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(00:00:00) Annie Pearl
English:

Strategy is really just an integrated set of choices that outline how you're going to win in whatever
marketplace you choose. And so, a good product strategy is going to answer questions like what's your
winning aspiration? But maybe more importantly, where are you going to play? What are the markets
you're going to go after? What are the segments of those markets? What are the personas in the segments
of those markets? And then, how are you going to win with a target audience?

AR ERIE:

RESSSFR LR —EEAERE, MR TRTRNEEMENEAHZPRE. Flt, —MFN~RRBRE
EE#EWN “RORBEREMAA? 7 ZXNEH, EAgEEENE, “MIEEMERS? " (REHFERHLE
M17? XEHZNAD TR A? XEASMWAPRAFES (Personas) XEEHE? &ia, (RTELUM
WIS EIRERFBR?

(00:00:27) Lenny
English:

Welcome to Lenny's Podcast where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today, my
guest is Annie Pearl. Annie is currently chief product officer at Calendly. Before that, she was chief product
officer at Glassdoor. And before that, she was director of product management at Box. She's also a
member of Skip, a community for chief product officers, and she's on the board of two different

companies.
FRERIE:

SRMRE] Lenny IR, EXE, RAaXFHALNTRASENEKER, FIMNEITEMLEKLYSRK
SRR ENERAR, SRMNZRRE Annie Pearl, Annie BRTIE{E Calendly WEE~RE (CPO),
Lz Fl, 2 Glassdoor WERE™RE, BERZA1, it Box W=@EBER, WikE Skip (— M EEF R
BHX) MR, FEERRTEARNES,

(00:00:54) Lenny

English:



In our conversation, we cover a lot of ground, including how Calendly builds product, how Calendly has
grown, including the wild story of how they got their first 1,000 users, and also how they built a sales
team on top of what historically has been a very product-led growth company. Annie also shares a ton of
great advice on how to get into product management. | learned a ton from Annie and | know you'll too.
Annie also shares a few killer tips for using Calendly, which | loved. And so, with all that, | bring you Annie
Pearl through a short word from our wonderful sponsors.

FROCERIR:

ERNIHES, BABRE T ZMEHE, 21 Calendly IfAITiEF G, Calendly 2a0EEKAY (BIFEM(IIR
19801000 BAFMESHE), URMITIAEXRFRUF=@RIFEIEEK (PLG) AENATEM EEIHE
HBho Annie ERET AEXFMNEHNTREBEBIANETEIN. HM Annie B EFEITREZ, FHBERI
. Annie R ETJLMER Calendly & ERIE, HKIFEER, EFBEZH, FTR—ERIAFTHREIEH
B &, FEEAEHER Annie Pearl B9ih%.

(00:01:25) Lenny (Sponsor: Miro)
English:

Today's episode is brought to you by Miro, an online collaborative whiteboard that's designed specifically
for teams like yours. | have a quick request. Head on over to my Miro board at miro.com/lenny and let me
know which guests you'd want me to have on this year. I've already gotten a bunch of great suggestions,
which you'll see when you go there, so just keep it coming. And while you're on the Miro board, |
encourage you to play around with the tool. It's a great shared space to capture ideas, get feedback, and
collaborate with your colleagues on anything that you're working on.

FROCERIR:

AHATI B H Miro BBif&tH. Miro E—RRENGMRITXFNEIZITEITELNERR. HEBE—TIEK: BN
FHY Miro @1k miro.com/lenny, HIFHRIRFERSEBBEPLERE, HELWREITRSRENEIN, (RiFR
BRiBeE R, BHAZEEIKE, HIREM Miro EiREY, BREMIFER—TXIMITR, ER—1MEENHEEST
&), AILUEE R REVRR, HSRSEMERMTIERBHITMHE,

(00:01:56) Lenny (Sponsor: Miro)
English:

For example, with Miro, you can plan out next quarter's entire product strategy. You can start by
brainstorming, using sticky notes, live reactions, a voting tool, even an estimation app to scope out your
team's sprints. Then your whole distributed team can come together around wire frames, drive ideas with
a pen tool, and then put full mocks right into the Miro board. And with one of Miro's readymade
templates, you can go from discovery and research to product roadmaps to customer journey flows to
final mocks, all in Miro. Head on over to miro.com/lenny to leave your suggestions. That's M-I-R-
O.com/lenny.

FROCERIR:

ign, FA Miro, fRETLIMXI T NEENEN=mKRE, RAIUMKRNEFIG, FRES. KREHRE.
RETH, EEEAGENARBERBAE (Sprints) BSEE. ARG, RHENDHEBAR UELSREIER
(Wireframes) R&EE—i#2, AEBETAHARRE, HRTBHNREE (Mocks) EEMA Miro EitR. &8
Miro BYIL iR IR, RATUIEMBREMRE = mBELEE. ERAKREEFSISRLRENSIRE. HIAR
miro.com/lenny 8 TREVEIN, MiLZE M-I-R-O.com/lenny,



(00:02:32) Lenny (Sponsor: Coda)
English:

This episode is brought to you by Coda. You've heard me talk about how Coda is the dock that brings it all
together and how can | help your team run smoother and be more efficient. | know this firsthand because
Coda does that for me. | use Coda every day to wrangle my newsletter content calendar, my interview
notes for podcasts, and to coordinate my sponsors. More recently, | actually wrote a whole post on how
Coda's product team operates. And within that post, they shared a dozen templates that they use
internally to run their product team, including managing the roadmap, their OKR process, getting internal
feedback, and essentially their whole product development process is done within Koda.

FRCERIR:

ZETIEH Coda %8, fRIAFFZZRIREE Coda RN —IEAE—EIXHETIR, UKREMFAFEBIRIE
AZTTIREINT. EeM. HEVSKS, EN Coda HEHERTH. HEXHEA Coda REEHHIFIFENA
BFHRA. BERBELCURDARYE. &b, HEEET —RXENA Coda B~ mEIAZ A IER,
AERRXEF, P ZET /L TABATEER~mARR, SERLEEE. OKRMRE. KRMAMR
5, B MBI R RZERZE Coda ST,

(00:03:10) Lenny (Sponsor: Coda)
English:

If your team's work is spread out across different documents and spreadsheets and a stack of workflow
tools, that's why you need Koda. Koda puts data in one centralized location regardless of format,
eliminating roadblocks that can slow your team down. Koda allows your team to operate on the same
information and collaborate in one place. Take advantage of the special limited time offer just for
startups. Sign up today at koda.io/lenny and get $1,000 start credit on your first statement. That's C-O-D-
A.io/lenny, the signup and get a startup credit of $1,000, koda.io/lenny.

FRCERIR:

MRIRAE A TED BERRBMNXR. BFREM—ETERTIAED, IBAREEE Coda, Coda E#kiEE+
FE—A, TietsNaa, JERRT A aefEIBHIPAHERIFERS, Coda iLfREVEIAE THERIME SER—F
e, IEFHMFEABRIERISFIMLE: IZEN7E koda.io/lenny 5T, EKIKEEENFIIRIE 1000 ETHBED
IKINFE, MuULE C-0-D-A.io/lenny, EAFFHIREX 1000 =¥ Bl R EIHRINEE,

(00:03:50) Lenny

English:

Annie, welcome to the podcast.
FRERIE:

Annie, IR EEE,

(00:03:53) Annie Pearl
English:
Thanks for having me, Lenny. Super excited to be here.

FROCERIR:



HHAEIET, Lenny, FFEEHAEREIXE,

(00:03:55) Lenny
English:

I've been a big fan of yours from afar. We've crossed paths a little bit on Reforge, on Twitter, probably
been at events that maybe we didn't know each other at yet. So, I'm really excited to finally be chatting,
real life, in real time, at least.

AR ERIE:

H—ERIMAIEBE L, F{17E Reforge M Twitter EHT—LEIEE, FIREESIIE —L LI EREIRBYEDD.
FRLL, FRAFEHEIAEFRed TORSERRY. ISEAEERRINIF.

(00:04:09) Annie Pearl
English:

Me as well.

R EE:

H 2.

(00:04:09) Lenny
English:

I've got a Calendly question to kick things off. It feels like with Calendly one of the most awkward
elements of it is | have to put the burden on someone else to book at Calendly. So, I'm sending a link and |
haven't figured out a good way to send it to someone without it coming across like a power move. So, my
question to you is how do | send a Calendly to someone without it feeling bad?

RS ERIE:

BREA—1XTF Calendly B9IERARFIE, REDIEF Calendly RIBMH—RE, FHMTIETRLIET BRI 1B HEL
Ao BR—THEHRTE, BRELE—ERELKEENAZETEEE “BEX (Power move) BI%F7
o FMUEMIAZE, dNfAkix Calendly FHEAFIAMA LA IR RETAR?

(00:04:31) Annie Pearl
English:

All right, well I love this question to kick us off. We actually have a whole blog post about this if you're

curious to learn more.
AR ERIE:
7, HEEREXNAEAT, WRIFRNENE, BIELE BT —REEXERIHEX M),

(00:04:31) Lenny

English:



Oh, okay.
FRZERIE:
MR, %89

(00:04:37) Annie Pearl
English:

But | think that at a high level, | think | recommend first really just kind of opening the door for the person
you're trying to schedule time with to share their availability first. So instead of just sending the link, |
usually start the email with something like looking forward to connecting, feel free to share, sometimes
you're available or if easier, you can choose to find time on my calendar using the Calendly link here. So,
opening the door to let them choose before you offer up your Calendly link, | think is a little bit of a subtle

way to let them take the lead if they want.
R EIE:

BENEREEHRE, HOBNE, BRBANT AN, itk ZMWNN=RNEE. i, FEEEZ
AR, BEREMAFLERMXFNE: “REGSEEKR, BRENIDZENTHIE; RHEWNRES
ERYIE, Eha LB XA Calendly SHEERAVAH Lk ETE,” ERETHEZ AL N HEFENRM, &
IAXZ MR AN, IHtIIERENER TEEE N

(00:05:08) Annie Pearl
English:

And the second piece | would recommend too is once you opened that door, you can further reduce the
effort on the recipient by adding times you're available directly in the email. So, when you go to share a
Calendly link, there's an option to add times to email and you can then just paste those directly into the
email you're creating, so that reduces yet another sort of point of friction to ask the user to click the link
and get taken to Calendly. So, opening the door and then adding times to email are two things that | do to
really make sure that it's not awkward and it doesn't put the burden on the other person.

AR ERIE:

BHEFNEZSZ, —BMRFTHRN, (ReILUBT EZEAME R MIRE = R BT B R # — F iR R E 1
18, ZH{RHDZE Calendly ¥R, B— “HFMEIEBH" (Add times to email) BUEDL, (RE]LAEEIEXLERTE]
EMMWEEREESHEMM R, XEMRL TR — 1N EER, IFRERAF S E5HEBE S Calendly T1HE. FRr
L, “SeFITT M “EREHERRMEET BRERNAMAE, ERERENETERIEHREAS,

(00:05:39) Lenny
English:

That is awesome advice. That first one is what | ended up doing actually. That's really interesting where
you don't send the link immediately. You first just ask, "Hey, send me your Calendly." And actually, |
always say, "Send me your Calendly." | assume that's what they're using. That's kind of funny.

AR ERIE:

HXEBWKET . F—MAEELMERRERNNEE, FUMAEEEX—RREE, Rk IR, B8R
B9 Calendly 4%,” FXL L, B2 “KIFHY Calendly 443 , HERIUARBEAXT. XEEEBH,



(00:05:53) Annie Pearl
English:

Right.

FASZEIE:

R o

(00:05:53) Lenny

English:

| don't even know what else is out there.
R EiE:

BEZHAMELE T AFHEE TR,

(00:05:54) Annie Pearl

English:

That's good. That's what we like to hear.
R EE:

BXREFT, XIEZRIEREIA,

(00:05:56) Lenny
English:

Yeah, absolutely. It's like its own word now. Okay, that was awesome. So, there's this already actionable

advice for anyone listening.
R EIE:
B, B3, EMEELEM T —NMEERET. XET, WRITIMERELFE T RIENEN.

(00:06:03) Annie Pearl
English:

Sweet.

R ERE:

KET o

(00:06:04) Lenny

English:



Transitioning a little bit to product, the main focus of chat, you transitioned into product from being a
lawyer. You told me at one point that a lot of people ask you for advice about how to transition into
product from other functions, especially non-technical functions as someone without a technical
background. So, what advice do you give people when they ask you how to transition into a product role?

FRCERIR:

THAFERBENIRZO—Fm. MEMBMETH~mE. MESFE, BREABMRSHNFHMEMEIREE
2B (LHBIRKARBER]) BiITH~m, FEXTFRERARNERNA. Ba, HANRIRMOARITES
miR Ry, fRELMiItaZiy?

(00:07:07) Annie Pearl
English:

| got what I'll call lucky, which is | kind of stumbled into product management after law school, joined the
founding team of a startup and ended up doing product management there. But when | think about folks
who are looking to get in their product management, | think there's really two paths. | think one is more
formal in nature. There are associate product manager programs out there and many scaled companies,
Google, Meta. All have APM programs that you can formally apply to. And actually, when we were at Box,
much earlier stage company than either of those companies | just mentioned, we actually created an APM
program to help grow our bench of more junior PM. So, | think you can actually find APM programs even
at smaller, earlier stage companies than even kind of big tech. So that's one, it's just formal APM
programs.

FRCERIR:

HERLR “Fi5” 1, FFREVERITREENT FREETA, AT —RMEIABNEIEERN, HiE
BEFRM ™R, BHRBERLEEEHRNTREETINAN, RIANTEERERR. F—Z2HRER
MEE. TELERS “BEFREIE" (APM) BB, FEMRARIATELN Google. Meta #B R LUEXHIF
BIAPM B, KR, FA17E Box B (HBSLEFNIAREIBARLEABNUR/INGES) , FABEIZT —1 APM I
BRIEFIL PM fiEE. FRLL, BIMETELEART MEEN. MEKREFHIAE, RBEHREIAPMIE., X2%—
M IETUBY APM I E,

(00:07:38) Annie Pearl
English:

| think another "more formal" way to get into PM is really by just directly applying to a junior PM role
where there's no expectation of any sort of experience. I've usually seen this work best when you're
already working somewhere in some product adjacency. Maybe you're in customer support,
implementation, or maybe you're a sales engineer. But you can look at the internal job board and find
junior PM roles that are posted and that's one way to make the move. So that's kind of on the formal side
like APM programs and just applying via internal job boards.

FROCERIR:

HANSE—M “RENX" NEAFRNEEERBFIPLERZIEERIIIL PM BRI, HAMXMEAE—H
BRATHREY . MELERRABDNT@BXEIIIET . NRERTFAZF. IRk, HERBHEL
12, fRAILIEBNEEER, SHAHBHIEPM IR, XBRTH—MEN. FILL, EXNRZEHEAPM I
B @ NEHEERER IR,



(00:07:38) Annie Pearl

English:

| think on the informal side, really two suggestions here. The first one is to seek out opportunities to
shadow or partner closely with a product manager and maybe even offer to take on some work. So, some
of the best PMs that I've brought over to product from other functions, they really start by expressing

interest in product and then start partnering closely with the product manager and maybe even doing a
little bit of product work before they make that transition.

AR ERIE:

FFEXREZAE, FERTEN. F—TERIBNEE “FFS” (Shadow) HE~REEEREIE, &
EXopiRHAE—ETE, IMEMERGER HESEE~mEANN—ERAF PM, RHESETRENmY
B, AEFES PM ERERS, BEEREAERIIMEEM T — L= m Tk,

(00:08:02) Annie Pearl
English:

And one tactical suggestion is there's oftentimes companies will have subject matter expert programs
where they want to pair someone from a go-to-market function with a certain product squad or a certain
product area. And so that's becoming a SME. It allows you to really get more involved and embedded into
the product team. So, that's one suggestion. And then maybe last one is just the path | did, which is
joining an early stage startup. There's really usually an expectation that everyone's going to get their
hands dirty doing a lot of different things. And so, | think that's one way where you might have an
opportunity to try product management if you end up joining an early stage company.

AR ERIE:

—PMEAMNEINE: AFEERE “UHEXR" (SME) itl, MFEERRETFE (Go-to-market) BIA
REREN m/NASTUIREC . A9 SME AILULRER NS5 HIRAE = mE . XS —1MEN. &
=T EREINRE: MA—RFEHVEIQE. ERHIFET, EFHRESPIAMERIFENLESHE
6o FREL, MIRIFIMARHAF, RAgBENa=mERE,.

(00:08:38) Lenny
English:

So, maybe it was four, maybe it was more paths that you described. Join APM program. What was the

second one again?
FREiE:
FRLA, fRIERNARBIEOFNEZHNEEZ. F5—, MAAPMIE, EZNEFARE?

(00:08:45) Annie Pearl

English:

Internal job board apply, when you're in the company.
R EE:

HIRELEREAEY, BINEBERERE.



(00:08:48) Lenny
English:

As just like a junior PM. Two is, find someone that mentors you and helps you start doing the role. And is
that internal? Is that the internal transfer app?

AR ERIE:

MEIERME PM BRI, B=NE, H—TEESMHABMABEBITIZIRENA. BEABEYEL? 2R
FRiEIE?

(00:08:58) Annie Pearl
English:

Yeah, exactly.

FRCEE:

2H, =i

(00:08:58) Lenny
English:

Cool.

R EiE:

Ao

(00:08:59) Annie Pearl

English:

And then, another flavor of that is sometimes companies will have these SME programs.
R EE:

AE, F—MEAREEREIN, ERNABSSREXLE SME (FHEIER) it

(00:09:03) Lenny
English:

What is a SME program?

FROCERIR:
42 SME it&?

(00:09:05) Annie Pearl

English:



Subject matter expert. So, you'll say, "Hey, | want to make sure we have subject matter expert in our CS
team on this area of the product." And they'll partner really closely with the product manager and
designer within that area.

AR ERIE:

Subject Matter Expert ({UHEXR). LbINREN: IR, HEBWERINOZFLEI) (CS) ERPE AR
mIENER” ARMINE5ZTAN~REENRITTEES1F

(00:09:16) Lenny

English:

Got it. And then the fourth bucket is, join a startup, start doing PM work and then you end up being a PM.
FEiE:

BAE7T. FEEBMAYIGIAE, FiaM PMEIIIE, REIMEREMS PM,

(00:09:21) Annie Pearl
English:

You got it.

FRERIE:

L 1EM.

(00:09:21) Lenny

English:

Which of those four do you find most common? And would you push people in one direction or another?
R EE:

XOFERZER, REEHMTHRERL? BT HEANTEWRREE?

(00:09:26) Annie Pearl
English:

Yeah, I've brought a lot of folks over internally for the path of someone's really interested in product, they
express they're interested, they want to help, they want to learn, they're eager, they're curious. And so,
they make that really well known and they're even willing to do some work on the side to help out and
really show and demonstrate the skills before they have the job. So, I've seen that one to actually
probably bring the most folks over in my role in terms of being on the product leadership side.

FROCERIR:

2H, RBEIARRNTIRZA. EERRANTRIFERNE, 1T XIME, BFE, 8F,
RMGRBEERFGFET Do MINLIMBRBAPIAM, EERBEWRMEM—ETEREIC, FENRT
RURTFBRREAXBEEE. FAFRATE, HAUMZMAALRF EEFTAMARSH—H.



(00:09:53) Lenny
English:

On the APM program route, are there any APM programs you recommend? Because I'm sure people hear
this and they're like, "Yeah, but | don't know where to apply. | don't know which ones are good." | don't
know if you have a list, but just what comes to mind as APM programs to go pursue?

FROCERIR:

XF APM B XK, (REMARENIERL? AARSERAREXZR: “BW, EFXFMEEWHE,
FHEMLLF,” RAMBMRFRBEREFR, EMRETETFUNETERR APM EHHL?

(00:10:05) Annie Pearl
English:

The folks who started it all was Google, with the Google APM program. And Meta obviously has a pretty
strong robust APM program. But as | mentioned around Box, | think those are obviously very, very
competitive and most people want to get into them. It may be better to try and find a company like Box or
a company that's a bit earlier stage, not as scaled to think about looking at those APM programs. And I'm
sure if you want to, go to glassdoor.com where | used to work at Glassdoor, so had to throw that in there.
You could search for associate product manager and | think you'll find a whole host of open roles that you

might be able to apply to.
FRCERIE:

FF ISR E Google B9 APM IH, Meta EAtBE—MEERABMAA APM IH, BIENFKIZE Box BYii
B, KIMHIMERERERZ, SOABEE, X FHE Box XEMIEHE ). MEHEE. BEBARKHL
B EEFEMIN APM MBI REEFiF. HA, MRIRER, AJLLE glassdoor.com (FUAFERILIE, Frlls
TR—T). REILIIEZ “Associate Product Manager” , FABEIRRLI—AMHR LIEIERNFHER L

(00:10:39) Lenny
English:

That is a cool tip. | haven't heard of that. Go to Glassdoor and search for APM. So, you search for
companies that have an APM title.

FRCERIR:
EXNEWRES, FRUANKITE. & Glassdoor £ APM, thri2@RALIRE APM BRIBAF.

(00:10:45) Annie Pearl
English:

Yes. You could just use associate product manager and you'll see all the open jobs out there and then go
apply to them.

AR ERIE:

BM, IRREIER “Associate Product Manager” , FLEEBZRIFAE AFHER(L, ABERIE.



(00:10:50) Lenny
English:

That's cool. Okay, good tip. What | find, and you mentioned this the best, if you have the option is internal
transfer. If you're just like another function, you find someone that can help you move into the role.

FROCERIR:

REET, N HAW (RBIRET) RFIERHLEZAMEN. WRIRES—TEREES], H—1 R
REEBIRI Ao

(00:11:01) Annie Pearl
English:

You have the relationships, you can show your work really well. The other thing | would say is when |
think about folks who have successfully transferred over, | think they tend to have a couple of
characteristics. They're usually very curious, they tend to be really passionate about the product and
solving customer problems. And sometimes, they've even tinkered with a side project as a way to hone
their PM skills. So, I think as you're thinking about making that transition, those types of characteristics
really showing eagerness and interest in the product itself and solving customer problems are also great

ways to get noticed and increase your chances.
R EIE:

REMBEBARRR, FAILURGFMBTRIREIIIERR. S—HHRERNE, SREERLEMRINERRBIARN, M
MNEFRE/LNHEEE: BFFEBEET, WEaflBREFAEETHME. 86, twEESBR L
TUEREEZ PM #5288, FRLL, HREBEEN, BRIUEN~RESMAREFRENEESHNE, BREXE
FHEMAIIN SR ETS o

(00:11:36) Lenny
English:

Why do you think it is that not more companies have an APM program? It feels like such a win for so many
people. Why is it just so rare?

RS ERIF:
REBATAEEBELZATIRII APMINR? XELERINEZAFKRBENRNE, HtAMNMLLFER?

(00:11:42) Annie Pearl
English:

Yeah, | think when we built this at Box, so drawing on that experience, it was a lot of work. If you're going
to do it, you want to do it really well and you want to create an environment where you can help the
associate product managers be successful, the goal is to ultimately graduate everyone from the APM
program into being a product manager. And so, | think it takes a lot of intentionality and for us, it took a
lot of work. We had to make sure we had clarity around the interview process. We had to make sure we
had clarity around expectations in the role. We wanted to have a training element.

FRCERIR:



EHY, RIEFAE Box EUXNMRENER, XFERAAETF. NRMFEEM, BB EHsF, ehis—"
REFG BN APM BXINRVIFA R, RALBAREIL APM BIBHRRE M ARREIRF “Slb” MAERR~mEE, HiAN
XEZEMENBEME. WENFW, XIRRETIF. BAMREIRRIZ U, LERHRATE, TE2MAN
IR,

(00:12:16) Annie Pearl
English:

We wanted to make sure that, again, we're setting people up for success. So, | think companies have to be
at a stage of scale where they can really invest and they have the excess capacity to build the program in a
way. | think that's going to help make sure everyone who comes through it has a chance at really learning,
growing and ultimately being successful.

FRCERIR:

HANVBHEREN ANTHIRIHHTER. Flt, FINAABRCIRE—ENMEMNER, ZERNDEERNHRE
ZROBAZHEZIE—TIE. WANXBENTHEESTSS5EFHNABBNZEETRS. RKARELRT
o

(00:12:33) Lenny
English:

That's the same thing we found at Airbnb. There's a PM that was so excited to make the APM program and
it just never really happens. It just takes so much work. And to your point, you have to set up for success.
You want to make sure there's clear paths and you upgrade to a regular PM and have the interview.

FRCERIR:

FHATE Airbnb BRI T EHFEIIER. B PM IEEMEHMER APM I, EREERRT TZ. XHFAEXE
NKT o IEWRFRL, ROTAMNEGFHE, BEREBMNEARE, EAZER PM, HEHENNEIXI
il

(00:12:49) Annie Pearl
English:

And are we doing, is this really an APM program for internal folks? Is this external? Are we going to be
really trying to promote this? So, | think there's a lot of ancillary activities around the actual program
itself that have to be taken into consideration to make sure that it is actually very successful.

FROCERIR:

MBEXEEE: XERIHMNASRIEAPMINE, T2EAIMNEY? HINBASHEE3? PR, BLE5E
FEERZSEEEEDNFERER, UHREEBEENSHY.

(00:13:06) Lenny
English:

Yeah. Maybe a last point we should probably imagine you agree with is generally just hard to get into
product management. That's like the default. There's just not that many roles at companies versus say,



engineers or some other functions.
FEiE:

2l BE—REBMBEIEE, BMBHEATREREITNBERME. XERIAERX, HETEMEMER
BE, REENFmRIUHEERLZ,

ull

(00:13:17) Annie Pearl
English:

Right. That's right. Yep.
FRCEE:

=i, HaSLunitt.

(00:13:27) Lenny

English:

Okay. So, | want to transition a little bit to talking about Calendly.
FREiE:

. DIEFARFLMENED Calendlys

(00:13:29) Annie Pearl
English:

Sure.

FRCERIR:

I H1E
/Xll:—l_lL}ﬁo

(00:13:29) Lenny
English:

There are two areas | want to go. One is just how do you build product at Calendly? What have you
learned about product development and team building? And then two, talk about how Calendly grows
and what you've learned about growing a product like Calendly. It's such an interesting product,
especially from a growth perspective. So, to start on just how product is built at Calendly, just a little
context. How many product managers are there and how many PMs are there? How many people total,
roughly? Yeah, just to give us a little bit of [inaudible 00:13:57].

FRCERIR:

BERWANTH. £—, Calendly RUEHTEFmM? MEFRALMEANRZIRAFEFERTHA? £, W
Hp Calendly BaNAHEKEY, LUIRIRTEIE K& Calendly XiFRI = mPZEE T 4. MEKNAERE, X2—
HAFEEBN~m. B, XT Calendly tMATIE"m, KERERES: BERZLTmIE? AEHE

SN2



(00:13:56) Annie Pearl
English:

Let's see, when | joined about two years ago, | think the company was about 150 people and | think we're
about 600 now. And then the product team, there were about 15 product managers and designers when |
joined again about two years ago, and | think we're around 60 this year.

FROCERIR:

1EFRARAR, BAOPEFMAN, ABTABE 150 A, WEKRLE 600 Ao EF =B, REFIHIMNE K
298 15 B mEEMLIN, SEKRME 60 AxH.

(00:14:08) Lenny

English:

Wow. So, 60 product managers.
R EE:

I, 60 B mEiE,

(00:14:14) Annie Pearl

English:

Product managers, designers, and a research team. Yeah.
R EE:

BEFmEE. RIHMAARE. 28

(00:14:16) Lenny
English:

Got it. What about just PMs?
FRCEIE:

BART. BRAEPMBEZL?

(00:14:20) Annie Pearl

English:

PMs probably, my guess is 20. Twenty-ish. Yeah.
R EE:

PM BY3&, HIBAHEAE 20 MER.

(00:14:25) Lenny

English:



Cool. And then, can you talk about how the product team is structured roughly? If you think about a tree,
[inaudible 00:14:30] tree.

RS ERIE:
%o BRIRAEANLIR— = REIPARIZEMNG? NRIDEER N — IR NAYIE,

(00:14:30) Annie Pearl
English:

Yeah. So, as | mentioned, we've got product managers, we have designers, we have a research team, and
then product operations. And then, on my product leadership team, we have head of design, head of
research, head of product operations. And then, within the product management team, | have leaders
across core, across enterprise and platform.

AR ERIE:

FEY, IENFEEDN, EMNBAEFREE. &IHH. HREPRA, ®B~mIEE (Product Ops). EE~mIAS
HBAFR, BigitfaiA. AROFZTANFREERTA. E-REEERNE, EEHZZOLE (Core). &
Wkl s (Enterprise) FIFE&EIE (Platform) BISISE,

(00:14:50) Lenny

English:

Got it. So, you manage the design team and engineering team, you said?
R EE:

AR T, FRLMREIRIRITEIPARI TI2EPA, =57

(00:14:54) Annie Pearl

English:

Not engineering. Design, product and research. Yeah.
R EIE:

FEEIR. kit FolfR.

(00:14:56) Lenny
English:

Got it. Something that | find is one of the big differences between product orgs is design reporting up to a
product leader versus not. What's the rationale there? And then has Calendly tried a different approach?

FROCERIR:

BBRT. BAUARFRARZEN—IMEXRERETRIHTBENEER~RMSE LR, XEHMNZEEMT
4? Calendly =R E REBIFGIENIG?



(00:15:08) Annie Pearl
English:

Yeah. So, when | was at Glassdoor in the CPO role, | had the opportunity to lead design for the first time.
So, coming into Calendly, | had led both product and design as well as research. And so, | think it made
sense given I'd already done it once to keep that structure coming into Calendly. | think at the end of the
day, the real benefit of the structure is really to say at the end, we want to be thinking about everything
we're doing through the lens of the end-to-end user experience.

FhCERIE:
=0, HIKTE Glassdoor #81F CPO BY, HEVRE—RMFIZITHPA. FTLAKRE Calendly BY, THELEEH

BNS . RITMARNER, ZEIIZBLEMI—R, 7 Calendly ELXMREGEEIEN, FKIAXFHE
MRS ET: RNFEEI R iR AR AR E R —,

(00:15:53) Annie Pearl
English:

So, if we have product managers who are really prioritizing the problems we're going after, and we've got
designers who are really trying to think about how do we bring solutions to life to solve those problems,
having both of those functions roll into one person just really allows us to think more holistically around
the end-to-end user experience. So, certainly, it can work where you have product and design reporting
into different leaders that ultimately report into the CEO, but when you get to this level of scale from just
a pure people management, but also just the scale of the business, you know often see this consolidation
where product and design start to roll into one leader. And at least in my experience, | think it can help
ensure that all the different pieces of work are integrated well together and ultimately deliver a better

experience for customers.
AR ERIE:

NRFAHI ™ REERTRE RN ERRBDEB ML, Mgt MiaRBENmEd 75 =R LR,
BABZR PN REIFOZIE-TAEE, gilRNELEEZREIRNAAFE, S, Fafigitosl@E
RENASCHRHARLCEE CEO BEMZRITH, BHMEAIIXMAREENEN L SHMEN, MEESE
AXMEES, FmiigitFe 30 FE— UGS, EMMRIBERNEN, XBMTHREPIERENITERTIE
RERIFMEBEATE—IE, RENFFIRMHEFIFLE,

(00:16:23) Lenny
English:

So, it sounds like before you joined it wasn't like that. And if that's true, was there something that
improved with that shift?

FRCERIR:
IFEERIEMRIMANZFIH A BX R, SRBXFE, XML H R T MLoh#?

(00:16:29) Annie Pearl

English:



So, the structure was there that way. At that time, we didn't have a head of design, so we had a lot of
really great individual contributors and who had been, many of whom had been with the company for
quite some time and really contributed to the great user experience that existed in the product. But we
didn't have a design leader. So, one of the first leadership hires | made was to bring in a head of design to
really build out that function. And then, that head of design is a peer partnering with the different heads
of products across the product management organization as well.

FROCERIR:

HIEMRARZBIEFN. JARARBATLBERITATA, BAERZSEERLFHIAZGEE (0), HPFS
AERBFTRA, AralAGntheRrAEMgE T EXTE. BHINRD—IIRITHASTE. FAURKRRH
THASEREZ —MESIN—IRITARAREESEXNRE. WE, XMMKITHATASFmERAR
B SRR mARARFREFUAFRR.

(00:16:59) Lenny
English:

What about in terms of the structure, whatever you can share one level below, how do you structure
teams? Is it around outcomes? Is it around features of the product? Is it around type of persona? How do
you think about that?

AR ERIE:

KT, T —BRRIRBNMFARER? BELSH (Outcomes) ? BES~mINaE? ERESAF EGE
B? (REEAZERN?

(00:17:13) Annie Pearl
English:

Yeah, yeah. So, we have a core team who's really responsible for the core end to-end user experience. In
many ways, they're both doing feature development and then they're also doing growth work. So, they're
thinking about how do we build new features and functionalities to help our core personas, which is
typically folks who are in sales, recruiting and customer success. So, anyone in an externally facing role,
we're really trying to help them do their jobs better. So, the core team's thinking about features and
functionalities to really help our core end user persona. And then growth work to think about the PLG

funnel, everything from acquisition, activation, conversion, and retention. So, that's one group.
rhCERIE:

FH9. FATE—MHOHEFA (Core Team) , AARZONIREIRAF AL, ERZSE, WIBRMIIEF R, B
B K TE, MBS MAMEMINEREMENNZOBFR EBG —BERHE. BEMETFAKRIIALR &
Z, RFEAERMEFNAE, RMNBESHEMITETEMEET. ZOEXEDIREF R URS % OB
F, BEIXRE PLG RHAVIE KT (E, GFEREN. BUE. ®’AMEERE XBFE—4H,

(00:17:49) Annie Pearl
English:

And then, second group is our "enterprise group." And they're really thinking about two different
personas. One is the IT admin, the person who needs to make sure that Calendly is secure and that they
have all the reporting mechanisms to be able to manage their account and all the tools to manage users



and groups at scale. And the second piece of that is also departmental leaders. So as Calendly selling into
or being used by a sales organization, the head of sales is not the IT admin, but they are a Teams admin
who needs to manage their organization within Calendly. So, the enterprise group really thinks both
about the admin, but also sort of the departments and how do we better serve departments.

FRCERIR:

FHARHAN “ilk4B” (Enterprise Group), I 1EEEERHFIENE K. —= ITEER, MWINFERH
& Calendly W& 2%, HEEEKFANAERENG, UNRAMEEERAMBENTR, £ 57 28007]W
Fo 3 Calendly SRLqsiHER )RR, HETEARZ 1T EER, EMIZHNERES, FEH Calendly
hEEMIINALR, FRIAEWARTEREER, WEEHIIFR, UAZKITNAEIFARSSER 1o

(00:18:31) Annie Pearl
English:

And then lastly, we have a platform team who's really thinking about how do we embed Calendly into the
business processes of the organizations that we support and that we provide our product into. And so,
that's everything from partnerships and integrations to our APIs.

FROCERIR:

&ia, BITE—"TAEI (Platform Team), MEZEEMMER Calendly ERANEIFRAFAFFHIAR B
SmER. XHET MNEFKFXR. EMREIFAR AP BIFRERR.

(00:18:46) Lenny

English:

Interesting. So, it's like problem focused/persona focused. Who are you trying to sell it to?
FZERiE:

FEB, MURERNEXEGETN. BMEEIREIE” msELnik.

(00:18:54) Annie Pearl
English:

That's right, that's right. Yeah, trying to sell it to, and then the persona of who's going to be using the
functionality. And then, really having those teams hone and own those personas as they're developing
functionality within the product.

FRZERIE:

K. BRGMW, UREREAXLEINEE, ARIEXERNER A mINEER, RNARANXEB RS,

(00:19:07) Lenny
English:
What's your take on OKRs? Do you all use OKRs in some form?

FRCERIR:



7%t OKR 'EAE? RIABLUEMA N ER OKRIS?

(00:19:11) Annie Pearl
English:

Yes, we do. We use OKRs both at the company level. So, we have three main OKRs that we're focused on
for this year, for example, across the whole company. And then we have department level OKRs, many of
which are in support of the company level OKRs, but then there's some additional things that we'll be
doing at the department level, for example, that aren't going to show up at the company level. So yeah,

we use them both at the company as well as on the product side.
FRERIE:

20, HA. BRITEASEEMER OKR. flil, SF2ATXRE=ZTEEN OKR. AEFKINEEIEHEHAEY
OKR, HPWZRENTXHFATREE OKR, B JEEESE —LEFIINIE, LA FIAEATEER
£5. FrLl, BAIELREMminEREA OKR,

(00:19:34) Lenny
English:

Is there anything you've learned about making OKRs work? People love them. People hate them. Is there
something you do to make OKRs work? Something you've changed, something you've learned over time
in how to work with OKRs?

AR ERIE:

KT Wik OKR K2R, REMFALTFEE? AMIMERIRRKZR, ATk OKRRE, RMETHA? MEERIE
AR, (RTEFER OKR AEA AT HE)?

(00:19:44) Annie Pearl
English:

Yeah. When | first joined, I'd say we didn't have this muscle well built out. We didn't really have a clear
product strategy at the time or clear OKRs guiding the work. And so, there was a lot of great work
happening, but it really was unclear how it all fit together or how we were going to measure success in
that work. So that was a first phase. | think the second phase for us was we developed a product strategy.
We then had product team OKRs that corresponded to that product strategy, but they were really
contained to the product team and each department across the organization had their own kind of siloed
OKRs.

FROCERIR:

TR FRIMINEY, X “AIRISIZ” EREBIIER, HIRITLE BURI~mERES, Wi ARAMRY OKR K5
SIff. EABRSHEBHNIHEEHT, EHNERXETFRMARESE RN, HENAEEMIN. B
BHE—MER. BMERERNGIET ~mRlg, #ETS5ZMN~mER OKR, {EXLE OKR {XRFFamEIA
WER, HLRABIENEREE S BT OKR,

(00:20:20) Annie Pearl

English:



And then, phase three, where really, 1'd say we headed into this year, we have a really clear set, as |
mentioned, of company OKRs and then in these really tightly integrated plans across the company
around how we're going to support the key results and ultimately deliver on the objectives. And this has
been a really incredible transformation of dependency mapping, being able to make sure that we're
pulling all the levers across the organization to drive our most important objective. So, | think it's just the
kind of maturing of the business from almost no OKRs to product team OKRs to now company OKRs in a
really tight planning process to make sure there's a lot of integration across the company to support what

we need to do as a business.
AR ERIE:

RERE=ME, LMERSE. BINE—EIFBBEMHNATL OKR, UhEA T,BIW%EZJ%%E’J%I&U BR%
FNTENEZIFRBLER (Key Results) HRASLIBMR (Objectives)s X2— 1 AIREEET, I REKH
X Z#MiE (Dependency mapping) , Eﬁf%?kﬂ]EﬂﬂiéfﬁmE’JFEE*IHEET’EEHE—EEE’JE’I‘To HiAnXsE s
AR IE: MILFEE OKR, EIREFmEPRA OKR, BEIMENATLR OKR, HEEE™ZMMERIE, HWR
2RFEERE, ZRHUSFEK.

(00:21:01) Lenny
English:

So, what I'm hearing is one of the biggest changes in learnings was to connect OKRs across from the top
to the bottom, right?

FRCERIR:
FRIAFIREIRYE, BRARIREMAININZ—FER OKR M EEITRIBEER, X03?

(00:21:08) Annie Pearl
English:

Absolutely. Absolutely.

R EE:

iF
LI XA

(00:21:09) Lenny
English:

Is there anything else that has made a big impact on your ability to build and ship and execute as a

company in terms of changes you've made in terms of how the company and how the teams build?

RS ERIF:
EADMBEAMNEE=RZNAR L, TEHAKRTIHRMINEE. AHEMRBITENSETEAM?

(00:21:20) Annie Pearl
English:



| think one of the biggest changes that we've made, when | first joined, again, we had a product that
served a lot of horizontal users. We help solo users who are freelancers, consultants. We help sales teams,
we help recruiting teams, we help customer success, we help folks in education. So, we had a very broad
user base. And what that means is that product managers in particular are | think had a really hard time
prioritizing. At any point in time, it was really difficult to say, should | do work on feature A or for feature B
without that clarity?

FROCERIR:

FIANBNMIHEBIRARZEZ—= . KRMAE, MO~ mRSTAENERBF, FZI1HEBRRLE,
RiRENARBR, WHEEEE. BEEAK. TPRIIEN, EEHEFTIBOAS. HINAFEIFEET
2o REMRETmEEEREMARNIFERET. EEMINE, NMRLEFMIBIIES], RIEREZZMINE A
T2 INEE Bo

(00:22:09) Annie Pearl
English:

And so, | think one of the most impactful things we did pretty early on in my tenure here was to hone in
on our overall product strategy, but a poor piece of that being what's the actual market we're going after?
What are the segments of that market? Who are the personas within the segments of that market? And so,
we've made a pretty clear distinction now that while a lot of the feature work that we'll do to support our
target personas of sales teams, customer success teams and recruiting teams will impact folks who are
not in those personas. Those are the core ICPs that we're going after. And so, historically, that would've
been always a sort of trade off decision and a question. And now | think we have a lot of rigor around who
our target market and then persona we're going after. And so, teams can use that to prioritize and also
just deliver better value for those users.

FRZERIE:

Hit, ERERFEH, KREZWAN—HERERBHRINBE~RRE, EFzoSoE: RAREHE
WATHZ? EHHNADTRR T A? XEASMHPNAF EGREIE? FNMAERETIFEBMHIKD: =
RBNNEE. TRRABEANXLEETEGALRNEEETMEEETEGRNAR, EXEF 2]
BIERWZO ICP (BREFER), 33X, XEE—MFENGHEDR, MAERINEFHZNEEE 7™
BEVEX . XEEIAFLAILURLBEM TSR, HAXERFRHEFHNE.

(00:22:45) Lenny
English:

So, it sounds like the biggest unlock and one of the biggest unlocks for making the team more efficient,
move faster, make decisions quicker, is narrowing in on exactly who you're going to be selling to.

RS ERIF:
FRLAIRESE, iILFIANESM. TEER. AEERENRARBEOZ—, M ENEIRMIBIRESRAE,

(00:22:55) Annie Pearl
English:

| think it's one of the harder things for companies to do. So, it sounds relatively easy, and | think most
companies believe that they have clarity around this. But then when you go down into the weeds of



asking someone who's product manager or a designer, | don't know that it's always as clear because
there's always a bit of a hesitation to say no, right? And the idea of saying no is scary. When in reality, the
ability to say no is going to allow you to make sure you're building something that's going to be amazing
for the people that matter most and not something that's going to be average or okay for a lot of different
people.

FROCERIR:

HINNXZABREMEINERZ— WEREXNEZ, RSUQBHBEUNRER. BHARRNET X~
mAEHIRITTE, RFRERSESEMWABH, BAATSRRBEFRER K o W “F 2RI\
BISEF, B A" NEDEHREAKEZNAITELIREN @, MARN—REFENAITE—NFTE
B ERE" B e

(00:23:28) Lenny
English:

Was there anything that was really hard about actually executing that, convincing people we're going to
narrow and not worry about these people and any lessons from going through that process? Because |
imagine a lot of founders listening are like, "Oh, that sounds we should be doing this, but oh man, we're
leaving all this money on the table, people are going to be pissed."

AR ERIE:

AELFFHITIRES, HWRAK “HEHICEE, FBXEREN” BAAEMD? EXTIEFEFAH
? RAKEBRRRESFARPHEIBASE: 1R, IFERZINNIZIAM, BXWP, FMNEBRAXAZHEE
BN, AMISESE”

(00:23:45) Annie Pearl
English:

Yeah, | think it's a pretty big cultural shift. Some of this intersects with the shift from product led growth
to adding in a sales motion. When | joined Calendly, all of our ARR came from our PLG channel. We didn't
have a sales team, we just hired a CRO who was going to build out a sales team. And so, in that world, the
way you think about product, the way you think about processes, even the people you have on the team
are tailored to that business model. And then, as we sort of moved up market and have now explicitly
started to go after teams of users and departments of users and organizations of larger scale, everything
about people, process, and product all changes.

FROCERIR:

B, HAAXB—PERHIXUEE, XEP—EoS5MTmBEnEK (PLG) ¥rEIEMIBEIRE (Sales
motion) HX. A Calendly BY, FiEHI ARR (FELEMIRN) #XEB PLC RiE. BATKBHERP,
NESE T —(UEFEEWE (CRO) KAERFEER. TN, R~ m. AEEEFAMAZNERES
EARMBUEXNEFEHN. MARMNASHHDHE, BHAGSIENAR. BIIAPMNERMEREH
LBy, XFAR. RENF@mN—IES R ET K,

(00:24:29) Annie Pearl

English:



I think | touched on culture because | think that's pervasive across the entire organization. The way that
things get done has to be highly integrated versus can be a bit more siloed when you're just sort of the
self-service PLG business that in many ways runs itself through the product being well optimized. So,
there's a lot of process change that needs to happen, the type of people that you need to bring into the
organization, that changes as you layer in the new selling motion. And then the product itself of course
has to change.

FROCERIR:

HRIXUZBEANEEEAERENERP, DEAXMLITBERE, MHRIZ—TEBEIMETmEBREK
FYBEBIT PLG WV 55RY, JBERJAILUENIRIL, HItt, FEAXERENRIZRE, MBBSIANNAS LB BRME
EMHEERAVMAMAZE. A, FaESBOmEz %,

(00:24:56) Annie Pearl
English:

So, | guess let's just say the example of PLG and SLG or the direct selling motion is tied in to your question
around what are the things that need to change in order to get clear on your target user? And | think it's
highly cultural in nature across people, across process, and then obviously across the actual product
itself.

FRSCERIE:
FrLL, PLG#ISLG (SHEIRGNEK) EEERANGF, EFEETHRXT “ATHEHEFAFEERTHA”
iE@, FIANXERFLEESEXLER, SRAR. 72, BARAEIRTRES,

(00:25:15) Lenny
English:

| have a whole bunch of questions about how Calendly grows and maybe we just get into some of the
stuff because | imagine a lot of people are interested. First, let me ask this. | imagine Calendly mostly
grows through, | sign up for Calendly, they send it to everyone when | book a meeting and they're like,
"Oh, what is this?" And they're like, "Oh, cool, I'm going to use this." And then they start using, it spreads,
and then sales eventually finds people at a company that are using it a lot and tries to get the whole
company in it. Is that roughly right?

FRCERIR:

KT Calendly gNfaligE, FxBE MR, WIFHRNATUMIIXD, RAXRBESARNE, 8L, &FB
Calendly PR KFBRE X FEMT Calendly, MAOZWBLLFAEA, 128 M, X2HA?”
REDRE: R, B, HRHWER.” RETHMTGEE, REHEANERATERZATAR, MEHILERA
BIERE R, AELEXFEG?

(00:25:39) Annie Pearl
English:

Yeah. Seventy percent of our signups come through that viral loop that you referred to. And then, of those
signups, then they're usually solo users and then they start to invite team members in and then the team
starts using Calendly and then usually the head of that team either inbounds to us or we have some sort



of PQL data to know we should go after that team lead to try and have a conversation around expanding

Calendly across their entire organization.
R EIE:

M. ol 70% BEMR B MR MRS RN . AXEEIMAAF, BERVIETARR, AR
IRBIBHIARL R, FEBIMENFIAER. BEZERNEEZATHEAIN), BARINEL POL (FRE
BAR) BIEAMNIZERBIERATA, WIRERENALHET Calendly B9,

(00:26:05) Lenny

English:

And PQL, product qualified lead, right?

FEiE:

PQL # 2 Product Qualified Lead (F=@m&H&E&EZR), *IE?

(00:26:08) Annie Pearl
English:

You got it. Yep.

R EiE:

o

(00:26:08) Lenny

English:

Wow, what a loop. What a magical way to grow that everybody wishes they could have.
R EE:

iE, ERMEENAR, XMg M ABERUKNEHEIEKSG .

(00:26:14) Annie Pearl
English:

It's pretty incredible, | will say.
FREiE:

B, XBEIEEARRT BN

(00:26:16) Lenny
English:

Oh man. Okay, so going back to the question. When did Calendly hire their first salesperson, like any
learnings about just how to start down that road once you start a product?



AR ERIE:

KIBo 4F, EEIRE, Calendly Bt ARMREAFE —RHEAR? XTFETRES FNAABHEXFE,
Bt agzimgilig?

(00:26:25) Annie Pearl
English:

Yeah. As | mentioned, when | joined two years ago, we just hired our first CRO and the PLG business really
represented 99% of our ARR. And then, over the last two years, we've scaled the sales team in our SLG
motion. Our sales led growth motion now represents about 20% of our ARR and it's actually the fastest
growing segment of the business. | think there's probably two things | would touch on in terms of early
sales hires.

AR ERIE:

B, EMBIREIN, MEMIBMNE, BAINEEIET $E—L CRO, =AY PLG I35 53T ARR BY 99%., £
ENWEE, HAW KT SLG GEERMERK) B THHERN. RAERNMBEERMERKE DL S ARREY
20%, MEERMFLERISFERFRIED . XTRAFEHEE, ZRBIEMR.

(00:27:17) Annie Pearl
English:

I think the first is, when you're making that transition from PLG to adding in the sales led motion, because
you're starting from PLG, it's tends to be much more inbound in nature. You've got these sales reps who
are working leads who have usually proactively reached out interested or as we mentioned PQLs. They
have data to tell them that this is someone who has usage within their team, and therefore, we should
reach out. And so, that's a very different profile of a sales team member than you might need after you
need to pursue more of a heavy outbound motion, more of a hunter profile than a grower profile. So, |
think that's the first piece is just make sure you think about the motion when you're moving towards a
sales led model. In those early days, it's more inbound in nature, and so the type of sales reps you might
need are not necessarily going to be outbound, heavy kind of hunting sales reps.

FRCERIR:

F—RE, HIFM PLGC RRESIEMHE RN, EANIREM PLG FFI6RY, FRUEREEFER “AI4”
(Inbound) 1%, fREVIHEARLENARBE BETMHKARTRNBY, HEZRIUREIH PQL, ti1E
HIEE, MERAZHNREERE, FEHNNZERKR, X5EMAFEHITAE “His” (Outbound)
. FE BAR” Wi “RXE” HENATBGIEERE. AUAE—RE, HRERHEERDRE,
BEBMMIHERI. 28, EEZERAWLERY, AUMEENHEART—ERPMBEREDNLE. &
EFEE “BA" o

(00:27:46) Lenny
English:

Just one quick question on that actually, because that's really interesting. | don't know how involved you
are in hiring these folks, but is it like, look at their background and they've worked at a company like that?
Oris it personality type? Is there anything to look for specifically there?

AR ERIE:



ATFX—RHBER—T, XREB. AAMEMSSHEEXEANREEESZ R, BMEEMINESR (tbm
BETEEMABITER), EREMUREE? BHANNFEFHRRG?

(00:27:58) Annie Pearl
English:

Yeah, | think it is mostly background and the type of selling that they've done previously more so than
personality type. But | think the second piece, that's important too, and I'll answer your question on that
one too, which is the target buyer. So, when you transition from PLG to sales led or adding this direct
sales motion, the buyer is usually just the department head. It's the head of sales, it's the head of rev ops,
it's the head of recruiting and it's not a senior person in IT or the CIO. And so, selling into this audience is
different than selling into IT.

FRCERIR:
B, WANBEZEREERMNMIMIZAMBNHESXRE, MAZMREE, EF-_QUREER, XWERIEMR

IBEIEE—HWEE

=
RRGRA T HIIET

AR, ASMEEMRER. HIRM PLG R EHERNSIEMEF KRN, EREBE
E. EWZE (RevOps) &, HEXE, MARITHIINSEH CIO, HLEXLE
REBY.

(00:28:32) Annie Pearl
English:

And so, | think you have to be sure again that you have the right fit of sales folks with the target buyer in
those early days. And so, to your question around what's that mean? You wouldn't necessarily want to
bring on a bunch of sales folks who are at Oracle who are heavy in selling into ClOs in the early days
because that's just not who you're the buyer's going to be. | mean, think we will graduate there
eventually, but it's probably going to start from team lead to someone in IT to eventually a CIO led
purchase, but that's certainly several years away. And so, making sure that the profile, the folks you're
bringing on early match that target buyer in addition to match the motion around how you're going to be

acquiring customers.
FROCERIR:

FRUL, fRAHRRFHIBRIENHE AR S BRERBLE, EEIIRRRE, XERETA? AR EERES
BE—KHERE Oracle. IJBRF 3244 CIO BIHE, EABRERZMFRHER, BNEERE, HMNEREZLREE
BIMER, BEIEAREEMEINATE T AR, REFRZE CIO EFHNXY, MAAEEREF/LE, FUAZHR
FHARHNBREELEBTRER, XILERENEFRIHER.

(00:29:15) Lenny

English:

And to see that, is it similar? You look at the companies they worked at, it's like PLG-ish companies.
R EE:

ATHIEIX—R, AEREEM? MERMNIEINAE, BFEBWEE PLC BN RFE,

(00:29:20) Annie Pearl



English:

Definitely. Yeah, exactly. Yep. Yep.
FEiE:

B, TTRIEM.

(00:29:23) Lenny
English:

Okay. So, along the same lines, as a product leader working with a strong and large sales team, anything
you've learned about just how to build that relationship and build a product org that works really closely
and well with a sales org?

FROCERIR:

T, IREXNRE, FA—R5BAREABANHEANSENTRASE, XTNEMEBIXMXR, Uk
ARI—MESHEARER RIFMER~RAR, FEFALRFE?

(00:29:37) Annie Pearl
English:

The first piece that really starts with is customer empathy. And at the end of the day, seeing the sales
team and the go-to-market team as this really great asset that can help you as a product manager get
closer to the customer. So, I've certainly seen organizations or been in organizations where the product
team doesn't necessarily want to be bothered by sales, but | sort of flip that on the head and say sales
and sort of the go-to-market teams in general could be your biggest asset to helping you get your job

done well.
FRSCERIE:

B-RBEAREFREC. FRERK, BRFHEEANNTZRERA—FIEBEHES, WITERBIIRIEN
FmIEERIEF, ZRERIRHFI—EAR, RENTREAFRERHEETN, EREIMNZRE
TR HEMHHHERRIMEF TIFRIRAR .

(00:30:07) Annie Pearl
English:

When | was at Box, | was a product manager on the enterprise team and | spent a ton of time in the field
and | don't know how | would possibly know how to have what to have built or how to build it to solve the
needs of our customers if | didn't have that close relationship with the sales team and be able to lean on
them because they're talking to, 10X of them were customers that | was able to ever talk to within any
given week, really lean on them to be the voice of the customer to help me make the best product
decisions that | could.

FRCERIR:

7L Box BRI A mEIIERY, BT KREREHE %, MRLKESHEFAMNEEXRHEKEM], HRE
FRLE TR AMARERAREFA TR EAMIIZRHNE P SRERRSAREMEIR 10 §, HIEKRE
iR “BRZE" , seEBhEMERIFRT mR R,



(00:30:35) Lenny (Sponsor: Vanta)
English:

Today's episode is brought to you by Vanta, helping you streamline your security compliance to
accelerate growth. If your 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:

ZEATSE M Vanta 818, FEEMREREEIAREUMNERE K, WRIRESECHREFESNE, BARRATLE
BEWIAZIZIFHKIFE SOC2 5flt. SOC2 BIEFAARBIRI T EHREHMRINT A HIEN—MAN, e
YEFAMEERE (TEEBREEMRREERHUH) NEE.

(00:31:00) 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 two, there's a good
chance you won't even get a seat at the table. Beginning a SOC 2 report can be a huge burden, especially
for startups. It's time consuming, tedious and expensive. Enter Vanta. Over 3,000 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 V-A-N-T-A.com/lenny to
learn more and to claim your discount get started today.

FRZERIE:

ks, SNBRREEELHEES R, ERLEMEEXEE, SOC2 BENRABEAR. BEFNXZ20], At
IHRE L B EHARET. SARIREE SOC2, RAEERASE ERE, R SOC2 I/REMER—TNERNRA
1B, THEWNMIATMS, B, EBX SR, Vanta RiamE, 8id 3000 KIRFE K ATE Vanta
BhsEmmEiX 90% B9 SOC 2 #BXTE, Vanta BEILIRE/LAAR (MARLNA) MFLeHIHES, NERE
BEREN=22—- REMEE: Lenny BEWITAR A ES Vanta 1000 £t TN, RF AR
vanta.com/lenny BN A] 7 fi# 88 ZHSRENITIN,

(00:31:52) Lenny
English:

I'm curious how you prioritize work that you could be doing as a product team. There are salespeople
coming at you, there's issues you're probably having, there are some founders wanting to ask you for few
stuffs, just like a classic product management question. But I'm curious if you found any frameworks or
approaches for just deciding what to actually build of all the things you're hearing.

FROCERIR:

HIRGFF RN N~ mEAN TIFREM TR, WEARZIKIR, (RAIRZBEIZMEE, T8 LB ARILMR
MRXMRAR, IMELHNTREEER. ERREST, ENEINFAEERSD, MESRINT —EERNS
ERRERRZWET 40



(00:32:09) Annie Pearl

English:

The core challenge of being a product manager, right?
R EE:

XM IR OBk, XHIE?

(00:32:12) Lenny

English:

Just to add that | feel like the core job of PM is just tell people what's next, what's the next thing.
FEiE:

#7E—T, EREEPM RO TEMESIFAKE TREMAA, T—HFEMH 4.

(00:32:16) Annie Pearl
English:

That's right, and hopefully, you have a good reasoning as to why that thing, next is going to have the
biggest impact, which is really where | start. | think it really starts with a clear product strategy that will
dictate a few things. And I like this framework that's taken from a book called Playing to Win and it talks
about how strategy is really just an integrated set of choices that outline how you're going to win in
whatever marketplace you choose.

AR ERIE:

&, MAREMEE—IRONERRBAGTAT—HEIERANENS, XIERFRFKRIMSG. HIAA
I F—NBEMR @R, ERET /UGS, HER (REKRK) (Playing to Win) XAEBEN—MESR,
EREIRELIF EME—EBGRNERE, SR TR ENRAEFmERNERH TR,

(00:32:59) Annie Pearl
English:

And so, a good product strategy is going to answer questions like, what's your sort of winning aspiration,
but maybe more importantly, where are you going to play? What are the markets you're going to go after?
What are the segments of those markets? What are the personas in the segments of those markets? And
then, how are you going to win with a target audience? And so, what | think this framework does kind of
dovetails back to what | was saying before around prioritization is it forces you to create clarity around
where you're going to play and where you're not going to play.

FRCERIE:

Ak, —PMFNE=RREREEIZEDN “FHRMERETA” 2ENE#E, BrRREEENE, “TITEEW
BRE? 7 (REAEWLETT? XLEHTHNADMWHENA? XEASMAPNEFRBEGEE? &EF, RITR
MEAIRFERRR? RWIAAXMERSKZARINVN ARSI ERS, CEEMRER “EMERS” UK

‘FEMEZSE"



(00:33:28) Annie Pearl
English:

And so, this really helps the product team hone in on delivering value for a very clear set of people versus
trying to build something for everyone. And so, once you've established what that strategy is or what the
playing field you're going to go after, then | think you can divide up your product work and service of that
strategy. So, I'll give you an example. At Calendly, we have the sort of vision, our winning aspiration to
become the best place to schedule, prepare for and follow up on your external meetings. And we've
articulated three horizons around how we're going to get there.

AR ERIE:

X mEAIAZ ET A —HIFERBHIABRMENE, MAZXENMEAWES@m. —BEIRHE 7R
SIREHENGE, (RIAIUESIZREIER~mIE. 20 F: 7£ Calendly, HINHER RBER) =
AR EEMREINIZNORETF. FRIE T RMX—BRN=1FME (Horizons).

(00:34:00) Annie Pearl
English:

Now, the year one that | was here, the percentage of resources we spent on that first horizon and the
second horizon was about a 70/30 split and we put 0% of our resources on horizon three. That was too far
out in the future and we didn't want to make any investments there quite yet, but we knew where we
were going. In year two, it shifted. We went to a 50/50 split between horizon one and horizon two, but
still, no explicit investments in Horizon three. And then, as we're entering to year three now, we've
significantly scaled back the investment in horizon one, that's about 30% and then we've got 60% in
horizon two and call it 10 in horizon three.

FRZERIE:

BRHE—F, HNEE—MERME ZMERABFIREHIRLZ 70/30, TESZMEIRAN 0%, IERFK
Xin7T, BIDEFEBERBRR, BRIESR. FF, HRETEWN, TRT 50/50, ENHALEXRE
ZMERHITRRIIRE, MEHNEZF, HIVKBER T E—MNEREIRAN (£930%), 1§ 60% RANEZME,
K 10% NE=MEL

(00:34:38) Annie Pearl
English:

So, | think to close on the question of prioritization, | think it starts with a really clear product strategy
which defines where you're going to play and how you're going to win. And then, the work and the
percentage of allocation just should feed right into that product strategy and how you're doing against
where you need to be in order to achieve ultimately your winning aspiration.

FRCERIR:

FREL, BE—TMARNEE: FIANECHBT—NEEEMN~ MR, EXTRFMINRMAN. A5,
BT ENZRDECLLAIN ZEZRS TR, FREMSRLRMBRZEINERHITRE,

(00:34:38) Lenny

English:



I don't know how much you could share here, but is there a feature that is people keep asking for it and it
hasn't been built because of the strategy, the long-term vision, something that's like, "Nope, it doesn't fit.
We're not going to do this."

AR ERIE:

BRAMEMREDZESZ D, BEERKEAANERAMI—ERE, EENRBIKBR/IM—EZM? i
R, XAGE, HNMTEM B9THEE.

(00:34:50) Annie Pearl
English:

Yeah, | think the best example | can give is there's lots of small businesses and solopreneurs who would
love us to have a Venmo integration. We have a PayPal integration. But our target market that we're really
trying to go after as our primary persona are as I've mentioned, these sort of core ICPs within
organizations. So, sales teams, recruiting teams, customer success teams. And so, it doesn't make sense
within those personas to pursue something like a Venmo integration. Now, there's a lot of things we'll
build for those personas that are going to help the small business, the solopreneur, the freelancer, but
that specific feature is something that would be clearly deprioritized given the current strategy.

AR ERIE:

R, RELHHNRFFITFE: BRESNEVANACILEIFEFERIGEEM Venmo, HIELE T PayPal
£, ERNEESHENNEMTZMERERSR, EMNHRREIN, BHARERARLEZD ICP—HEHPA
BESHA. FFATHE. NFXLEGFKD, EKXR Venmo EFREREEXM, RAKNAXLEGERR
Zreth=BE kB mIRE, ERESIRE, BMFENERNMLAREASWHEEE,

(00:35:29) Lenny
English:

That's an awesome example. | want to get back to the growth stuff, but before | do that, we're kind of on
this topic of planning and a cares and prioritization. 1'd love to know just how you do planning at
Calendly? How far out do you plan in detail? How far do you have roadmaps? How often do you plan?
Anything you can share there?

RS ERIF:
XE—MEENFF. FREBOIILKAER, BERZH, EEARINTIE T, OKRFMMEKLE, HKABHEIR

{117£ Calendly RHNEIMALIAY? RITIFAMLIEIZIZLUT? BLkE (Roadmap) BEK? ZAME—R? &
AR USD ZR93?

(00:35:45) Annie Pearl
English:

This starts again, | sound like a broken record, but with this really clear strategy around where we're going
over the next couple of years and then we take that and we break that down into what are the most
important things we need to do as a company this year in order to be able to make the right progress
against that strategy. So, we have the company level OKRs and | mentioned that we have about three of
those this year. And then, those KRs within the company, OKRs are measured annually, but we have



milestones across a quarterly basis so we can measure progress more frequently than obviously on the
annual or semi-annual basis.

AR ERIE:

XX ZRERT (FIFERGENMTIERERN) , BREXTRRIVELRADREMHERE, ARKITEEDHE
NRBSERTRIMZRBEFEMNREENEE. FIURITEAEERN OKR, RRFSEARNF=1, XL
NER OKR FHXPEER (KR) BERFEHERN, BHRNEZTEEREM, XHERNAIUEEHFFEEMEM

EEHE,

(00:36:30) Annie Pearl
English:

I think one thing I'll just touch on real fast on is estimations and dates. Something we've done over the
last year is really kind of moved to a model of talking about dates and promising and committing to dates
that are within our control. And so, if you think about the product development life cycle, we can commit
to a discovery effort of doing research around a certain problem space and we can have a general sense of
when we know that effort's going to conclude. We don't know if we're going to actually end up going, and
based on the results whether we're going to actually move forward with investing in that area, but that's
a body of work we can commit to.

AR ERIE:

FERERE—TXTEEMN BRI, ZFRNERT —MER, BIRIYE. AENZAEIESEHA
Bl SIRMRBEFRAXRESEAL, HAVTUAREHITHWENERATR “REK" (Discovery) A5, HE
MEBTERBERE—TAENT R, BRI FHNERKXREIETERASLEZINIRE, BEXE2—TFHA)
BT LURERI TR

(00:37:05) Annie Pearl
English:

From there, we then move into, "Okay, if this is something a problem space we want to go after, we're
going to go work on a couple different solutions and we're going to go do some user testing and we're
going to land on a solution," and that's another sort of phase we can commit to. Then, once we actually
have that completed and we actually know not just the problem but the solution, we can do estimation
planning and actually have a date for delivery from an engineering perspective. And so, we've gotten a lot
better at making the commitments around the work that's right in front of us versus making a
commitment around a project six months out when we haven't even done enough discovery, enough

design and ideation to have a real clear understanding of estimation.

R EIE:

MIBEFE, FAMTHNT—ME: “4F, NRXEZRNEFERNEBITE, FMFRARIHRENGZR, #I1T
AP, HAERBE—TAR." XS — MR UAENME. —B5pk, HFMNMXAERZEmAERNE
TAHERN, HNMAIUETHEERL, FMNIEAELE—PEMNRGER, B, HRIMEEBBRKIRE]
M TEMEAE, MARN— 1B ENIE#MEAE —RABRNENEZERMEBRIRER. K114
B, TEMMEEEEM T #E.

(00:37:43) Lenny



English:

That is really cool. Do you have terms for these phases, like these phases you have to get through these
kinds of gates? Yeah, how do you describe that?

FRSCERIE:
XEMREE, (RITAXEMEBEEINARIEBG? thilnFEEmELE “XK" ? (REEAERA?

(00:37:50) Annie Pearl
English:

Yeah, so the first phase we just call generally discovery. The second phase, we call solutioning. The third
phase, build. And then, the fourth phase is launch, measure and iterate. And then, we've designed the
product development lifecycle around that framework.

FROCERIR:

=0, F—MEFHITEERZA “REK" (Discovery), FHMEMA “H=i%it” (Solutioning) . FH=EX
= “MBE” (Build). FUMER “&f. BIE251EM” (Launch, measure and iterate), F{TESXMEZRIK
T FEmAREmER,

(00:38:04) Lenny
English:

So, discovery for example, is that a roadmap item for a quarter and that's like what you've committed to?
And if that goes well, the next quarter has the next step.

FROCERIR:

L, Bl R W, BEENSENBRLETID? BRIAENAD? MEHRITFH, TNEEREN
T—4%7?

(00:38:12) Annie Pearl
English:

Yeah, exactly. You got it.
FRERIE:

T, =,

(00:38:14) Lenny
English:

Sweet. Okay. In terms of the strategy artifacts, how does that look or do you have a Google Doc with a
template that you all use? What does that look like? What's interesting about people not working at a
company or working at just one company is they only have, strategy documents are really hard to see and
see examples of. So, I'm always curious what these looks like. So, whatever you can share about what
they look like and where you put them and how long and that kind of thing.



AR ERIE:

KET . XFEBE=EY (Artifacts), EIIKMATAE? RITBEH—ERN Google XALIERIT? WFRELRE
THRIE—RQBIENAKRR, REBIRBIENES, FrUFK—ERFEFXEERA AR, (RITHE
ENHRER, 82K, #Eik.

(00:38:40) Annie Pearl
English:

We have a couple of different layers of this. | think the first is this high-level three-year strategy and this is
actually called at the company level. So, if the doc, it also has slides that have been presented many
times to the company when we're in the process of making sure that, that is part of new hire orientation
so that everyone should understand where are we going over the next three years and then therefore how
does this year's objectives fit into that.

FRCERIR:

HMNENNTENER. BF—EEREERAN=FHKE, XKFELEARNREN. ERAEXE, LEEATRER
ZRERTINZITH . HNNBERFEAANFRIANRBIF, IESPABEERRR=ZFNAH, URSE
HBEmREINRNSZREH.

(00:39:07) Annie Pearl
English:

And then, from there, we've got our product team OKRs. These generally start by docs and we write them
in docs. So, they usually get translated into slides at some point for presentation purposes to the
company and those are stored centrally in a location and then you get down to the feature level or the
project level. And we have different kind of templates for the teams to use based on the type of work that
they're going to be doing. And we're a pretty heavy Confluence culture, so we tend to use Confluence as
one of the tools for housing and storing information around the work that's being done.

FRZERIE:

AkE, BB mEIARY OKR, XEBEIRT I, HINAXERES. ERLENE, ATRAREER, B
SWENNLNTH, XEEMERFEE—ITG. BETREWREFIHNE L. HITHERET RERY
iR, BURTHMNEARNIELE, RITERRER Confluence X1k, FRIAF(MEATFEEA Confluence fE
NEBRMEFEIEEENIAREZ—

(00:39:39) Lenny

English:

Cool. So, maybe on that topic, what else is in the stack of Calendly product team tools?
FREiE:

g INEXME>, Calendly ~=mEIPAN T AZEEREHA?

(00:39:44) Annie Pearl

English:



We talked about roadmap planning, some combination of starts with docs, there's mural boards
involved. Usually, it ends in slides. Then actually roadmap tracking, we use Aha and we use Airtable
collaboration/communication. We use Slack, we use Loom, bug management, we use Jira. Confluence,
you mentioned. Pando, we use quite a bit of Pando to help educate users within the product when we're
launching new features. Yeah, | think that's the main stack.

FROCERIR:

FAPRBN T REEMKY, BESKREFFL, REbs& Mural B8R, BEULIITHEER. REEREAE, i
fEF Aha #1 Airtable, thfEFIA@E A @, FNIER Slack 1 Loom, FRIEEIBEA Jira, X EIRIREIM
Confluence, FEN XK E A Pando, ERFGHINAENIEEE|ISMEE=RRNNAF. @M, RIAAXHEE
ERNT A%,

(00:40:16) Lenny

English:

And docs is Google Docs and slides is Google Slides.
FRCEE:

X4 FRYE Google Docs, 4J4TH FARYZE Google Slides.

(00:40:19) Annie Pearl
English:

You got it. Yep. That's right.
FRCERIE:

w5, IERIL.

(00:40:21) Lenny
English:

Okay. I'm going to bounce around and go back to growth questions and then | have a couple more
product team questions. How did Calendly get their first thousand users?

FRCERIR:

FE. HEBER—T, REEKREE, AREBRLNXF=mEIABRE, Calendly Z3{AIER1FHT 1000 & A
F#9?

(00:40:30) Annie Pearl
English:

A great question and | had to fact check it with my CEO earlier this morning, but there's actually a few
really interesting things about this story and a few things that Tope did in the early days to get 2,000
users. So, for those who aren't familiar Tope, our CEO and founder started his career in sales and he spent
lots of years in sales. And so, he was very used to the challenges of trying to organize external meetings
with prospective customers. So, he knew the problem space really, really well. And he had evaluated all



the scheduling solutions that were on the market and came to conclusion that there really weren't any
great products out there and especially there weren't any great products for the recipient of the actual
booking service.

AR ERIE:

XE— MR, SKEEBFHFEAKRNIN CEOZET —T. XFXMER/LNMEEEBNR, UK
Tope (FA1HY CEO FEUIBA) ERHAAN T IR1SR1 2000 BAFFAIMMEV—LE, JFRRE Tope AR, fit
BV EERTHE, HMTEREZF. FIUIFERERSEBEERZP RNk, thIEE T X/ s
B, fhifET H EFrENMYAR, SHNELRE: TELEMNEETFN M, LEENTMYRSHNE
WeE (Recipient) Ki%, ZBEITFHIF Mo

(00:41:23) Annie Pearl
English:

And so, | think he saw this as an opportunity for disruption. So, he raided his 401k, he took out all his
savings. He didn't make raise any money. And he hired an outside development firm actually in out of the
Ukraine to build the first version of Calendly. So, that's the background on Calendly. Why it's important is
that the first 10 users were actually customer success agents at a company in the education space that
contracted with the same firm that Tope was using to build Calendly. So, he really found his first set of

users through the firm that he was using to build the product.

R EIE:

Hit, AAXE—TEABENN S, FEMHAT SN 401k ERE, EHTHERE, thIAMIE/ME, th
BET7T —RUTESRZMNINEF LR AT REEZE Calendly WE—MhE. XMEBER. ZFIUEE, REAH

0 ZAFPERLE-—REBIAEQABRNELAMI) (CS) T5, MABRQBIGIFHLEMT Tope BRAX
Calendly FYEBRINERE]. FRLL, MSKFR EB@EEMA LT mBATRE T E—HABF.

(00:41:51) Annie Pearl
English:

And then, those CSMs or customer success managers were actually using Calendly to schedule calls with
parents in K through 12 education. And so, then those parents started using Calendly for their own
parent-teacher conference scheduling. And then from there, the school started using it and then all the
parents within the school started using it for lots of other use cases and it grew organically from there. So
that was one piece.

FROCERIR:

Afa, BBEEFPMINEZIE (CSM) FAfER Calendly 5 K-12 HBMENHXKRLA@EIE, #E8, BERKAR
fER Calendly RLHHEN B EHR KR, BARE, FRABERAE, FRENAERKEFIBEEBTFZH
iR, EMXFETMERERT, XREF—THT,

(00:42:17) Annie Pearl
English:

| think the other piece that's really important is that he started off by just having a free tier. The entire
product was free. Some of this came from honestly not being able to actually build the billing
infrastructure that would be required to actually charge. So, it came a little bit out of necessity, but it was



also free. So not only was it a better product than the alternatives out there, but it was also free. So, the
combination of the viral loop and coming in through getting those first 10 users as part of the firm he was
using and then the free aspect or | think what led to the first 2,000, and then 10,000, and millions of users
from there.

FRCERIR:

BIANNE— TN EEEENRE, —HRRERRERESR, BT a#iEREN, RN, KRR
ERAEN RN ERPRERIT R AR, FAIAXERETER, EEHILEREN. FHit, ERMMIELHE L
BERmEY, MEXEREN. RENEF. BIIMEATRE 10 AR, BINLRERE, FANXLEH
[Eferk 7/ 2000 RAF, MEE1H%, BEEINAENKRERAF

(00:42:52) Lenny
English:

That is crazy. | have never heard a story like that where the team that is building your product ends up
being the source of initial growth.

FRCERIR:
ARIET o HMRITE XS BIRA L mBE RN T REE KR,

(00:42:58) Annie Pearl
English:

| know, pretty crazy.
HRCEIE:

BAE, HERIER.

(00:43:00) Lenny
English:

Oh my God. So many nice things happening in this history of Calendly. And wow, in Ukraine. So, I'm
actually from Ukraine.

FRCERIR:
KMo Calendly WAL ERETXAZEFE, MH, H, FE5R=. HEXHEMES = A,

(00:43:08) Annie Pearl

English:

Oh nice. That's awesome. They're great.
FRCERIE:

MR, X#ET. RIS,



(00:43:11) Lenny
English:

Yeah, and it's also interesting that it's rare that you hear a successful business starts with contractor
engineers. | think OICs are like, "Do not do that." So that's a cool counter example of it can actually work
out, especially if they're your first users and spread it to others.

FROCERIR:

28, MARBENZ, RUIMEAENLSZSEMIMEIEMFBRN. HRRZXKR (VO H=H: “FTH5!
BAM" FIAXEB—MREERIRE, IEBRXHSCAITT, RERIMIIRAIRNE—HAR HRIMERER,

(00:43:27) Annie Pearl
English:

And we still work with them. They're fantastic and they have incredible engineers, so they're still part of
our culture, which is great.

FRCERIR:
BATREDANMIIE 1. MIESE, HEHENTIEM, FUMINARRIIXKN—E57, XRif.

(00:43:32) Lenny

English:

So, Calendly got big in Ukraine, it sounds like initially.
HRCEIE:

FrUAREC3E, Calendly RAIETES T = ANHCFRM,

(00:43:35) Annie Pearl
English:
There you go. There you go.
R EiE:

AILAX Ao

(00:43:37) Lenny
English:

What's something that would surprise people in terms of how Calendly grows today or grew through its
history?

FRSCERIF:
*F Calendly ERE K AR H EIE KSR, BHASIEANRRIFIFHIG?



(00:43:43) Annie Pearl
English:

Most people probably think about Calendly as the scheduling link and really for individual users to reduce
the back and forth of email and scheduling. So, they think of that one-on-one use case and | think people
would be surprised to learn that our team's business, so multiple users in an organization who want to
collaboratively schedule together is growing much faster than our solo user business. And that's really
where the future of where we think growth will come from is supporting these teams of users who are in
externally facing roles and selling into departments and supporting multi-departmental deployments of
Calendly across an entire organization.

FRCERIR:

KEZHATIREIA A Calendly RR— 1M NEE, EERANTIL N ABFPRDEMFERMFALIBIFG. 18
HE—X—m7R. BRIANANRFMEAT, FNOEKLS (BMARRNSRAFHEMMETL) gk
BETRFMNABPILS, BIMHARNRRNEKSETFIHXEmE/MAENBERER, BBIEE, %
¥ Calendly TEEMAL A ZERIIZE,

(00:44:17) Annie Pearl
English:

So, I think it's still really well known as this solo user tool to eliminate the back and forth of email, but the
growth of what we're seeing and where we think it's going to go is actually more teams of users and
departments of users and then multiple departments in an organization.

FROCENIR:

FRUL, BAEMLUERESAEENNATLAMER, ERMNEZERKEZURBITANBREKSR, KL
EEZHNAFEN. BMIIAR, UNRALRRBZTEN

(00:44:32) Lenny
English:

It's interesting when you hear the story of Calendly that just has so many good things happening,
basically for free, it's just grows so well. | think people don't realize you eventually will, that'll slow down,
it'll taper off eventually. You'll need to drive growth very actively in these new ways that you're
describing. And | think people don't often realize that they just wanted to find something that was viral
and then things are going to go great, but it tapers off.

AR ERIE:

U Calendly WHIERE®R, KETXAZHE, BALRRHAEK, MEAKEEA. EFIANATEEIRE,
BREAZME, SENTEH, MEBRIFERIIXERSNIFE T K, AEELTIRE,
IR RS VT RNARE, ARRFS—IEHITXUFEK, EELERESZ KT,

(00:44:54) Annie Pearl
English:

Yeah. | mean, there's only so many people who, solo users who are going to pull out a credit card. And |
think once you also get to hundreds of millions of dollars of revenue scale, just the law of large numbers,



it means that growth will slow. And so, you have to figure out where's that next growth curve going to
come from. | think the beauty of Calendly is that while we certainly have built features and functionality
to support teams and departments, we got pulled there. It wasn't one of those things where we sort of
said, "We need to find our next growth lever. Let's go build X." Our customers really pulled us there by the
way that they were using the product.

FROCERIR:

20, HNERRE, BREBEGEAFRNITABFRRERERN. HRATBZETHNERMERN, REFAYE
7, BRUASHE. FRURBAFER T —MEKIMAMBER, Calendly BIAAMET, BT HESLAE
T FFRAAER)BIINEE, BERMNZ2HR A7 FIEN. XHFEHBMIATR “BNIFEIFH T —MERIT
., ZEXIE” BfER. RERMNNVFAEIMIMER~RIAEI, BEBRITHE TN,

(00:45:30) Annie Pearl
English:

And so again, a very fortunate position to be in, but when you can see in the data and see how customers
are using it, that they want to be working on scheduling with their teams, that was our early sign, that's
where the business was going to go in the future.

AR ERIE:

FRLL, XXB—MIFEETAE, BHRENSIETEIZFRNAEATR, FEIMIMTAMEN -
L9es, BUIBFHNES, FREWSZRKEIER.

(00:45:46) Lenny
English:

| don't think | mentioned this, I'm paying user of Calendly. It's what | use for booking these podcast
episodes. You got me. | think | started when it was totally free and | was like, "How will they ever make

money?" This is too much power.
FRCERE:

HeFtGostRd, 2 Calendly MIERAF. AMERERMIXLEREZTTEN. FW 7. FKiCERFHBAN
FELRTEREN, HYUA “MNIIREAREM? ~ XINEXEKT .

(00:45:56) Annie Pearl

English:

And then, now, you learned that it was free almost by accident.
R EE:

MmILE, RT#EECINRELFBETEA.

(00:46:02) Lenny

English:



Yep. | was like, "Yeah, please take my money. This makes my life easier." What are some fun or unique

traditions and cultural kind of components of the Calendly product team?
FRERIE:

B, K “FERMEE, XILFEMEFRNE T Calendly = mEIAE ML BB RFHIESRNX
HTR?

(00:46:12) Annie Pearl
English:

A couple of fun ones | thought we could talk about. One, we have a meeting called OPA, which stands for
opportunity/problem, assessment. And so, what this is, it's a meeting where basically PMs, | don't even
go to it's a meeting for PMs to really debate and discuss with each other and spar around either areas and
problems that they want to go investigate or after they've gotten data back or research back from
evaluating an opportunity, deciding whether we actually want to move forward and go try to develop a
solution. It's really in the product development lifecycle of letting product managers really get into a
room with each other on a frequent basis and just think through things, debate, discuss. And | know that
they all get a lot of value out of that.

AR ERIE:

HAATLEILAN BB, F—, HMNE—1N OPAMRIN, KF “VI=/RETE” (Opportunity/Problem
Assessment), XZ—NMEKXLERE PMESMNRIN, REEZEHASM, PM 1T LEBBHE. 1iE, BESM
MNMEEPEWN MM PEHITIE, HETITHHE MM ESHREBHIBIMRRRGG, RESTENEHEHHAF
ERE. XETFTEmALERBRN—7, it PMIEEERET—E, AABEZ. BHEHITIE, FRAMEMI]
#B M AR 1 BE %o

(00:46:59) Lenny
English:

It reminds me of something just like a bad version of that. | had a friend who was a PM at Zynga and he
said there's a meeting where PMs present their plans to all the other PM. It was like you're in a shark tank
where everyone's coming to destroy you. They just point out all the problems. That's all it ever is in this.

AR ERIE:

LR BET — T REHEM. RETHEREE Zynga M PM, RBEE TS, PM EmFrEHM PM BRIt
o BFGHT “@@it” , SPAMBICMREE, MIRSEHAENER. B XTEHEHBE,

(00:47:15) Annie Pearl
English:

| would say on this one, it's the opposite where | feel like everyone really needs the meeting. They're like,
"Ugh, | really need to take this to OPA because | need to, I'm working through these problems and | really
want to bounce it off of other people." So, | could imagine a world where it would be that. Actually, part of
the reason | don't go to the meeting is that | really want everyone to be able to be open and transparent
and provide feedback and not feel like there's any judgment from me or any needing to act a certain way
because I'm in the room. So, that's sort of why | intentionally don't go.

FROCENIR:



AN, FAIRY OPA ZWIGIEHER, BRER/EMABIFEFTEX TR, MNSH: B, RENFBRIEXNE
2| OPA £, AAFKIETEAEXLERE, FFERFAANANTIL.” HAILUBRPHERREHRN, BRZFR
UAEM, RRAKRBEOHFES D AMEFRSREHRRE, MASRFIREDZBFNTH, HEFAARKE
HMASARNEEMNEF. XRERLUEFSINHNRE.

(00:47:44) Annie Pearl
English:

Another fun one we do is something we call competitive work gaming. So, on some sort of time interval,
sometimes it's been quarterly, we'll have assigned people into groups for the quarter to own a
competitor. And their job is to essentially spend a lot of time immersing themselves into the product of
the competitor, really trying to think through the lens of, do a SWAT analysis, really try to think through
the lens of where's this competitor going and how Calendly only think about that and as it relates to our
strategy.

FR3ZERIE:

B—NEBHNRRNTZH “THREE” (Competitive war gaming) BUESD. HKITSTEH (ANEEEE)
BARDE, BAGTHRA—ITEENF. tINESEREAENEINEERZREMFNESP, #1T SWOT 2
, SEAMHEHNAERE: XMEEWNFHNERAARHA? Calendly MiZWMAIEFX—R? X5HE
BETAXR?

(00:48:12) Annie Pearl
English:

And so, we spent a quarter doing that and then we have the competitive war gaming day where every
team comes and presents and there's prizes and it's a lot of fun, but it's a really great way to stay on top
of what's happening across the market without requiring every product manager designer to be deep in
the weeds, there are a lot of different competitors. We can bring all of that knowledge together through
what we call competitive work gaming.

FRCERIR:

HNZE—IZEMXESE, ARET “TEEER" , STMEMRBIKER, TERMm, FEE8. XZ2—
MY BEHEHSHEESN, FHEESD PM HRHITHRBTHRE—ITRESENF. RITTLBEIXMHAR
A RIRINRCEE .

(00:48:34) Lenny
English:

That is cool. It's really impressive how you do these exercises and they seem really positive and friendly
and constructive. It sounds like there is a pretty unique culture at Calendly. I'm curious if there's anything
else that's core to the values or the way that you think about the principles of building product at
Calendly.

FROCENIR:

XIREE RITABRXEEMNNANIERNMR. KFEEERERNE, XLAMKRZ, IFEEK Calendly H—HIE
HIRFAIN L. FAREFET, 7E Calendly W mRNEZONENRF, EEFAHMZOARG?



(00:48:51) Annie Pearl
English:

What | touched on earlier is really core to how we build product, which is honing in on this target user and
honing in on our target market. | do think it's quite rare. | think in most organizations that I've seen, |
think there's a desire to do that. But | think, again, when it push comes to shove, it's really hard for
executives to make decisions that say no to things. One of Calendly's actually core principles is focus
wisely. It's pretty deeply embedded into our culture.

AR ERIE:

HZAREINATHLERNEES Rz, BEENEBMAFRMNERTT. HINAXBEFTL. FHL
HHZHALRP, ARELEXMBE, BETXBEHZ, SEIMEERDR “F BURE. Calendly BIZILIR
Mz—=2 “BAERE" (Focuswisely) o XRFERFIENIBIXLF,

(00:49:29) Annie Pearl
English:

And so, | think one of the reasons that I've been successful in being able to create the clarity around who
the target personas are is because | think it's embedded into the culture of Calendly to focus wisely. So, |
don't know that it'll work in every organization. | think many organizations really struggle to say no, and
they're always adding more onto the plate versus taking off. But | do think from an ethos perspective,
there is something around focusing and the ability to focus to therefore deliver the highest quality of
product that you can to your target customers. That is unique and | think it starts with some of the
broader cultural paradigms that exist at the company and then we've now embedded that into the way
we think about how we build product.

AR ERIE:

FIANFZFRARER IR BT EG, REZ—M2 “RERE" BERAT Calendly BIXt. HAHBEXE
BTAREITEE, FSHARMER “F , 22 EEMESMAZRL. BHHKIAA, MEHEER
B, TRURTENGENGEILTMABGEFREERSRENm. XBIRFN, RNNERTFABE ZHX
e, MEMNMEERERANRINEE~ R BLES L,

(00:49:59) Lenny
English:

Is there anything else you do to instill that? It sounds like it's a core value. Do you put posters around the
office? So how else do you keep people focused?

AR ERIE:

NTRYRX—R, REMTHA? WERZZZONER. MIZEDAEWBRD? BEFAMELARR
BEE?

(00:50:06) Annie Pearl
English:

We're a fully remote company. So, now you've got my brain going on. Are there some sort of virtual sticky
notes that you could get people to put onto their laptops to remind them? Backgrounds to show us



[inaudible 00:50:16]. Yeah, exactly. Yeah, it's embedded into a lot of the documentation. So, it's
embedded into the templates that | talked about in terms of, everything from sort of the way we structure
that OPA, document that folks are going to be working on and debating too when they go to create the
actual sort of PRD.

FRCERIR:

ﬁfl\]%—ﬁﬁéiiim\ﬁﬂ’\]@ﬂo FrUURiLERABE T . BEEHAEMELSA LI ARIGEE IS4 BN _E1RER
B2? HEBEERE? KiE. SHHBAITKENXEF, LFHIRFIER, M OPA XIEIEN, FIARER
E3f% PRD (f"‘nnﬁ%skaﬁl) B RYHEE I S

(00:50:50) Annie Pearl
English:

When teams come in to present as part of our product reviews, we have a template that keeps reinforcing
who's the target customer, who's the target user within that customer base, what are their needs and
then how are we going to solve their needs better than any alternative that there is on the market. So, |
think there's lots of different reinforcing mechanisms to that focus.

FROCENIR:

HHEATEF @i FHITETRE, RNRIRSAERL: EREREF? ZFFPETHBTRAAZIE? (]
MBEREAA? URBNMHTREOMALEHE ENEAERSREFARMIIBER? FLL, HUNERZFTE
AOSRIL A HISR AR X T T T,

(00:50:57) Lenny
English:

| feel like sometimes things like that come from a big problem the company had and then you index
weigh the other side, focus, here's the four people we all build for. It becomes instilled in the culture.

FRCERIR:

AN XRFFERTABEZBINEXNTE, ARMITMER T S—Miin: BE, BEHZIIZNHM
KA m. XFERFMENT XML,

(00:51:08) Annie Pearl
English:

And | think you're right. | mean, because Calendly started as such a horizontal product, which was
amazing because that's how it grew so virally and so it had the entry, the wedge into scheduling and how
our first horizon and becoming the best horizontal scheduling automation platform was because we had
that horizontal focus. And so, it was a blessing. But as we think about transitioning to horizon two, which
is really about deepening our support for these teams and departmental users as well as verticals, that's |
think the inflection point where we said, in order to shift us from horizon one to horizon two, we need to
be making some real trade off decisions and we need to create this focus so that we can actually allow
teams to go do that.

AR ERIE:



HEMENH. Calendly R¥ZB— M EREANS®R, XRE, RANERIATHSNER, BRATHENTILOG
BTIAR. HATHE—MERBEMERNREFIERTLYBM TS, XERRARNINERMIERNKE
o BRI BRI EEEEBE_ME—BEURUE. SRR UREETHNZRHN, HIAA
B BEITR. HRINRIRT, ATME—MBREBIEZMNE, RMNBFEMEEENNERE, BIEILXMH
B, UELFEBEIERRNT.

(00:52:07) Lenny
English:

Before Calendly, you were at Box. Before that, you were at Glassdoor. I'm going to ask two different
questions. You could pick which direction you want to go. What would you say are the biggest differences
culturally between these three? If you had to bucket, here's how I'd describe Glassdoor, Box, Calendly. Or
what did you take from those two places that you bring with you to Calendly and future opportunities?

FROCENIR:

7£ Calendly Z &, fR7Ef Box ITE, BZBITE Glassdoor, HERIFENMNAREMIRI, RATLLE—MEIZ. fRa0
AERX=RABEXH LNERER? NRIFREVIE, (RMfEHER Glassdoor. Box # Calendly? &,
RMIBARABTFET ALK, ZART Calendly MIFRRHINMEH?

(00:52:27) Annie Pearl
English:

| love this question. So, they're all different, which is why I just feel so fortunate to have had experiences
that were all quite different. So, starting with Box, maybe I'll take your second question. Box, when |
joined, we were in the process of moving up market and trying to capture as much enterprise market
share as possible, and | was on the enterprise product management team. So, | spent a lot of time, as |

mentioned earlier, talking to customers. And in my first year in particular trying to ramp on the business.
FREiE:

HREXXNEHE, efI&FER, FrUKRREEEEcRAEXEEATRENERD. M Box g, BIFHFK
EERRE =M. AN Box B, HMEATFEBHRTHHE. SHRMRAES AT HHEANTIE
B, MBEHRECW~mERFN ENFRZAREN, RETAENBSELARK. LHRES—F, HE
RGBS,

(00:53:07) Annie Pearl
English:

And I'd say my biggest learning during that time was around how to ask the right questions to really
understand the why behind what a customer was asking for and then figuring out how to build a solution
to their problem that would also meet the needs of a broader swath of customers. It became very clear
early to me if |1 would just go build what customer A wanted and what customer B wanted and the
customer C wanted, not only would that be wasted effort to do it three times, but more importantly, what
they wanted me to go build was going to have a negative impact on the end user experience. And
preserving that end user experience was so critical. So, learning how to ask the right questions to
understand the actual problem and then build the solution that's going to be most scalable to that
problem set across lots of customers was probably my biggest learning from Box.



FRZERIE:

EAREREEE, REANPREFR T NFAREERRZE, UEEEREFREREEN “AF4” , ARR
ZINAIEEZE—EREAAMIRE. XERBREMZEFERNA R, ZREMEBD, IRBAREHWERF
A. B. CHRRBENKRA, MEREEFIIRE, FEEENE, MINLRMENAATESNRLAR AR
FEMERE, MERFPAFEREXEE, I, FRBIRANEFRELRE, HOE— T EESTFATEBNA
&, BHE Box FENREEMNRMA,

(00:53:37) Annie Pearl
English:

Moving to Glassdoor, totally different business model. Glassdoor is actually really more of a consumer
business and 60 million unique users go to Glassdoor every month and it's a marketplace between job
seekers and employers and it's highly, highly dependent on the consumer engagement, growing traffic,
getting that traffic to come and engage and apply to jobs. And so, during my time as CPO there, | was
responsible now for both sides of that marketplace, the consumer business and the B2B. And so, | learned
all about how do you build PR consumer products, how do you think about optimization of a funnel? How
do you think about building up a growth team and growth as a discipline? How do you use data and AB
testing to make decisions?

RS ERIF:

# % Glassdoor, FEWEKFTLFRE, Glassdoor LfF LEHRE—K Ciis CHEE) W, S84 6000 FitiL
BRIAE, ER—MEEKRINEMETNIGETY, SERBBFRS5. REE KUK IS REFHTENFH
B, 7EFRIBME CPO HAiE), FAFHIHMMmE: C il S B2B WVS3, HEETMEAME C e m, WMER
EZiREA, NEEIDEKEAFFERKEN—IIER, UKINAEFIBEIERN AB Mt RMRE,

(00:54:17) Annie Pearl
English:

So, | think that kind of consumer mentality and how you approach product, | then have brought with me
to Calendly, which is really a blend of both, right? Calendly is first, as we've talked about a PLG business
and it looks a lot more like a consumer business like Glassdoor. And then, it's got this direct selling
business that looks a lot more like Box's enterprise business. So, | think I've been able to take kind of
lessons learned from both Box and Glassdoor and apply them together to Calendly.

FRZERIE:

Fril, X C inBEMN~RAEICHIETET Calendly, Calendly SLPr ERREBNLES: EEELR—1 PLG
W55, EERBRE Glassdoor B Cimlk s, FNEXEEE LS, FEFRRE Box WA S, A,
FKEETZRE M Box # Glassdoor FEINZWESIER, WAZE Calendly H,

(00:54:43) Lenny
English:

What a cool set of experiences. I'm trying to imagine you using all three in the same day. Sending a
Calendly, storing your files in a Box and looking at reviews... and recruiting. Yeah, yeah. Not looking for
anything new. Okay. Final question. You are part of something called the Skip community, which | believe



Nikhyl and a few people run. And so, I'd love to just hear a little bit about that and maybe how folks can
join if they might be a fit.

AR ERIE:

BER—HRENEZN. BREBRIFE—XEAX=M"m: &—1 Calendly §#%, {B8XX4#7#F# Box, AREEE
RENEM - EEEE. 83, FTRERH LA, i, RE—TRE. R2 Skip HXH—5, HBEERE
Nikhyl /LN ABER. HRRBIAIFXTERRER, URMREGERE, ASZMAMNo

(00:55:08) Annie Pearl
English:

Yeah, as you mentioned about two years ago, Nikhyl, who was the former CPO of Credit Karma and is now
a VP of product at Meta, got a small group of CPOs together who were all going through similar phases of
companies' growth, late stage growth companies, and we all were facing the same challenges in our
roles. And he formalized this community as a way to help us gather advice from one another, talk through
how to manage challenges we're facing and just make us more successful in the roles. And we always
joke, we're like the support group.

FROCENIR:
B0, EMIFREIN, KAMERT, Nikhyl (B{E Credit Karma 89 CPO, ILfE Meta F=mEISE) BET—/)
B CPO. EMIFATEM LRI FLEMANEKME (BEEKERT), ERLEIGEEENME, MigxX it

XIER, FA—MEBIFNEMRREEN. WA AR L EAER L L ERIIRER. S it
Xit, FMED “BEBVNAR" o

(00:55:37) Annie Pearl
English:

We meet on Sundays and it has been incredibly valuable as I've sort of gone through the last couple of
years in my role at Calendly. Since then, we've grown the group to about 23 heads of products and CPOs
and expanded the charter a bit, which | think is interesting to help product leaders not just be successful
in their current role, but also how to think about setting them up for success in the role after this.

AR ERIE:

HMERABNE, EHEME Calendly RAUMNXMESR, XMBHERRIFEENE. MBREHE, F(PERIETKE
TH 2B FRHTAM CPO, HIEMY BT EE. ARFTREBN—RE, EFMNEP~RASETHARM
LRSI, EEENRE WA T — DRI .

(00:55:59) Annie Pearl
English:

And so, we're experimenting with a couple of different interesting ways to help product leaders grow. One
of them is we're actually partnering with some companies right now to experiment with how can we help
them as they're looking to make their first head of product hire or their first C O hire really hone in on
what they're looking for and partnering with the talent partners we know to really help try to increase the
success that they find the right candidates. That's something interesting we're doing.

FRCERIR:



FREL, BATERZR/VEAENEBAAREYP~RAFSER K. EFZ—R, HIMNEMES—ERFEF,
2RAEMIIFIRE U RmARARE—L CPO BY, FBIMBITAAER, H5RITIAR E’J)\ZI’AT’ETMJFEB
eI RIS EANENMIIER, XEHIEETHHN—HEBNE,

(00:56:23) Annie Pearl
English:

We also recently launched a podcast covering some topics like, how do you manage the next job search,
how do you avoid burnout, breaking down things like equity, and other kind of timely topics. And then
also, we just have an active Discord server where we've got all sorts of channels from topics, how to
manage the CEO/CPO partnership, compensation, even sharing planning, even sharing some advising
opportunities or other CPO roles that kind of come across our radar.

FRCERIR:

BINSERER T —MER, RETEN “OAEEETRKEIR”  “MEERRLER” o BITRNERT
AINE>R, IS, BANEE—NEERD Discord fRS32%, EEBEMINE, iﬁ“i@tﬂﬁﬁﬁ CEO/CPO IR R
#E. BEEDEMRAR, URDE—LEFEF SR ERRE M CPO R,

(00:56:53) Annie Pearl
English:

So, it's been a really, really cool kind of experiment to see how the power of the community. And | know
Lenny, you do a ton of stuff around community, how that has helped all of us. | think it's just more
effective in our roles and feel like we have a group of people who are behind us supporting us during
what is a very hard role.

FROCENIR:

FREL, BEMKHDER—RIEERENZH. Lenny, RMBMREESREXBTRSZ I HXAEBKIIFFEA
FHEMMEITIRE, UHNESEINIFERENKUL, B —BFATEEEIFER .

(00:57:11) Lenny
English:

I love this. | imagine when people look at a CPO, they imagine they just know everything already. They
have a bunch of friends in the same role, but | think in reality, it's a lonely role a lot of times. And so, |
could see the power of something like this just to help people understand who'd be a good fit for this,
how do they go find it and yeah, it's like the [inaudible 00:57:33].

FROCENIR:

HERZX . FEYANER CPO K, IBFMNELTLFRAM, HEAE—HRATHAR, BIEF, XFE
— MR AR, FRAKRERIXMHEXNAE, SrREMANBMEESESSXTRL, MEHREe, mk

(00:57:33) Annie Pearl
English:



The best thing to do is just follow the Skip community on LinkedIn. And then, we're targeting head of
products, call it series B, C and beyond, up to late stage growth companies and up to CPOs. So, I'd say
start by following the Skip community and if you see folks in there who are in the group, reach out to
them to get a sense of what it's like and what it would be like to join.

FRCERIR:

ERIFRINERRTE Linkedin £3%5F Skip X, HNWBFREAZE B, CRIUE, BEIEREKEATMN
AT AR CPO, FRLL, FEBINSEXIE Skip X, MRMFEIEEBINRMIA, BTLERMA], THE—TM
AR PMEXZ AR,

(00:57:57) Lenny

English:

And then, it sounds like if you're a company hiring a CPO, maybe reach out too.
FRCERIE:

IR, SNR—RATIETEIRE CPO, tiFHAILBXRIR T,

(00:58:00) Annie Pearl

English:

Yeah, that'd be great. That'd be great. Yeah.
R EE:

=R, BRKREFT.

(00:58:03) Lenny

English:

Okay. And they do that by going to LinkedIn also and looking for the Skip community?
FREiE:

4FEY. Mt E@id LinkedIn #%8 Skip #tX15?

(00:58:06) Annie Pearl
English:

Yeah, that'd be great.

R EE:

=0, BEERE.

(00:58:07) Lenny

English:



Okay, cool. We'll put all the links in the show notes as well. Well, with that, we've reached our very

exciting lightning round. I've got six questions for you. Are you ready?
R EIE:

9FEY, B, BATEIEFAERERETEELE. B4, HMNEANTIEELSAKBHAERRZR T, HERT
[IERAERR, HEELFTS?

(00:58:15) Annie Pearl
English:

Let'sdoit.

R EE:

FHIAE,

(00:58:17) Lenny

English:

What are two or three books that you recommend most to other people?
FREiE:

REREEFL ANR=EBEMHA?

(00:58:20) Annie Pearl

English:

Playing to Win, so, | reference that one earlier, Good to Great, and Hooked.
R EE:

(MIEZEBEY (Playing to Win) , FZaifeslid;, (MMFEE#) (Good to Great) ; EFF (LRE)
(Hooked) o

(00:58:25) Lenny

English:

Awesome. What's a favorite other podcast that you enjoy other than maybe this podcast?
FREiE:

KIET. BRTHRER, (RESRIAPHER?

(00:58:30) Annie Pearl
English:

| think | got introduced to you by Harry from the 20VC, | think. But if not, either way, I'll cross promote his
podcast, which is a great one.



FRZERIE:

FRBFZ R 20VC BY Harry INRIREY, MRAEEVE, TICWMA, ROEIXME —TEvES, BE—1IF
BENTE.

(00:58:39) Lenny
English:

Yeah, Harry's responsible for this podcast. | was on his podcast and he's like, "Lenny, you should be
[inaudible 00:58:43]". You got to do it. He's the godfather of this podcast.

FROCENIR:

ZHY, Harry WXNMEFRRENERE. RLIMVTE, . “Lenny, REZBESHM—." E@XT
BERER.

(00:58:48) Annie Pearl
English:

Heis. That's great.

R EiE:

2Ry, KHET,

(00:58:49) Lenny

English:

What's a favorite recent movie or TV show? And you cannot say White Lotus.
R EE:

RERENHEEHBEURIRTA? FiFR (BZETERN) (White Lotus).

(00:58:53) Annie Pearl
English:

| have two young kids. So, whether | like it or not, Sing 2. It's a great movie, especially if you have young
children.

RSz ERIE:

HERNMENNEZF. FIURERERENR, (REFEF 2) (Sing2). X2—HRENER, LHRMRMR
B/IEBE,

(00:59:00) Lenny

English:

Sing 2. So, it's like the second of Sing?
FRCERIE:



(RRGFEE 2), UmEBHE—alnvEs?

(00:59:03) Annie Pearl

English:

Itis. Itis. Distinct from Sing 1. Sing 2 is better.
R EE:

W, EME—ERE, (RREFEE 2) EFE.

(00:59:07) Lenny

English:

It's better. Okay, cool. | haven't seen it.
HRCERIE:

BFE? e, B, REREL,

(00:59:10) Annie Pearl
English:

| would hope you haven't.

R EiE:

BELEMEL (RERERE)-

(00:59:11) Lenny

English:

Okay, cool. Favorite interview question that you like to ask people you interview.
R EE:

F8, REEIRFIANEERERREEZTA?

(00:59:15) Annie Pearl

English:

Talk me through your biggest product flop. What happened and what did you do about it?
R EIE:

IRFHEMFEHINRANTREY. KETHA, RIWMELIEN?

(00:59:21) Lenny

English:



What do you look for in an answer? What's a sign of something good in their answer?
FRERIE:
RAELERZFRIFITA? FAFNEEEFNES?

(00:59:24) Annie Pearl
English:

People being brutally honest around how bad it was and why it failed. The rest of the interview, they're
trying to tell you all the wonderful things they did and all the accomplishments they had. And so, | think
the rawer the answer in terms of how bad it was and why, the better.

FROCERIR:

HAEAREE R A Y RE SRR AR AT AR, EEXAIEMEEE, WIEES NSRRI
ZOTRENE, ST ZDMR. L, HUNAXTFRBRRFEIZENOZEHES. BARIMEmELT.

(00:59:38) Lenny
English:

Awesome. Next question. | think, you might have answered, what are top five Saa$S products you use day-
to-day, either at work or home, whatever?

FRCERIR:

AT, T—1RE, FEMRAIEELHIEEIT: fEE (TRIEERERE) KREBNE SaasS ~meE
taz

(00:59:46) Annie Pearl

English:

Slack, Miro, Loom, Pendo, and Confluence.
FREiE:

Slack. Miro. Loom. Pendo #0 Confluence,

(00:59:51) Lenny
English:

Awesome. And these are actually, unlike other people's answers, so that's really interesting. Kind of a
unique stack you got there.

FRCERIR:
AIET o, XEERMEMANAIR—1F, REB. FHTEMAERRE.

(00:59:57) Annie Pearl
English:



| love it.
FRSCERIF:
iR

O

Ko

(00:59:58) Lenny

English:

Final question. What's your best Calendly Pro tip?
R EE:

RE— M. RE&EIFH Calendly ZAUARISEHA?

(01:00:01) Annie Pearl
English:

Yeah, so we just launched a new feature that I'm loving personally called Customized Once and Share. So,
this really allows you to make changes on the fly to an event type and tweak things like title or duration or
override a date based on the person you're actually sending it to without having to go create a brand new
event type just to make one small change based on the recipient. So, it's that one-off use case where you
need to make a little bit of a change on the fly depending on who you're sending it to, but you don't want
to go through the effort of creating a brand-new event type. So, I'm loving it and you should check it out.

FRCERIR:

28, BMNMEHFT —TERMAFESREFINE, W “BREEXHSTE" (Customized Once and
Share)s EAWRRERZIMNREBHMELLEMHRE, FHREGE. HKHABZEAH, MAFEN T —PMREAR
NFERECE-—NEMOEMHLE, XFEEFPHFEREXNSBEREHEN RS, RERERXNI
gE, PRIz X io

(01:00:34) Lenny
English:

That is awesome. | need that. | find that | need to block dates out and change times and | just like go do
that on my calendar, in my Calendly.

FROCENIR:

AET, REFEXD RAMNKELEFTERFBRALEBHANERME, HIAFIREEERBMNEK Calendly fFE
Bl

(01:00:42) Annie Pearl
English:

There you go there.

R EE:
MIEARAIAEERA T o



(01:00:43) Lenny
English:

All right. Annie, this was amazing. We learned a ton about Calendly growth product building. Two final
questions. Where can people find you online if they want to learn more and reach out, maybe ask some
questions. And two, how can listeners be useful to you?

FROCERIR:

4¥89. Annie, XKXFEK T, BIFETREXTF Calendly KM= RFENFIR. &EFHE MR MRAN]
BT REZNERIRRE, ATUEMERER? =, RN RELEHFA?

(01:00:56) Annie Pearl
English:

Finding me, best place online is LinkedIn. And then, in terms of being helpful to me, one we're hiring at
Calendly. So, explore open roles on the product team at Calendly if you're interested. Share any feedback
for me on this episode@a.pearl@calendly.com. And then, as we talked about, would love to have you
follow the Skip community on LinkedIn as well.

AR ERIE:

HREIE, RIFMA R Linkedine ZEFWMZEBEIF: 55—, Calendly EEBEE, MRMMENME, BEE
Calendly = SFIBARIFFRER (L, =, RiBET a.pearl@calendly.com P ERM AT ENR R, &E,
MBI, HFELEARTE Linkedin £X3F Skip #tX,

(01:01:15) Lenny

English:

Awesome. We'll have all those links in the show notes. Annie, thank you again for being here.
R EE:

KIET . BISEAREHEERETEZEIRE. Annie, BRBSHRIVEIR,

(01:01:20) Annie Pearl
English:
Thank you so much, Lenny.
FRCEIE:

3'5%@151', Len nyo

(01:01:22) Lenny
English:

Bye, everyone. 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



a review as that really helps other listeners find the podcast. You can find all past episodes or learn more
about the show at lennyspodcast.com. See you in the next episode.

AR ERIE:

B, & FEREKIT. MRREESAETHEENE, ILIE Apple Podcast. Spotify SIRERAIEE [
BT, Lo, BERARIMIMTIIIBTITIL, XEEEENHMARKIXINMNER, (R UE
lennyspodcast.com #EIFIEEHTTER THESZES. THTEL.



