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[00:00:00] Lenny
English:

There's something controversial about this idea that everyone can see what you're doing or that multiple
designers can be in the file at the same time. We like to say that one of the first responses we saw Lenny
[inaudible 01:08:35] Figma was, if this is the future of design, I'm quitting, right? I'm changing careers.

FRCERIR:

X “BPAEBEBIMERMTA” HE S MITMATURRE—TXHRIRE (EE, EERERES
WHY, FAER, BEX Figma RENRFEZ—F: “NRXMIBIRITHIARFK, BEAFTT, REXKT.”

[00:00:17] Lenny
English:

And there's that tension of that narrative tension, but that is signal that you're part of this revolution and
you're trying to change something. And when it equips your customers or user base with that, then | think
that's something that they can really get behind and champion.

AR ERIE:

XRE LRKNHELR—MES, RARELTF—7TEZH, RETRERE—LIRK, BREFEFR
BREEMAEN, FANMNSEESSFHRPXHEE,

[00:00:35] Lenny
English:

So it's not just that they're championing for a tool, they're also championing for a new way of working.
Obviously, that's a tall order or don't want to come up with that, but hopefully, if you're a founder and
you're working on something, your vision is so big that you have those kind of ideas and it's like, how do
you actually equip your customers to want to talk about that?

FRCERIR:

FREL, M AMUNEBERF—TIR, tIEEXHF RN IELN. BA, XR—TMRENER, £8
ZEWM, BMRMFE—(ILIBA, EEFRENTm, REEMNBEREBLEK, EESXERE, HER
Z: (FROARELFNEABEERICNEREE?



[00:00:58] Lenny
English:
Welcome to Lenny's podcast. I'm Lenny, and my goal here is to help you get better at the craft of building

and growing products, interview world class product leaders and growth experts to learn from their hard
won experiences, building and scaling today's most successful companies.

FROCERIR:

MOEHRE Lenny BUHER . T Lenny, HBIBEMRZHEENMEAMWERMIL K~ mAVEES], BIRITHE TR m
MFENMERER, FIMIEITENT RESEHRNI AT IRZFRRNEREZN,

[00:01:12] Lenny
English:

Today my guest is Yuhki Yamashita. Yuhki is Chief Product Officer at Figma, where he's been for almost
four years. Prior to Figma, he was at Uber, both as a Product Leader and also, interestingly, as Head of
Design for one of their bigger product teams. Before Uber, Yuhki spent time at Google and Microsoft, even
taught an introductory computer science course at Harvard.

AR ERIE:

SRXMERERE Yuhki Yamashita. Yuhki & Figma WEE™=@mE (CPO), MEMEITETEMNE, EMA
Figma Z&i, fh7E Uber TE, BEEEE~=RARTA, BBNE, FIEEIHP—PMKE S~ REIPARILIT 3
Ao 7E Uber Z#i, Yuhki BEATMFMNRIIE, BEERERHBAZEIIHTENBFEN TR,

[00:01:33] Lenny
English:

In our conversation, we explore Figma's product development philosophy, how they build such
consistently great products, how they hire, what habit Yuhki has found to be the most instrumental in his
success in his career, and also what Yuhki and his product team have learned by building a product led

growth business.
R EIE:

FEFNBIIER, FHNVFRIT Figma W= @mAREF . tTNEFESHTSH ML ABE~m. wITa0mEEE.
Yuhki IAA 3 ER WV A ERRIIRB BB S RZ M4, MUK Yuhki I8~ mBEATEMRE @Ik snEK (PLG)
WSEHRZET 4.

[00:01:50] Lenny
English:

This episode builds on a newsletter post where | interview Yuhki about how Figma builds product. So if
you enjoy this episode, or even while you're listening to it, | highly recommend you check it out. It's
currently my fourth most popular newsletter post of all time. You can find it at lennysnewsletter.com.
With that, | bring you Yuhki Yamashita, after a short word from our wonderful sponsors.

FRCERIR:



AT EEFTHZFIX Yuhki —ARRIFNXE, FFE Figma MNAIME” R, MRMEVNXETHE, B EWK
TR RME, BRINEBNFEEEINEXE. EEBRRERELLRENZWIDAERAXE, RA]UE
lennysnewsletter.com ¥ EIE. ERTEBBNERNEARE, HIMEERXFIES Yuhki Yamashita B934 1E,

[00:02:15] Lenny (Sponsor: Notion)
English:

This episode is brought to you by Notion. If you haven't heard of Notion, where have you been? | use
Notion to coordinate this very podcast, including my content calendar, my sponsors, and prepping guests
for launch of each episode. Notion is an all-in-one team collaboration tool that combines note-taking,
document sharing, wikis, project management, and much more into one space that's simple, powerful
and beautifully designed.

FRCERIR:

Z<HAT5EH B Notion 28Bh. SNRIRIZZITIHT Notion, BRRETAESR(RT . FA Notion RiMEAXMEEHFIE T
5, BIEREBR. BYHEERURSBHETENEZREES. Notion B—RERNENMMNELR, EREIR. X
HH=Z, g2 (Wiki). IEERFERSE—IEE. BARERIHEENTEE.

[00:02:40] Lenny (Sponsor: Notion)
English:

And not only does it allow you to be more efficient in your work life, but you can easily transition to using
it in your personal life, which is another feature that truly sets Notion apart. The other day, | started a
home project and immediately opened up Notion to help me organize it all. Learn more and get started
for free. At notion.com/lennyspod, take the first step towards an organized happy team today. Again, at
notion.com/lennyspod.

FRSCERIF:
EARNEERSIIMH IERNE, TERMTERINAEERFER, X& Notion BEHIMHMNS — M= BIJLRHE

FIET — M REWE, ILZIFITH Notion REIE—1]], i4i8] notion.com/lennyspod T #EZH R EFIAE
A, SRMEEBEEEMIRERHANE—F. MitZ notion.com/lennyspod,

[00:03:08] Lenny (Sponsor: Vanta)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
growth. If you're business stores any data in the cloud, then you've likely been asked, or you're going to
be asked about your SOC 2 compliance. SOC 2 is a way to prove your company's taking proper security
measures to protect customer data and builds trust with customers and partners, especially those with

serious security requirements.

AR ERIE:

AHATI B Vanta B8, #EMREHLZ2EREUINEE K, MRMANISERRFMESEE, BARRREE
BEWRIAE, HEBRHKPZIXTF SOC2 MM, SOC2 BIEFAABRI T EHREHMERRIPE K
EN—MAN, BBTFERIFFAMESERFNEDT FEREEmRRE2ERNEF,



[00:03:33] Lenny (Sponsor: Vanta)
English:

Also, if you want to sell to the enterprise, proving security is essential. SOC 2 can either open the door for
bigger and better deals, or it can put your business on hold. If you don't have a SOC 2, there's a good
chance you won't even get a seat at the table. Beginning a SOC to your port can be a huge burden,
especially for startups. It's time consuming, tedious and expensive.

AR ERIE:

tesh, MRFEEEWVEEFAHEm, IERREMEXREE, SOC2 A UAMITABEERITENKIT,
WA REILRRYIL SSETHE AR, SNRIREHE SOC2, RAEERHIEHMERE, RF SOC2IREFAER—TERX
R, TEHEXVEIARME, BEFEl. EMXHZT,

[00:03:55] Lenny (Sponsor: Vanta)
English:

Enter Vanta. Over 3000 fast growing companies use Vanta to automate up to 90% of the work involved
with SOC 2. Vanta can get you ready for security audits in weeks instead of months, less than a third of the
time that it usually takes. For a limited time. Lenny's podcast listeners get $1,000 off Vanta. Just go to

vanta.com/lenny, that's VAN T A.com/lenny to learn more and to claim your discount. Get started today.
R EIE:

Vanta WiBM4&E, #id 3000 KIRFIE KA L EEA Vanta RERSEREIE 90% B9 SOC 2 #HX T {E, Vanta 7]
LOHRETLARN (MAZL1NA) #MiFeeEitES, HEREEREN=92— ERERIEIA, Lenny
BEWITAA LLZES 1000 £75HY Vanta LB, REFE1518) vanta.com/lenny BIA] 7 R E ZHMERI0. SKF
FFEAIE,

[00:04:28] Lenny

English:

Yuhki, welcome to the podcast.
FRCEIE:

Yuhki, MDRFER,

[00:04:30] Yuhki Yamashita
English:

Thank you for having me, Lenny.
R EE:

HHERAVIEIE, Lennyo

[00:04:32] Lenny

English:



I'm quite honored to have you on this podcast. For folks who don't know, we actually collaborated
already on a newsletter post that has quickly become my fourth most popular post of all time, which you
can find if you search for how Figma builds product. And so | am really excited to dig into a lot of the stuff
that we, maybe, didn't cover in that newsletter. Also, just like how product works at Figma in more depth,
how the PM team works, how you think about product, and things like that. So again, thank you for
joining me.

FROCERIR:

REBIBEIRRRBEFRERE, WTERTHENAR, HMNZAEFEI—REBENAXE, ERERNTHRHELE
MEILHXE, #F “Figma dNAEE~m" MeEHE, FRURIFEHEERNRN —EHNERRXETF
RHRENANSE, LI Figma = RIEERREAT. PM BN IEAR. FREERMNBEEE, BRBRSIRN
1PN

[00:05:00] Yuhki Yamashita

English:

Hi, team, as a huge fan of this podcast, so really honored to be here.
R EE:

AR, HEXMEZHIELKL, FrLlRERIIXEEMNRRE,

[00:05:04] Lenny
English:
Wow, that means a lot. | really appreciate that. So you are currently Chief Product Officer at Figma, which

is such an epic role. It's such an epic company. Could you take just, maybe, a minute or two to high level
share your career arc, how you got to where you're today as CPO at Figma?

FRCERIR:

I, XNFEXEKR, FERE. (REFIZE Figma NERES~mE, XR— M FETHENAR, FigmathE—
REBEANATE. REEL—MIHIEEED Z— MREVIRWEENT, URRZIWNAEEIS X Figma CPO X1
UERPG?

[00:05:22] Yuhki Yamashita
English:

My first job out of college is actually at Microsoft, and | was the Product Manager on Hotmail. If anyone,
any listener remembers Hotmail, and | didn't really know what product management was at the time,
and | mute it as a interdisciplinary function that will give me exposure to all my other functions so that |
can actually decide which function's interesting to me.

FROCERIR:

BARFEWENE D TERERNK, B Hotmail B~ mEIE, WRAREB AIXIZE Hotmail B9iE, ZHAY
BAFEETRAARTRERE, RIECEF—TEFHNIRGE, FTLOLTREMEIFTAEMIRE, MMREMR
PMREENEERWRS .



[00:05:48] Yuhki Yamashita
English:

And so, spent a couple years at Microsoft. Through that, also, moved on to Hotmail to Windows. And at
the time, they were working on Windows 8 and Windows 8 was really interesting because it's a very touch
forward version of Windows. And so there's just a lot of conversations about Ul and UX, and that was
really fun for me.

AR ERIE:

HEFMRFT JLE, HBEIM Hotmail 32T Windows B ], HBIfi1IEEF & Windows 8, Windows 8 IE&E
B, AAER— 1 IEERIAMITEIEANRE, EIttBERZXF UIF UXBITE, XMERRIEEERER,

[00:06:07] Yuhki Yamashita
English:

And as | was thinking about what's next, | really felt the draw of Silicon Valley and | ended up at YouTube,
and | believe Shishir has been on this podcast before?

FROCERIR:

HHERBET P RMA 4, RBRITEHANWSIT, REET YouTube, FHAB(S Shishir (YouTube FiS
E) ZAth B RayiEEm?

[00:06:19] Lenny
English:

[inaudible 00:06:19] you.
FRCERIR:

=0

[00:06:19] Yuhki Yamashita
English:

Yeah, so Shishir was leading YouTube at the time, and he continues to be a great mentor of mine, but had
the opportunity to lead the YouTube app on iOS over there. And it was really funny because | had never
touched the iPhone before my first day, so my manager, on my first day, just sent me to the Apple Store to
buy an iPhone. But that was my next job and that was a really interesting change for me, too, of, and we
can talk about this later, as well as different companies and different styles of product management and
really figuring out, | think it was a place that taught me a lot about some of my product last weeks to date.

FRCERIR:

Y, Shishir HEJAF YouTube, fi—HEHHNRMmA, ZRBEVNSEIEIAST i0S iR YouTube NA, RE
BHE, EANRE-—XRZAHEMKAT iPhone, FIUKREEES —RMERIBREIERFEEELT 1
iPhone, MRIHEMT—M I, WHKFRBE—TEEEBNEE, HTUEREITICFRATMAFRNER
FmERE, ANPBREFHZ T HRRSXTFFREFHIAIR.



[00:06:58] Yuhki Yamashita
English:

And this is also around a time where there are a lot of interesting companies that were working in the
physical and digital space. And so Airbnb was one of them, Uber was another. So | felt this draw just
because it seemed just a really interesting space to be in. So eventually, ended up at Uber. Uber was
another company where | feel like a lot of my philosophy that, hopefully we can get into today, around
how to build products, how to build products in the kind of environment that's really fast moving. And so

that I learned a lot from there.

AR ERIE:

BEMEEERSEBNARNERRYETBNARFTEMILES, bl Airbnb A Ubero FARX AR5,
EAXBEKFEE B, RAEHET Ubero 7E Uber, HEZA T IFEXFUAMES R, EEREZLAIIF
BRMEFmINEY, FERNSRERNRITXE, HEREFRTRS,

[00:07:33] Yuhki Yamashita
English:

To date, all those companies has really been focusing on the core experiences on consumer products, and
that's really been most of my career. And as part of that, worked with a lot of amazing designers. But at
Uber, | realized that | wanted to dip my toes into design directly. For the tail end, I actually switched from
PM to design and managed a few design teams working on our bikes and scooter efforts just to
understand what that's like. And it was around this time, around my Uber career, where we encountered
this tool called Figma.

AR ERIE:

FIERIALE, HEINAEQBMIFEXTHBRLAT A0 R, XURHINWEENABIER, FILH
&), EWSMFENIRITINEIE B7E Uber BY, HRIRFIFBVEREZHIRITTIF. E/EH, HEMFLEMPME
TR, BETIMARETENBRELSZILITHE, R2AT THIRZMT AR, 1ERTE Uber
TRRUXERRYIE], FfTi@ET Figma XM IE,

[00:08:08] Yuhki Yamashita
English:

I'd happened to be working on a project that experimentally brought Figma into the company. It was a
time in the company where we were trying to transform our culture to be much more transparent and
inclusive, and Figma was the perfect fit for that. So, | got to watch how Figma changed the way it worked,
how it's spread within the company. We got to know the Figma team a little bit, as well. And yeah, | was
really drawn to that mission and as a product manager who's been straddling that boundary between
design and products for all my career, | really loved how Figma proactively blurred that boundary and
opened up that process of participating in design. So | really got behind that mission and that's how |
ended up here, at Figma.

FRSCERIF:
BYRTF AR — LRI Figma SINATNTE. BNQAREREEXHEEEMERMES, m
Figma BEREX—m, T2, FBEET Figma iAXRETILEAR, UNEMNAEATARZERE, Bi1TLFFA

T A% Figma FlBA. 1EA— PR EE—BEFEE RN~ mARN~ R, HIFEENR Figma EaRMIX—
BRAFRIZITEEIRENAR. RIEEINEXMESR, XEHRERLKE] Figma BIRE,



[00:08:49] Lenny
English:

It's so fascinating that you moved into design from product, and then back into product. At Uber, were,
what was the role? You were Head of Design for the mobility team?

AR ERIE:

MF=@#ERhgit, AEBEREISM, XKEAT. 7 Uber B, fRNABEMHA? (REBIHITHEANIZIT AR
Aig?

[00:08:59] Yuhki Yamashita

English:

Yeah, it's called New Mobility, focused on just our micro mobility efforts, basically. Yeah.
FRCEE:

B0, Y “HREEHTT (New Mobility) , B EZFFRHRITAOFHELIT NBRE. BRE) WS,

[00:09:05] Lenny
English:

Do you recommend this path for PMs to switch into design? | know it's not something anyone can do, but
do you feel like that is an important skill role to experience as a PM, you encourage people to try that?

AR ERIE:

RIS PM BATHILITHRIX R ERZIG? RANEXAZ2E T ABMEMEIR, BRERFENPM, ERXIMAEE
—EENREERIGD? REEANI=HG?

[00:09:16] Yuhki Yamashita
English:

Well, | decided it's not for everyone, but | think that it's, first of all, a really great empathy building
exercise of understanding that point of view, and also pushing yourself to push on the product from a
different angle. Because | think as a PM, you're in the center facilitating all these different trade offs, and
when you go into design, you have to ignore some of those other aspects to really be insistent on pushing
on the best experience possible. Just suspend everyone's disbelief in business feasibility or engineering
feasibility to push on a vision. And that's just an interesting exercise to do.

FRCERIR:

RIEXHATEEFRAA, BRINA, 8%, XE— M FEFNERIERONES), ELRERB A, H
BERMAENAE RN m. EAERNPM, RETFHROME, MESMNE; MRENRITSR, R
MBRER—LEAE, BSEMRERR. ATRARSR, MESRMAAKNE L AITERTEATITERR
g, XE—MIFEREBIES.

[00:10:00] Yuhki Yamashita



English:

And then, | think the last thing is, | actually think it's an opportunity for in design and PM to learn from
each other. When | became manager of design teams, one of the things that | coach designers on, are how
to win over PMs, and how to speak in PM's language, and likewise, it's important for PMs to understand
that, as well. So those are some of the things that | thought were helpful, but again, it has to come from a
place of passion that you know you really want to do this.

FRCERIR:

RE—RE, HANXZIRITNPM EEAZINNS. HEAMZITEARNZIEN, RESFIRITITE—HERR
RINARF PM BU3Fr, UAMAA PMENESOA; B, PM BRI —URER, XEHMEFIANEER
AUt 7S, BERGRIE, XPIURTIRROEIERRITL,

[00:10:29] Lenny

English:

Which job would you say is harder; design or product management?
FRZERiE:

RSO TEEX: RitEE~mERE?

[00:10:32] Yuhki Yamashita
English:

They're hard for different reasons. | would say managing designers is harder than managing product

managers.
FRCERE:
ENEEAERMG, ZEY, SRR EE~mEEE M,

[00:10:38] Lenny
English:

Interesting.

FRCERIR:

B,

[00:10:39] Yuhki Yamashita
English:

And | think part of it is that designers are, it's really important to focus on growing their craft and helping
them develop as designers. So it might not be that the company's biggest problem is one where you can
actually learn this new thing you're trying to learn as a designer, and this probably happened for
engineers, too, right? You could be working on the onboarding funnel, and that might not be the best

place to be learning micro interactions, or maybe it is, but those aren't always aligned.



FRERIE:

BINABREEZ, XMFI&TImRYE, BFFREAMIINFZ (Craft) HEBIMIIEKAIGITIFEEEE, B
AT BRImRANEIE, ATREHAE— T EEILRFEIMFRFENINGIHREENRE, TRIMaEEERMER, 3T
E? RAEERSTFAFSISM2 (Onboarding funnel), BXAIGERARFE MR E (Micro interactions) B
KETR, FELFE, EXREHREEXNTH,

[00:11:10] Yuhki Yamashita
English:

Whereas, with Pms, it's a little bit more like PMs are just hungry for impact, and so you can point them to
the biggest problems a company has. And while PMs also do want to understand different kinds of
problems or have the experience working on different kinds of problems, at the end of the day, | feel they
want to be working on the thing that matters most in the company. So from that perspective, it's easy.

FRCERIR:

MBEEZ T, PMESEFEFERMA, FURAILUES AR QB E RN R, B2 PM AT A
ERERAFRFFARMAZLE, BFIRER, REFHINEEMHNENARNKEENEE. MZXTMAEE
XRE, BEPMERNEZ.

[00:11:31] Yuhki Yamashita
English:

But as you know, and the reason this podcast exists is because PM isn't easy. And so the discipline, | think,
is harder in a sense that it's sometimes hard on a day-to-day pace to know if you're doing the best thing
you could possibly be doing. And so | think that makes it a little bit harder as a PM, as well.

FRCERIR:

BIRFAE], XM REEFENRERZEN PMHARESH. FHANXNENERPMSET, ERETERS,
RERRENEE SRS EEMRERNERS. PRUKRERFEN PM, XTESEHE—LE,

[00:11:52] Lenny
English:

| had a designer friend who moved into a PM role, | had a product role at a startup and she's like, "Holy
shit, | had no idea how hard being a product manager was, and a product leader. | have so much more
empathy for the PM role." And so, it's interesting, it works in both ways. Similarly, | was actually a
manager of engineers, at one point, and | felt the same way where managing PMs was a lot easier than
managing engineers. So, translates to a lot of different roles.

FROCERIR:

HE—MRTMAREET PM XL, E—RVEIABRNEm, k. “KW, HURRERMEM™RE
BN mdSERZHE. RUAEN PMXMEBRFETEEC.” FIUXRER, XMEEOEREN. FEHF,
BEAEEITREN, BUERR, NEEEPMIULBETIRTAEZES. FIUXMRERRERSARAEEE
EEAN.

[00:12:19] Yuhki Yamashita



English:

Yeah, | can see that.
FEiE:

T, IBeIERR,

[00:12:20] Lenny
English:

Folks listening to your career arc and just all the places you've been, all the wonderful things you've done.
Imagine many people are like, wow, how do | have a career like that? Microsoft, Google, Figma, Uber. If
you had to think back and identify maybe one habit, or one skill, or behavior that you think has most
contributed to your success as a leader, as a product leader, what do you think that would be?

FROCERIR:

O AT ZUPREVERL BT, RS RIARLEMTS, MM ERENES, SERSAEE: E, HEFTEER
BARFRVERAETE? I, B3, Figma. Ubero SNR(REIILNE, #Hb—MMIRIENFMIATEBIRINEIRR
RABRSIR. XEEHITH, (REFREHA?

[00:12:45] Yuhki Yamashita
English:

People who work with me know that | often talk about storytelling and, in fact, if you've ever reported to
me, storytelling has showed up in some kind of performance review, | feel, and that's how much I care
about it. And | actually think that a lot of being a great product manager is being a great storyteller. And |
know a lot of us have already talked about it out there. | think the importance of storytelling is
understood, but maybe | would share two things that are specific about it that | think are interesting.

AR ERIE:

MBE—ETEMABMEREERXIE “HHE" (Storytelling) e BX L, MNRMBEHENTE, BUT Wik
£ AEHIREMNSGRITHEED, IMERERENEE. HERIAN, HA—RRNFH~mIE, RXE
ELETFHRA—ZMBHOHBENOAN. BNERZABTIEIZX—<, HEFENEBRLEEFA MM, BRA
URER T HINNREBYRETSHE,

[00:13:13] Yuhki Yamashita
English:

One is to understanding the power of synthesis and it's this idea that maybe even as a early career PM,
you're inside some of these reviews and a lot of people say, "Hey, at least you could take some notes for
the meeting so that you're adding value." And so that's common advice, here, but | think the most
powerful part of that is that in some ways, you can synthesize what happened. And a lot of things are said
in a review and there's still this bring it all together into a distillation of a message. And even that's like,
that's a lot of power, | think. And what do you take away from all these different opinions that all these
leaders had, and how do you push that, push the project forward from there? So that's one example.

AR ERIE:



E—RIEMR “RT” (Synthesis) WHE, BMERRWEERTRN PM, ESIMTHEINE, BREASEIN:
IR, (RELDAIUBSBGER, XFFMELIENE.” XBRRERNEN, EFNNEPRBANIEIE, R
UM EENEBEHITES, THERELINRERA, MRFEFMEXLEEREEN —MROER. HIARN
EXEGMBESEERNNE, MMAFSENTHRENFAEARRR LRI T H4? R0 LU o E RN 8 71

#? XE— M Fo

[00:14:02] Yuhki Yamashita
English:

Or another example is, | really love thinking through frameworks and offering ways of talking about a
problem or ways of thinking about a problem. And that's synthesis, too, of figuring out all these different
disparate parts and coming up with a way to a lens to look at something. And | feel like it's something that
was, | learned, mostly through literature classes almost, where you're doing literary commentary and
you're reading a William Yates poem and you're trying to, you observe all these interesting things, but
then you have to take those different observations and distill it into a thesis, into something cohesive.
And | think that's what a good PM can do. All these different ideas, and opinions, and problems, and how
do you distill it down? And so | think that's one aspect of storytelling that's really important.

FRCERIR:

S—MIFRE, FRIFEEWEIERKES, HREREINECHNEBZ AN Z. XUER—MGE—EBMEE
HEVER Y, HHE—IMUERFYNNA. RRFXMENETEERANFRLEFEN, mEHXFTL, BHZ
B3, MRMREIRSEBIAT, EMOIIEXERREFL—MER, —NEERNRE, HANXREMNF
PM BEMEY S EXMPAEARRMAA. ERMEE, RINAREIHRELR? HANXBHEREFIFEERN—
N HE.

[00:14:54] Yuhki Yamashita
English:

And the other aspect of storytelling, of course, is a story is only as good as the action that it's capable of
driving. And a lot of times that | often coach my product managers are on, we're living in a world where
everyone is constantly distracted, and you get these 30 seconds of attention at a time. And so, just the
ability to really tell something powerful that sticks is really important, the memorability of it.

FRSCERIE:
HHMENS —NAEYAZE: —MEMNFFEURF R Z D {TE, BREEHSHMNTREIIE: BRITEE

TE— TS PTAHBFED OSSR, (R—RREERES 30 WEVER . Hlt, WA —LERAHRELLANISERRER
RENEEEE, RMIEEN “Ficizh” .

[00:15:21] Yuhki Yamashita
English:

And | often talk about memification, which is this idea that | found this out most at Uber, | feel, where
there's certain insights, data insights, research insights that were memmified to the point where
someone like Travis or Dara would just cite this insight in the middle of a meeting, and you know that
you've really done your job as, maybe, a researcher or a data scientist or product manager if people are
able to do that and draw from that in that way. And that's what, ultimately, sticks.



AR ERIE:

HREFWE “REWK" (Memification, SFFEENK). FKEFXRBIAE Uber KMHRRZIN—R: FLEFER
(BUERZE. ARRAR) RRERLETEWZEE, LUET&K Travis (Uber 81#8A) 8¢ Dara (Uber HLE CEO)
SEIWPHEASIB. MRMFEFEAARRE. BEMNFERIETREE, SEILAMNUXMANSIBIREEE, ik

BRIV TRERIME T (L. XA BRLREBF FRHNARDE,

[00:15:52] Yuhki Yamashita
English:

And so when you start thinking about it from that perspective, it's really powerful because it's the way in
which knowledge is transferred within the company and you compel action for it. Or when I'm being,
maybe, asked questions by other leaders or stakeholders, the thing that's going through my head is, okay,
there's this story that, that leader is trying to develop, or a meme about what this project is about or what
the biggest problem is. And so, what story are they trying to create in their head so that they can
remember or talk about what's happened?

FROCERIR:

MM TAEREN, ERTFIRERKX, BAXZRABRBAIRMEENSR, BEMERTHINGR. 5
FELFWEMMSERFDEXER T EN, BRFERNZE: XUNSEEETXENE M AFRIH
£, FEXTXMIERZEAREN HRRH Z2a? iliEEREReEHAFSRE, UEMIIEISE
HIKIERERNEE?

[00:16:28] Yuhki Yamashita

English:

And if you take that mindset, you just realize that it's a really useful way to think about everything.
R EE:

MRAFEEXMOS, MEAMXE—HEEREEBENEEERNHGR.

[00:16:35] Lenny
English:

I'm really excited to chat about this idea because it comes up a lot. The power of storytelling, it's similar
to being good at vision. It's like PMs are always told, "Hey, you got to improve in vision." Here's a skill the
great PMs are really strong at. And | feel like storytelling is similar. It's this vague cloud of a skill that you
build over time. And you mentioned a few things that you recommend to people that you work with.
Think of it as a meme, maybe.

FROCERIR:

HRHMERIIX ML, ANCEERREN. HRENHELXMTRERINEN. PM B2WEM: 1§,
MEBEERABRES” XZ2MTE PM IFEEBKEVREE RRESHREHLRELMY, EB—MHEENEIERZME
K. B FRMEERREE. MEET —EARENEN, tIBEEFE— “BR" .

[00:17:01] Lenny



English:

Is there anything else? When you're doing a performance review with a PM and one of their skill gaps is
storytelling, is there anything else you recommend they specifically do to get better at the skill, or is it just

do it again and again and watch me do it, watch other people do it and you'll learn?
R EIE:

EHERIRG? HfR4G PM BEEOTHE, AIANBERIHKREN, FRB IR FEE AR X
gE? ERIMRARRELS], MRMHMEMAREAME, AEEBIEFS)?

[00:17:16] Yuhki Yamashita
English:

Yeah, | think of it as resetting the internal computer of my brain a little bit so that I start from scratch
again. And when I'm starting from no context at all, can | build up the story from bare and explain what's
happening? And oftentimes, you're just caught in the middle of everything and you have all this context
that might not be obvious if you step away from it for just a second.

AR ERIE:

20, RECEFRHEHEE-TAREN "WHITEN , LECMAEHFR. SRT2REEREEN, &
REEMAMEX M EHBRRET HA? BERREED, HEMEXEERER, BNRIMHBHR—
W, RIEIXEEBNFIARKRHTEMS Lo

[00:17:39] Yuhki Yamashita
English:

| guess the way to think about it is, put yourself in another user's shoes, and that user is someone who
has no idea what's happening and still wants to understand, in a nuanced enough way, what you're
grappling with. And so, that reset moment, and to pull yourself out helps you tell a better story, in many
cases. So that's one thing that comes to mind, yeah.

FRCERIR:

HRBEWAXE: BECKES— RN L, XTAPRETNERET 4, EHELUEBARE
AIERREERRIRE, Xt “BEE” M ‘W= Nz, EREBEATEEMHE—TEFHERE. X
AN —=o

[00:18:03] Lenny
English:

Got it. So it's escape the curse of knowledge a little bit and just assume people don't know anything
about the context, the background, why this is important, come back to the beginning.

FRCERIR:

BAE T FRUBLETRMEER “AMIREVIAR , RIRANNER. KEEKURATAXREEZ—TLFH, EZF
R0

[00:18:12] Yuhki Yamashita



English:

Yeah, | think another thing that where | learned storytelling is through teaching. So when | was a course
assistant for a computer science class and | had to explain pointers, you're like, okay, | really have to
borrow on real world metaphors or something that is much more grounding because if you assume a lot
of knowledge, then it can be inaccessible to a lot of people. And so if you can tell a story that any student
can understand, then you've really done your job. And once you've learn that skill of being able to tell
anyone who has no context, then it becomes much easier to turn to these other audiences that are closer
and closer.

AR ERIE:

B, HEIWRENF— T REE2BEIHF. SFIEETBENRIFRBNE, LR 455" (Pointers)
B, Rk I8, RENSERISSERNLM—EERMINARA, AANRGRRIENAFERZER
iR, BARZAFANE MRIMREH—NMERAFZEMEFIERIRE, BRAETHT ES. —BERFE=

EREREERNABREE, BARRPLEERURERINZANZBRIEREZ.

[00:18:51] Lenny
English:

When | asked you in our newsletter interview what one of the core philosophies of product managers is,
in the way you think about product and the role of PM at Figma, an interesting thing that you highlighted
is that to you, it's really important that PMs own the why of a product and an idea. And | think it connects
to what you're talking about, now. I'm curious just why you think that's so important for product
managers and why that's so core to the way you think about product, and at Figma.

FRCERIR:

ERNFERRIGR, HHEEARXTFZRIENZOES, URMRINFER Figma B9~ @i PM A&, {R5E
BT —PEEMR . WRFKR, PM AT =mflEN “AFA” (Why) fask, XIFEEE. HEEXM
RNAREIABTE R, HRIFE, ATAMAARIN=RIIBOER, AT AXZIMM Figma ™~ mB 4
Zit?

[00:19:17] Yuhki Yamashita
English:

| really can't remember why | heard this, but it really stuck with me because oftentimes, there's this
debate about well, is a PM the person who comes up with the idea. And the answer is usually no, it
doesn't have to be at all. And in many cases, in our case, your customers come up with a ton of different
ideas and certainly, the what and how are things that are shared within the company and not something
that PM uniquely drives. But | do think the why is something that | really always hold the PM uniquely

responsible for.

FRERIE:

RIENEREMIRFNT, EERRNETHNREE, RABESESL: PMEBRMEHRFHAL? FE
BEEEEN, T2 tt. EREBERT, LN, BEFEHAENRE HA, “MHA" (What)

M “Bafy” (How) BRBRNHBHER, HAE PMBE—REHER. BRHEEZINAG, PMRIZX “Ritaty”
(Why) faBRERISRE.



[00:19:48] Yuhki Yamashita
English:

And | think the place where | learned this, the importance of this the most, was actually first, at YouTube. |
had been working at Microsoft for a long time and | was early in my career, so | was just really focused on
my, what we called, our feature crew, our engineer designer, our tester, and just writing specs that really
specified exactly how everything works. And so that was the Microsoft culture back then, and your specs
had to be perfect, right?

AR ERIE:

BIANNBRFIX—=R. BIRFHEHEZEMMTG, RYIETE YouTube, B ERMMITIET RKAYE, HEFATFER
WAEERH, FIUKRIFEZEFHNMBN “hae/B” (Feature crew) — T2UW. =it MWiXHE, RE
SARLIFMAE — IS ERAARFBAH (Specs) . BB HBIRIREAM, RV IHEBBAATE, I
ng?

[00:20:19] Yuhki Yamashita
English:

Then moved over to YouTube, and all of a sudden, you're responsible for an entire app, and you have a
pretty big team, and you cannot specify everything that happens. And so, naturally, designers and
engineers are just making their own choices. Made is an error handling situation, and in Microsoft culture,
you would've had a table that specifies exactly what happens during that error. But in Google culture, it's
like, okay, well the engineers and designers, they can figure it out.

FROCERIR:

[ERMREIT YouTube, RAZ[E], REHZIEAN App, FIRAMIRRRK, (REERERENE—MHF. FILL, 8
MM IRMBEASME B S ER, thiERERAIERNER, ERMXLdR, B —IRBFHNE
RREMZEAD; BESKXMLHR, WE: “WE, TEMAETm, WilEEE.”

[00:20:47] Yuhki Yamashita
English:

So then it's like, how do they make a really great decision? How do they make all these local decisions
that you're not a part of, how do you make it so that a great decision's made? And if everyone has an
understanding of why we're doing this, what problem we're solving, then people can make really great
decisions. It's the only way you can really scale. So that's where it came from.

AR ERIE:

BARERT . TN HERERE? EARLEIRKESSNEIRERT, MUFAIHERMI]EMS L ERT
F? MRS ASERERA] “NTA” BEXME, RNEBRRTARE, BAAMTREBEFEANRE, X
ELMAR U E—IRR. XXM EERBAN,

[00:21:06] Yuhki Yamashita
English:

And then since then, I've started to realize, also, that there are other functions that do this well. So for
example, our engineering team at Figma, whenever we do a retro or postmortem, we do this thing called



five why's. And it's the idea behind it, it's like, well, why did this happen, outage happen, okay, and why
did that thing happen? And go deep enough where you can find the root cause and go fix all those things.

AR ERIE:

MBBLE, FEFEEIRFIEMIRESR I BMERET. fIa0, FA)7E Figma WITREEF, SHFA1#HITEM
(Retro) Z(E#& (Postmortem) BY, HAIZM “ANAHA" (Five Whys), HERHERRE: AtASX
ERXNRE? I8, BAFLABEFELE? RNEREIRIIREREFHEEFREER,

[00:21:28] Yuhki Yamashita
English:

And | think a PM can do this, too, which is a customer is asking for a feature, but then you would say, okay,
why are they asking for it, and back up the problem. But I think there's one more step you can take, which
is, why do they have that problem in the first place? And maybe there's something there, and that could
be an opportunity to make a bigger product impact by fixing that underlying condition that created the
problem in the first place.

FRCERIR:

A PM BRI LUK SR ER—INEER, RZIE), 08, iTAtAZEXNIhEE? AREEME,
BIEIANAERAUB#H—% . MNROATAIBERNEE? BIFREREENS, B3BE~ERENKER
5, MMFEERNF @I

[00:21:55] Lenny
English:

That's so cool that you actually do the five whys. | hear people talking about the five whys all the time,
and | don't know, | haven't heard people actually using it. So you actually do this at your post-mortems,
you said?

FRCERIR:

RITENER “BAPAF4” , XXET. ZERAREE, BRMAIERENTER. MiRRIIEERERN
SXAM?

[00:22:03] Yuhki Yamashita

English:

Yes. Engineering team that's accepting them, yeah.
FRCEIE:

T, TRRANERESZXMAR.

[00:22:07] Lenny
English:

That's so interesting. Can you talk a bit more about these postmortems? Is this just when something goes
wrong or is this just every project you retrospective postmortem thing?



AR ERIE:

RE®, MEZRRXEERT? ERELHRENT Y, T8 MNNEEHIHITOMER?

[00:22:14] Yuhki Yamashita
English:

As it relates to five whys, it's more when something went wrong. But | do think we have a retro culture,
[inaudible 00:22:24], where there's always opportunity to make things better. And if you don't create the
environments to talk about it, then some of those will go unaddressed forever, so.

FROCERIR:

OB NARA” TS, ESREHENRE, EFRHELINARNE-—MEHK, SE2E#HIS. WM
RIEFENE—MTIEXERERIFE, BAH LR GEKITERERR,

[00:22:33] Lenny
English:
Cool. Okay.

AR ERIE:
989,

[00:22:34] Lenny
English:

Another attribute of the product team and how you build product at Figma that you shared that was
really interesting is you mentioned that you just have an obsession with a proximity to customers, that
you make sure your PMs and product team are really close to customers. When you hear that, you're just,
imagine everyone listening is like, oh yeah, we're really close to customers, we talk to customers all the
time. Of course you got to talk to customers. I'm curious what it is that, maybe, you think sets you apart,
in terms of how you think about being close to customers, and if there's a story, maybe, of just, wow, this
is how close we are to customers and maybe something that emerged out of that, that'd be really cool to
hear.

AR ERIE:

RAZEHXT Figma = @EIWES RS —TIFEEBIERE, REERIMFRT “WEER” , WX
PM M~ mENSEFRIFRIANER, FEXT, FESMIRESIR: B, BMEEFFARE, &KEE
MEFM.” B, AREBENEFARZR. HRIFE, EREX, /ME MEEF” SENEBZEHAIRE
Z8? BB ARERATN 1F, HNBFARAXAE" , HEBUFET —LERR?

[00:23:07] Yuhki Yamashita
English:

Well, I think a lot of it starts with our origin story in many ways, which is that way back when, when Dylan,
the small group of people were building Figma, this is the time when no one believed it was possible to
have a design editor in the browser. And so it just seemed like science fiction, almost. And yet, what Dylan



did consistently throughout, was just put the product in front of designers, ask them for feedback, come

back to them the next time with that feedback implemented, and it becomes better and better and better.
FRERIE:

FIANRXERARE LIRT NI EE, RALET, = Dylan MBE—/ B A Figma B, 2B AMBIEHE
A EPIEITIRITRIBSRE A AR, MEEMERLI/ NG, AT, Dylan —HEMMEBMIIE” miER)igit
mERT, ERRIE, TRBRMANNEBEZELTXERE, M mitXiFESEREss.

[00:23:40] Yuhki Yamashita
English:

At no moment was there a tentative expectation that the designer suddenly turns around and
implements that tool in their organization. It was really just about listening really carefully to what the
community had to say, and through that process, making them evangelists. And that's where a lot of how
Figma came to be and why we have such a strong connection with our community where we've actually,
they've really helped shape the product to date, and there's a deep belief in that, and they're the ones in
that are now advocating for Figma and helping us spread within the community and within their
company.

AR ERIE:

YR FLEEERITITRRAR SMAEMNHARBHTXI TR, BENIBA T FAMRAEENER, H
EXTEEPILMIIEA “WmEE” . XE Figma BEMEE, BEATARNSHEKBNLRENBKR
— B THASEE B EBE T SR e HNMULREAREE, Mt ERARLER Figma IR, FBIF(EM
X QB REBEEEIA

[00:24:20] Yuhki Yamashita
English:

So that's the backdrop for why we have such a strong connection with our customers, and there's a lot of
things that you see. So for example, maybe someone on my team Sho, and oftentimes, Sho will tweet out
to the community, here's what we're thinking, or we're actually thinking about focusing a lot more in
prototyping. What are the top problems you're seeing? And people come back with all these different
answers because everyone's passionate. And we go in there and just look at all the feedback and
understand what people are saying and just have a stronger pulse on how people are feeling. And that's
not to say that everything is then implemented verbatim, but we really find it useful to feel like we have a
sense of what people are thinking.

AR ERIE:

XMERNSFABIRZERZANE R, MEAAIXMELR, LEANFHEPAERT Sho (Sho Kuwamoto) , &
BRAHERRMX: “XERNOEE" , HE "BRNEZEMANRERN, RITEEINKEKRZZT
4?7 MIZGHEEMEEFNER, BAARBREMB. BINEZEZEEBMERE, BEARKERTA, MM
FERMICERFNRRZ. IATRRBNIZFZAMBRAAERIN, BHRNBEERSTTRAKEEIFSE
R,

[00:25:05] Yuhki Yamashita

English:



And | think the most crazy version of it, maybe, is Dylan's always reading customer feedback. In fact, has
reads the most customer feedback of all of us and has been doing that for a decade. And oftentimes,
there used to be this thing where he would drop in tweets that he sees into different Slack channels to be
like, hey, this seems concerning, or we're getting this feedback. And it got to a point where we got big
enough where people would feel like they had to drop everything and deal with that tweet.

FROCERIR:

RNER—RAJRER Dylan —HAEMREF ki, FXLE, MEHKNAEAFRARRERZHOA, MABEE
BT +5. IEEEXFNER: MEREELER—ERE, RIEERER Slack &R “TR, XEHRER
LA, HE HNRETXMRE" « BERRMEZRKR, XIEZRRT —NEE: AREF[OIRTF
KR — R IR AR

[00:25:31] Yuhki Yamashita
English:

So Chris, our CTO, and | intervened. We created this new channel, private channel called Concerning
Tweets, and it just, we're this small group of us that Dylan can drop us in. And these are tweets that aren't
going viral, by any means. They're just things that you see is with one like, sometimes zero likes, but he
feels there's an essence of truth to them and we make sure that we look at what's going on there and see
if there isn't something much bigger that we should be focusing on. But that's the extent to which
someone like Dylan, from top down, implements this idea that we need to be staying close to what our
users are saying.

FRCERIR:

F=&, FNIH CTO Chris NFENANT . HATQET —PEBR “LALBMEIMEX” (Concerning Tweets) BIFAZE
S, RBFKNLTA, Dylan AJLUBHX E#HRK, XERENERZHABRANAS, BNRE—H, EE
2R, EEFEPEEEMNER. HNSHREEXLERNS, EEEREGEEEANIERTEX T, X
FiZ Dylan W B LM FMERY “URERAAOE" X—EIHEE,

[00:26:13] Lenny
English:

That's an awesome idea for a channel, a way to contain that potential madness that it creates. Is there
anything else you've learned around hearing feedback like that in a tweet, let's say, or just a few loud
voices and deciding what to actually work on? Do you have an approach there? Just deciding what's
worth paying attention to?

AR ERIE:

X MUENETAET , EARITHIXMRIGAIRES | ABREL X TFUMILIEER ERRIR, HEMRM IR
NNRRNEERREREZBAA, REFETHAE? REFATRERREMEERFIRED?

[00:26:31] Yuhki Yamashita
English:

As we built out our research and data functions, it's really important to balance out the vocal minority
with what's actually happening. So | really view some of those tweets more as canaries in the coal mine,
in a way, and inputs into, many inputs we have around everything our customers could possibly be



experiencing. And it's important to realize that we have certain forums, like our support tickets, where
customers are, tend to be much more dissatisfied. And we have other kinds of inputs that are sales
conversations with prospects, where it's really more about perceptions around Figma, in some cases.

AR ERIE:

BEERANTEIEMAMMIERGE, T “AEHLVHK 5 “ERRENER ZRIFEEE. RESHEX
LN B ENSLE MERES), ENARKNTRBELERHNRSBNRZ — EEMNEERIR
3, BNEFERE: LLINZIFTE (Support tickets), MENBEFFEETHER;, TEHESEBEEFHN
&, BREZREX T Figma BIIAR.

[00:27:11] Yuhki Yamashita
English:

And | think it's just important, especially as a product manager, to feel like you have this balanced
portfolio of different kinds of feedback to know that you don't have any blind spots. So | think that's one
of the things that | focused a lot on when | came in, which is the Figma team is very good at Twitter and
staying on top of the sentiments. And luckily for us, a lot of designers are on Twitter, but the reality is that
most of our audience, at this point, probably aren't. And so building our capabilities to extract feedback
or more insight from those other sources, as well.

AR ERIE:

HiIAA, [FRIZIEA PM, BE—ETENAREERIEASIFEER, XFMTERFRLIEER. KNI
BERXIN—HERME: Figma BINIERERKITZERSHLERSE. =2, REKHMESETEHISLE, BN
KB, BAERNASHRAFTERHNEHES L. Blt, FHNFREILMEMFIFRER IRSCRRNEEN.

[00:27:46] Lenny
English:

That reminds me, | think Twitter was really instrumental to the beginnings of Figma. | believe Dylan made
this social graph of the most influential designers on Twitter, and that was his go-to market strategy, get

those designers on Figma, and then | think he open sourced his code to do that. Is that right?
R EIE:

XL HARE, R Figma MR IR RIASSRE T X#EM. FIcHT Dylan BRIfEES—MER EREF MR
RITIMAE R EE, ABRMASEANTE (Go-to-market) HRE&: 1EXLEIGIHITEER Figma, HKIZEMEREH R
T RIMXANIHEERAES, X5?

[00:28:02] Yuhki Yamashita
English:

Yeah, that sounds right to me. And he is very intentional about which designers we need to win over. |

think it was very novel at time.
FRZERIE:
B, ImEREtE. M TFEEFIMLIGIHNIEEE . RINAXTE SR ZIEEHMAIGE.



[00:28:11] Lenny
English:

What is it like to work with Dylan Field? As an outsider, he's a legend, feels like he's an incredibly smart,
talented, hardworking, CO. There's always tension a little bit between a Chief Product Officer and a CO,
and so I'm just curious, what do you like to work with as a product leader? And then, is there, | don't
know, a memory that comes to mind of just a way that encapsulates what it's like to work with Dylan?

AR ERIE:

# Dylan Field —2 LER T ARTE? EINRER, tRNMEE, REEHR. BAEBE#HE. CPOM CEO Zid
BRBEKN, FURRIES, (FAFRMTE, MESNUEEEAR? BREMTARIZERES Dylan #
FHIRBE?

[00:28:32] Yuhki Yamashita
English:

We're very different, actually. And Dylan is very, he's very based on intuition and instinct. And that
intuition is actually built off of thousands and hundreds of thousands of customer interactions where he
might look at something and be like, "You know what? This isn't going to land well," or, "Here's the
biggest problem right now." And you're like, well, how does it conclude that? And part of my job is to
build out that logic streak for him of how did you arrive at that conclusion so that people can understand
that at scale, in a way. But he's very much about that.

FRCERIR:

KRR EIRATIEERE. Dylan IFEEKMETMARE, MXMETER LRZIERT EHAEFEaBEM £
B, MAIRESBEERTARAR: “FHED? IMRRFRYE,” HE “NERANRNREXE.” 28 i
BEATHXNEICHN? HAVE D TEMENMRIEZERF —MBRMNMAFHXMEIEH — UELLAREE
2iE, EftHKIEEEERR.

[00:29:09] Yuhki Yamashita
English:

Or | think there's a way which, sometimes, it's a product manager, you want to lay out a problem and say,
okay, we're going to first focus on this problem, and then [inaudible 00:29:21] these three approaches.
We're going to take this approach and have a review at every step along the way. But for Dylan, I think, it's
very hard for him to really fully get bought into it until he sees the end implementation to viscerally feel if
this is a good solution or not. And so | think that's the kind of thinker he is where he really needs to see it
to feel it. But it's not totally random. It's based on all these interactions with customers and somehow
encoded in him to build up some of those intuitions.

FRCERIR:

HEEN PM, (RATEERAFRIA—NEE, AER: “BNEEXEIXNIE, AREX=MEZR, RITEX—
M, HES—PEEITHE.” BT Dylan K, FIFMEIIRANLI, NER LRREIXZEE—MFHIE
R, SNMWRET2INE. WRERMEE “RUAKE" NEBEE, BXHIFMHEN, MEETFSEFNE
&, FHURMHGARIGEMER, AT XEER,

[00:29:55] Yuhki Yamashita



English:

And | think one of the things that's really interesting about him is that he actually really cares very deeply
about any given user and how they're feeling about Figma. | remember when, during the height of the
pandemic, we were doing a one-on-one walking around Delores Park, because this is the era where you
would take meetings, if you take meetings, they're all outside, and then he needed to use the bathroom.
So he came out to my house in the Castro, he used the bathroom, and then he met my partner, and my
partner was on Figma, had Figma pulled up because he is just doing work. And then Dylan just went
straight in there and wanted to ask what the biggest problems were or what's not working, and they
started geeking out on some issue around Google fonts, and this is the first major interaction between the

two of them.
AR ERIE:

OLBMIEEEBN—RE, MENIEEXOE—TMEPX Figma WEZ, RicBERBERMENIE, i
7f Delores 2EE P #17 1 3 1 R, EANHHEFSEEL . ERMB LEMPR, BET KA T Castro B9
Ko MHIEANET RIS, HRFHRMHEBIEFS Figma ELE. Dylan BEiFET X RMEANENTARM A, =X
EMERGFA, REMIIHRFFRIERERXT Google FAM—LERARMAT, BEMNIFE RN Mo

[00:30:45] Yuhki Yamashita
English:

But it's one of those things where that's how much Dylan cares. And on one level it's just easy to say,
"Hey, this is a single user who just happens to be using your product," and be dismissive with it or not
care that deeply because you think you already know all the biggest problems, but that's not his attitude.
And so that's the level of, | guess, customer obsession, if you will, that he exhibits and then, in turn,
informs his intuitions.

FROCERIR:

XFiE Dylan XROWEE, AXMEEL, MREZR: B, XRAR—MEFERMTRNEERR" , A
EARB—, NEFRBATER, HNMREFSECELMERERRAAT. EHEFEXMSE, X2tRIAL
B “BRRE BE, MXRIRXEETHREDR.

[00:31:16] Lenny
English:

That's amazing. Figma is 10 years old at this point. He's been at this for a long time, like a decade. And the
fact that he's still so obsessed with just a random person just using Figma and he's taken the opportunity
to experience it in real time every chance he gets, sounds like.

AR ERIE:

AHE To Figma BEMIL 10 FT, ST +F, MERANILEET—E@AF A Figma ByFLR,
BIFERMEIES — S E LRI MELL,

[00:31:31] Yuhki Yamashita
English:

Yeah.



AR ERIE:

=i

[00:31:33] Lenny (Sponsor: Flatfile)
English:

Hey, Ashley, Head of Marketing at Flatfile, how many B2B SaaS companies would you estimate need to
import CSP files from their customers?

FROCERIR:

%, Ashley (Flatfile ES8A5AN), RfEITEZD B2B SaaS ARIFEMEFARES A CSV XH5?

[00:31:41] Ashley
English:

At least 40%.
FRCEIE:

ZE/1 40%,

[00:31:42] Lenny

English:

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

HPBEZ VAT T XHE? w7 2R EMFA?

[00:31:45] Ashley
English:

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

AR ERIE:

RIBEATNEUE, KA=DZ—WAZENRS|E (Onboarding) BRFHMIBFHRIERNGELE, MEEEER
MRS E. PRUASARIREY CSV RANBAFA (XRER, RARPXAGRH 7T BIMIBIENRERL), tiTmsR
Ko

[00:32:05] Lenny
English:

| am 0% surprised to hear that. I've consistently seen that improving onboarding is one of the highest
leverage opportunities for both signup conversion and increasing long-term retention. Getting people to



your a-ha moment more quickly and reliably is so incredibly important.
FRZERIE:

H—RUEAEIN H—ERW, MUANRSISRRESEMEURNKMBFZNRENFRZ— ILAPER
. BERIEMHAT] “A-ha BiZl” HREEE,

[00:32:19] Ashley
English:

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

AR ERIE:

TLIE. BEI& Square. Spotify #l Zora XIFHZE P INA7E Flatfile 7 LRI SIE K, ERLARK, X
R ATEBEIRNIRG | SR GENST, LI Z A REE IR KR B 17,

[00:32:36] Lenny

English:

If you'd like to learn more or get started, check out Flatfile at flatfile.com/lenny.
R EE:

MR T RE LR FIRER, 154 flatfile.com/lennys

[00:32:44] Lenny
English:

As an outsider, it feels like Figma is just always firing in all cylinders, shipping the best product. People
love it. | use it, | should've mentioned this, but | use it probably every day for my newsletter for
illustrations and banners and all this stuff. Yeah, | don't know what | do without it. And it always feels like
Figma is just killing it. | know that's never the reality. I'm curious, is there a story of something that just,
maybe, didn't work out the way you hoped? Whether it's a feature, a launch, or something like that that
just shows people that it's, not everything always works out.

FROCERIR:

ER—1BSNA, BB Figma SREEAIH, KERFN™m. AMIAEE, HBER, BNZRE—T, &/l
FEXBACTKPBAXENEE. WIBEZEN, KBECRETNEZEAN. i Fignma S2FLERH. B
BAEIEHIESBWLE, HRIFE, ARETARERXRTRESERENMAARARERN? LLINEDIhEE.
RRKMm, BULARBIHFERESBE NI,

[00:33:14] Yuhki Yamashita
English:

We run experiments all the time that don't come back with winning results, and we certainly have built a
lot of more complex features that took a while to take off. A good example of this is in the design system



space, we have something called branching and merging. And branching and merging is this workflow of
maybe you're building a really complex design system, and then you don't want anyone ever randomly
touching your components that are used by thousands of other projects, so you create this workflow of,
someone, maybe, effectively suggesting a change, you're reviewing it and then pushing it in.

FRCERIR:

BINEE#HTER, BERAFER, RITEBIUMERIFLERN. FERKMNEAEERNINE, — MR
FEIGIFZIZIT RS (Design System) GuEM “9x%5&F” (Branching and Merging) . X2—MI{E7:
HIFME— N IEEERNGITRAN, RAFEEMARBRAEHANERRT LA NMB S| BAYS, FrLiRel
BT7TXNRE—BARNENR, RiTHE, AEaH#HE,

[00:33:48] Yuhki Yamashita
English:

And so, in theory, makes a lot of sense and things that our customers asked us for, but once we built it, in
the initial stages, just didn't really see that much adoption and didn't feel great because it's a really big
investment for us. It's a lot of work that we put into it and there's just many different reasons. Some of it
was performance, some of it was, this is a foreign workflow and it just takes time, and us helping
customers implement some of those workflows, we realized some gaps because we don't really use it

that much ourselves.
AR ERIE:

B EXEEERN, BERFFEXRN. BRINMUERE, MBHLKEEIRZHXA, XBEHTLE, BN
HAMENT EXBEHMIIE. RRERS: BLEMENE, BERRAXMIIERMAFRRREE, F
BIEEN, EHEPHFAREXETERIRET, HNEAMT —EEE, EAKNEESELHAFTELRAXT
LhEEs

[00:34:20] Yuhki Yamashita
English:

And so, | think as we're getting bigger, one of the things that I'm realizing is that we're starting to build a
lot of features that are not, necessarily, for organizations like ours. And when we do that, we really need to
be creative about how we understand how effective those are because we've had such a strong culture of
internal testing and dogfooding, and those are the things that really helped make sure the quality of our
product was good enough. But now we're working with really new types of customers and needing to
push ourselves and build that muscle, as well.

AR ERIE:

FRLA, FEEABMIREE KR, BRIRFN—SE: BNABHRTFEHA—EEERBITXEMENALRNIN
BB HINXEMET, BNFEOISHMEEBXLETNENER . BAREIN—BEBREBHINIBNAF 128
KIR” (Dogfooding) MIX, XERHFRTRAEMNXE, ENERITEMNNERLTNEFL LR, BT
FEHCI—B, BiLEXHHEMEE.

[00:34:54] Lenny
English:



Speaking of high quality software, again, I'll repeat, | think Figma is one of the most beloved software
products. It's become central to a lot of the ways people work. It's also, | think, one of the fastest growing
SaaS products, in general. And | don't know, this is maybe the ultimate softball question, but I'm just
curious, what is it that you do at Figma to build such high quality software? Because it's rare for B2B
software, especially. What do you do as a product leader, as a product team to just set this high bar, make
sure that the stuff that you put out is great consistently, and the more tactical the better?

FRCERIR

HEBRENY, RBEEE—B, HI\N Figma ERZEENNHTmZ— EEMNTFZATEARXZ
Do EERRERKKIRE SaaS Fmz—. XAJRER— M EEERNEE, BRRFE, (RI17E Figma REFEIE
BT HARITENEERENR? RNXTE B2B RHERIFEFL. FATmASEN~RER, RIT0MEIL
X BANE, WRFHARARANRTS? AT,

[00:35:27] Yuhki Yamashita
English:

It's so important that you're using your own products. And | think we're in a very lucky position where all
of us can get creative around using Figma in some way. And obviously, designers are the, internally within
Figma, are the most vocal and the ones who are in the product six hours a day, essentially. But even for
PMs, one of the first things | did when | arrived was we were a little bit more of a memo culture, and | was
like, you know what? We should be a deck culture because we can build those decks in Figma, and just
that act alone allows you to encounter a lot of issues and for you to get familiar with it.

FRCERIR:

FERECHFRIFEER, BN TF—IEE=TNNUE, PIEABREUEHA RS MER Figma,
#A, Figma RERRILIHMRRE T RAER, tIISXRERE/N NN RETRE, BRIEE PM, FKRIREIMMAEY
—HEREBREXN: HNHEEMR T (Memo) XK, FHifk: “F, HIZTALINTH (Deck) X
£, EAFEAIRILATE Figma BMLIITH. (MXBXNEE), sEELIRBEIRZRE, HiLIRRE mo

[00:36:06] Yuhki Yamashita
English:

And so | think there are ways in which, sometimes, you have to get creative to enable your company, your
entire company to use a product more. Or as an example, recently, we just did calibrations for
performance reviews in FigJam, and our Head of Design, Noah, came up with this amazing template and
we distributed it through HR and that was another reason for everyone to use FigJam. And so that's the
biggest thing. The more hours people are spending inside your product, internally, | think, just naturally
becomes better. Because a lot of times, it's not just about people raising their hands and saying this is the
problem, it's more about you just want to make your own workflows, your own day-to-day better, and
derive satisfaction from improving that.

FROCERIR:

FRUARBERSARERIFELR, LEBMNRRESMER" M. thiN&E, T Figlam 1T T ST
B (Calibrations) , F{1AVILITHAZEA Noah &1t T —MRIERENR, FHiT@I HRDETE, XM TAR
fEA Figlam W5 — 1 EH, XMERXEN—R . AHBARETRERNNE-S, FaBARERET,
FHNRZHE, IFUXBEAZEFR XN , EZHNEMBILECHNIFER. BCHAREEER
B, FAMXMEEPIRFHRER.



[00:36:50] Lenny
English:

So the takeaway there is get your product teams to use the product as often as possible. That is a really
clever way of doing that at Figma. | know you mentioned in our newsletter interview that you switch from
memos to decks. Usually, it goes the other way around, and now | get the second order effects of that
where people are building their decks in Figma. That is very clever, and not everyone's building
collaboration software, but that is a really clever idea. And I think there's probably a bit of trickle down
from Dylan's obsession with the product in making it, just continuing to just be obsessed with making a
great experience combined with that, people using the product and this trickle down of we really need to
make this as awesome as possible.

FROCERIR:

FRIAEICR : ILIREY mEIAR AT RES A E I E ™ o 7E Figma X AMERRIZEA. FISFIRERITPIREIR
MMXHEER T AT R, BEBERARREKE, WEKBETHANZMMN —KKRETE Figma EMLINT
Fo XIFEEHE, BAREE T AMEBDIERGE, EXHLENMFES. MEKXKFIXAILEWRIRT Dylan 3¢
FEmBYRR, XM REBAERER, EAAREMERm, T —M “HNLIBEMSRATEE" B2

[00:37:27] Yuhki Yamashita
English:

There are other companies, for example, when | was at Uber, especially working on the driver's side, of
course we went out and driving, and that speaks to some aspects of it. But one of the things that I've
realized is when you are logging a bug and you add some engineers to it, to have them look into it, the

degree of motivation is so different if that engineer has, somehow, experienced a problem in some way.
R EIE:

H AT A RMMECE, LEa0FRTE Uber B, $53IRENTANIRE, BAISAIFEBERE, XFUWTRES
Ho BEFIRIIN—RE: HFER— Bug HiLTRRMEEN, NRBIIREME RS LML NER, th
M RTERE.

[00:37:51] Yuhki Yamashita
English:

So for example, everyone at Uber would take Ubers into work, and if an engineer working a driver app
saw a driver struggling with something, they would find it embarrassing and feel personally accountable
to go and fix that. And when you can create that sense of personal accountability, then all these crazy
things happen and all this progress happens. So | think for us, as getting creative at Uber about, okay,
well how do we increase those interaction points at the point where, if someone building feels like they
have some kind of personal relationship with the end user, and this is what happens, at Figma, too, where
a lot of our designers feel personally accountable, in a way, because all their customers are people they
already know in the community on Twitter and all those kinds of things, so they feel like they have to put
something out there that's defensible or that they're really proud of. So | think that personal
accountability can really make a difference.

FRCERIR:



40, Uber WRTHIZITE LR, WIR—D AN App N ILEMERIENNAX MEELRBIL, ENRT
Rien, HAREBMAREEBEE. SMERUXMMAZERYN, FTMaLE, &P HaEzmk. &
Uber, FEAIAEMXEERR; 7 Figma B2, FNBIFZIITINREI—MPAZIE, EAMII
FERRZSHMEMNNEHEFHEXEINRB A MIRESIME— LGS ER. LB S5 UARIAKRE, PRUX
MMARERERNENRZERS,

[00:38:48] Lenny
English:

That begs a question of, | imagine this engineer at Uber coming back to their desk and like, I've got to fix
this bug. And then their PM's like, no, we got goals to hit, here's our priorities, we got this roadmap, we
don't have time to fix this right now. It's just one random bug. And so there's a two part question, just like
you have a approach to that, do you encourage engineers, designers just fix stuff that seems broken/you
mentioned that you have a fun experience with OKRs and how you've approached OKRs at Figma, and
you've gone back and forth a little bit. And so maybe, as a second part, just talking about your experience
with OKRs at Figma.

AR ERIE:

XE|HT— e KBRS Uber TIZIMEIZIEEMAR: “FIFEHFX Bug.” EPM AU “F17,
MEBIRERR, XEMAR, XEREE, HIMMAEEEEXD, XRENFENN/ Bug.” FIIXE—
PER RV . RINEAIEXMIER? e TRITAIRITTEREEEERLEEFERFIENTRALD? Fih,
RRENI X F OKR WEBLEF, UKIRIIE Figma 2MAEAE OKRE (FRMIIBREEES), PRUEZEHD1E
RIRIRTE Figma B9 OKR 2%,

[00:39:21] Yuhki Yamashita
English:

The first part, | would say that | think one of the most powerful things, especially for startups, is that
bottoms up energy, and maybe a developer noticing something is wrong and just going off and fixing it.
And for the most part, | try not to get in the way of that because if people are doing that constantly, and
everyone the company is trying to make the product better, that is sometimes a way more effective way
to improve the quality of experience than this top down of, oh, let's define this quality experience metric

and try to change all the things, because you might miss these things. So that's one aspect.
R EIE:

XFE—EHD, BN FHEIAE, RBANNEZ —MEXM “‘BTMLE” WEE—HFLEIR

AN, ARERBREBEE. EAZHERT, RREFAEMEBXMITH. IREMABEAEIH LM

L8EY, XANILE LM FHENX — “‘RERRIENT HHENT—EENEZ, AAEIRTUESRE
e

p=4
XEMT, XREP—TSH,

[00:40:01] Yuhki Yamashita

English:

And the second thing is, | think a lot of PMs have grown to realize this, which is, if you ask an engineer
about how much time it'll cost to go and build something, and it's something that they came up with or
they're advocating for, it's almost always half the time as something that you are asking for, as a PM. And
that motivation is so different.



AR ERIE:

FERE, RZPMIIBEHRSEIRE MRMEA—IRMALXENRAZTESKEE, NREMESELHR
AYEE AR AT EIKAY, FRIERIETEILF 22 IMRIEN PM ERMHN—F. AMEINRTEFRE.

[00:40:24] Yuhki Yamashita
English:

And that's why getting the buy-in of developers is really important, because you want to feel like they're
personally vested in this problem, and then, all of a sudden, their willingness or their creativity, or all
these things spike. And so when you think about all those things, when there's a situation where an

engineer or a designer's trying to fix a real custom problem, I'm like, by all means. So that's on that.
R EIE:

EMENTARBARKENARFEEE, ANMEEMINZSECEFEFRAX N, AFRAZE, it
MNOER. IENFZHTEEI MG, FAUAZEEXE, MRTREMIILTHTREEE—TNELHNEF R,
=R REEM. XMERIEE.

[00:40:50] Yuhki Yamashita
English:

OKR is totally bigger topic, and maybe I'll set the conflicts of why | have such this love-hate relationship
with it, which is that a lot of my career, I've actually just worked on core experiences, and OKRs were the
bane of my existence, in a way. Because when you're working on a core experience, sometimes you're
just, I'm just trying to make the experience better. And sure, | can come up with this BS way to measure
what that looks like, but that's not what I'm thinking about every day, anyway. So it just seems very
performative, and there's just a lot of work that goes into it.

FROCERIR:

OKR BT AIEZHIEE. HABR—THFTARNENENR: ARRWEENAIONEE, REENTIZ
OMALS, T OKR ERMIZE LEERZNRE, RNIMRAFIZ ML, BIHRRZRILAREEEN. 3
2R, BAILURE—LRHREREEE, ERREFTERERAEEERENER. MUECHERFEGEE
X, MEEERANKEETT.

[00:41:26] Yuhki Yamashita
English:

And you encounter one of two situations. One is, you come up with some secondary metric that nobody
actually cares about that, technically, you can measure and, technically, you can move, but you haven't
actually proven that it really matters. So maybe it is some satisfaction metric that you have on some
survey, but you haven't actually done the work to show that, that actually has correlations with retention
or anything that actually "matters for real" in the business, or it's some weird usage metric or something
like that.

FRCERIR:

MMZBEIRMIERZ— F—ME, MEHT —NRAREXROIREER, BALMRAUEEE, WAILERE
AE, BRFLEIREENRER, WiIFRENMAEENBEESER, BRFLIEMINRESIERESERFE
SE[MIS “HIEEE" WEBAEXE; HER—LHENEREERZEN,



[00:42:00] Yuhki Yamashita
English:

And then the other extreme is to say, no, we're going to be ambitious and we're going to send it for
business goals. So for example, even if | was the PM for the rider experience at Uber, 1'd be like, you know
what? We're going to contribute incremental trips because the experience is going to be so good that we
can get more people to come back. And I think the reality for a lot of that is, it's a metric that you don't
have full control over or there are many hops until it can affect it, and okay, well maybe we can make the
experience better and maybe that improves your attention and maybe this. And by the time you get
there, you actually can't even prove that you moved the top level metrics. So either you anchor
something that matters, but you can't move, or you anchor something that you can't move but doesn't

actually matter. So that's the relationship I've had with [inaudible 00:42:45], so even it's really frustrating.
R EIE:

—MRImEWR: AN, KNBEFLO, BMNBHEEWSER.” FW, WRHKRZ Uber EFILH PM, H=
W “BAEREMITIER, EAFEXET, gRIIEZALR” EIRLE, XBR—MREAT2ERBE
1%, PERTASHT. WiFR(AET AR, BFXRSTEF, WiF - FMESIR)L, FEELXIE
BARIRAIED T TNEHET. PRI, BAMME T —NEEENACHRER, BEAMBE T —MIFHEFREERN
fatn. XIS OKRHIXHR, HERRSAHRK.

[00:42:47] Yuhki Yamashita
English:

So when | write that thinking about, one of the things | realized is that we had OKRs, but people were
treating it almost as a to-do list or a task list of, okay, here's how, by the end of quarter, | need to complete
these tasks and then I'll feel like | did my job, kind of thing. And we would have these dreadful meetings
where we go through these spreadsheets and have people stand up in front of everyone and talk about
those commitments, or those key results, rather. But they were dreadful for a reason, which is that you
just couldn't really understand what the team actually really cared about. And it got to this point where
we had all these, and this is similar to the secondary metric problem, but either you couldn't approve
that you actually moved it, or you're trying to work on something that | don't actually understand why it's

useful.
RS ERIE:

HHEEXER, HRIRFKNRAE OKR, BEXK/IFRELSRTRHNEINER: B, HEZERKF
XSS, ARHEMER/HTHIET . HRMNSABLETRNZN, T—BBFRE, LAREEFRBAR
ARIEXE “HIE HER KBERT o XEIWZFAUAE, RENRRATEEFEHAMNEEXONZMT
%o XX[EETXREIETHRE: BAMTEERFENA T E, BAMREH—ERRAFTEREFLAN
£15.

[00:43:39] Yuhki Yamashita
English:

And so that was when | deprecated it and said, "I just want to understand your headline. What are you
trying to do, philosophically?" And just don't stress about whether you can measure it or not. | just don't
understand what you're optimizing for, and let's first have that to date. And then once we get there, then
let's talk about, okay, well what are some ways that you can measure it? And some of it's qualitative, so



it's quantitative, and that's fine. And | almost feel like sometimes, it's better to take the report card
approach of saying, Hey, just give yourself a score, tell me how you derive that score, let's all understand
that the metrics and those inputs that go into it can change over time, and we're going to get more
sophisticated about how we measure it. But at least everyone understands what on earth you're trying to
go for.

FROCERIR:

FREERTE, Hin: “BRRBAERNN SLFHE (Headline)e MEZF LM, RITAMMHA? 7 FE
AUETREDREEEE, RRBMERMNERKAA, RN ERLR. —BRAHIR, HIBIWIE: FE,
BEMEHmER? AEEERRN, AEREEN, XKXHR. HEENFANRI “MER" EAEF: IF,
LBCHNTD, SFHMBEATHINTH. ILFNEEAL, ETRMNBATESEEZY, RIZGH
Kz, BEDMSMATMBBIREIRERE 4B

[00:44:29] Yuhki Yamashita
English:

So that's where | moved in my first year, | would say, and then we hired a Head of Data who is a friend of
mine from Uber, too. And one of the things she felt was, okay, but it's still very loosey goosey, and super
subjective, so let's just try to bring OKRs back and see if we can just do them better next time. And so
we've done that, and they were definitely better than when | first arrived just because we had a data
science team and we had more rigor around metrics and things like that. But again, this time it was less
about not understanding what people were doing, but more not understanding if teams are actually
committed to moving those OKRs. And one of the problems that you find is we have these OKRs, but they
feel like these post-rationalizations of the projects that you're working on, anyway.

AR ERIE:

XERFE—FNHE. ERENBIFT —UBIEATA, tthEHE Uber AR, 15E15: “FIB, BXERE
KR KEMT, EFHNZIHIE OKR FHEIK, HE TREFEMBET.” FTRRNXAMT, MRHALLL
FNIKRESEF, EABMNETEERZFZE, METNERETET, EX—R, WEFBE T EBRAREMMT
4, MEAEERENESENETHHXE OKR, REAI—1AE: XL OKR BIGRENRELEMBVI
Bf “FEEENL .

[00:45:17] Yuhki Yamashita
English:

And at the end the quarter, you come back and see if those OKRs move, fingers crossed. But if you stop an
engineer in the middle of the hallway or the virtual hallway, so to speak, and ask them, okay, what are
your team's biggest goals or OKRs? [inaudible 00:45:31], they wouldn't be able to say it. They're just like,
well, I'm working on this project that's really important. And so it's, well, what's the point of publishing
this OKR if you're actually not thinking about moving it on a daily basis almost, right?

FROCERIR:

BTEER, (ROREEXL OKR BEAMR, EFE. BMNRIREER (UEIMER) =E—1I2M8:
“MRINEIARABIBIREL OKR B A? ” I TAJREEAR LK. fil=it: “HEM—TIEEEENTE.” A
4, MRIRLFEBREAEZEEFAXD OKR, KHEHNEXXEWER?

[00:45:46] Yuhki Yamashita



English:

And so that's when we've tried to experiment with this terminology, well, maybe if we should call it
commitments instead, people would take it a little bit more seriously. And it's my belief that oftentimes,
commitments are this care between the why and the what, and sometimes the face of the commitment is
the what.

FRCERIR:

FRARNIS AR —LEHARE, BIFRIIMEMRZA “&iE (Commitments), REFEARRSERMIFTFE,
BREE, AETEREE “AA” M ‘M4 BA%, GREAENRIEAMZE “BMH4” .

[00:46:05] Yuhki Yamashita
English:

It's a project and there are many why's behind it, or it's the why and there are many projects behind it. So
that what's trying to formalize that idea, but it definitely felt a little bit complicated, a little bit.
Sometimes people are like, well, OKRs exist for a reason and this is, basically, an OKR with just a different
name. So my honest sense is we still haven't figured it out and we're still iterating on a bunch of different
things, but | think I've developed some philosophies around it, which is, no matter what you call it,
because it doesn't matter as much.

FROCERIR:

—MREERBERZ “AA” , HE- “NHA” BERERSZIEH. RTRERXMUAEK, BHE
RUEERER. ARAMNZIR: “OKRMEEZRERREY, XEALMEMRT MEFH OKR.” BRI, K
BRINTETER/E, EEFIMER. BREMRT —LEEF: FEMFRUERA, BARFEPBLEE,

[00:46:38] Yuhki Yamashita
English:

| think that, for me, there are three things that really matter about a good OKR, and one is legibility.
People look at it and understand what it is, and it's not some weird obfuscated metric that doesn't mean
anything to anyone. | think actionability, | want OKR to inspire action. You look at that and you're like, it's
stirs action, makes me want to do something differently. And the third one is authenticity, which is, does
this actually, honestly depict what you're doing, what you're trying to do on a day-to-day basis? Because
if it doesn't, then it's hard for me to trust that, that it matters. Or if that's something that just happens to
describe what you're doing but isn't really connected in a meaningful way, then | question the value of it

all.
AR ENIE:
R, —MFHOKRE=ZmEXEE, F—=7 “ZFM” (Legibility) : AMI—BMBHRMA, MAR—

LIS AR X, EEEENER. £ “AITTahE” (Actionability) : FX#HEE OKR BERUATTEN. RE
EESM “XEEREFRRETH, UHRBEMEFRNZR.” F=2 “EXM" (Authenticity) : XBREER
KL OSSR T IRERERMAIXEHNER? MRFE, HEEHEEFEENER, HEWNRCREI0MHE
RTIREMEIE, ERBERAMENEKR, BARIERCHNE.

[00:47:28] Yuhki Yamashita

English:



So that's why | am in the process. But | definitely am all ears to advice around this kind of stuff, because |

feel like we haven't quite cracked the code.
FRERIE:
XK ERMLREE, RIFBRERIXTXAENEN, FARRERHIIE LT T,

[00:47:38] Lenny
English:

| love hearing that. That whole journey. | feel like you always hear from product teams, here's what we do
now. You never hear, here's the experiments we've been through, here's what we've tried, here's what
worked for a while, here's what doesn't work now, and here's what we're doing now. So it's really cool
just to hear all the experimentation you've done. Clearly, Figma is a company where you encourage
experimentation and trying new things that aren't working, and it's cool they have the flexibility to just
like, let's just do headlines for now, and no more specific goal metrics. We're just going to build things
that we think are important.

FRCERIR:

RENAXLE, XBMNOERHIE. BRBEMRLSEREFREIAG: “XR2IFAMERME” RMKIFFRE]:
‘HERHMNEZHINRE, XEHNZHIN, XRBLENERELHH, XBHRNMERME" FrARFE
REBIPRA SRR ERNRE. £, Figma B—XEMKREMZHMEMNIQE, MEMRMNABRESE, EbmaIiL
W OMERMCKFE, THIREARNER  RNREHITBANEENSEE.

[00:48:09] Lenny
English:

And in the newsletter post, for folks that are listening, you actually show the templates that you're using
these days for planning your projects and laying out your OKRs, so folks can check those out if they're
interested in seeing how you're doing that, now. You also mentioned you've hired this awesome data
scientist, and maybe just expanding that further, | imagine a lot of the success of Figma and the product
that you built is the people that you hire. At Figma, | believe you have 22 product managers, which
sounds very small for a company like Figma, and | imagine they're all amazing. I'm curious what you look
for in product leaders and product managers that you hire that, maybe, other folks aren't as focused on,
and just what does the interview process look like at Figma?

FROCERIR:

EERXES TATTLEER), MBS T MR TFRE AL OKR HB IR, (TR
ﬁm@%ﬁﬁﬂiioL—ivﬁ—T,ﬁﬁﬁymmmMEkEFth$WMF%MATOEH@m,%
HRSIRIRE 22 BF=RER, WT Figma SHABHATIRS, XOTRRIELHEE, BAMLINI—EHER
5. BRGS, EREERUSEN PME, FRBEEMLIATEFAXIORER? Figna WERHELE
e

[00:48:51] Yuhki Yamashita
English:

Yeah, | shared some of these things. | really feel passionately about storytelling, and not to give it away or
anything, but one of my favorite interview questions is asking, "describe to me a time when you're part of



controversial product decision, and what did you do," and all those things. And I think it's really revealing
because if they can set up this conflict and understand why this problem was really important and
represent both sides in such that you can understand why that conflict existed in the first place, then they
can do it in this even-keeled way, where you realize that they can take on these different perspectives.
You start to learn a lot about that person, | think.

FROCERIR:

2H, RNEI L. HIFEFE WHE" BN, NTARIEXRS, REREVXNERARAZ—Z: “WHk
—RIMZEENBFWUNTRRER, MARBTHA? 7 WANXEBZERLNME, ENMRAM]EERER X
xR, BN AXNEBARER, HFEFMMERANAMSR, ILFBARPREVNEAEFE, BAIRFEES Lt
MNE&EZHENA. HREXEILRIFETHE—TAo

[00:49:35] Yuhki Yamashita
English:

Or sometimes, | just ask them for basic things, okay, talk about a big problem that you worked on. And
the thought experiment, for me, is always coming out of that, do | feel compelled to work on that
problem? And no matter how boring it sounds on the surface, | think a really great product manager can
cash something, it's like, well, this is why it's so existential for us, and this why it's so interesting, and
really rally the troops up. So that's one big thing of storytelling communication because at the end of the
day, so much of our job, it's around that.

FRCERIR:

HERNTHRIP)—LEEMAYEE, b “BORIRAEIH— KA " WHEKR, BRLENEREZE: T
wZfE, RESHREBABNNE? TIERELITERS AR, FIAA—IHARE PM BEIBEHFSIA
ABED “ERMBAFTAENENERMK, IMBATACHLER” , FEESNREAR. FRLAKRENN
BE—MHASE, BNFRER, KRS TIFREESRX TR,

[00:50:07] Yuhki Yamashita
English:

| think other than that, some of the things that | value or things I think about as, hi Dan with UX
conversations, it's like we talk about problem, and | think about when you're exploring solutions, it's this
tree of, okay, there's just these branches of explorations and you finally arrive at these solutions. And a
ton of people who can go up and down branches really quickly, have a really high command of all these
different altitudes, as well, so that we can talk through a lot of things at the end of the day, feel like we
walk away with some progress.

AR ERIE:

PRIbZS, HAFBEEE UX (BFER) WEFHNRI. SRIPVEEN, REBE: ERREBRATEN,
XaE—R, BREZRRNDZ, RAFEFRL R, RENRLEEREERNB I ETR. HEBNERE
FRRE (Altitudes) BIA, XEFZNTMERNITIERSER, HRBEET#HE.

[00:50:43] Yuhki Yamashita

English:



And | think that at Uber, our first two Product Officer, Jeff Holden, was someone who often talked about
fast forwarding to the future and this idea that, okay, let's just pretend we ran that experiment. What do
you think it'll come back with? Or let's pretend we ran that, you just use a study. And the PMs who have
the ability to imagine those outcomes, | think, it helps us be much more efficient, too, because we're like,
well, if we all think that it's going to go there and that's not going to compel us to take any action, why do
itatall?

FROCERIR:

£ Uber BY, FHAIBAI~ME Jeff Holden 2EKIE “RHAEFIRFK" © FIE, iEFNRIRENBEM T AL
1, MRBERZEMHA? HERKKNELMTRAFHAR. FIANBERRNBRXLELERE PM gefE ]
REMER, RARKNEZE: “MRENMANERIZRE, MERFRERNREEMITE, BRATARE
2fHe? ”

[00:51:17] Yuhki Yamashita
English:

And so | think a lot of PM is about those shortcuts that you have to take. And it's not just about what we
build, it's about building the right things. And sometimes, it's just as important to decide not to build
something, but it's all only possible if you can have that kind of imagination or that ability to see around

corners.
AR ERIE:

FRUAFRINS PM BYIR 2 TARE T SR TR ENAV R XA UXKFRHATERET 4, BEXFHEIERE
K. B, RE “FEHA” AFEER, EREISFRAEHRMER I ARRVEEIR, XA ZFIEER.

[00:51:37] Lenny
English:

| love that. | was going to ask you for your favorite interview questions in our lightning round and you
jumped ahead, which is great. And those are really good examples. Hopefully, they don't give too much
away. | want to chat a bit about growth and how Figma grows. If you ask people about product led
growth, and just whenever people talk about product led growth, they're always companies like Figma,
Slack... Figma is always seen as a model of product led growth and a product that grew through product.

FRCERIR:

HERX D HARITEERNBEANRIFRERVEIR D, MEFRT, XRF. XEOFIFERF FE
ENASBEARS, HBWIMEKLUK Figma 2a0fIEKE, WMRIREAMNXFmEERK (PLG), AKE
=12% Figma. Slack-----Figma —E#A PLG BHSE, — M@= maAS KINE K™ R,

[00:52:04] Lenny
English:

| imagine now, there's a very robust sales team, and | imagine, even earlier than people, probably,
imagined there was a sales team. I'm curious, as a product leader, what you've learned about how to
effectively work with sales and what you teach your product managers about how to work with sales to
collaborate effectively.

FROCERIR:



HEREMNNELE —XIFEBANEERANT, MEARBHEFAMNEILARILAKBRNEER, KR
&, FAFmaSE, RPN THPESHERANERSIENZR? (RIEIREY PM (TR SHEENIE?

[00:52:24] Yuhki Yamashita
English:

We're really lucky to have a sales team that understands their product really well and can hold their own
with customers who are often also design leaders, product leaders and things like that. And | think that
kind of credibility goes a really long way. One of the things that we all are collectively realizing is, we talk
about product like growth, but in some ways, | like to think about it more as community led growth or
there are certain people inside a company that feel so strongly about Figma and that they're helping push
foritin these advocates and evangelizing for Figma.

FRCERIR:

BINEB=cHE—ZERE~RNHEERN, MIESHLBELRIGITASE. mRASENEF FEX
Ho WIANAXMAEHIEEERER), BINERRIRIN—R2: BEARNKICTRIENEK, BEEMHEE
L, REREBEMA “HREFNEK” . ARABERE—LAX Figma RIERE, iEARIPETEREHE
HEE Figmao

[00:53:03] Yuhki Yamashita
English:

And so oftentimes, what the sales team does is really empower those individuals to make a stronger case
or connect them to the rest of the company so that we can get a wider deployment or more leadership
buying and things like that. And so oftentimes, a sales team is playing that role of creating those human
connections and helping equip designers that feel passionately inside a company with the data, with the
stories and all those things to help make a case. And | think that's the most powerful way in which we can

spread where the space of Figma is not the sales team, but in fact, it's the internal designer.
FZERiE:

Hit, HEANBREHNZMEXLENA, iLtEEER MR, HERMSATHIEMERIBRRER,
MMEMEZHEBEHRFTESASENINA . HEFNENZRZIAGRBKZNAR, HBEHATRERABL
RHRBENKITIMERSIE. MENFAELENZMRZIFMITNEK. BIANZZRRNERRENNGR
—Figma §y “HEAN" F2HEHP, MR ATAEPETIZIHIT,

[00:53:47] Yuhki Yamashita
English:

And so that is the mental model that | think we've been using it. We're fortunate enough to have people
inside companies who are so passionate to want to play that role. And so when you take that lens on,
then you start to understand, okay, how can we help set this person up for success? And the sales team
has different ways to do it. The product team can help, in terms of giving them visibility into how we're
thinking about evolving the product or what other customers might be doing. And so, | really see it as this
partnership to enable that much as possible. And | think that's what, to me, product growth looks like at
Figma, is that.

AR ERIE:



XRERNN—EREERANERERE, BITRFE, RRARAMEXASZARHERABEHRBENEX AR, HIRM
X MAEREN, (RASFFRER: 78, RHNOFAEBXNARERY? HEFANERRNGZE, ~mH
PAtBET LURMEESEY, Lbalib bl T BN~ miE#tE, HFHEMEFAEMA 4. REIBEREE—T
RFERZR, RETEEMIMEAE. XWFHKH, XFiE Figma B~ migKET,

[00:54:29] Lenny
English:

That is really interesting. Basically, making your champion inside the company a superhero, helping them
be more effective at what they're already doing, which is evangelizing this product that they really love.
Interesting. Is there anything that you think Figma did early on that you think was really important for it
to start to grow, either in this way or in a different way? Imagine there's just a lot of product led growth
founders that are trying to create a product led growth product, and they fail. And so I'm curious, just
what do you think people often miss and what do you think Figma did right that got it going?

AR ERIE:

XRE#E, BRELMZRIRASRNENIHIFETE “BREE , BEtEER MR EMNE—
BB EFMIIAENR. REER, fRIAA Figma RERAMTHEMEKEXETENEE? TiLEXHAR
HREMBN. FHEERZ PLG QI ANIKEFTIE PLG il RN T . FHRMFE, MMUNANEBEZET A4
Figma 133 7 f+ A7 L EITHRIEEHRAT?

[00:55:02] Yuhki Yamashita
English:

| think a lot of it was about the level of intention around building community. And the more there are
organic conversations happening about Figma, the better. And one of the nice things about Figma is you
can share out a file that you've been working on, and effectively open source something, but it's your way
of showing, here's how we do it at so X, Y, Z company, and sharing that with the rest of the community.
And when people see that and when people feel like they have this insider view in how other companies
work, that's where there's a lot of interest.

FROCENIR:

BIANNBRREZEE LETFHMEHXNEMIZE, XTF Figma WBXITICEZ YT, Figma N—MLRZIRE L
DEMMEFLENXM, KEER R T—EARE, XRMET “HMNERRQTDEXAMN” H5HK
AENAL. SAEIRXE, HREFECRITHEMARERAXNNASIEN, Rt BERHE,

[00:55:38] Yuhki Yamashita
English:

And more recently, over the last few years, we've really been focused on a program called Friends of
Figma where we have people who are passing about Figma, and all our different geographies come
together in a Discord channel. They meet regularly and are helping us evangelize. And again, that's that
human connection between users, and then between us and the users is something that really helps
build that kind of loyalty, which is the thing that, then, fuels all the champions to really push for it,
internally, and give people the enthusiasm and courage to do that inside their organization.

AR ERIE:



=REJLE, BINERXF—1EA “Friends of Figma” MIH. HEITEFEMX I Figma FBHRBRIIARE
7£ Discord $iEH, MAEHNEHAFTEBIFKNEE. BRGEE, XMAFZE. URENSHP ZEr AR
%, ERNAETRIIBIHE, MXMEIMESHE T FERinEERE AL, HIEF AMNEARRNIX
BEHBIRBME S,

[00:56:16] Lenny
English:

It's interesting how many corollaries there are to Notion and how they got started. | recently chatted with
Camille, I don't know if you heard that episode, but there's a lot of similarities with how Notion use their

community to help jumpstart growth and continue to grow.

FRCERIR:

BEKNE, X5 Notion WES ARNERZMEMZ L. HFEEM Camille Bd (RRERIFZITIARE),
Notion #| B X B aptE KHFFEIE KM S XS LAFEEM.

[00:56:29] Yuhki Yamashita
English:

Totally.

FREiE:

TLI1Ef.

[00:56:30] Lenny
English:

It's interesting that you can call that community growth, product growth. There's a lot of overlap there,
potentially.

FRCERIR:
BBHZE, AUz AERIEK, WUz migK, MEZEEREZES,

[00:56:36] Yuhki Yamashita
English:

For sure.

FRCERIE:

FSEanLtt.

[00:56:37] Lenny
English:

What advice would you have for folks that are, | don't know, maybe you already shared this, but just if
you're a product led growth founder listening to this, do you have any other piece of advice to that



founder about how to get started with their product, their community, their growth strategy? Anything

else you'd want to share there?
R EIE:

RIS BRLEIEFEUNIRBY PLG IS ABHHAERINIE? XTI RMIIN~ M. SXAEKRE, REEHAE8n
EHIg?

[00:56:52] Yuhki Yamashita
English:

Maybe a different way to talk about what we just talked about, is just, there has to be this, almost
irrational, this emotional response to your product and this like love for it. First, it has to be cultivated
internally, too. People, internally, have to authentically love something to really stand behind it. But then,
externally, too, if people are loving something to the point where they can sing at the top of their lungs
and just really talk about how Figma's, great, if we can get there, that's a wonderful place to be.

FRCERIR:

WIFRAI LRSS —MAIREKE: B MRE ™m0 E — M P FRENBRRNNARZ. Bk, XMAEE
WATEREIETT. ABARBIRBROHAZENRA, THREEXFE, HR, TN, MRAMNREE
BRERERM. NMEHIL Figma BSH%F, MRKNEARZIMIZE, AMAIET .

[00:57:27] Yuhki Yamashita
English:

And | think that's both a combination of you've really solved their problems well, but you also equip
people with a philosophy around a different way of working. And | think that's what worked well for
Figma, too, which is, there's something controversial about this idea that everyone can see what you're
doing, or that multiple designers can be in the file at the same time. We like to say that one of the first
responses we saw [inaudible 00:57:51] Figma was, if this is a future of design, I'm quitting. I'm changing
careers. And there's that tension of that narrative tension, but that is signal that you're part of this
revolution and you're trying to change something. And when it can equips your customers or user base
with that, and | think that's something that they can really get behind and champion, so it's not just that
they're championing for a tool, they're also championing for a new way of working.

FRCERIR:

HINARXES TR (RAERIFAR T IR, FEREET T AI—FXFREIEARANEF,
AR Figma WRBM: Xt “GPAEBEBIMEMA A" H S MHMERREXH" BREEY
REAFINR. JIEHR, M Figma ZRENRIFZ—R: “WURXMBIRITHIREK, BHERATFT, HEXKT.”
XHRE LFKNR—NMES, RB|HFREESS5—HESm, MEARENRE—ERAE, SHRETFTEAZMHE
B, MMNSEEFHAIFE. FIUiIAMUEERE— 1T, RE—MHNITEA.

[00:58:20] Yuhki Yamashita
English:

Obviously, that's a tall order or [inaudible 00:58:23] come up with that. But hopefully, if your a founder,
you're working on something, your mission is so big that you have those kind of ideas, and it's how do
you actually equip your customers to want to talk about that?



FRZERIE:

2R, XR—TRENER, BFENRIFE—MULIIEA, MIESEBEKR, BErrEXKEE, BAXEM
£T: ROAEREMINEFREXRKILE?

[00:58:35] Lenny
English:

That's awesome. Reminds me of a quote and a tagline that the Airbnb's first growth team had for a long
time. Love drives growth, not the other way around. They made posters of this, put it all over the product

teams.
FRSCERIF:

KiET . XiLFGE Airbnb 5—IB KB KIIEAN—ARE: “AERREK, MIHEKEDRE" it
MEXEIRENA SR, WA T = mBEARNDAZE,

[00:58:48] Yuhki Yamashita
English:

| love that.

FCERE:

BERXAiE,

[00:58:49] Lenny
English:

Part of the office and seemed to have worked for Airbnb, clearly working for Figma. One last question
feels like a question we have to touch on. | don't know how much you can say about all this stuff, but with
the potential acquisition with Adobe, which | know isn't done, yet, but I'm just curious, what do you think
will change, may change, you're hoping will change, you're hoping won't change in how you build
product at Figma within Adobe?

FRCERIR:

X3 Airbnb B2, EA% Figma AW, &E—1REE, HEFHRINIGITXK. HANERESESZ LD, B
X TF Adobe 3 Figma BVBEWE (FRAERLRALTH) , FKIRIFE: 7 Adobe WEB, fRIAJ Figma 19& =
ARSI BEAFAZN? RBEEAANE? XFEFARSAE?

[00:59:12] Yuhki Yamashita
English:

Totally. Yeah. As you said, it hasn't closed, yet, and so we're still independent companies, but when we
think about that theoretical future, I think about people often ask me, so what's going to happen, in
terms of the products that you work on, and how is that going to influence Figma? And the answer is, we
don't know, yet, but | get excited about two avenues. One is just really continuing our current mission of
making product design better. And the reality is we look at product design, a lot of people are still using
both Adobe and Figma alongside each other. And maybe you're creating that micro interaction in After



Effects, or maybe you're doing that intricate illustration in Illustrator, or editing Raster in Photoshop, and
then you're bringing some of those things into Figma. But when you think about the end product
development process, there's so many ways in which, if we can make all those things seamless so that
you're not juggling a bunch of apps, or maybe you can have one single source of truth, that's really
exciting to me to think about. So concretely what that means, | don't know, yet, but as thinking through
those journeys, that gets exciting for me.

FROCERIR:

Hiho SRR, RZEETR, BIMNERIIAFE. EHEMNBERNMEL LAIREKE, ATERFEK: 7R
ARNFRERETFA? XSWMARM Figma? FRE: RIIERMNE, EERMEDPARRENET, —BHRSR
BINBFINES, ILERETEREEF. UXE, BRZANARNER Adobe # Figma, HIFFRTE After
Effects B E, 7E lllustrator B E ZAViEE, 1E Photoshop B4RIE(IE, AGSIEXLES N Figma, il
FRHENBILXETIETRELLE, LT FBREESZ App BIBERBEE, HEHEE— “B—FLRF" (Single
source of truth) , AMERWRIFE LS ANE. BEEFRETAKERE, BEZXLREZILEENE,

[01:00:22] Yuhki Yamashita
English:

And the other thing is really collaborating with the rest of Adobe and thinking about, we've figured out
something really interesting in the form of realtime multiplayer collaboration, and that, as a platform.
Adobe has a much broader set of use cases that they've been pursuing, and what do those two things
together, what could that enable? And that gets exciting for me to think about all the creative tools that
I've used in the past, be it video editing or 3D objects or things like that where it's, okay, if we can bring in
the power of the browser, of multiplayer, of this feeling of openness, would that make it way easier for
people? Would it make it much easier for people to share work or get involved?

AR ERIE:

5—H4ERE5 Adobe WEMERITTEMF. RINBLE “ENZAFME AERRE T —LFEHEBHIRA, FF
REFAN—1FE. Adobe BEE ZHERAYR, XMELGREABHARE? BEBRIEZAINAELE
TH, TIeEWMmIEERE 30 1R, WRBAVESINNDRNAE. ZRAPMENNEURIMHARE, 25
ZUANTNIAEERERS? EERUNE RSB S 5HTRTERER?

[01:01:04] Yuhki Yamashita
English:

So those are the things that go through my heads, in terms of what's possible. In terms of what | don't
want change. | really think that we've figured out something really amazing, in terms of our relationship
with the community. We talked about proximity to community and our users. Those are things that we
intend to keep and keep doubling down on. And | think it's such an important part of the magic of how
Figma works. So it's something that, | think, | will continue to do and that's what | draw a lot of
motivation from in the first place.

FROCENIR:

XEBHMBRXTAERENEE, ETHRAFERZN: RENUAANRNESHROXALEMSIERE L
B HATRBTMEHXMAR, XERHRIHTERBHMERANNRE. HIANXZ Figma BIEENHNEE
HRED . FIUXRRSHREFNES, HWEREVHHIIRR,



[01:01:34] Lenny
English:

Awesome. You also get to work with Scott Belsky, which is going to be pretty sweet and hoping to get
Scott on this podcast at some point, too.

FROCERIR:
AT, {RIZREF Scott Belsky —fE LF, BB—ERE, FBHELUSHERISE Scott R EXMER

[01:01:41] Yuhki Yamashita
English:

That'll be awesome.

FRCEIE:

ABXRIFT o

[01:01:42] Lenny

English:

Any closing thoughts before we get to our very exciting lightning round?
R EE:

EHERNBENRNRBIIATZE], EFTARSEERIRED?

[01:01:46] Yuhki Yamashita
English:

It's really easy to listen to some of these podcasts and feel like, oh, these people have kind of figured
everything out. But the reality is, we haven't, and we're still experimenting with a lot of things. OKRs is a
really good example of that, but a lot of other things. And so, just the other day | wrote about this idea of
us living in a work in progress world, and | was talking about more from the context of we live in a world
where all of our products, our product players, our strategies are work in progress, and how do you work
in a world like that, when what you're reviewing can change the next day.

FROCENIR:

IFXEREREZIUEADLRS: ‘B, XEABKIEUMBBRET.” BUER, HH2E, HNNERSE
1B L#ITHI. OKR MB—NMREFHGIF, TERSEMERB, MEM/LK, HEHT “BIEFE—T F
pian’  (Workin progress) 57 g9k, HEER, HMWTm. mRES5E. KBRAEEFMm. EXF—
MRS RIFHENARFERARMAJREAZIHRE, M IE?

[01:02:23] Yuhki Yamashita
English:

But in a similar way, | think the way we work, the way we run product processes as product managers is,
itself, very much a work in progress. So | would love to encourage this kind of conversation, Lenny, that



you're facilitating just because you have so much to learn from each other. And 1'd love to continue to
learn more from all of you on interesting ways that you grapple with these age old problems around
things like how to set goals, or how to review work, or how to plan.

AR ERIE:

By, FIAABNEN PMHIELSN. BITF@ARNAR, sFEE— “FRM" . FRUAKIFEER
Lenny fRAECHIXFHISIE, RAKNATUERFES, HBFEEAEMARIBEZ WA IEIRLHERR]
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[01:02:54] Yuhki Yamashita
English:

So anyway, just wanted to signal that we are very far from perfect, and I really eager to learn from

everyone else, as well.
R EIE:
B2, BREBRAFN Iz TSR, RPIFEBEBDAKFS,.

[01:03:04] Lenny
English:

I love that. That also reminds me of something the Airbnb founders always came back to. Joe and Brian
were both designers, and as you learn to be a designer, you are taught that everything around you is
designed by someone. Someone just decided this webcam's going to look this way and work in this way,
this chair, somebody decided very specifically, it's going to be like this. And we assume the things that we
are working within are just, they're figured out. Someone much smarter than me figure this out. But it's
usually just someone just like you that had to figure something out quickly, and then that's what you're
doing now. And so they always encouraged everyone to just remember someone designed this, doesn't
mean it's the perfect solution, and you should always rethink things like that and not assume.

FR3CEd

iF
HERZX MR XiLFAGGEE Airbnb SIS AR EREIFI—=. Joe # Brian #ZigitM, HIRFIIIIRITHID
B, freFE: MEEN—THMEHEEANKITE. BARETXMEGAKZE. XAR; BARETXIER
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[01:03:44] Yuhki Yamashita
English:

Yep.

FSCEIE:

R tHo

[01:03:44] Lenny



English:

Well, with that, we've reached our very exciting lightning round. I've got six short quick questions for you.
I'll just go through them pretty quick, whatever comes to mind, share, and we'll see how it all goes. Sound
good? All right.

AR ERIE:

7, BEHNEENRABERT, HENTMEENNZ, ZRREI—E, FRETAMSZENF4. BT
Thg?

[01:03:56] Yuhki Yamashita
English:

Sounds great.

R EE:

BB T

[01:03:56] Lenny

English:

Awesome. What are two or three books that you've most recommended to other folks?
R EIE:

KT, RANAEERZSHR=FBZEMHA?

[01:04:02] Yuhki Yamashita
English:

First one that comes to mind is Switch, and it's really about how to affect organizational change,
something that's Shishir recommended to me and we have the difficulty of affecting change in a large
organization, basically, and how to overcome that.

AR ERIE:

BRELBINZE (BE) (Switch), ERXTFINAFMALRTERN, XZ Shishir HFLIAY, TEHETARA
L HETh T YRR RE LA R g0 AT Se AR

[01:04:16] Yuhki Yamashita

English:

The second one | would say is my favorite book of all time is one called The Story of the Stone, and it's a
Chinese novel, one of the most famous Chinese novels of all time. And it's thousands of pages. It all takes

place in a garden, but it's one of the most beautiful piece of work I've read, so | like to recommend that,
even though it's nothing to do with PM.

FRZERIE:



FARRBELLRRERNE, W (AXid) (B (I#E)). XE—HPE/NE, BRHEHE LEERRN
MRz— ERJLTH, BEBREE—TANEE, BERHRINEENFRZ— FIUKENRHEEFE,
REEMFmEERXR.

[01:04:38] Lenny

English:

Did you say thousands of pages?
HRCERIE:

R L FDI05?

[01:04:39] Yuhki Yamashita
English:

Yeah.

FSCEiE:

=0

[01:04:41] Lenny
English:

About a stone. Wow. | will check this out. | love it. I've not heard this one before. Favorite other podcast,
other than the one you're currently on?

FROCENIR:

KF—RA%K B, REEZEEN. RERXMEE, MUaigiid, BRTRIESMEIXT, REESREEER
eftar

[01:04:49] Yuhki Yamashita
English:

Well, I'll have to admit, I'm actually much more of a visual learner, not a listener, and so | rarely listen to
podcasts, but the two that | have listened to, in earnest, was first one was Serial a long time ago, and then
yours. So | think some of the best, actually, but otherwise, more into reading.

FROCENIR:

B, FEHEIN, RELEMRTARFS, MARBRREFS, FAURRIVFES. EFAEFIRD, —
PMERRALURIY (Serial), Z—TREMREY, HEFXEEHIREN, FRIEZIHEEERHIR,

[01:05:04] Lenny
English:

Awesome. This show's also on YouTube, for folks that don't listening and like watching things. Plug, plug.
Favorite recent movie or TV show?



FRZERIE:

AHET. XPTIEMA YouTube h, EEIERERAMERENAN. IREFTI F. RICRERVBRAE
MTE?

[01:05:18] Yuhki Yamashita
English:

The last movie | watched was called The Good Nurse, and it was about a serial killer working in a hospital,
but it was a very different take on it. It was very human. It wasn't grotesque at all, and was talking about
how broken our system was. So, highly recommend it. Quite sad, but yeah.

AR ERIE:

BREEN—EEBEFN (RO0iFE) (The Good Nurse) , IHHIR— M EERIENERRTF, EMAIFER
5o CIEBAMN, —mtBREM, THEHNERINNARE S AW, FEEE, SRR,

[01:05:37] Lenny
English:

Okay, good tip. What are some SaaS products that you love that you, maybe, use at Figma or that you just
discovered that you find very useful?

FROCERIR:

9FEY, PRI BWMEIREZER SaasS m? FIRERIRTE Figma AN, HEZMNANREFIEEER
B9

[01:05:45] Yuhki Yamashita
English:

Kind of cheating, but as | mentioned earlier, we're starting to use FigJam for everything from calibrations,
to interview debriefs, to product reviews, to everything. So that's thoroughly started to dominate our
usage. It's been cool to see. And then we have our usual suspects like Slack and Asana, and then we're all
over the place on the rest. Some of us use Notions, some of these use Dropbox Paper, some of these uses
Koda, and so we're still figuring that one, out, I'd say.

FRZERIE:

BRGEERE, BENEZAHRIIN, RITFBRERESERLMER Figlam, MSRREIEAER, B~ m
T#H, EEEMRESTRINNER, XRE. REHIMNEEGEAD Slack M Asana, EMHFLERET, &
A Notion, & AH Dropbox Paper, HAM Coda, FHTEEEES,

[01:06:16] Lenny
English:

Dropbox Paper. Very cool.
R EE:

Dropbox Paper, 1RE&,



[01:06:17] Yuhki Yamashita
English:

Yeah.

FCERE:

=108

[01:06:18] Lenny
English:

| love that product, but | feel like no one uses it anymore, but it's cool that you guys do. Final question,
favorite FigdJam or Figma plugin or template?

FRCERIR:

HEXRBAN=m, EREAELART, (MIEEREERE. RE—NRE, REWHY Figlam 5 Figma &5
1&iR?

[01:06:27] Yuhki Yamashita
English:

We have this one called the Alignment Scale, which is a widget that you can insert into FigJam or Figma
Design, actually. And we use it all the time. So basically, it's just a simple scale and whenever people click
it, their face appears on one end of the spectrum or the other. And so it's our quick way of being like,
we're doing a product review, we on a pulse check, we drop it in and we're like, how are people feeling
aligned, not aligned?

FROCENIR:

FMBE—1M “WFRR" (Alignment Scale) BY/NEH, AJLUEAN Figlam 8 Figma igitiss . Hi1—EHE
. EME—TEENTR, AMIREE, MNBAERIEIMEAEN - S ik, XEHRIREHT
BENE” WA ETRTENERE, BEEAKERFINFTT, E2&NTF?

[01:06:52] Yuhki Yamashita
English:

And if people are aligned, we just move on. If not, then you know that it's worth a discussion. So it's just a
fast way to figure out where all the hotspots are.

FRCERIR:
IMRAKEHTTT, ks, NRLE, PRMAMEXEFTTIE. XB—MREZEFNRBTGE.

[01:07:01] Lenny

English:



Awesome. And if folks want to find that, they can actually go to the newsletter interview that we did. |
think if you just Google how Figma builds product, it comes up number one, and then there's a link to
actual template, so you can plug that right in. Yuhki, thank you so much for being here. | am going to go
play with Figma and FigJam right after this. Two final questions. Where can folks find you online, if they
want to reach out, learn more? Are you guys hiring, anything there? And then, two, how can listeners be
useful to you?

FROCERIR:

AET o SIRAFKBHLINAMN, FIUERIMMBOBARIIXE. SFEER “Figma NAWES~R" HES—
i, EmAEERERE, Yuhki, JFERHRRIIXE, REXMHILZIFEITE Figma # Figlamo &/EMMA
. NRAREEKRAE TRES, FJLUEMERIIR? (RITBALE? 556, IRBEAFMETA?

[01:07:30] Yuhki Yamashita
English:

Yes, you can find me online on Twitter or LinkedIn. Feel free to reach out there. In terms of how you can
be useful to us? We're really starting to build a lot of products for this audience, for product managers.
FigJam is one example of this, so definitely try it out, give us the feedback, tell me all about all the cool
things that you're doing or you wish you could do on FigJam or Figma. And you can tweet at me, you can
find me anywhere. And, of course, we're also hiring, so if you know great people or are interested, yeah,
there's a lot of roles, so please get in touch.

FRCERIR:

EHY, RATLAEHERFEK LinkedIn E3EIFR. WDBERIEXR. ETAKBENIANMRMA? FKMIEF®BR PM X4
BEMBRZ~m, Figlam BB —MIF. FALUESHIRATE, LEMRIG, SIFIKRARTE FigJam =X Figma L
MEVEESE, NEMBELIMBINEE. RAILAHERSTR. S, RIMEERA, URRAREFHATHES
SR, HNBRZNM, TR

[01:08:06] Lenny

English:

Awesome. Yuhki, thank you so much for being here.
R EiE:

KiET o Yuhki, IFEREHREIZIR,

[01:08:08] Yuhki Yamashita
English:

Thank you so much for having me, Lenny.
R EE:

EBZFHRINEIE, Lennyo

[01:08:11] Lenny

English:



Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcast, Spotify, or your favorite podcast app. Also, please consider giving us a rating or leaving 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:

IFE RS ARKIRIT, MRIREISXEATTEBEMNE, BJLUTE Apple Podcast. Spotify SUIREXRAVIER N AT
5o AL, BEBLEHNTNHBTIE, XeeHPEMIAREAIMXMER. (RAJLUATE lennyspodcast.com
AFFEETER THESERS. THTER.



