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Kevin Weil, head of product at Instagram,
describes how easy it is for one’s own biases and
background to taint discussions with
stakeholders. In conversation with Tina Seelig,
professor of the practice in Stanford’s
Department of Management Science &
Engineering, Weil also stresses the importance of
thinking about the problem you need to solve, not
how difficult addressing it will be.

Transcript

     - It's a funny thing when you're an engineer, you know how all the systems work.. And then when you're a product
manager, you're not really responsible for knowing how the systems work, your job is to be the voice of the customer.. You're
supposed to be thinking about what jobs your product is hired for.. Why do people use your product, what are they trying to
do? What problems does it solve for them, and how can you solve those problems better? But coming from an engineering
world where I knew how the systems worked, it was actually, in general it's a strength, it's good to be technical because
you're still building products, but the challenge I think that I had to overcome at least was, because I knew how the systems
worked, I would sort of short-circuit certain ideas because I knew they'd be harder than other ideas.. And I had to learn to
actually not use that part of my brain or part of my history because it's way better if you can think about what problem you're
trying to solve and why, independent of whether it's easy or hard, figure that part out later.. But you want to sort of keep the
purity of thinking about the problem that you're trying to solve and not be like, well I know this one's easier, so maybe we'll
try and go in this direction a little bit, 'cause we can do that faster.. - [Tina] Interesting.. - So I really, I had to sort of try and
shut that part of my brain off.. And then it kinda happened automatically 'cause as we grew, I'd actually seen less and less of
the code as time went on, but in the beginning I really had to work at it.. - Right, so you could throw it over the fence to the
engineers and say, figure out how to make it work..

     - Well no, it's definitely not that.. Definitely not that, I think it's really important to be able to work directly with your team,
but you just don't want to be, you don't want to be throwing out certain solutions just 'cause you know they're hard.. At the
end of the day, you absolutely work really closely with your engineering team and maybe the perfect solution is actually not
feasible from an engineering perspective, and you find the sort of 80/20 value proposition that you can actually build.. You
just don't want to be throwing things out at the beginning, you want to do that sort of towards the end once you figure out
what the right thing is with the team...
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