like they're losing control, but the power of these boring strategies is that it focuses people's energy
on the problems that we value as a company. And so it is painful coming into alignment if you're kind of
slightly misaligned over time, but boring strategies that tell you what actually matters and aligns you with
what the company actually caress about are really good for you even if they're a little bit annoying at a
time. And | can expand on this idea a lot, but | won't ramble indefinitely on it.

FROCERIR:
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[00:20:21] Lenny
English:

Well, maybe what might be helpful is what are some other examples of engineering strategies that you've
seen just to give people even more just like, "Oh yeah, maybe this should be part of our strategy."



AR ERIE:
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[00:20:31] Will Larson
English:

So first, what is a definition of strategy? And the best one I've ever seen is from Richard Rumelt. He wrote
Good Strategy, Bad Strategy.

FROCERIR:

B, RENEXZEMA? AN RIFHNEXXKE Richard Rumelt, 15T (4Faibg, FE&) (Good
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[00:20:40] Lenny
English:
He's coming on the podcast.

RS ERIE:
HBERSMXMEET

[00:20:42] Will Larson
English:

Amazing. He also wrote, The Crux | think came out this year sometime, which | also read. | think both
great and just a phenomenal thinker who has so much depth. | think one of the challenges of writing
about strategy is you're like, I've seen two things and | write the book, but I think the thing that's
impressive about Richard Rumelt is he's seen so many different scenarios that he's able to really operate
from both the particular but also the general and dataset in a really interesting way. Another book with
similar characteristics is How Big Things Get Done by... | forget the authors, but really amazing dataset of
how mega projects kind of succeed and fail.

FROCERIR:
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[00:21:21] Will Larson
English:

But anyway, Richard Rumelt, definition of strategy is basically three components. There's a diagnosis.
What is the current status quo? What are the things that are real today? There are guiding policies which
are basically based on the diagnoses, how do you want to address them? And there's actions. And actions
are how are we going to implement these guiding policies. He talks a lot about actions because



concerned about this idea of inert strategy where you have like, "We're going to deprecate our old

product features we don't use, but no one deprecates any of them."
FRERIE:
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[00:21:52] Will Larson
English:

So he's really concerned about this non implementation kind of useless strategy that doesn't do
anything. On engineering, I'm a little bit less worried about that. | think strategy is more interesting on
engineering in terms of clarifying how we make future decisions. And so what are a few examples of that?
At Uber, we only used our own data centers. We didn't use the cloud. And this has changed since the era |
was there, but in the 2014 era, no cloud, and we had a strict no cloud policy. And this was annoying
because we had to indent everything ourselves or run copies of everything ourselves.

AR ERIE:

fIER B OXMARIT. KBRS, TR, KEKPBAELXT. FRIANITERBEGBRMSE
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[00:22:28] Will Larson
English:

But it also meant that we were able to spin up in China in literally three months and some surreal stories
from that. We couldn't fit our racks into the data centers, so they had to take the roof off the data center
and lift the racks in with the crane.

AR ERIE:

EXEERERMNETER=TARNMERE L, HELKET —LEBEINNNRE, LLNFINBITIRERHLL
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[00:22:43] Lenny
English:

Holy shit.

FCERE:

P

[00:22:43] Will Larson

English:



Just tons of stories and all this had done in three months and truly phenomenal. And Uber wasn't in
China for very long, so in some ways you're like, we did all that just a leave? But they left with a nice stake
of Didi Kuaidi and not a bad outcome overall. But | think that strategy, we run everything in data centers.
We don't use the cloud, meant we were able to move in and out of different geopolitical constraints and
companies that relied on cloud presence simply can't. There are fully constrained by where AWS or
Google Cloud or Azure have built out. So that's one good example.

FROCERIR:
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[00:23:21] Will Larson

English:

Another good example at Stripe was this idea of we run a Ruby monolith and that's what we did and
that's evolved a bit since then. There's more Java and the Stripe of 2023 than there was in the stripe of
2016 or the 2012 or whatnot. But that policy really focused the engineers on building innovative features
for our users rather than building different tooling to support different programming languages. And so in

both cases, both the Uber policy around running our own data centers and the Stripe policy around Ruby
monoliths, a lot of engineers hated these.

FRCERIR:

Stripe 9B —1M 7B F2 “B1T Ruby (KN (Ruby Monolith), BAMEEREH THRZ, 2023 £
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[00:24:02] Will Larson
English:

But the goal of good strategy is not to appease everyone. The goal of good strategy is to dictate how we
invest the limited capacities we have or the limited capabilities we have into the problems we care about.
And | think both of them were really effective towards that end.

FROCERIR:
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[00:24:17] Lenny
English:

A common theme across all these examples is essentially constraint, deciding we will constrain our
options to move faster and focus on the things that really matter.

FRCERIR:
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[00:24:28] Will Larson
English:

In solving the constraints is to me, | think the most interesting thing that strategy really does, and | think
when we talk about bad strategy usually is because the diagnosis is bad and it's usually because people
are exerting what they want to be true on constraints where it's like, "Hey, we can do all of these projects
at once." And often that's just not true, but it's hard to convince people that when they're the CEO or they
are really committed to believing it, but almost all bad strategies basically come down from a willful
disbelief of what an accurate diagnosis is, which means then your guiding policies are kind of incoherent
to begin with.

FROCERIR:
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[00:25:08] Lenny
English:

Awesome. I'm excited for that episode of Richard where we're going to go real deep into strategy, but
maybe just as a lasting topic around there, if someone listening wanted to get better at say end strategy
specifically or a strategy in general, is there anything you recommend they do? Is it read these books? Is

there anything else?
FEiE:
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[00:25:26] Will Larson
English:

If people want to get good at strategy, there's a lot of different types of strategy, but here are some things
I'd really recommend. First, | think the Richard Rumelt book, | think Good Strategy, Bad Strategy is
probably the right starting point. | think The Crux also quite good, but maybe | would read that one
second. Great overview of how to think about strategy. Also Thinking in Systems, | mentioned that before
related to systems thinking, a big part of strategy is being able to model the reality so we can improve
your diagnosis.

FRCERIR:
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[00:25:56] Will Larson
English:

So | think that one is really quite good as well. If you get into the engineering side of things, there's a lot of
interesting books here. There's Technology Strategy Patterns by Evan Hewitt. There's The Value Flywheel
effect by Anderson, McCann and O'Reilly. The Phoenix Project by Kim, Behr, Spafford, which is a modern
rewrite of The Goal by Goldratt. But | think there's still the missing canonical book is kind of missing on
this one. So | took a stab at strategy and my upcoming book, which is coming out the Engineering

Executives Primer coming out early next year.

AR ERIE:
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[00:26:33] Will Larson
English:

Also, took a stab at it. In staff engineer my previous book, but I still think there's a missing book here. So |
am dreaming of writing an engineering strategy book for my next project, although we'll see if that
actually comes together.

FRCERIR:
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[00:26:48] Lenny
English:

Well, let's actually follow that thread of writing something | was definitely hoping to chat about. You write
a lot. You've written two, three, four-ish. You're writing a new book. How many books you've published?
Two books and there's a third one coming up.

FRCERIR:
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[00:27:00] Will Larson
English:

So | have two books. First one with Stripe Press, the second one, self-published and the third one with the

Riley coming out in two months effectively.
R EIE:
HEMAF, F—7H Stripe Press ik, £-AZBHLIR, F=2H O'Reilly tihk, K#EFHBEEt,



[00:27:08] Will Larson
English:

Okay. And then also many, many blog posts for many, many years. | asked a few people what to ask you,
and this came up a lot, Gergely Orosz and Alex Xu from ByteByteGo both asked just this question of just,
"How do you make time to write as much as you do?" And then | also, I'll ask this too and just answer it
either first or second, just what impact has writing had on your career? Why do you keep doing it?

AR ERIE:
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[00:27:37] Will Larson
English:

| feel really strongly that you can write a lot more if you write what you want to write. And so this is one of
the reasons | don't write for financial gain and | don't write very much on a schedule, so I've done a few
pieces for magazines, et cetera, but | find that actually really draining to be you have a topic, you have to
agree on the topic. If a topic starts missing what you want to write about, you can't fix it a lot of the time
and you're also on this deadline. You're like, "Ah, I'm screwing up. | need to ship this. It needs to be done
tomorrow."

FRCERIR:
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[00:28:12] Will Larson
English:

| just find that really draining. Conversely, when | own the schedule, when | get to write about, "Hey, I'm
writing out something." So | started writing this infrastructure engineering book a couple of years ago. It
just wasn't there. | just couldn't get it to come together and so | just stopped. I'm not writing it anymore.
Maybe I'll come back to it at some point, but probably not.

AR ERIE:
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[00:28:34] Will Larson
English:

To me, the biggest strength of writing what you want is you get to write where there's energy and you
don't have to write where there's no energy, which takes you really, really negative. And this also ties into
how | write books, which is that | basically write the entire thing before | start working with a publisher.



And if you are, | think diligent and good at anticipating what their concerns are going to be, you can
mostly reuse the content that you're trying to write. This is also easier in the sorts of books | write.

AR ERIE:
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[00:29:05] Will Larson
English:

| think harder to do in a really technical introduction to MySQL or something, you can't just resequence
those chapters and pretend it's going to work. Those chapters build in a different way than the sort of
business book that | write does. Writing the stuff that's energizing and just giving up on the stuff that's
not energizing, that's how | write a lot and how I've been writing for 16 some years. And the way | keep
doing it is just by writing what's energizing and what I'm thinking about now.

FROCERIR:
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[00:29:38] Will Larson
English:

| don't write what I'm not thinking about and | don't write for any audience, | just write what is interesting
to me. And that means some people don't like it and that's great. That's totally fine. It's not really for
them, it's for people who want to follow the ride and that's where | focus.

AR ERIE:
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[00:29:57] Lenny
English:

Today's episode is brought to you by Vanta, helping you streamline your security compliance to
accelerate your growth. Thousands of fast-growing companies like Gusto, Qom, Quora, and Modern
Treasury trust Vanta to help build scale, manage and demonstrate their security and compliance
programs and get ready for audits in weeks, not months. By offering the most in-demand, security and
privacy frameworks such as SOC 2, ISO 27001, GDPR, HIPAA and many more, Vanta helps companies
obtain the reports they need to accelerate growth, build efficient compliance processes, mitigate risks to
their businesses, and build trust with external stakeholders.

FROCERIR:
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[00:30:34] Lenny
English:

Over 5,000 fast-growing companies use Vanta to automate up to 90% of the work involved with SOC 2 and
these other frameworks. For a limited time Lenny's podcast listeners get $1,000 off of Vanta. Go to
vanta.com/lenny. That's vanta.com/lenny to learn more and to claim your discounts. Get started today.
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[00:31:00] Will Larson
English:

| would guess about a thousand. That would roughly be my assumption. | think there are a few years
where | wrote hundreds of posts, and so if you do that like three years, it's not that hard to get to a
thousand from there.

FRCERIR:
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[00:31:16] Lenny
English:

That's incredible, especially because you've had intense jobs for all of those years or most of those years.
Very high pressure, fast growing hypergrowth companies. Somehow you find time to work. So first, let me
just double click slash co-sign your advice here around paying attention to what gives you energy and
working on things that you're actually curious about. This is exactly the advice | give to people. A lot of
people start this full-time writer, creator life, and they're like, "What do people want? What do people
want me to write about? What's popular? What's going to inspire go viral?"

FRZERIE:

EXAXREARNT, THEXEFRM—ENFEESRENTIF. BESE. RELKIBERKAT. REA
EREHLEE, B, RBBAHTEBREMXT “XEEFLIMEENTY) UKk “HRIEEFSFHNEY
RN, XEZHRAHANRN. REAFREREEHEFEENZA: “AMNBEAFA? AMIELREH
A? FAKRBERIT? TAKRBERERE? 7

[00:32:13] Will Larson



English:

Yeah. | just a hundred percent agree with that. | think the other thing is that everyone converges on the
same thing that they think people want. So it's crypto two years ago. It's like Al right now or it's counter
Al. Al is going to ruin the world. It's hard to say something very novel because, one, everyone is trying to
say something about it. Two, it's almost certainly not what you're that knowledgeable about where if you
just stick in your lane, I think the biggest risk to writers is quitting.

FRCERIR:

20, FEPZERE. B3—H8HEE, 8 ARKBERMI1AN “AEE” NE— 5. MERISINZER
m, MER A, HEER A (AIBERAHER), BREEERE, AAE—, 8MABERKLE; £, B/LF
BEAMIMTRERKE, MRFEIRFEECHFEL, HIANEXRABRNEANKEZE “BFE

[00:32:43] Will Larson
English:

A little bit like the 40-year career idea. The biggest risk to content creation of any sort is quitting soon
because you get burned out. The biggest risk is not that you grow too slow initially. There's always this
sense that you've missed the wave. It's too late to join Substack. The top writers are already there. You'll
never be a top writer. It's too late to podcast. There's too many podcasts. You'll never make it. It's too late
to join Medium. You'll never make it. There's too many Medium writers.

AR ERIE:

XARG “40 FRIWEE" IS, ERAEANRBEE, SANKNREERAEESMITRRF. RARNK
FRESXIE. AIE5F5HE TIRE: MA Substack KER Y, TRRIEXBLEER T, RKIZRA T TR
K; MEERRT, BEAXSZT, (RKEAZH; 1A Medium XBRT, fERXZ T,

[00:33:11] Will Larson
English:

But it is just not true. If you just keep writing good stuff, you'll build an audience over time and you can
take that audience from platform to platform. What really matters is finding something you can actually
keep doing for the next decade. That's way harder than doing it for one year.

FRZERIE:

EXRAFTZEN. MRMEBEFEFRAE, BENEREYE, MBIEACHRER, HEMAUHFEXER
REARFEETE, BEEERMNZHRE—HREERFM+FNER. XILEHB—FEHRTS,

[00:33:25] Lenny
English:

We have the same exact advice on this. This is exactly the things | tell everyone. When | joined Substack, |
thought it was too late. | was like, "Man, it's over." And when | started this podcast like, "Oh man, there's a
billion podcasts. How is it ever going to work?" So | so agree, and | also so agree on the fact that this
whole thing is such a... It's a long game. There's a lot of people. | always say it's easy to start a newsletter,
hard to keep it up. Nobody actually keeps it up because people are going to come and go. The thing that
really separates success from failure is just people that can keep at it. There's not an end game to this. It's
an infinite game and it's about being able to sustain that over the long term.



AR ERIE:

BIER—R LRI —H. XERRSIFESTARIE, HIMA Substack B, FWEERKBT, 08!
‘KHp, BEERT.” HEFBBXMERN, K8 “XE, ELFHZMERT, XEARRERL? ”
FRUFKIFERE, MAKBIFEINRXZ—TRKLF . HER, FIRE5— Newsletter RE5Z, MHZERE
TE. ERRLERAREFTE, AAANBERRREES, BEEXDHRINSKKAIEBLERERF FENA. Xk
BAR, XE— “TRIY , KEETRESKIER,

[00:34:04] Will Larson
English:

You're not competing with other content creators. If you think of it as an infinite game, you're all working
together. You can all help each other grow. There's no maximum number of product writers or thinkers
who can be doing something. You're not less successful because [inaudible 00:34:22] exists or something
like that. There's no competition there. It's like a false, false dichotomy.

FROCERIR:

MAFBESHMATEER S, NRMIBEEEF—NLREN, MINEXREHRES . FITRIUAERE
B K. F@MENERIBERHESEHRE LR, (IFEAEANGFEMERIABAR, BELER
%’; ﬁﬁ%_ﬁq:l@{giﬂ,‘]:ﬁijﬁo

[00:34:27] Lenny
English:

Yeah. | totally agree with that. Unless there's so many and then all of a sudden what happens is the bar
just gets higher, which is good because then people get better stuff and that's fine. That's happening
anyway. Just the bar continues to increase because there's more and more content out there. And to me
that's the ultimate thing you got to get right is just the bar. You just got to be at a high bar for anyone to
care about anything you're writing about. And to your point, to do that well, you have to actually be
excited about writing about it and have background and have something to contribute.

AR ERIE:

20, HREEE. FRIFFEXRS, SEIRRALS, EXHEHLRHFE, ANANERIEFHNRE. &
EXMITEREELRE, MERNTHURES, NTHtERRRS. HHEER, FOTENBERZON—HERE
TR o MRETUREIREKE, AAAZRORENRE. EWNMRAR, EMEIX—R, (RETNFAEH
RBREHE, BERMIR, AREIM—EME.

[00:34:59] Lenny

English:

I'm just ranting here, but the way | think about this is you need to add something new to the conversation
for anyone to pay attention because there's so much fluffy, superficial stuff. And to get anyone to care is

you need to say something new that no one's heard before or share new information they haven't seen
anywhere else.

FRCERIR:

HRARERFR, BFRIANNRGTAINEEM—LEHRRA, JATEZXE, BNREERSTRE. FKLHRA
7o BiAAEE, REER—EFINKIAIHHERA, HEDZE—LEMIENRLDIRHES,.



[00:35:15] Will Larson
English:

| totally agree. | could keep ranting about this for the entire time. | don't want to derail on this, but |
totally agree.

FRSCERIE:
FreRE, BRUUMXMETR—EITE, BFEHRE, BERxe%E,

[00:35:23] Lenny
English:

We'll control ourselves. So then getting very tactical, | think this is what a lot of people are always
wondering, how do you make time? What's your workflow? How do you make time for writing so that you
keep at it with knowing you have an intense full-time job?

FROCERIR:

HMNE7=H—T. WAKKEFNHARE, REXZREA—BEFFHN: (REMNAHEER? RETIER
BEFN? BE—MERELRIENRERT, RENMANE L EIH RF T E?

[00:35:34] Will Larson
English:

| used to do things differently before | had a kid, so | have a three and a half year old and just timing your
life just really shifts a lot once you have kids. But the biggest thing that | found is finding things to write
about that also directly relate to what I'm working on. And this is where | can do something that helps me
at work and helps me write at the same time because | think it's incredibly hard to find time to write
about stuff that has nothing to do with your work.

FRZERIE:

TEEFZH, BNMERR. HMEE—T=Z5F0EF, —BEETEF, MPUEENEIRKEERZEWK.
BRANKREEN—RE: FHPESHETMHTFERAXNETARE, XEHMB—EEEEFREBR
TF, XEERRTMEF. AARINNEMBNEEILES T2 XN RARZIFEEMEN,

[00:36:05] Will Larson
English:

And this distracts you from your work because these... Particularly if you're in a senior role, these can be
pretty demanding jobs, but they're not demanding because you're responding to an urgent DM on Slack
every five or six minutes. They're demanding because you need to make some really difficult decisions
really well. And | think writing about related topics is a great way to refine your thinking and improve your
performance. It's not like a conflict or you do one.

FRCERIR:

SXXRNARAZDEIRNIEES, BA—HRURMATEERM —XETFEREE, IMESEH
FRANRERANDHRERE % Slack E2FE, MEERAMREEME—LIFERERERIURR. &




INEGHEX TR REEBENESSMIVEEL . XATEHR, BFRETE—

[00:36:34] Will Larson
English:

You either write or you do your job well. | think you can find a way to align. And so a lot of podcast folks
do interviews with folks who are related to what they're thinking about at work, and that's a great way for
them to learn, build their network, to refine their thinking, to test their thinking against experts in the
field. It's not like in conflict with the work, it's in alignment. So that's one piece. But yeah, I've played

around with my schedule a lot.
R EIE:

HABRMEBEATIE, BEAMEFIIE. FIAAMFRAILIKE—MHFTHAER. REBREEIIXRIFBLESMITITIE
FRREENRFEXMNA, XERMFS. BIMSE. BEBLEURATRERIERENGTF A X5TEH
\/Epjt, ﬁlﬁZElElE_gﬂzE,‘Jo LE_HEO %9|\: %‘@Eﬁth1ﬁ9$ﬁﬂ@ﬁjfﬁji§o

[00:36:58] Will Larson
English:

Before I had a kid, often Saturdays would be the writing day and so morning and early afternoon would
just be writing. | can't do that anymore, so now | mostly write at night, which is tricky from an energy
management perspective. But the biggest thing | would say is just if you're actually excited about
something, you will find time and energy for it. If you're not excited about it and it's 9:00 PM, you're just
going to get asleep. And so | really think that this is where you have to schedule a little bit deliberately,
but the first thing we talked about around energy management, they really come together. When your
schedule gets tight, if you're not energized, you just won't get it done. And why would you? It just doesn't
make sense.

FRZERIE:

TEEFZE, A/NEERRNEER, BN LEFNTFREMESHESF. MERTT, FRURIMERSHE
E%J:? MEEEEENAEREXEERN, ERENNE, WRMENMNEGSREE, REEHREIRER

157, MRMANE, BTHREIR, MRBER, PAURIANMTERZ S LA E, BXS5HNZENXEIR
REEEERRMENN. SMNEREREN, NRMLERE, MULETH. MENTAEREEHCE? B
o

E{HHHH

N8
I}

[00:37:41] Lenny
English:

Just to close out this thread for someone that wants to do more writing knows that it's going to be
valuable, but just hasn't any one tip that you would leave them with to get on this train?

AR ERIE:

ATERIMNER, WTFRERSERFRA. MESFENEERLKFBHIA, REFAZNEEILMEI] “EZE”
ng?

[00:37:51] Will Larson



English:

It depends why people want to write. | tell people, if you just want to write something that is going to help
advance your career, you should really focus on writing two or three really good things and spend a ton of
time drafting, revising, getting feedback. You just focus on making one great artifact or two or three great
artifacts. You don't need to create a long-running blog where you publish every week. There's really no
need to do that if your goal is just to create some artifacts that show you're a deep thinker, that help
position you in the industry.

FROCERIR:

XEURFAMNAAAET HEFAN], MRGERREE R RERBERNVEH, MU ZEEFFER=RELE
BRENNE, TAENENTEER. ERMRERER. MRABTITITE—RMERN “Fm” . MFAFE
R EBEAEFNKREER. IRMHETRIARERTRME—TREREE, HETUHEMUBES, B
WE,

[00:38:21] Will Larson
English:

Don't start a newsletter if you just want to advance yourself in the industry a little bit. Just write two or
three really good things. So that's the first thing I'd say. But if your goal is to write a lot consistently over
time, my biggest advice would be just publish. And so there's a lot of people out there with stuff that
hundreds of drafts and they've not published anything. And my thing is | publish almost everything |
write. If there's something that I'm not going to publish, | don't start writing it because | have a quick
check in my head like is this something | can write and publish?

FRCERIR:

MRIFRABBETUIREA—RHBE, FEHKRT Newsletter, EHR=RIE@MB T, XERBHNE—
o BMRMYEREKPFEMABEE, REANEBNMZE: BEELXT. BRZAFEHRTLEMERA
MREH. MEMMER, HLFEAGERENAERDE. IRBERARTTELRS, AMRERIHE,
ANEEFERFERERE—T . XBHRAUG HFRHLHBHRAELE?

[00:38:56] Will Larson
English:

And if my answer was like, "No, | just don't even start." And my accuracy has gotten higher over time as
I've written more, but | published pretty much everything | write. That's why some of it is not that good.
And that's okay. Again, | want to write. | want to get these ideas out. | want to show what I'm focused on
and my evolution as a thinker trying to learn how to operate in these different roles in these different
companies. I'm not writing trying to create a polished perfect thing, and also I'm not writing to maximize

areader's experience of reading it.

R EIE:

MRERETEERN, BMEFRIBASTIE, MESNERES, KA BEREE, RFREREHFR
BARA, EMBATABEXERE—MRK. BXEXR. BR—R, FEE, REEXLERERAHR, T8

BRENXER, UREA—NMREZINEERRAR. FAEAEREENERENHLIRE. REFETE
AT EE—NEELTENEm, BARRNTRAMRENRIRER,



[00:39:27] Will Larson
English:

Some people don't like that, and | think that's a totally reasonable thing not to, but | think what | can
bring you is my experience as an operator who's actively learning and thinking through. | think that's
really valuable to other operators in the industry. In terms of giving you the perfect writing, | try to do
that, closer to that. | don't know if | ever hit perfect writing, but that's where my books are. The books are
taking a collection of thoughts over a couple of years, cleaning them up a little bit, packaging them.

They're way higher quality than my typical writing.
FRERIE:

BEARERZE, REFXT2AEEE. ERIANKEFAMPVBHEA— DN EERRFEIMBELHRT
% (Operator) W23, HIAAXMTUANEMRITEEEENE ETRETENXT, HREFHRIS
M5, RANEREEREIRE, EREHNBZMNE. BRENFNEBBRESER, #TFENER.
ENNRELRFHNERESRFZ.

[00:39:56] Will Larson
English:

But yeah, | would just publish a lot. Don't worry about the quality. Sometimes people will send you silly
feedback and I just don't respond to that stuff anymore. You never know why people send you something
like that. | think trying to debug people you don't know is a bad use of time. It's just kind of like, "Thank
you. Move on to the next. Don't even spend time worrying about it."

FROCERIR:

PRI, REXEAHIE, 3EO0HRE, BRAIRAMA—ERENRE, RMEREREANIPLERA, RK
EAMENANTAELBTHARAE, HINAEHEZE “BFiR” (Debug) MRARINRBWARTERENE. RFRA
G, ARBET—HE, EEFETEHEEEOE,

[00:40:19] Lenny
English:

I like that term debug people. | think people way overestimate how much anyone cares about what you
put out. Most people are going to look at it for three seconds and be like, "Eh." That's the worst case
scenario basically is just like, "I don't care about this." Not like, "Oh, Will is such a fool." What a dumb
thing to say. Right? No one has time for that.

AR ERIE:

HEXR PFHAN” XM, HRTBANKASETHAMMREBRBNERTIZEE. RSEBARZE=DH, A
R “F.” RAMBEREALME “BRAEFXTY , AR &, WIllEE2MEN, RAEEE" X
E? SEABBITHIK.

[00:40:38] Will Larson
English:

And if they do, that's a them problem, right? The internet is a big place with a lot of people and there are
people who are going to be having a really bad day when they encounter something you do and they're



going to channel that anger at you or that frustration at you, but that's not about you. That's just like you
happen to be there when they engage with it. You don't have to take that on. That's not your situation. It's
okay.

AR ERIE:

NRMIERI AR, BEANVREE, WIE? BEENRKR, AREZ, SHEAEBEIRAHHAAENIELTE
KRR —R, SRS SBMBAHERS £, EXS5REX. IZLUMINZMEITH, RIGFER) L. R
FREAEXLE, BRBIRIAME, EXERB,

[00:41:03] Lenny
English:

Also, when you're just starting out, that's going to be the least stressful time to write because nobody
knows it or sees it, so that's when it's like "Take all the crazy... Just do stuff." It only gets more stressful as

you build an audience over time.
FRCERIE:

me, SfRRIFENEE, BRESEENSNBIIER, RAKAINRER, WEAF. FIUBRRRREURBER
HEMRIEIRE BERRNIRR, EHRSHREK.

[00:41:15] Will Larson
English:

Yeah, absolutely. Absolutely true.
FRCERIE:

T, Exutt. FERH,

[00:41:18] Lenny
English:

Okay. Shifting topics. There's a lot of product managers that listen to this. Something PMs often wonder is
how to have better relationships with their engineers, their eng managers. What advice could you give to
product managers to build more productive happy relationships with their engineers and eng managers?

FROCERIR:

FH, MMEE. BREZFREETAXINE. PMEERFENFSMIINIREMMIESE (EM) iz
BIFHIR R, X F PM N5 TIRINH EM B ESM. BERRNIEXR, (RETAERN?

[00:41:37] Will Larson
English:

So the core problem, and most of the EM PM peers that I've worked on... There's two core problems. So
one, sometimes the incentives are misaligned and that's hard to navigate, but if you can just be honest
with each other and understand the incentives, sometimes you can find a compromise, but sometimes
the EMs and PMs will be misaligned because just their incentives are so far apart that there's no way to



get to the bottom of it. And so this might be timeline related or saying yes to sales related. Or the
engineer is like, "Hey, we definitely can't say yes to that." And the PMs are like, "Actually, we're going to
say yes to it because really important for me getting promoted," or something like that.

AR ERIE:

R, URBEEIHRZE EM/PM EEPEFEENRE - AW NMRORE. £—, BIEGH

(Incentives) BA—EY, XEMEAIE, BINRIRIIGEE BRI IZMBRILBVRBING], BITRILEREITT7
%, B EM # PM WD EREAMMANGEIEERE, RAETLERN, XegESHEREX, XESENEE
MEREX, IRMRR: TR, RIEXNREZEEDN.” MPMEE: “Sirt, BNEEZN, HAXHH
MEAEEEE"

[00:42:19] Will Larson
English:

Is it ever this simple? It's really never that simple. People create simplistic narratives to find villains that
they work with. There are no villains in the workplace. They're just people with complex incentives that
are doing complex things. But sometimes | talk to EMs who think, "Oh, the product manager is just saying
yes because they want to get promoted because the salesperson will review their promotion or
something."

AR ERIE:

FRENEXAREL? HEMREBAE R, AIIBRMEERHINERERFTRIH “RIK . R
BRIk, REHEERAMNFEMEREBENOAN. BERNEFEME: ‘B, ~RIEENIZEANES
t, AAEEARZSSMIINEMTEZ RN,

[00:42:40] Will Larson
English:

The reality is never as simple. The reality is the business needs to sell stuff to remain functioning. You
can't just say no and have the business succeed. That doesn't work either. So one, understanding the
incentives. The other piece though, and | think this is the more common case or just that the EM or the PM
just don't understand the other person's needs and they start arguing before understanding. So my
biggest advice to both the EMs and the PMs, is before you try to solve the conflict, it's like pushing to ship
this feature, pushing to change the approach. Just make sure you actually understand what they care

about.

Fh>CERIE:

MIMFEIBAfE R, MIRBUVSHTEHEmA BEERNE, (AR “N° Mg SkIh, BHITR
B, FTUE—RIEAMING. -5, HWIAAXEER, FE EM I PM BERRIEBE HIEXR, TEMEZHI

FFFIESIE. PRIATAS EM A PM SRRRVENZE : EIMHAEFRRPR (FbURER N IhaEsZE S R) 280, &
HRRIREIEERRE T M AERRRT 4o

[00:43:17] Will Larson
English:

There is this idea that you have to make trade-offs and that there are tons of hard trade-offs to be made in
the field, but my experience is if you really deeply understand what everyone wants, there's usually a



compromised solution that gives everyone exactly what they want. That doesn't take more time. You just
have to be willing to dig deeper into it and understand the true needs for each party, which is often not
what they're saying by the way, which is part of the confusion.

AR ERIE:

MNIVEINA BTG, XADTIRE THORMERIN G, ERMNZLE, NRIFERRANERTSMANEX,
BESE—MIRER, SBLEPARSIMINEEYN, MEFFTEESZHE., (RRFERERNERAHIERE
BANELEFR—INER—0, BELFREFTAZMIELRAARLE, XthERRHIFKRZ—.

[00:43:45] Lenny
English:

On the incentives piece, is there anything you've seen work to fix that problem? Because if PM
performance reviews are based on impact engineering, performance reviews are based on interesting
projects or uptime, do you just work to change those ladder definitions? What actually can help that
situation?

FRCERIR:

KT HEANG, RIS HABRNGERERXNDED? FANR PM NSROTEET M, MIEH)
MSRITEETEBNIMBEHELE (Uptime) , RREEHIRREXID? BIRMARKREXMER?

[00:44:05] Will Larson
English:

So my biggest thing has been trying to force this idea that EM/PM pairs are peers and they generally have
the same performance rating. And there's exceptions here. It could be the EM is clearly not performing
and then it's not the PM's fault if the EM is can't show up to work. The team doesn't respect them.
Sometimes there's clear non-performance, but generally hard situations are not situations where one
person is obviously terrible. Those are easy to diagnose, those are the easy ones. But in cases where
there's two folks who seem to be pretty good, but just the overall execution is not working out, | think this

idea that same perf rating for both drives a level of one pain, but the right perspective.
FRERIE:

HEFENMERREXF—TER: EM/PM BEEE, MIEE N IZSIHEBENSEITR, SABEH
5, Eban EM BRERIAE, R EMRAER LMNEFRFEEM, BFE PMBE. BNSERENSIR
2, BERERFHNRAHFIZET—ARERE. BMERREZ12M. BERPABRMLSE. EBERITH
RTENBERT, TN “WATERER" WHEZRASHRES, ERE5ISEBRNTARA.

[00:44:56] Will Larson
English:

Also, something that | think Carta has experimented a little bit with over time. Henry, our CEO has a blog
post about trifectas in doing that, but not just for EM and for PM, but also for that business leadership as
well where you all get graded the same score based on your ability to evaluate and solve for the entire set
of constraints, not just your functional constraints.

FRCERIR:



XWZE Carta —HEZRANEB. HH CEO Henry B} —RXTF “=fU—1&" (Trifectas) HIERE, N
Xt EM #1 PM, EEEFEWSMASE, RIBSRETENBREEARSG (MANEIRFAEIREERRNL
R) B9EES], WITENEENS .

[00:45:20] Lenny
English:

Wow. That's so interesting. So your recommendation, something you're doing, it sounds like is the
engineer manager and the PM get the same performance review rating? And so they're discussed in the

same meeting.
R EIE:

I, XERRBT. FUREVEN, URREEHS, MEXRMILLTEKEN~ I EREERNSBITR?
HEMINER— MW ERITIE.

[00:45:33] Will Larson
English:

Our chief product officer, Vrushali and | spend a fair amount of time calibrating together and making
sure... Again, there's cases where there's an exception because there's clear issues happening for
someone. But on average that is what's happening. And | think people know that's what's happening

because we told them that. And | think that's pretty powerful.

AR ERIE:

HNWEFE~@E Vrushali MRS AL SR E|—EEHITRE (Calibration) , HafR-----BHR5RIE, MRE
ANERRERE, 85 BFIME, BRAMEXHF. RUNARENEX—<, BARNSFIM] &K
REXEEEHE,

[00:45:55] Lenny
English:

That is so interesting. I've never heard of that approach. That is definitely solving that problem of EM/PM
or...

AR ERIE:
XXEBT . BMKRITHRIT XIS R, XEMNERT EM/PM Z BRI

[00:46:01] Will Larson
English:

Yeah, the incentives are shared now, which isn't perfect. It's still hard to balance them. They can still
make the wrong trade-offs, but at least they understand the incentives are shared, which | think is a
pretty powerful idea.

AR ERIE:



20, MEAMNGIREZN. BAXHRTE, FEHEITRARE, tI1HAEMEERNE, Bt
MR EREN, FHUNAXE—TIFERANERE.

[00:46:15] Lenny
English:

That is really interesting. | imagine some companies might even want to include design managers in that,
take another step.

FRSCERIE:
XBELREE, REGLEATNESIAEEINGITREBHLHANES, BEIIE—F,

[00:46:23] Will Larson
English:

The role and the primacy of different functions in different companies varies so much that it's hard to
have a one size. You could also imagine where you want a staff engineer in that or not. And so | think very
company specific. But yeah, | think design could absolutely be involved particularly for a design led
company like an Airbnb or something like that.

FROCERIR:

FERBRAFRRENABNEEZEEERRA, RE—HMIL, MEATUBRISELSEIRRM (Staff
Engineer) BBE#HK, FTUTINAXIFEEIRTRABRERKER. B, RITEELNAUSSEEK, K2
XF& Airbnb XEFIG I IREHRIAFL,

[00:46:43] Lenny
English:
Wow. So interesting. Maybe just as a final thought there, if a PM is having challenges with their EM, what

do you think PMs maybe don't realize their engineering managers are finding important or maybe are
stressed about that they're just like, "Oh wow, | never thought about that."

FROCERIR:

I, XERRT. XTFXMEENRE—RIBE: WR—1 PM S{18 EM @BEM%E, RIS PM AJREREIR
FPPLE EM R EEHRIIENINFE? WLER PM IR MR, JMKEIRDN NEH?

[00:46:43] Will Larson
English:

| think one of the biggest challenges I've historically seen, particularly in the last decade is this idea that
engineering managers have the job of giving their team interesting work. | think that that can put... You
often see this in growth teams where the growth team is like, "Hey, we just need to do a ton of
experiments." An engineer is like, "I want to build something brand new." And the eng managers in
between those try to figure out, "Need to ship 50 experiments that are pretty boring and they want to do

something brand new. | don't know how to do solve this."

AR ERIE:



HANAERINEAREZ—, FIREIETEERE, BEIRELEIANECHNRIZSEANEM "8I
B” o XRHRFMM - REBEERKENPFERXMER: BREMR TR, FMNIFEMARENER ,
MIEMmE “REME-L2MNARA" . REFENIRSERRAL: “FERX(T 50 MEHLIEISELR,
BT HEHBERTE, HAMEZEARR”

[00:47:30] Will Larson
English:

So it's a tricky moment. And good EMs find the way to balance, but that's the biggest source of ongoing
friction where the EMs have been told by their teams they need to do something that the PMs just have no
visibility into. And it makes the EM seem totally unreliable partners because they're trying to solve these
little bit of these invisible constraints. And that's where | think pushing further to understand, "Hey, you
keep prioritizing this rewrite into a new programming language."

FROCERIR:

HE—TNRFNNZ. MFHER EM SIEITEHNGE, EXZHEERNRARKR: FNEF EM tEEME
LE1E, MPMMLLT2FMBE. Xit EM BERER— 1N TEFATRNEFUE, RAth{]EXERRXLE
TRAR" » IMBNTATANNFTEH—T/IE: R, I—EAENLCEEAMESES.”

[00:48:00] Will Larson
English:

To me that seems like completely idiotic thing to be doing. What's going on? And then once you
understand, you might not agree with them, but at least you can have an honest conversation about how
to navigate those constraints versus just like, "Man, you won't believe what my EM partner did today. This
bozo did blah, blah, blah." And having this victim villain mindset about your peers.

AR ERIE:

‘TEREXR, XEERBREER. FRAETHA? 7 —BRIBMRT, (RAIEMATEREMAI], EBEIMERIIA
DU anfe b IB X LG SR 1T AR IE, MARRIERE: “XW, (REERBHEERN EM BES XM T 4
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[00:48:24] Lenny
English:

An adjacent topic that | wanted to spend some time on is measuring engineering velocity productivity. |
think it's probably one of the most common and also maybe the most annoying questions eng leaders get
is just how do | know if my engineers are moving as quickly as they can? How do we help them move
faster? What advice do you give to eng leaders for eng teams just for how to measure productivity well?

AR ERIE:

FEERNEITIE—MEXIER: GETREREMES N, HINNXITREIRAFERZINREL. ATk
ERMARRE: BEAMERNIRMESELRADRT? FATMEEEMIEF[IER? W TFIREAREN
AEERENE, RETAEN?

[00:48:44] Will Larson



English:

This is a question that's coming up even more in a moment when we're reducing a lot of the size of teams
from the industry when the venture capitalists that are on the board for these venture-backed companies
are pushing on the efficiency of engineering. Engineers are trying to figure out how do we represent this?
How do we prove that we're appropriately productive for the amount of headcount and funding that we
have as an organization?

FRCERIR:

EHFX MTU AMEGERE AR Z), XNERAHIGEMIAE, RN ABNESSMRAETH
sigELiENE, TREMITEERE: HMZNARMX—R? HIEHER, BN FAHARNRTABMAS
BN, BNEFHEEEN?

[00:49:09] Will Larson
English:

And man, that's hard. So the first way that people focus on trying to answer these questions is just
benchmarking by the amount of funding that you have. And that's pretty straightforward to do is a
mechanical exercise. You get a data set from your venture capital funds or whatnot, and you figure out,
"Okay. How much should we be spending in R&D? How much should we be spending in engineering?
How much should we be sending on infrastructure engineering in R&D?" And you can benchmark this all
out and figure out what the correct numbers are there.

AR ERIE:

RIP, XXMET . AMNZREEXLERBE -G EMSRBERBTHEITEANE (Benchmarking) . X{F
A=A R ER, (FMARKESHEMMSREEIES, ARIHEL: 98, HNHLKRA
NizR2%? TERANZESZD? HAFHNEMIREIERANZESZD? 7 (RA] LUEXEERMEENR,
BHIEWEF,

[00:49:40] Will Larson
English:

The problem is this is a very mechanical and not very insightful, driven way. It'll get you a defensible
answer. It's like the old, no one gets fired for buying IBM, which definitely hasn't been true in my career
ever. But this idea that if you just have the right benchmarks, DCs won't judge you for spending too much
in engineering, but this doesn't actually help you get to the right place. It just helps you get your board to
be less angry at you, which is useful because it's hard to do good work when your board is angry at you.

FROCERIR:

FEET, XE—MHIFEENM. RZATONTGE. EELIM— “WRER" ER. mERaEE, “K
AZRARNET IBM B~ mimiER" , BATERNRVEEFIMKRE, BXMEER: REMEERNE
H, NEMASEAFELIR EEXSHMERM. EXHAERAEERMIEERNBENM, ERRIULESRES
MR AES. XREA, ANNREZIRES, FRMESTIF

[00:50:13] Will Larson

English:



But it's not useful in the sense that it doesn't actually help you run your organization effectively. So then
there's the much harder mediator problem of how do you actually know if your R&D team or engineering
team is effective? What | find is a couple of things. First, if you're a good leader and you talk to engineers,
they will tell you... The engineers know if their teams are effective or not. And if they're not, they'll also
tell you why not. And their diagnosis can be wrong, but there's a crumb you can start picking up and you
can trace the crumbs to figure out what's wrong.

FROCERIR:

EMNKEGFERSTARNABERE, XHTHAL. BETRNOERR: RIAEIEREIRE A FAS TIZHEFA
BEEM? RRMTHR. B%, MRFE—MIBHASEHSTREMRIK, WIIZEFR--- LEMANE
RN EE B, MRFEN, MIIEIEIFMER. 8IS ERR, BIRFLUIRE XLtk 50h
EEREM,

[00:50:49] Will Larson
English:

Often you'll have more experience to analyze the complaints to figure out what kind of the contributing
causes are to them. But yeah, if you just go talk to the team on an ongoing basis, you'll know if they're
effective or not and you can go work to solve those specific problems. But again, you can't tell your
board, "Oh, it's fine. | talked to the teams that they're good." My intuition's spot on because how do they
know if your intuition is good or not?

FRCERIR:

BEMEEEFENZIRDITXLERS, HEEENREARE. 28, NMRMFSES5HANDE, FRMEE
B EEN, HEFHRAAKRE. EREEF, MAESFESFS: "2, 2R#E, REERIET, il
9FEY.” BN RERRE , RAAMIEARERNERERE?

[00:51:17] Will Larson
English:

They're dealing with a huge portfolio and some of their leaders are talking to are good, and some of them
have terrible intuition. How do they actually assess? | think it's tricky. What I've tried to do is basically two
things. One, aligning engineering evaluation to the business and product goals. So | want us to be wholly
accountable with the product goals. Well, we did a good job products like screwing up over there.
Obviously, a lot of companies find comfort in doing that, but really we're here to support the product, to
support our customers in doing something interesting. We're not here to build novel systems unless it
supports the customer and the product.

AR ERIE:

EFCENHNRREANKRAS, MINERNAFTED, AOERHY, BOERER. MI1ZNETGh? X
BmrF. HRAHNELSLEAERR: $—, BRIBTHESLSH~mBERNTT. BEHEEHNIN~mBIRA 25k
Rff. BARZABDEWHETER “RIMIFRY, BF@ifiaisiEy” , LR ERINNEERN T ZHF
i, XPFTPTEREBNER. BNARNTHWERFNAZMNEEN, FRIFEREFEFM~ M,

[00:51:59] Will Larson

English:



So first try to align heavily there. Second, | think just showing the roadmap of the valuable things we've
done in the last six months is really powerful. | think sometimes people are like, "I don't have anything to
put there." And you're like, "Yeah, that's a real issue." Or if you have the ton of stuff to put there, that's
great. | really find that if you just commit, show the number of meaningful, meaty things that have impact
that you're doing and you can explain the impact, people will step back and give you space. If you can't
populate that list, people will have concerns and rightly so, they should be concerned about that.

FROCERIR:

FRABRESEXNTT. £, FHIANRTIENTARINPMBEBENERNSEBEIELE (Roadmap) EEFIHR
7. BRFAMNZHR: “BEAAATERN.” BMMITIRE: “E8, XWI2IREE.” MRIME MR
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HEm, MImaBE—F, SiR=E. MRFEFIALBR, AMIMIIEC, MEXMEOEEERN.

[00:52:36] Lenny
English:

Is there any metrics or tools or anything like that that you find useful too? Because these are all awesome
piece of advice, but | imagine everyone is always just like, "Give us this number we're tracking, give us
this dashboard, see what engineers doing."

AR ERIE:

BREFEMRIARMRRESERAN? RAXLERNERE, ERBAKLZEENR: “GEIN—ETER
BT, aiA—MUERE, BEIRMEMMAL”

[00:52:49] Will Larson
English:

So one of the most influential books in the last decade in software engineering leadership and
infrastructure is Accelerate by Nicole Forsgren, Gene Kim, and | believe there's a third author on that one,
but I'm forgetting right now. Really phenomenal book and it comes up with these four metrics. It comes
up with lead time. It comes up with incident remediation time. It comes up with failure rate. And the
fourth one of some sort. There's at least 50 different startups out there that are selling you dashboards
that instrument these pieces of data and they want you to just evaluate your team on them.

FhCERE:
HETFERGTEASHMEMIZEITRRE M AN Z—=2 Nicole Forsgren #1 Gene Kim FAEH (N
R) (Accelerate) s XB—AIEE T AN, BRETHEMENR: RAAEH (Lead Time). HIEEERTIEL

TERWER, dFENET. WEELDE 50 R QBEBMEHRNER, BRNEXLELE, HHFEMREX
Lo ERITE RS

[00:53:30] Will Larson
English:

The challenge is these are really good diagnosis metrics. And so hey, our deployments are slow. Why is
that? How do we speed them up? But your deployments being slow doesn't make you a good company or
a bad company, it just tells you where you should focus on improving. It doesn't actually change how you
are. And similarly, if your lead time is quick or slow, it tells you where you should invest or it doesn't



actually tell you if you should fire your engineers or something like that. That's way, way more details

specific.
FRERIE:

PERET, XERBIFEFH S f5iT. tbal: TR, FNEREBRIE. NfAa? FAIMEmE? 7 EfE
IBHAREIRBIME—RFARERAAE, EREBSFIFMEZZT ETHOAME, EHNERIENZIRBIEE,
B, XNFHREIAZBSIFRNZEBERN, EHFESFMEEN ZBREIREN. AFEEAK. EERX
PN:E:RE

[00:54:00] Will Larson
English:

So people do like to see these metrics just like they see uptime metrics. A lot of engineers report on sprint
points or stuff like that to their board, which are just totally, totally fake thing to be reporting on. But
people get some comfort on it. So my biggest thing here is when people measure things, this isn't an
engineering only problem, but when people measure, they take on the perspective of an expert and they
can tell you why not to measure everything. They can tell you why every measure is wrong or inaccurate
and they rule everything out and so they measure nothing and they go to someone who's not an expert
and well actually there's no accurate measure to give.

AR ERIE:

MTHLEEREXLELER, MEEELAXREN—F. REIREMPMEFZICIR Sprint RRZENARA, Bre
RERICHEAS. EAMNEMPRBRE. REXEEANRBME, SANEEFYHN (XFREIRER
A), EREFSHFRFAFATZEE—Y], AtABTMEENENEHERUTERDN, REMITHRTRE
o, SBEABFEE, ARMNEFFER: “HIEKBAERNEERERTIRMH”

[00:54:37] Will Larson
English:

They're not an expert is like you don't know what you're doing. And so you just have to get comfortable
measuring something that's not perfect, but you can actually measure and reporting on it and then the
measure that's imperfect as people ask questions, that's an opportunity to educate people on why the
measure is imperfect. What are some things that misses or kind of the lies from the conversation.

FRCERIR:
MFIFEEFKR, XIFERMERANEE SEBT Ao FAUMRGAIREGE—EARTREMHI A UGEH

CIRMARA, SANMXERTENGERERDERN, XER—MHEMNONS, SFEMNITAZD
ERTER, EERRTHA, HEMNEPEFEWEIRX,

[00:54:59] Will Larson
English:

Metrics are about educating the people consuming the metrics about the reality of the rich data
underneath. They're not about this perfect data set that shows everything starting with something
mediocre and the Dora metrics are really helpful for diagnosis, but if you have to, they can also be a good
enough starting place to start reporting to your board or your CEO or to the other executives and then
you're like, "Oh, there's all these problems with them."



FRZERIE:

EIRNEXETHEREREBIERNA, it TREEFERENELE R, ETRHTIERNTRER—15%
B, RE—TIRVEES. RAI UM —EE@AVIEIRTIE, DORA FEIRIIZETIRE B R, WMRLTBIE, €]
HBRAEEFR. CEO HEMBETIRN— N EBIFIER, ARIMAILER: 18, XERERFEXERER,”

[00:55:22] Will Larson
English:

Yes. There are all those problems with them, but that's this place you start and you educate people up
from there to help them understand the nuances and that's how they become more sophisticated,

understanding engineering, not by refusing to give them anything they can possibly measure.
R EIE:

2, ENHEERE, ERRRIMRIER. IRMABEFIEEE AN, HEIMIMEFEEFNARES. X2t
MNEFELZI. BEAEIRENSN, MASEIELEREMAIEHEENRE,

[00:55:36] Lenny
English:

Awesome. I'm glad that was your answer because we had Nicole on the podcast and she talked through
Dora and all the frameworks that she recommends. And she even actually shared some benchmarks that
she points people to that give you some sense of just like, "Are you in a good place roughly or not?" So
we'll point people to that episode to dig deeper. Awesome. I'm glad that you're a fan.

AR ERIE:

KiET . BEESXFEXAEE, EARINZENZIET Nicole SIIER, tIFAifAET DORA MEZFRIPFAEIE
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[00:55:55] Lenny
English:

Okay. Just a couple more questions before we get to our very exciting lightning round. One is around
values, company values, org values. Do you have some really good advice for people for how to think
about coming up with values? What do you share? What do you recommend to people that are trying to
figure out what values they should define for their org and their company?

FRCERIR:

FH. EEANSAXKBHNERHTTZE, EBE/LNEE. — PRI TFHEMR—2BNMEMR. ARHNEM.
N FNEEBEMEIENEDL, MBEFTAFHNEND? (FREILERENEBAN AT EXMERIAEFTA?

[00:56:14] Will Larson
English:

| mean, values are really interesting, right? And different companies talk about values in different ways. |
once worked at a company where the execs went to visit the Facebook campus. They saw the values



written up on the wall and they took the Facebook values and wrote them up in our walls and that didn't
do a whole lot. It maybe undermined people's confidence in the critical thinking of the executive team
that just took these written up on Facebook walls and replicated it.

AR ERIE:

MEMENRER, WB? FRANATURRNAINKIENER. ZRBE—RABDIE, SENESNT
Facebook EX, BEIE LEEMNNEM, TEMIE Facebook WHMEIME T HINARMIE L, XHFEMA
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[00:56:39] Will Larson
English:

But | think those values did work well for Facebook and those values were meaningful for Facebook. And
so first you can't do is just steal values. Value cargo culting. Users first. Great Amazon value. A lot of
companies aren't users first and that's okay, but what's not okay is when you put, "Hey, we're users first,"
and then you actually show the decisions you're making and you clearly aren't users first.

FRCERIR:

BEINAFLNEMIS Facebook HLHERY, ¥t Facebook REE X, PFRUBELMRAERZHMNEN, &
“MEWEERFF (Value Cargo Culting) . tbl “BREL" BIEIBFHFAHNER. REQBDHAIZAR
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[00:57:06] Will Larson
English:

So one of the things | think about is just honesty. And so good values have to be honest and so any value
can be honest or there's no universally honest values. You can say something like, "We're thrifty." Or we
can say something like we spend as much as we need to get the best value. Those are totally different and
good companies are run both ways. So the first rule | think about a lot is honesty. You actually do what
you claim you do and the value. The second one is applicability. You have to have value that you can

actually figure out how to apply to your work.
R EIE:

FRUFE BRI —RE WL o FRNERBAZIHEN. EAMENEH A URIHEYN, E2ERZMEMm
EEEENEN. RER “BIVRTR” , BEbli “ATRERENE, RIFEER” . XRREF
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[00:57:39] Will Larson
English:

And so one of Stripe's values was no longer a value | believe, but it's optimized globally. And so optimized
globally is a really interesting problem because sometimes you'll have something you wanted for
interesting value. Sometimes you want to do something and you're like, "Hey, | want to introduce a new
programming language that's better for my team." For the organization overall, this is actually much
worse for the organization so I'm not going to do it.

FROCENIR:



Stripe B2F—MMEN (RBIEEBLFZET), Mg “2F/MMA” (Optimize Globally)s XE— M FEHE
BYiRlE, RAERRRM—ENREBFANES, thal: IR, TESIN—MNHIENELFBIRE
BS.T EXNTENMARFRN, XL LEEE, FURFEEM.

[00:58:03] Will Larson
English:

Uber didn't have this as a written value, but implicitly Uber's value was do what's good for your team and
ignore everyone else because that will slow us down. So the two different companies had opposite
values, but they're both very applicable. It's like how should we navigate decisions? Should | optimize for
my team or for the organization? So those are applicable to real problems and they were honest where
Uber was just like, "Don't worry about other people." Make it work for your team. And that's how they
moved so fast because they just didn't worry.

FROCENIR:

Uber B2 BIBXERBEMMEN, BRESNNENRE: BMERERNE, BBAEMA, EABRIEER
MEEE. XMRABDHEHAERONENR, BE(HIFEEAEER . CESMNAERR: REZNEK
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[00:58:32] Lenny

English:

Wasn't their value of toe-stepping, encouraging toe-stepping, something like that?
R EE:

AN EMEREE —FN “ERMIAL” (Toe-stepping) , BxEHEABHKELID?

[00:58:36] Will Larson
English:

Let builders build toe stepping. There were a number of values that could be interpreted in different ways
and sometimes they got weaponized in various ways as all values do. But these are both interesting in
different ways. And so number one is honest and two is applicable. Three is | think the last thing for a
good value is this idea of reversibility. So there's some values that aren't actually usable. And so here's a
good example. We build good software. Okay. But why would you ever not build good software? That
doesn't make sense or we solve customer problems that matter. Good.

FROCENIR:

SEEBIREERRIR” . BRHIH" . ARENEMRTUEFRRANGER, BRENZEGMENER—FRES
o EXEEFRAEEREE, FILl, F—RWE, F_BEM. £=, WANFNERNRE—RZE A
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ERMEFEEE?

[00:59:22] Will Larson



English:

What company doesn't think they're solving customer problems that matter? And so there's certain
values that just you can't apply. And so | think of these as identity values. These are really just you
describing who you want to be or we care about our customers. Great. But who would say they don't care
about that? There's certain values that | think of as just identity values and they're not wrong to have
identity values, they just aren't very useful.

FRCERIR:

MRABARGEHCRERREEZENT P RE? FAUBENENSTENAN. FIBXLERA “BHNEWR
(Identity Values), XLEHLRBERHARIMFEM MM, LI “HANROFF” o KIET, BEIFEMINIFXD
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[00:59:51] Will Larson
English:

You can't actually use them for anything. And so | just always push people not to spend too much time on
these because they feel good when you're an executive team debating what are these identity values? It's
like we're kind to other people or sure that sounds good. We're a family. Sure, that sounds good. That one
| guess is a little bit reversible. There's Netflix, which is like, "We're a team like a sports team. We're not a
family." And so a little bit reversible, but not perfectly.

FRZERIE:

RITERENRMEMRER, FIUKSRBEANAEEXE FEEAZHE, EBRAYSERAMNHEXES %)
MEMETETREF. b0 “TNTFARE” , IEXRAHE. “BMIR2—TPARE" , WEREFHE, X—FK
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[01:00:20] Will Larson
English:

But yeah, these are the three that | found really useful for any value. Is it honest? Is it applicable? And can
you reverse it? And if not, it's probably actually not helping the team make decisions.

FRSCERIF:
2, XMERLAMMEFANENDBIEEERN=5: BIWEE? ©EAE? ©RaYME? NRFRE, B
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[01:00:30] Lenny
English:

These are great. It reminds me a lot of... | was there during Airbnb's period of coming up with values.
Something that | would maybe add and maybe fits into one of these buckets is it needs to be clear who
doesn't? There needs to be a group that doesn't quite fit because if everyone fits, you're not doing
anything useful. What's the point? Which feels weird to say, why would not everyone fit in our big group
of awesome company? But it's clear who is not a good fit, who doesn't belong basically. It's kind of like a
cult a little bit like, "Who's not in our cult? Who doesn't belong?"



FRZERIE:

XERNAET . XIEFHEE - FHEFH T Airbnb FIEMEMNBESH, HBHE—R, BIFEBTEP—IE
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[01:00:59] Will Larson
English:

But | agree. If it doesn't apply to anyone, then why bother saying it? It doesn't mean anything. And you
could say it's actually the hiring filter where there are people who you've explicitly chosen not to hire
because this wouldn't apply to them. Then | think it's useful because it helps you actually figure out who
to bring in. But if it doesn't apply to anyone you're hiring or anyone that you have in the company, then
it's just isn't worth having because you already have too many values. You are already trying to get rid of
values because you have 17 and you need to get down to four where people can remember them. So if it
doesn't apply to anyone, why bother having it at all?

AR ERIE:

BEE. NMREFHREMA, BAFTABRANEHER? ERBERAEN. RAILRESRREE—MEET
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[01:01:32] Lenny
English:

Yeah. Integrity is a common one. Integrity. Everyone has that. Nobody wouldn't want integrity. What is

unique?
FRZERIE:
=0, “WE" (Integrity) MB—TNERNGIF. 8PATHBIRE, CRASTEERE. BEMTAIRFHE?

[01:01:38] Will Larson
English:
We're a non-integrity company. We're the company that thinks integrity is bad. That's not a real thing.
R EE:
BN —HKAWRENRE, FITANBERER” RNELEPREAFEFEXMLRFE,

[01:01:45] Lenny
English:

The other one I'll add to is honest. So Airbnb, we had six values initially. One of them was simplify and a
year or two later everyone just realized we're not actually good at this. We want to simplify, but we're not
great at this skill and values should describe who you are not who you want to be and aspire to be. So



they cut two values including that one, and they're just like, "Let's just do these four because this is

actually who we are. Let's be honest with ourselves."
R EIE:
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[01:02:11] Lenny
English:

Okay, final question. | wanted to visit Failure Corner, something that I've added recently to this podcast
where people share a story of failure. And you have this amazing post about your experience with Digg
and the rewrite that you all went through. | think it was the version four of Digg. Can you just tell that
story and what happened? How much of a mess it ended up being?

FRCERIR:

FH, mE—NE. FEHN “KKAE” (Failure Corner) , XERRIEEBERILMB—NIFT, AR
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[01:02:33] Will Larson
English:

Yeah, Dig V4 is... | mean, it's still something | have a lot of fond memories for. There's one picture that I've
kept and there's a picture of a lot of the engineers around this table in the middle of this giant office and
they're serving sushi. We had waiters, caterers come in that day. They're serving sushi. They have plates
with champagne flutes on it. There was a full bar and we're all around this table because the site is not

up.
FRSCERIF:
289, DiggV4-HMEMBERZEFNEIIZ. REBT—KEBE, BRERZIEMELEERDAERE
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[01:03:03] Will Larson
English:

And so Digg before essentially what Kevin Rose or the board or some combination there realized is that
Digg was losing to the social networks and that this idea of aggregated news was going to be
outcompeted by the Twitters, the Facebooks, et cetera, if we didn't find a way to move to have a social
component for it. It even outcompeted by Reddit longterm was kind of the fear. Although at the time that
that was far from obvious. And so we needed to move to support social functionality and the previous
version we simply couldn't get it to work.

FRCERIR:



£ Digg Z#i, Kevin Rose EEARIRE Digg IETEMIAHRME, MRBENTRILEIGMARTE, XM B
BiE" BEIUE Twitter. Facebook FHM, HEHEMBKIREEZ S Reddit EX, RETEAHIX
ERREEE, PTUABINBEERASZ I RIEE, MZAINRERIREAT AL ERE,

[01:03:39] Will Larson
English:

So the decision that was done, | think two and a half years before | joined, and the shift about six months
after | joined was they needed to do a complete rewrite in order to get there. This is a decision that never
works out for anyone. So | think as someone with more experience, | could have predicted this wasn't
going to work out. But | was earlier in my career. My PM counterpart at Yahoo, Das Kofinovsky. He went to
Yahoo and he's like, "Come to Digg."

FRCERIR:

FRATERMARIREEMME TRE, HEBRMALSNTBEARER: tiEE#THRNEETZERIE
1Fo XB— MM EERTERAE, FA—NEBLRENA, BMERTUMLIIXTRE, BHNEIEL
FEOVAETER R, FRIEHER PM #14 Das Kofinovsky &7 Digg, fthi%: “3& DiggMEg.”

[01:04:10] Will Larson
English:

Worst case you'll make a couple hundred thousand in a year. Worst case. Probably really great outcome.
Anyway, that's not what happened. The worst case was a little bit optimistic. So we go and the CEO got
fired two days before | joined. So the current CEO left and then Kevin Rose came back for about six
months, something like that. And we're just on the death march trying to get this thing out.

FROCENIR:

‘BIFRERERIR—ERR/LTHET. &IFHER. AERSBERIFNER.” SR, B “&RIFE
ERKEFMT o HIMANBIFMR, CEOWAERET . HEIHI CEO BF T, #A/G Kevin Rose BIRZF T KLI7X
M. BTMERXM “HTTE" FEHEBFRAMBE.

[01:04:37] Will Larson
English:

So we pushed really hard. This was before the cloud for the most part. So we wiped pretty much all of our
existing servers to re-image them to the new software. We try to bring the site up and just keeps crashing.
And so it basically takes us a month to get it fully functional again. And so that day sitting around that
table with champagne and sushi, that's just like day one. And by 30 days in, most people aren't even
trying to get the site back up anymore.

AR ERIE:

Tl lpteniteitt, MR OELB LD, FIUKNBZTLVFARERARNRSEE, EMRELERNRMF i)
Z=REoINL, BE—BFR. KMNEESLET—TANNEAILEMETE2IEE. BPRELERZBERZ
8, REFE K. BTHEIXR, REHAEEHFFABRHAIULMIERET .

[01:05:08] Will Larson



English:

There's maybe five of us who are still trying. And we did. | think that was a really powerful moment for
me. | think in the first two days myself and Rich Schumacher, one of the other engineers, we had to write
a caching system from scratch, which got us half the way up. Really a terrible way to do software on a side
note. I'm not recommending this to anyone. This was a series of anti-patterns kludged into a launch. But
we got it partially up, but we had to restart it every 12 months.

FRCERIR:
AFRBEHENEDNARTERF.. HNHET. RANABHERHEZE—TIFEEENENRZ, ELRK, K5
—fiIT#2J@ Rich Schumacher RMERAMKE—NEFRSR, XiLFNMET—F. IRER—A, ‘*EE’J%—#

ERENREFLEAR, BRREAAEE. XB—RINESHEWRIERX (Anti-patterns) . BAME T —
3, BEIINAE 12 /NEB—K

[01:05:41] Will Larson
English:

Every 12 hours, every server had to be restarted even with the caching mechanism. And then about three
weeks after that, | finally figured out what the core bug was, that was bringing us down every 12 hours. It
was this incredibly simple issue that had just been hard to debug, basically related to the way that Python
initiates variables used as default parameters. It's something super silly and we just had someone who
hadn't written Python before who was working on the API code, so they didn't realize it's gotcha.

AR ERIE:

BIEE TEEFNS, 8 12/)\REeaRSH/TFTER. AY=FARE, RETHITSEENE 12/NEHER—X
BYiZi0 Buge XR—MRERSEREIFIRXEE, EA LS Python B LBERINSHNZENHFNE
Ko XIFERIE, BRINHRBEMNEEE Python WAEE API LS, FRUAMBITEERIREX MR

[01:06:15] Will Larson
English:

Then no one else caught it when it was reviewed and it just took a long time to debug. It was such a non-
obvious. It didn't break anything, it was just doing a lot of extra load on the servers. We finally figured it
out and it was just really remarkable experience pulling through. And you know what? The company still
went to zero. So we had this at launch. | think we did this heroic, heroic stretch to get it working.

FRCERIR:

RBEERBTRALI, BRAETRKEE. EIFEFAEE, KEBRIMEMANE, RBLRSFEMT BEAB
BINAH, BARERATE, BER—RIFNNEIRNEZFH, BIRANERDR? ARKRKXERIAT T, HKilE
RABEH T XM RR R EiEk.

[01:06:43] Will Larson
English:

A couple weeks after that, a new CEO came in, did a round of layoffs. This is back | think 2012. The team
nine months after | started was down to 30 people from about a hundred and it went downhill from there,
from a business perspective. But we launched a lot of functionality, has really learned just a tremendous



amount. And it kind of shaped what | think about in terms of early in your career, getting learning and

going into a company that is maybe having a rough time.
R EIE:

JUBE, #1CEO £, #1TT7—H&R. BRE 2012 F, EHRMAATARE, HPAMAL 100 NEDE 30 A,
MU SHEER, ABMILETRE. BRNLXHGTRSIE, BFETERIR, XBETHMRWEER
HWEZL: &%, EEEZ—RARELTERIENAQF,

[01:07:15] Will Larson
English:

| became a manager two and a half years into my career. Basically running the entire engineering team
there because everyone who had a lick of sense quit or got laid off, and it was just complete idiot me
trying to be the manager for the engineering org, wasn't qualified and no one would've given me that job,
but | was the only one dumb enough to take it at that point. | learned so much and | really the kernel that
turned into my entire career where it was that opportunity, even though at the time it was pretty grim.

FRCERIR:

HRERVEEFBREF G TEE, EXLEEEZENTIRERAN, RASMHEME RKREIAZ AR
T, BAWHET . RERXMIKMENRNXESERNTREASR. BHAERE, RASGEBHIE, B
HEIHHE——MREEREFOAN. RFETKRS, BRNSKR T ZRENRWEENZOD, RELERIE

Ak i 3
wIEKo

[01:07:49] Lenny
English:

That's an amazing story. | feel like a lot of these experiences were in the moment, it's just like, "What is
going on? This is so bad and hard," end up being the most interesting and looking back end up being the
most biggest teaching experiences. The ones you like bond over with people you work with like Apple. It
always comes to mind where it's just like Steve Jobs's joke, people like crazy and then they look back and

that was the best moment in my career.
R EIE:
XEB—NTAENHE, REFREXXZHEINIE: “FIRAETHA? XXMEE. K¥ET.” BELIkL

&, ellRTRE8E. REREFEXNER. REMRAFEELZIDRENDAT. mEFERQE, AM1S8E
SEFX - FHHNKE, B8R, EERAMNEEEFERR: “BERORIEEPREFLIISZ,”

[01:08:12] Will Larson
English:

You would never voluntarily take on a lot of these really challenging things, but sometimes when they
show up, you're with a group of people you really respect, you love working with and you want to
overcome together. And that's really powerful experience. Even if Uber China was similar where if
someone had been like, "Hey, do you want to go work on this Uber China migration?" | would've been
like, "Absolutely not." But no one asked. They're just like, "Get this done," and so we did. | think these
things are pretty remarkable.

FROCENIR:



RKZEA = BRABRSXERARGENSR, BEAERIE(HIN, (REM—EHREESH. AEHEN
AE—IEE, (RMIEEERREM, BEREBAEE, Uber PEINZFHMBEM, MRBAR: I8, fEX
A3 Uber REIRVERIG? 7 HEERR: “BXAE.” BgAR, tiIREHR: “BeRE.” FERIIM
Y. TANXESRBEET R,

[01:08:39] Lenny

English:

And just to be clear, so Digg was down for a month basically during this period? Is that...
FREiE:

BE—T, Fill Digg EREASEEA HENT—NE? B0G-

[01:08:43] Will Larson
English:

So it basically didn't work properly for much of the month. It was like read only was back up in about
three days, but the vast majority of the actual user functionality just wasn't working properly for pretty
much an entire month and it was not that good. | mean not great, but that wasn't the biggest problem
Digg had at that point. But it was one of the biggest problems that had at that point and it wasn't a real
sign of things likely to go well for us. But like | said, you learn from those and I'm really proud that we and
the team got it working, got it running even if ultimately we still went to zero and ran out of money and
kind of sold for parts.

FRCERIR:

BEAREBIANKBIHEAERLEERE L. KRO=XEMETRRRN, BERSHEFRIAF TR
BT AERBTAERE!T, BRIERER. RNERRE, XBRAY, BEXEFE Digg HIRAREH, FI
ERAREZ—, FRERERAKNATFE, BEMZKMAR, (MMARES, BARMNEKILERERREEB
5, IMERABNERIAZ. BRESHBIFIHET.

[01:09:32] Lenny
English:

Do you think Digg could have made it? There was a world where Digg would've been a hugely successful
business or do you think it was just way too late and it's the wrong product?

FRCERIR:

fRINA Digg ANAJ LARRINIE? BREFE—MAAE, Digg SMA—HREARNMINEIL? EZIMINALFBEZ K
T, FmAarEBET?

[01:09:39] Will Larson
English:

The thing that really killed Digg is the change. It wasn't SEO driven. So monetization was from ads. Well,
many companies including Digg claimed that it was the first in kind of stream, in feed like advertising
company where Twitter has ads within the tweets or Facebook does. But Digg did that before Facebook or



Twitter really innovated the ad format. But the vast majority of monetization was on these... We call them
permalink pages, which is page 40. Then article we crawled and the vast majority of traffic for that was
driven by Google search. And so there was an SEO change, which really is the thing that started creating
the urgency for us to launch this migration.

FRCERIR:

BEIFR% Digg WRE . BEFE SEO Wahi, TIMEEF[ &, GIE Digg EAMNFZABMEITECEE —
RMEER (Infeed) "EWRT, FLE Twitter I Facebook FEH X Hch &Sk & — 1. Digg 7
Facebook 3¢ Twitter EIE QI SN ZAIMXAMT . BEAZHTIRETFTRINTZ A “‘BEEENT”
M, BAZERERHATIERENN, ERSEOHMNET, XESRERIIE2BMNIBHERER,

[01:10:20] Will Larson
English:

SEO changed, traffic started going down, monetization was driven by that. And so we were already on fire
by the time we tried to launch this. But | do think that | still want something like what Digg was trying to
become today. Social news based on like what my friends are actually reading and liking merged with a
global index of similar users who are interested in similar topics. It's still a product that | think Google
Reader has some kind of similar components to it.

AR ERIE:

SEOXT, MEFIETHE, BIBHEZRH. FUIRINZHEHIRHN, ARAELANREET . ERHALIA
7, FESRIMABE—& Digg SXERANAIM~ M. BTRAKESLAIEN R BRRISHE, HEEH
RINERRAEH 2 IKEMAFNESl. A Google Reader t1H £ MUAITTE.

[01:10:49] Will Larson
English:

These are both interesting products solving interesting problems that have not for whatever reason been
successful as businesses. And | do think there's a gap there still, but there's a lot of people trying

unsuccessfully to fill it and there must be a reason why people struggle to fill it despite so many people
trying.

AR ERIE:

XEMZEENT M, BRNEEBNNE, EETEMRERRES W EFHRMI. HATIAAMEBNAEFES
B, ERZAZRVEHDNPERBT . REEXAZAZE, MEKAELUEM, XEE—EERE.

[01:11:06] Lenny
English:

Awesome. Will, is there anything else you want to share or leave people with before we get to our very
fast lightning round because | know you have to run in about five minutes?

FRSCERIE:
KHET, Will, FEHNBRRAELZE], FIEEH AR EHBLARNID? RABERAARSHEEE,



[01:11:16] Will Larson
English:

| think we've covered a lot of it. New book coming out. New book coming out in February, Engineering
Executive's Primer, O'Reilly. But that's probably it.

FROCERIR:

BREBRNNELRETRZASR. PR FZALR, (TEEE NI (Engineering Executive's Primer) ,
O'Reilly tHhRo AR EIXLE,

[01:11:25] Lenny

English:

Where do people find that? | know it's on O'Reilly. You can look at a preview of it even today, right?
R EIE:

ARREMEAILUIREN? HFETE O'Reilly Lo SKEEHAIUBRIFAMAR, *1E?

[01:11:29] Will Larson
English:

Yeah. O'Reilly, you can see the early copy. You can order it on Amazon as well, but it won't be shipping
until February.

FROCENIR:
Mo 7£ O'Reilly LRIUERIRHEARIAS, (REAIUETDH EFIT, BRI _AX KK,

[01:11:37] Lenny

English:

Okay. And then just to be clear, who's this for? It's for engineering executives by the sound of it.
R EIE:

P, "E— T, XAEBEERER? IFERKELTIETER.

[01:11:42] Will Larson
English:

It's for engineering executives, but more so like anyone who wants to be one, anyone who's trying to
figure out how to work with an engineering executive. So | think if you are struggling to understand why
your CTO keeps doing boneheaded things, or if you want to side manage them, you're the head of
product and you can't get the CTO to stop complaining about the engineers need more interesting

projects to work on, this might be useful for you too.

RSz ERIE:



EREHLIIETEN, EESZERTREMERATENA, UREMREFERNMASIEETESIENA. i
B, SIRIRIEETEMBAMTAMN CTO SMES, HEMFRBR LEERM(], XEMRETRARA, MLEL
CTO (FIHIERTRRIMEEEEBHIE, BAXETBHREZBEER.

[01:12:04] Lenny

English:

Amazing. Okay. Ready for the lightning round?
HRCERIE:

KiET o EFEIFHNANBR TIZ?

[01:12:07] Will Larson
English:

Let'sdo it.

R EiE:

FHIAE,

[01:12:08] Lenny

English:

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

AN ARERZHNR=ABEMFA?

[01:12:11] Will Larson
English:

So | talked about Thinking in Systems and Primer. | talked about Good Strategy, Bad Strategy, but I'll give
you a third one, which is Don't Think of an Elephant by George Lakoff. It's a really interesting book about
framing things in conversations that has really changed how | communicate.

FRCERIR:

HIRET (RGZE) M AN HRET (GFHBs, FEBR), BRBLAIRHETFFE =24 George Lakoff B9
(BIEARAKR) (Don't Think of an Elephant) . XB—#AXF3HER “HEZRMMN" HIEFEEBENH, EHIE
7 AR o

[01:12:24] Lenny
English:
Amazing. Favorite recent movie or TV show you've really enjoyed?

AR ERIE:



XiET . RIBHAFEERNEZHBEATEDG?

[01:12:28] Will Larson
English:

| don't watch much TV or many movies anymore, but something | do still watch is Top Chef with my wife.
She's a Top Chef, super fan. And there's something just very relaxing from these formulaic structured
shows where you kind of know what's going to happen. There's no real consequences that matter too
much and just escaping from real life to these formulas can be pretty peaceful.

FRZERIE:

BRAELEBAHBE T, BRMASNEF—EE (MKEKRE) (Top Chef), W2 (TRRKE) BIEBRK
22, XMATNUHEMMETBIFEILARRL, MABNESAERA, REFTAKRTENGR, MISEEER
BEIXEAT PRI R T,

[01:12:50] Lenny
English:

No one has ever mentioned Top Chef before, so that's fun. Do you have a favorite interview question that
you like to ask candidates that you're interviewing for a job?

FRSCERIF:
WETEARE (TREAR), BEERE, TEREREAN, REESRENEERHA?

[01:12:58] Will Larson
English:

A lot of my interviews now are trying to help people decide if they actually want to join a company. And
so my favorite question | ask now is like, "Hey, we've really loved you. You're going to come through. |
think you're going to get a lot of offers from other companies too. | bet you'll have three or four really
compelling offers because you're a fantastic candidate. How are you going to figure out really specifically
which of those options are right for you?"

AR ERIE:

BROENAB D EREBBEENAMVRERSTERNEMALRE, FIUKRERERRNEEZ: IR, Fi13E
BIRER. FEMEIWEITRSEMATR Offer. HEFTHIREZE =M NMFEERSIAIBNERE, RAMRINML
FHRIEN. RITRMAREAT— M ERRESIR? 7

[01:13:22] Will Larson
English:

| think it forces people to tell you what they want and then you tell them why you have that more than
anyone else, and then you can actually pitch them on what matters versus pitching on things that don't.

RS ERF:



FIANNZZBEANSIFRENEZF A, ARMRAUSIFMITAT ARSI AERIREXLE, XEFRIA UL
HMMMNEEEENARART HH , IFARELXEENSEB LREADS.

[01:13:31] Lenny
English:

Love that. Do you have a favorite life motto that you often come back to share with friends, find useful

either in work or in life?
FRSCERIF:
KET . IFETAEMRMELRIE? SERELBR, HEEITEEEDRESREERN?

[01:13:40] Will Larson
English:

No mottos, but | can think of two things | thought about a lot. At Uber is something | talk to people a lot
because it was a challenging time for much of it. It was there's no way around, just through.And that was
like, "Hey, we're not going to dodge around this. We're going to gut through it and we're going to get to
the other side and then we're going to be there." What | think about a lot more now is, will anyone
remember what we decided in six months? Because | think people stress out about a lot of decisions, but

l increasingly believe most decisions people stress out about just aren't that important.
FREiE:

REERY, BREBIRERZEEENSE, £ Uber i, BREFEMANE—IE, FABREENEAZSEE
SR TR RBERER, AT (There'snoway around, just through), EER2: “12, HIIFITHER
B, BMNEEIIIE, HXEE” MENETEEELZHNE: “NTBEEEARERNAENRED? 7
ABREMIBZREREENEKR, EFRUREIEE, KAZSELARIENNWREELHFSHAETER,

[01:14:11] Lenny
English:

So I'm like, "Will anyone care in six months what we did here?" And the answer is no. Just do something
reasonable and let's move on to the next more important thing.

AR ERIE:

FAIUEZE: “NTAREEAREFRNEXEMTHAR? 7" EXEEEEEN. BE— 1 SERE,
ARBRENET—HEEENE,

[01:14:17] Lenny
English:

| love that. You've done a lot of writing. Is there a piece that you've written that you feel like is
underappreciated that no one really totally got and hasn't spread and you're like, "Ah, I'm so proud of
that one"?

AR ERIE:



HERXD. (RETRZFRA. BREWRIRENNE, RESHMKGET, RAREERRNE LS, BIRAD
T W, BFAB—RREER" ?

X
oL

[01:14:30] Will Larson
English:

Maybe the piece I'm most proud of from last year was Hard To Work With. So Hard To Work With is
basically I see a lot of people who are incredibly talented, but they try to hold their peers to a high
standard and then they're viewed as combative or difficult to work with. And this one comes from a core
struggle of my early career where | kept trying. | thought | was holding people accountable and people
were just like, "You suck to work with."

FRCERIR:

EFRRERN—ROEE (EUHE) (Hard To Work With) . XEXEEAR FEH, KEIRSKAXREN
A, ITREXNEREFRESIE, SRDWANGFISIEUHLST, XFEFREVEERAN— MO &
—BEEE, RUNRBELAKESRE, BEARINER “RIFHFLEST -

[01:14:58] Will Larson
English:

And | was like, "But I'm just trying to have a high standard. Isn't that what we want?" And talk about
honest values. Every company is like, "We have high standards," and you're like, "Well, let's do it." And
then they're like, "We don't have high standards here. You suck." So that one is one that really is so
transformational to me, and | think it really hits some people hard because I think a lot of people really go
their entire career without figuring this one out.

FROCENIR:

Ha: “ERRABBRESIE, XAESHNEENNG? 7 KEHSENMER, BRATMYR “KiI1ES
A", ARMRR “BBRNMHRITIE” , SRR “BAIX) UKBASNE, (RER o FMUBREXEXN
BRAEBEAEN, FUNAeBsET —EA, BARSARTEENRIVEEERSFHAX—Ro

[01:15:20] Will Larson
English:

And they're some of the most talented, hardest working people you'll ever work with and can't quite land
this one idea that's holding them back. And they care so much and they are often despised because they
care so much. | think this is one that | hope more people will read over times and there's a really

important lesson for me in there.
FREiE:

2 MEEINERE A . &EANA, MLFEFEXTEBMNNEN. MIXERT, MFEERAKE
EmeEtil. HAELERENENERE, EZHNARRIXEXE, BHERRE— T IFEEENHI.

[01:15:42] Lenny

English:



Well, we will link to it in the show notes and help more people discover it. Two last questions. Where can
folks find you online if they want to reach out and maybe follow up on questions? And how can listeners
be useful to you?

AR ERIE:

8, HNNILEFEBRETEERE, BEHEZALRE, REMNEZ: NRAKBEXRIREEHFRZ, 7
LM E R ER? IRARBENIRIREHA?

[01:15:51] Will Larson
English:

So find me online, lethain.com, lethain.com. All my writing, my books, everything links linked there. And
the biggest thing that I'm thinking about right now is just strategy. So really curious for folks who are
thinking about strategy, who think they've done product, business, or engineering strategy well. Would
love to hear from folks what they're thinking about, what's actually worked and maybe what are the lies
that have not turned out to work that they thought might work earlier in their journey.

FRCERIR:

BILATER L3 EIFK, lethain.com. HFAIERIXE. BHEMMERMEARR. RMEDRERZHME "B o FA
UBIFBEFFBLEEFERERE. HEANNECEm. SN ITRERBEAEHERENA. HREBIFFAR
BUARR, FARERRN, UREMINERES, BMEiIRANERERSIEARIRSNRA,

[01:16:19] Lenny

English:

Amazing. Will, thank you so much for being here.
FRCERIE:

KiET . Will, IJFERSHREER,

[01:16:23] Will Larson

English:

Thank you so much. This is really fantastic.
FpCERE:

IFERE. XERRE,

[01:16:25] Lenny
English:

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

FRCERIR:



BtR. B, &l FEREURIT, NRRESXIATEENE, BILTE Apple Podcasts. Spotify SIREIR
WBENAEITHE. B9, BERARINMIDHIB T ITIL, XEEEEEHMTRLKIAER. FIUE
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