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[00:00:00] Chandra Janakiraman
English:

| started noticing that there was a certain mystique and aura about product strategy. There was this
perception that some people were intrinsically really good at strategy and others were not. It was almost
as if there was a strategy gene you needed to be born with to be good at it.

FROCERIR:

HFIRERE], ~miRE (Product Strategy) NFHE—MHWBMNICIHF. ATERBING, BEAXREMER
REE, MAELEAMNRR. MFREOIAEREM “REEER" 7 M XHFE—1%,

[00:00:16] Lenny Rachitsky
English:

Say someone's sitting down, okay, I'm going to start developing a strategy for our product. Where do you
begin? What does this process look like?

FRCERIR:

RIRBEALTHREA: G, REFRARINNTmGERET.” BAZMBEFIRRE? XMIIRZRGZER
AY?

[00:00:23] Chandra Janakiraman
English:

In terms of what product strategy is? There is a smallest flavor of it which focuses on solving problems,
they're called present forward, and it typically operates in a two-year horizon. We use a five-stage process
to get there and it takes about eight to 12 weeks. The reason | think this process works is there is a ton of
alignment built in. It goes back to human psychology of just something that comes from you, feels a lot
more familiar and easy to accept.

FROCERIR:



KT mRig? eB— “NEs” Bk, MEBTFRREE, A “ILEHT, BEARXK" (present
forward), BESIEAPARE. HIVER—PEMBRIMIERENE, RAFESE 12 &, HINAXMRIE
ZFRUBEN, REAHFPRAETAENHIRAR (alignment) T, XFRALLNER: NREERARMRS
58E8, RIRFEEFRT. ERHER.

[00:00:49] Lenny Rachitsky

English:

Let's talk about big S strategy. When should you approach strategy this way?
FRCEIE:

AENTRIK K “KE S” HBE (BigS Strategy)o +ABMRN %R X7 UK E HB&?

[00:00:53] Chandra Janakiraman

English:

There's this interesting quote by Elon Musk, which is—
R EE:

1%p& - D% (Elon Musk) B—OREBNEE —

[00:00:56] Elon Musk
English:
"Life's got to be about more than just solving problems."
FRCERE:
“ESERREUNZE N T R,

[00:00:58] Chandra Janakiraman
English:

| think this is true of every sort of company. There needs to be an aspirational and cool component to
strategy. What does the product look like in five to 10 years? Why is the world better in 10 years? And what
is the most exciting version of that view?

FRCERIR:

FANNXIHEFRBENATEER, HBEPFELSSARTEEZNND . FmE S5 2 10 FRsE 4
F? A4 10 FEERSTEER? BINERPRSAXBHREZMA?

[00:01:15] Lenny Rachitsky
English:

Today my guest is Chandra Janakiraman. Chandra is chief product officer and executive vice president at
VRChat. He was a product leader at Meta, chief product officer at Headspace, a GM at Zynga, and a senior
PM at Amazon. And the way this podcast episode happened was an avid podcast listener, Karthik Suresh,



told me about Chandra at a community meetup. And when | connected with Chandra, it was clear that |
needed to get him on the podcast.

AR ERIE:

4 RBIEER Chandra Janakiraman, Chandra 2 VRChat WEE~®mE (CPO) EHTRISH. 1y
Meta B97= @A = A. Headspace WEEFME. Zynga WEKLBUKRIT SN ER~™REE, XHETHEHNRE
ME, —IHFLITA Karthik Suresh EF— X1t X R FMFHEEFT Chandra, HIFKEXFR L Chandra B, iz
ZIRIRB A ABIF MRS INRER .

(00:01:40):
English:

Chandra is a student of strategy and has spent his career developing what he calls an operator's guide to
strategy, which essentially pulls together the best ideas from Good Strategy, Bad Strategy, Playing to Win,
Michael Porter and others to create a very clear, reliable and easy-to-follow five-step process to develop a
great strategy and a set of next steps for your product and company. After hearing Chandra walk through
this in our conversation, I'm basically going to now point everyone who wants to get better at strategy to
this episode and Chandra's method. Strategy is at the heart of every great product and team and
business, and it's also the source of so much pain if you do it badly. This episode is meant to help you
avoid that. A big thank you to Karthik for making this connection. If you enjoy this podcast, don't forget to
subscribe and follow it in your favorite podcasting app or YouTube. It's the best way to avoid missing
feature episodes and it helps the podcast tremendously. With that, | bring you Chandra Janakiraman.

FROCERIR:

Chandra @—{UZREMHRE, MAERUVEEPHALRT —EMHZA “KRBEAITERRE NAEEZ. XERFEHRSE
T (OTHEEE, FAEER). (TiEEREE) (Playing to Win). BF/R « K4F (Michael Porter) EARFEERAE, 6l
ET—NEEEW. IRESTERNESRE, BTAGHNERNAEHNERSENRBREESE, Tk
Chandra BiffRfE, BIEELS LS — MR RKENIABEX—EM Chandra A%, KEEESD
FAR~ M. B SHZL, NRBERE, ELRREENRE, 28T B SEERERXE, JFER
i§t Karthik B951%F. MRMENXNMEE, IS TEITRHXE. XERREIEETENRHEHN, XK
1R E#EN, TmE, iEFNIXID Chandra Janakiraman,

[00:02:39] Lenny Rachitsky (Sponsorship)
English:

This episode is brought to you by Eppo. Eppo is a next-generation A-B testing and feature management
platform built by alums of Airbnb and Snowflake for modern growth teams... [Ad content omitted for
brevity in summary but translated below if required].

FRCERIR:

ZASHATS B Eppo #Bf. Eppo ZH Airbnb 1 Snowflake B & R ILAHE K FABITIER T—1 A/B MIXFATHEE
BT H, Twitch. Miro. ClickUp # DraftKings 2B &R F Eppo SRIRTHMITRIEI, SEIOXT FHENEK
M7 RFNRERIMBRHEE, Eppo EEITIERLNERE, FEHEH™ENRE D,

[00:03:57] Lenny Rachitsky (Sponsorship)

English:



This episode is brought to you by Airtable ProductCentral, the unified system that brings your entire
product org together in one place... [Ad content omitted for brevity].

AR ERIE:

Z<HTIE # Airtable ProductCentral #Bl, X2—MREBNTRARRET—ENR—RR. WRMRERSZHK
FmASE—F, RETESMIAZERETIR LT, B4 Airtable S5 tHR KR QB GEE+EREE
27T ProductCentral, fREJLIGEMAENTRAR “ESEHIPL” o

[00:04:51] Lenny Rachitsky

English:

Chandra, thank you so much for being here and welcome to the podcast.
FEiE:

Chandra, JFERSHIREENR, IDREIFER,

[00:04:55] Chandra Janakiraman
English:
Pleasure to be here, Lenny.

RSz ERIE:

[00:04:57] Lenny Rachitsky
English:

| want to share actually the context and how this conversation happened. | was at a meetup of my
readership, of my community and someone came up to me and they're like, "Lenny, you need to get this
guy Chandra on your podcast. He's the most amazing playbook for developing a strategy." He's gone
through it with you at a company he worked at with you once, and he's just like, "People need to learn
this because it's so good." And to me, if someone can get better at strategy, it feels like it just makes so
much of the way the company operates and the way that people work better. So we chatted, we met, |
was like, "I completely agree. We definitely need to get you on this podcast to share your approach to the
strategy." So we made this happen, and so we're here. So again, thank you for doing this and sharing.

FROCERIR:

BEDE—TXAMENE R, SNBRERMNZERLXBES L, BAEIERTER: “Lenny, (R—EEIE
Chandra EfREYTIE, E—ERELBHHIEREAEIZ (playbook).” MBEFMIF—RERRABHEFHN
BAEXERE, fii: “AXFEFIXD, BNEXET.” WHFKR, WREAERARES, BINRF
MEEARMA TN LIERSHMIERES. FURIMNITH, RTHE, BEE:. “BrzEE, RII—EE
BIRRDZRNRE SR FRME TXRMNIE BRBFIRND R,

[00:05:37] Chandra Janakiraman

English:



Thank you. Thank you, Lenny.
FRZERIE:
g, BHEMR, Lennyo

[00:05:39] Lenny Rachitsky
English:

First of all, | wanted to ask just you're very passionate about strategy and developing a way to
consistently create great strategies. What got you so interested in this stuff in the first place? What kind of
sparked your interest in this area?

FROCERIR:

BRI, RIRBURINAFRSHE L BRRRIFEERE. RYZMALLIRI X E~ LRI RER
B? B ABA T IREX D UREIRER?

[00:05:53] Chandra Janakiraman
English:

Yeah, yeah, it's a very interesting story. It goes back all the way 10 years ago, but | remember it vividly like
it happened yesterday. And | was a relatively new VP of product at Headspace, and we had this amazing
company vision and mission that the founders had laid out, and | had come in and established goals for
the team in terms of our key metrics, and we had a very buttoned up roadmap in my mind that fed into
that company mission and vision. And | was feeling pretty good about how things were shaping up.

HRERIE:

BN, XE—1MEEEBNKRE. XEEBME 10 Fai, BFRIZIZCHHET, HHRALRETER, SREE
Headspace i LEN ™ REIZRE, CIBABEFIE T AFNABRSMER. RHXKG, RIBXBEIERAERA
WET B, HEEREXR, HIME—HMIEETENBEE (roadmap), REZEATNEGNER. HIHEK
IHERTIFE RiF.

(00:06:37):

English:

And on a particular Monday, the founder, CEO pulled me aside, and in his usual disarming style, he sort of
made a short but profound statement. He said that, "Hey, CJ, I'm hearing that a lot of people don't really
understand why we are working on what we are working on," and that was it. That was really the extent
of what he shared. And it was a little bit of a bubble bursting moment for me because we obviously had
spent a lot of time building the plan and | was feeling relatively good about the plan.

FROCERIR:

BEENE—, eI AZ CEO IBENEI—1, BtiiM—RFESZEANNGE, 3T —aERERZ8E. 1
Yo TR, COJ, BARBEZAELHAERRNATAEHIXLETE,” MX—01E, XMt ZNELE
AR, XKW, XEER—D ‘AR , RARMNEAETEZHNEFIEITL, MEREARTXNIT
AW EE RSN

(00:07:21):

English:



And so | spoke to a few people. | sort of wanted to understand it a little bit deeper, like, "Hey, what's
happening?" And he was right. He was right. A lot of people didn't really understand why we were
working on the things we were working on, and it led to some soul-searching. And basically | was lucky
because there was actually a board member of Headspace who had a product background, kind of knew
what good looked like, and | came to the conclusion, "Hey, we needed a strategy for Headspace."

FROCERIR:

FREKTLDABMTE, BRNTH—T: 9B, ARRETHA? 7 BRRMMEXNE, REAHELRA
BEMNIENEX. X35k THN—ERE, FIZWE, Headspace W—UEFEMRETmER, MEMFA
BN MER. HR/HTER: “HFEN Headspace FIE—E R

(00:07:56):
English:

So with extensive work with her, with the board person, we built the first written product strategy for
Headspace. And that, and the subsequent actions on the product led to a complete re-imagination of the
product. And basically we were able to create a new product, we call it the Next Generation Headspace,
which on one hand it could support a comprehensive library of content, not just meditation, but non-
meditation content as well. It had the sort of home experience where everything was incredibly
personalized for the individuals, and there were several motivational elements built into the whole
product experience. And it was very transformational for the company and the product because it
changed the product from being a meditation app to a broader health and wellness service and really put
the company on a different trajectory. It led to my promotion to the first CPO at Headspace.

AR ERIE:

BESHMUEERRRNAESIE, KIEIET Headspace WE— 3 HEF MK, BRKBEHIE UK HEEH
FmfTsh, SBTFmBtIRER. FIICET —M#H~m, MzH “F—H Headspace” . —/HHE, EXHF
FLENRNEE, AMEER, £EFEBRNE; 5—FHH, efREREMMEUNETEHEE, HEERN @
WHBAT ZMERTR. XNATM~mFiRMREEEN, ANeilFah—RapER App TR T —
PNEZNRERRS, EELQARELTFRNARMNE, XMeERMIER Headspace ETE CPO,

(00:09:07):
English:

And most interestingly, | had a chance to, while going through it almost in a sort of out of body way,
observed the process of like, okay, how did we put this thing together? And what actually went into it?
What really started as almost a personal crisis moment of finding this need to create a strategy for a
product and a company led to a bigger sort of quest for me, which is | started noticing that there was a
certain mystique and aura about product strategy, and there was this perception that some people were
intrinsically really good at strategy and others were not. And it was almost as if there was a strategy gene
that you needed to be born with to be good at it. And that bothered me a lot, and | sort of wanted to ask
myself, is it possible to break that divide between the haves and the have-nots and make this capability
widely accessible through a procedural approach. And | have news for you. The answer is yes, anybody
can build product strategy through a clear understanding of what it is and through a friendly and
repeatable playbook.

FROCERIR:

REHENZE, EEHXTIREN, ZEHU—T “RBHE" WAAMRTENRE: RT2NAEXERRA
BEEER? BRBRATHA? RIXAR—TMARAFBNABRRERBHNACHNL, BEREZMT
HREANER, HARIEI~mREHEE—HEWE, AMPANBEAXREEBR, BEANRA, HHS

Kb “REEEE" . XULFREL, BB BEAUEITRIM “GEE" M “"ER" ZESED, &



H—MEFUNGALXMENERIER? HBEFHESIFR EREEEN. FAARZEHHIERETARE
RES, FBEI—ERGFERESHEIZE, HREEME L mEREE.

[00:10:29] Lenny Rachitsky
English:

Amazing. That's exactly what | want to do here. The point you made about the why, | think everyone
listening to this that's been in product for long enough has heard that of just, "Your team doesn't
understand why we're doing this." I've heard that a number of times, as much as you think you're killing
it, there's always that, you forget sometimes to do that or you aren't doing it great. And | love that
basically the solution to that is the strategy solves that problem of helping people connect the dots and
understand why this is the roadmap, why this is the strategy. Okay, so before we get into it, just one more
context question, what's just the best way to think about what you're about to share and also who's it
for? Who needs to hear this briefly?

AR ERIE:

AHET, XEBHRBEXERINN, MRENXT “AtAa (why)” B9B—=, HEEMETRIVAFESBA
ABITE XiFRYIE:  “ROVEAFEBEN AT AEXAM.” HEFIRZR. TEMREEECSHMISH
&, SAXMNZ, ERFITICHE, NEBRSTBT. RIFESNIFRL, RESTMEFARX N R)ERY
BE, eEMANBREMENSR, BREANTAXZREAE, NtAXERE. ERITANRITZE, &8—
MEREE: WTFREEIENAR, RFNERARARHA? EBRMEAERN? ERFEMXLE?

[00:11:11] Chandra Janakiraman
English:

So the way to think about this, the substance is that this is not a new framework or theory that I'm going
to be talking about. There are plenty of excellent materials on strategy from ancient texts like The Art of
War from Sun Tzu, all of Michael Porter's work, Good Strategy Bad Strategy by Richard Rumelt, who's
been on your podcast, Playing to Win Lafley and Roger Martin. So there's a ton of extensively researched
and well-founded materials out there. So the way | would think about this is, it's more of an operator's
interpretation of all the stuff that's out there and are able to package it into something that's friendly and
repeatable, particularly for product people who think they are weak at strategy or perhaps have received
such feedback.

AR ERIE:

XTMAEFXEARAR, KALEAFRBH-—ELHERSIEL, XTRE, BEEERSAFTHIMHT,
MERE (FhFEE), FBERR - RISHEE, BRIEERE - 8181 (Richard Rumelt, bt Eid fRAYHE
2) B (hrhs, SFEER), DURRIBEFIFEN - DTH (iEHE). TELELEREMTEN. Bkl
BIMEL. FRUAFRIAN, XERR—T “HITE” NIUAMRNER, ARHITER—ERFEAEENRA,
Rl IARLETIIS B SRIRAESISE, HEWEIT UL RIRAT= Ao

(00:12:05):
English:

And just in terms of the battle-tested nature of it, | personally use this playbook about five to six times
tweaking and optimizing it each time based on what | thought worked, what people thought worked and
didn't work, including several times at Meta and usually leading to strong results, both for me achieving
senior leadership alignment as well as driving business results for the company.



AR ERIE:

HESMETES, ROABEERRERFANEIORT, SRELRELFFRRURARNRIBHETHIE
AHifL. DIEHE Meta B/URR, BRMEFRESORR, BERANTSHRASHIR, LHATRE
TUEHK,

[00:12:49] Lenny Rachitsky
English:

Okay, I'm getting more and more excited. Let's get into it, let's get into this playbook. People hear this
word strategy a lot. They're told be more strategic, build a better strategy. What's the simplest way to

understand what is a strategy?
R EIE:

RIFT, RHEREHE T, UERIMFERNRIXERIARE, AIEERE “REE" X6, HEXR “BAKR
B . “RIEEEFRIREE” o B4, B “‘HTARKRR REENARZEMA?

[00:12:49] Chandra Janakiraman
English:

Yeah, let's start with some basic definitions, which is as you asked, what is product strategy? And if you
think back to the Headspace example, this sort of comes to life as well. So product strategy, strategy sits
between the mission and vision and the plan. It could be at the company level or at the team level, but
it's usually sitting between the mission and vision and the plan. And the plan, you can call the plan the
roadmap, which is basically an ordered list of things that you want to get done and the mission and vision
is basically sort of the purpose of existence, what does it look like when you achieve your purpose of
existence? So it sits between the two and it forces choice to deploy scarce resources to generate

maximum impact.
FRCERE:

9, BNEM—EREEXFE, EWMIRFAIR, AR miRig? B —T Headspace BIfIF, XNEMME
REET. FmREAT “EHh5RR" M X" ZiE. ERUERRER, BWAIUERANEE. P50
GE7, RETLMZ DR, BEX ER2FRRNEBNERYIR; T “Eas5kR" B LEFEN
BEX, URHMREMIDIBEXE R T, REUNTFREZE, SREIRMMEER, UBEHRRERKS
FERAREIRIDITo

(00:13:40):
English:

And | want to borrow an analogy from the world of physics. There is this concept called resonance, and
the concept of resonance is really interesting, and it's actually very close to the concept of strategy. So the
concept of resonance works as follows, when you apply a certain frequency to an object and you get
pretty close to its natural frequency, you see a disproportionate increase in the amplitude of how that
object vibrates. And so it's very interesting, if you apply any other frequency, there's very little effect on
the object, but if you get close to its natural frequency, there's this exponential increase in the vibration of

the product. So this concept of resonance is interesting.

AR ERIE:



HRERYIEFHRN—N L. B—MEZM “H4R” (resonance), HIRMEZIEEEE, KFF LTSRN

HSIEEEL, HIRNERER: SN —MEENSENE, BRMXEEREEEEMEN, (fREEIZ

WA IREIBIIRIE (amplitude) HIMARLLFIHNEKRIGK, XIREE, NRIMFHEMEEEMITE, IWELFE
T, EMRIREEEHNERNE, FmiRMEERRRIERK. MU MIRREE X T,

(00:14:27):
English:

So the way to think about it in the context of strategy is, it is selecting that frequency to achieve
resonance between the product and the market. And so when you get close to that frequency, you should
see tremendous impact in terms of the product landing well in the market. And so that's how | would
think about it. It sits between mission, vision and the plan. It forces choice to deploy scarce resources to
generate maximum impact, so using resonance as a sort of an example, and it ideally includes three
components. The first is a handful of areas to focus on and | call these strategic pillars and then a whole
bunch of areas that are explicitly not the focus. And the third component is why. So why are the focus
areas, A, B and C? Why are these whole bunch of areas not the focus? And that's the three components.
That's really it in terms of product strategy.

FRCERIR:

TERBREVIEIR T, (RAILAXAFIEME . REMBEFI MR, USR5 ZERN “HiR” . SRR
MUK, REBEFREDD LEEEARNEY. XMEXRNEEZ. ENTEBSERSITLIZE, BHIHME
ERUMEFRTRTERATM. BEBRT, EEAR=ZMERED: F—, DMBILINERXKENE, KR
27 “HB&SZIE” (strategic pillars) ; 8=, —RHEBEABAEANERNTE; £=, EA (Why) —HRft4
A. B. CERER? NTAHMIBLERZE? XoEr™ mREH2Ek.

[00:15:32] Lenny Rachitsky
English:

| love it. And | love the things we aren't doing as a core part of this, that comes up a lot on this podcast of
being clear is what we're not going to do. We know these could be things we could do, but we're deciding
we're not doing these things. Okay, so let's just talk through how you go about developing a strategy
using this method. Say someone's sitting down, "Okay, I'm going to start developing a strategy for our
product.”" Where do you begin? What does this process look like? Let's start talking through it.

AR ERIE:

BRREMZNTEXT . HFAZE “BRNNFITEMNE" FAZOED, XEKMBERLERIRE — PR
LARFMOIFEEE, RNMEXLEETTLUY, EFRITRER M. 17, BBRATKRIIMEERXFMAEFRER
B%o RISEALTHRE: “0F, REABAENO~REERET.” MBEFIE? FIEEEHFR?

[00:15:59] Chandra Janakiraman
English:

So | sort of want to first explain this concept called smallest strategy, and I'll sort of talk about what that is
and how it's different from another kind. But the basic sort of strategic process | would say takes about
eight to 12 weeks long. It's something that | think people often underestimate how long it takes and
eventually end up taking a lot more time. But when they start off, they think, "Oh, | could probably stand
this up in a couple of weeks," but usually through iteration it actually ends up taking 8 to 12 weeks
anyway. So it's good to start with setting clear expectations that it takes about eight to 12 weeks. And the



way to justify the ROI on that is typically a strategy like this can be leveraged for about a couple of years.
So relative to that sort of payback period, | think the investment is relatively small. So it's pretty healthy
from that sense to manage expectations and say that that's how long it's going to take.

AR ERIE:

HEEMBE—T N5 s (smallest strategy) B, UNRESS—MRBHXF], EAREEESIER
BARAFEELSE 12, WIANNANEERGXEEZ KNG, RekMET EZ0E, MR, M8
“IR, FABMMETERE.” BEEEIREER, RELEEXSE 12 &, T, RF—HBMIEE B
BYFMER, IERAIX 8 F 12 ARAMIIRE (ROI) MAER: XE—ERKBEFEILURARAARARE, BN THREN
El#RER, FIAAXILDBBNBRANESENBNE. FrLl, BB, PRREEXAKNE, IEEREMN.
(00:17:00):

English:

So within that period, there are five phases. There's the preparation phase, there's a strategy sprint, the
design sprint, the document writing and the rollout. And those are the five phases, which I'll explain how
one would go through. And basically each of them has a certain sort of time recommendation. For
example, the preparation phase | would say is probably about four weeks. The strategy sprint is up to
about one week. The design sprint is another one week, document writing maybe one to two weeks, and
the rollout is maybe two to three weeks. So that's how you get to that range of eight to 12 weeks.

FRCERIR:

EXERASEE, DRNENNER: EEZMER (Preparation). HB&H#E| (Strategy Sprint). i&it/$#| (Design
Sprint). X#4##E (Document Writing) &7 # (Rollout), XFEBENMER, HMBBRWEHIT. &
M EREERINMBE: EEMEAN4E,; KPR 1E,; ®I0FR 1 E; XIERE 132 F8; 2%i#
2237, mekmnz 82 12 A,

[00:17:40] Lenny Rachitsky
English:

Essentially it's like a quarter of work to get to a final great strategy. And of these five phases, the biggest
bucket is preparation, which to me sounds like it's not like a full-time team thing. It's starting to gather
data and user research-

FROCERIR:

B MR — TN EENITEEREE—MEARRE, EXATMERR, SLEERN2EEMR. E&A
¥, IMFAR—T2RENEMNE, MEFBWRESIENBAHRR -

[00:17:56] Chandra Janakiraman
English:

Totally.

FRERIE:

STRIEM,

[00:17:57] Lenny Rachitsky



English:

As you talk through this, I'm curious just how much of the team is involved in each of these steps. But |
think it's an important point, if you want a really good winning strategy, you need to give a time. You can't
just say, "In a month or a week, we need to develop a strategy, go figure it out, write this document."
Great. Cool. So let's talk about step one preparation.

FRCERIR:

EIRABIIERED, HRFFHANPESZLDASSTXESRE, ERIANNEEN—RE, NRFBE—IELE
RERRBVERES, RUTAERE, RAERER: “—PAH—AR, RINFEFE— KR, XBEE, 5
X" 1RYF, BIRAKRKRE T EENE.

[00:18:14] Chandra Janakiraman
English:

That's correct, Lenny. And | think you, if | forget, remind me that sometimes there is pressure. There's just
business pressure, like the CEO might still want a strategy in two weeks, how do you respond to that? And
I think we can find some clever shortcuts there, but | think to the extent possible, the leader should push
for [inaudible] to make something really great.

FROCERIR:

", Lenny, MMRITT, RIRERK, ANZEE, bS5 ES, CEO AR EEMARNEEIR
B%o fRIZMNMINIS? FIAANAUE—LIEBENER, BRAENM, MFENZFIHNERMEEERKER
7o

[00:18:40] Lenny Rachitsky
English:

And | think part of it is that as a leader, you can start on this before... you know this is coming, so you
should get started before it's even asked for.

FRCERIR:
HUNRENASFE, RAILTE - (RAEX G EERZ AT E. (REIZENABRZ BRI ES,

[00:18:48] Chandra Janakiraman
English:

That's correct.

FREiE:

o

[00:18:49] Lenny Rachitsky
English:

Yeah, awesome. Okay, let's get into it.



AR ERIE:
XiET, FFHAME,

[00:18:51] Chandra Janakiraman
English:

So | think you sort of touched on this in terms of the preparation phase being the longest phase, but also
not being sort of like a full-time thing. So that's absolutely right. So the preparation phase is really... The
way to start this, which is a little different from other approaches I've seen from people is to actually form
a strategy working group. This is an important concept. So the strategy working group is sort of a small
team. It typically consists of engineering, product design and data at a minimum. And in certain cases,
there's a luxury to have other functions like product marketing, user research, that's also part of the
strategy working group. But the minimum quorum, | would recommend is engineering, product design
and data because design in some ways represents both sort of product design and user research. So you
do get the voice of the user from that perspective. And typically the PM is driving the strategy working
group and the process, but that working group is actually the team that's going to collaboratively create
the strategy doc.

AR ERIE:

RN REEEMERHREKN, BERELIRIE, XTLiEH. AEMENHFRAXSRLINEMSG ERE
TE, BIMI: HE— “REEIT{EA” (strategy working group) . X2—MNEEMNHS, REITEAR—T
NEIBA, BEEVAHTIRE. m@SITMBUEARAR. EFLERT, IREEMY, EAIUMANFRTF
(PMM). PR (UXR) FEREE, EXRZMUMNRBEARZEIRE. HMHE, AMSTEEMEE LART
I ARPHE, MEMBTAEERIIRAFANES. BEH PM BEoX PN TIEEMRE, BXNITIEEAS
EHFELEERESALAIH A,

(00:19:59):
English:

And so in the preparation phase, there's usually a kickoff meeting where the PM pulls the team together,
talks about the purpose of the process, lays out the different phases, and gives everybody a feel for
what's going to happen in the next 8 to 12 weeks. And basically then creates a list of very discrete action
items and deliverables for each of the stakeholders in the working group. So specifically, there's an action
item around aggregating all the behavioral insights that the team might have around the product. And
usually this is a combination of previous analysis that the team has run on the data side and potentially
also feature launches and how they have done. So all kind of analytical analysis.

FRCERIR:

EAEEME, BERE—TBI=IX (kickoff meeting) , PM B&EHIFA, WILRENEN, BRFREIME,
IEARRIERRK 8 Bl 12 AREAENSBEEMIR. AT, AITEAPHNES MM HEEXECZE—HDIEEREITH
MR AER. BERE, E—NMToMB LEANEENFREXTFE=mN “THRAR" (behavioral
insights) . XBE Z#IBHmZAIND M, UKAIGERIIREA M RERINES,

(00:20:50):

English:

The ask is really to create a meta analysis of all of the analysis. So the data person on the strategy working
group has to scan the historical archives at the company and sort of synthesize and condense that into a



very sort of digestible macro themes and learnings about users. So that's sort of one preparation phase
item.

AR ERIE:

ERZEE— “DFETHI” (meta analysis of all analysis) . Eitt, TEAFBEIEARKTIFBATH
[z, BEHEEHRERIEEZ TERNAMETNXTFAFRNEI M. XREFMEN—1 B,

(00:21:16):
English:

The second is UXR insight. So again, there's probably a lot of soft hard signals about users, not just based
on research that's run by user researchers, but also potentially from the customer service team, social
channels, and basically a meta analysis of all of that into one very actionable and synthesized deck on all
the insights on users. That's usually led by the design person and with support from their research team.
And that's sort of the second action item.

FRCERIR:

ENE UXR (BRFEMR) RR. B, XTHRANRERZNEES, AMUETHRENME, ErlkE
KEZFRE. HRXRE. BEXLREAAAXERTTON, ER—PXTRFREREN. FEEETHTHEN
48 PPT, XBEHIKITARES, HRHEMEHZR.

(00:21:53):
English:

The third action item is leadership interviews. So | sort of have this fun story of the fruit with leadership
strategy reviews, which | want to share. So imagine, this is sort of how sometimes strategy reviews go,
which is you bring a fruit to the reviewer and say, "Hey, here's a mango, what do you think?" And the
reviewer says, "l actually don't like mangoes." And you're like, "Oh," you're sort of sad. You take it back,
you bring an apple and you show, "Hey, what do you think of an apple?" And then the leader says, "I
actually stopped eating apples last year." And so you're disappointed again. You go back, you bring a
banana. "I hated bananas since | was a kid." And so it's a bit of a silly caricature of reviews, but there's a
bit of grain of truth there, which is, imagine how frustrating that is for both the reviewer and the person

who's reviewing.
FRCERE:

F=NMITHIRE “MEEWK « BFE-—TPXTASERBITHERNEEBHRE, M “KRNEFE" . BR-T,
BNREITEEXFN. ME—KRAETEAR: B, XB—IER, MEFEAE? 7 FHAR: K
HIAERER,” FRMRAR. (REOE, XET—MERE: “MRESEREAER? 7 ASH: “BREE
FHAMARIZERT " IRXKRE T, MMEIEXETRER, K. “BMWIMNRER.” XRARIITFH—HH
BIERR, EHAEET —LHE: BR—TXMTHEAMBTEARRZEZ AL ANERK,.

(00:22:54):
English:

And so it could be made so much better if you just engage with your leaders before you actually build a
strategy. It's amazing how few people actually do that. And so the fruit story tells you, hey, imagine if you
just asked the reviewer, "Do you even like fruits?" How much better the experience would've been for
both parties. And so leadership interviews are a very important part of a strategy formulation process. So
you can divide and conquer, there's several leaders, like you assign different leaders to different people
on the strategy working group and each of them sort talks to that leader. And there are a few questions
that | would recommend asking, and it's basically, what does success feel like for the leader? What does



failure look like? What is the measure of success? What are principles to keep in mind while going through
this process?

AR ERIE:

MRMERERERBZAIMESNTNE, BRAIFRFZ. TARTNE, ROBAERNXAHM. KRHHEE
FFEA]: BER-T, MRRKEFEA RERIZKRE? 7, WHNFERIEFZ D, Fit, ARELKRE
RRHEIEFIEEEEN—HD. FAIUSMAZ, BFRRANASHES TEANFRMREDE, TR
EJUNERR: WAFHRR, MR ARE? KMEARF? NG ERERTA? AXMIRFFER
(ERRLEE R ?

[00:23:51] Lenny Rachitsky

English:

And these are centered around the product that you're working on?
R EIE:

XL ) B SR IEE B B RIS ?

[00:23:55] Chandra Janakiraman
English:

Exactly.

FCERE:

IEE.

[00:24:03] Chandra Janakiraman
English:

That's right, yeah. And also | think ask them for their favorite or better ideas. It's actually what I've found
through this process is a lot of leaders have these better ideas, they just feel shy to share it because they
don't want their teams to think of them as micromanage-y. They want their teams to figure out the
answer themselves, but then when you ask them, they actually have a pet idea always. And so asking
them just takes the mystery out of it. And it also gives them a creative avenue. So some people feel
nervous about engaging senior leaders in these conversations in the sense that, hey, is it a waste of their
time? What I've found is the exact opposite, senior leaders are, they welcome this because one, it's
actually a more fun conversation for them than the other meetings that they have in their day because
they're getting a little bit of their creative juices going, and they actually feel happy that somebody
actually asked them what they're feeling and thinking about. And so it's actually very, very positive
energy when you ask leaders just what they want. And it's also not a sign of weakness. It's actually a sign
of strength and humility to ask your leaders what you want. And so keeping that fruit story in mind, | want
to just say that this is a very, very positive thing, a very powerful thing.

AR ERIE:

. MAFRINNEZRRMIRENNEFHEE, RLAMRSOAFHLEBE—L "FRE NEFEE, R
BAFERNE, AAMNFRILEARRESECEHRMERE (micromanage). fIHEHRMNE SHEIESRE,
BSfRPMIE, MiSSB MO R FRLL, RMITRTLUERREME, Wi T mil— T A2EeIBHER



B, BEAEOKREERIXEZREMITNNE, EXRLIMGIEHER, SERWEXMEE, B, XL
—EXSMNEMINEER, RAXERAMINNEE; BHRX, RSB ARNXOMINBEE. i
B, BERPAFEETARERENEIR, XAENEE, MEANSMFBHIRI, BERNKRNEE, XIF
BHEET.

(00:25:26):
English:

The next area is competitive analysis. So if there is a product marketing person, they can do it for you. If
there isn't, the PM should do it themselves. And basically the idea is you try to understand who are the
comparables or the competitors in the space, and you sort of build a little bit of a head-to-head and sort a
stack chart of where's everybody going and what are of the angles of investment for different people
based on the explicit signals, which is what are they releasing? You don't really know what their strategies
are, but you can kind of tell when you look at the features they're putting out that, oh, they seem to be

focusing on this particular area. And so that's sort of competitive analysis.
R EIE:

=R “TmAh o MREFmHIIAL, AL, NREE, PMNIZEEM. EXEMET
BZENRETRRRFNF, BU—MWER, EEAXKBEEMEE, RIBMNAHHERES (B
REHIHEE) RABIINRZEARE, MBAFHEMNINEERE, E@ItIHELRIIIEE, (RATLE it
MR FE SRR RN RE FUilo

(00:26:33):
English:

And bigger companies, there's also another important input, which is adjacent roadmaps. Are the teams
adjacent to you and what are they investing in? Because oftentimes that can have a rub-off effect on your
team, and if you're not aligning with other key teams, it's going to be important. So adjacent roadmaps
and a summary of that. And last but not least, is what | call user observation. So | like the strategy working
group to actually either interview a user or watch a video and report key learnings. And the idea is not to
action those insights, it's really to build empathy. When you get somebody in the room with a user, it just
changes their mind, it softens them a little bit. It gets them out of their own preconceived notions of what
to build, what the strategy should be and it humanizes the whole process. That | think is the purpose, but
you still give them the homework of writing down what they learned because it's a little bit of a forcing

function.
Fh>CERIE:

EARBRE, EE—ITEZENRA, B “MEBREE" . FELHENREREFA? BAREEIWIREIE
FEBHMN, MRMASEMXBEMNRE -, matinE. REEREFEENERTZHN “BRARE"
B9, HEWILRBITIFHANKRRFEBITRBRIMERN, HiREZOOF. BIARZN T IIZHITXE
AR, MEATRIRES. HEMRRSBAAFE—TEREN, XSREMIINERE, LR ERN—
L, #EhX “ZERAA” ® RERZEMHTA” WEEKR, LENIREAAML. XMEEN, BRERE
Gt EEL, itMNE TARAFINARR, X2—RFIENEE,

(00:27:16):
English:

The output of all of this is what | call the comprehensive preparation readout. It is a single master deck
where you sort of have the behavioral insights meta analysis, you have the UXR insights meta analysis,
you have a download of the leadership interviews, you have the competitive stack charts, you have the
adjacent roadmaps, and you have a section on user observations. It's a lot of work, but to your point, it



can be done in parallel with your day jobs. You can multitask, and that's why you take about four weeks
to do that. That sort of concludes the preparation phase. You get the deck, and that rolls into the strategy
sprint, which is the next phase. | want to pause and see if you have any questions.

AR ERIE:

FIEXLETENEHMEEAIRN “GaE&RSE" (comprehensive preparation readout) , XE—17 %
PPT, BE&1THHERTHN. UXRARTH. MSBHIKRICR. ToxTLbE. 1EPEREE UK AP MR
7. TEERAK, BIENMREAN, XAIUSHEBEIEHT. MAUSESLIE, XMEATAZTERAEER
BfiEl, EFEMEERILEER, (REEIXM PPT, ARHNT—ME: HEHR, ZREBE—T, BEFELEMTA

A)#o

[00:28:06] Lenny Rachitsky
English:

Yeah, | have a million questions, but I'm going to keep myself contained. Just to quickly summarize.
Basically you kick off, we're going to start developing strategy for this product, and you were going to
touch on this, but it may help just to talk about this right now. | know you have big S Strategy, small S
strategy. This process, what's an example of the level of product scale that this process is for? Because |
know you have another approach for a larger scale of a product, basically for a company. What's the best

way to think about small S strategy, which is what we're going through?
R EIE:

BRELTHNEE, BRARE—T. BREE—T: ERLMBEET, RNBEAXNTmALREKR. RNIZA R
27T, BIMERKFIEEEEER: RMEME “AE S M “NEs” &g, XMREBEATFHANEN=mR?
EAFHAEMNEAMEN=m (LLNBIATE) B —MEE. HRIEENEN “NE s B , RIFHVE
mrEftar

[00:28:37] Chandra Janakiraman
English:

Yeah, | think it's a good question, Lenny. | would say that the process works well at sort of a growth stage
company or in a vertical within sort of a larger company. | think it scales pretty well. The main difference
between this small S and big S is the time horizon aspect and the aspirational component, which we'll get
to.

FROCERIR:

gFE, Lenny, HEWXMREEMKEATHAQTAFN—MEETHEFFRT. SB BREFRHE, )
5 sMAE S ZENEEXHIET “‘HEEE" M “BEAD” , HNEEZIHKE.

[00:29:02] Lenny Rachitsky
English:

Okay, so this is a process you can use for entire company strategy of not a large company, not a massively,
and then also just a product within a company?

RS ERIF:
FAAXB— NI A TFIEER QABMEBEATHRE, LA UBTARRIEN=RIHRIZ?



[00:29:11] Chandra Janakiraman
English:

Yeah.

FCERE:

=108

[00:29:11] Lenny Rachitsky
English:

Okay, perfect. Okay. Hey, we're kicking off strategy for this thing. Let's say VR Chat 2.0. You have this
kickoff meeting with your working group. You assign action items and there's six things you ask everyone
to do. Gather all the behavioral insights, all the user research insights that you've had, leadership
interviews, interview people, ask what they want and see what they're hoping for, what success looks
like, competitive analysis, adjacent roadmaps across other teams and user observations, just like watch
users, see what's happening. You assign each of these tasks to different people in this working group. You
set a deadline. We have to present this in say, four weeks. People go work on it. You meet ongoing as it's
coming together, and then the output is a deck that you share. Do you share this deck with just that
working group, or who do you share this deck with and read it out to?

FRCERIR:

KIF 7o RigFKAIEN VRChat 2.0 BahERE, RBA T TEARIR, HET/AIES: WETHREAR. AR
MRER. #TAREHR (AMITEEMFA. RIIRAAEF) . Tmah. 1EBEABRLE LB E,
MIEXEESHRAFRNA, REMFFHELIEA. ARFBIE, HEFMAZILES, REFH—H
PPT, X3 PPTZREIMFREARANE, ERERAAEMALCIR?

[00:30:02] Chandra Janakiraman
English:

Yeah. The deck is an output of the first phase, and then it flows into the second phase, which is a strategy
sprint. You don't share the deck with anybody yet.

FROCERIR:
X PPT BE—MENS~H, ARESHNEZME: REHR, BriffmEMADE,

[00:30:10] Lenny Rachitsky
English:

Got it. This is our secret.

FRCERIE:

BAA7T, XEHNIMWE,

[00:30:11] Chandra Janakiraman



English:

In the strategy sprint, it's like a key thing. Yeah.
FEiE:

TERBRRIR, ERXBEEA.

[00:30:13] Lenny Rachitsky
English:

Awesome. | love how very concrete and actionable this is with time boxes and action items and the exact
output you're looking for. | love this. Okay, cool. Basically what you're trying to do here is gather all of the
input that will inform the strategy. It's giving yourself time to do this, because if you think about it, the
output is determined by the quality of your input. I love, it feels like a core component of this method is
spend time creating, gathering all the input, all the best input, actually spend time there. Don't just make
it a half-assed last minute thing. Okay. Amazing. Okay, let's talk about step two, which is the strategy
sprint.

AR ERIE:

KiET. HRERXMIEFERE. AR ZE, BREIRE. TEIHMBBRE~ L. BA LREXEHHZR
SFREREMREIEN. LECHEEBXHE, RAFLNRERRTRANRE, HIFFINEX—<:
A ESIENRERFIEN. FEARARE—HWEETSE. if, BRAIVKKKE-D: REEHR,

[00:30:52] Chandra Janakiraman
English:

Yeah, so the strategy sprint is the heart of the process. This is sort of where you make the decision. If you
recall, the definition of strategy is it forces choice to deploy resources into a few areas for maximum
impact. The core of strategy is really picking those areas and the areas you're not going invest in. That
happens in the strategy sprint, so really it's the heart of the process. Typically, it's like a three to five day
process. The first day is the share out date. Everybody has done some great work. They go in, they share
what they've collected, what they've sort of learned. It brings everybody in the working group to the
same state of understanding, the same state of consciousness on the state of the union. That's a great
process where what | encourage people to do is write down things that you are, as you're listening, write
down things that you find are problems for our users, things that are coming in the way of our growth and
things that are sort of suboptimal for the business.

FRCERIR:

HREHRIZ B RIZN LD XZIMEURERMSG . MRIMTIEFREIEN : BEIRLERE, BHRRRAND
AU E R AT M, REAIZOMEIEX LTI, URREBPLTIAF KR, XRETERE DRI, &8
EXE—N3E5XHNIE. F—RE “NER" - ARBRZAREMNFZRINARE, XILTFANS DAY
BARARHIR, EXPIRER, HEMAREABEERIET: (RAANBLERAFBRE? BLERE T (8918
K? BRIl 555Kk B A IEARRY?

(00:32:05):
English:

People take a lot of notes during that time and the people who are presenting are sharing everything
they've learned. That's really day one. It's just absorbing a ton of information and writing down a ton of



notes so people can kind of understand where all the problems are. It's a very problems focused process,
and that's an important point. I'll get back to it when we talk about big S, which is different. Once people
have that common awareness, shared knowledge of all the problems, day two is literally the most
important day in the entire 8 to 12 weeks because that's where you actually make the choice. The way to
flow through it, it's actually really important to flow through it correctly. The first step is really generating
a whole bunch of problems, because people have been taking notes the previous day.

FROCERIR:

ARZIERZEIR, BREDEMNFEN Y, XMEBE—K: RWAKEBEFEEHIERERR, UEAKTHE
EEFE. XBE—NFEXE R B, X—RREE, KEIKES S HBNIBFRRE. —BERKMF
BREA THRENINA, FZRMIEN 8 E 12 APREEN—X, RAMBEX—RMLER, [EffthiEs
M FRER, F—PEFE—AHERNHE, BAAKF—REZIZTEIR.

(00:32:59):
English:

You start the day with, "Hey, let's collect everybody's thoughts on what the problems are that are holding
us back." It's a free flowing session. Everybody throws out their observations on what's holding us back,
and you just capture all of that in a Google Sheets, for example. Over even an hour, you start to see these
patterns emerging of like, there's these clusters of problems that are really holding us back. The next step
is you do a joint clustering of related problems and you create these potentially, typically in my
experience, I've seen about 10 to 15 clusters form of very related problems. The beauty of it is each of
those bigger cluster, you actually know what the sub problems are within that cluster because you sort of

generated it very organically.
R EiE:

fREL IR, EBATRE—TRFINAERRNZERNEDR FEX—XK. X2—TEHVIERT. ST AN
HAIBIMER, REXEIZRTE Google ®REE, WERI—MNE, (FMSBERIAARELI: BLEREZMN
FREINE, T—F2HEMEXRBHT “BE” (clustering) . RIBRNEZLR, BESAAL 10 E 15 MEXR
AR, WRET, WTFEIAER, MEEREPHNFRERTA, ENENRBEAER.

(00:33:55):
English:

Then you have, let's say 10 to 15 clusters. What you then do is you, because remember, because it started
as a problem generation exercise, each of the clusters also has a name that is a problem, and so the next
step is to flip it into an opportunity framing. Let me give you a couple of examples. Let's say there's a
bunch of problems around people don't really know where to find different things in our product, and
they don't really know where to go, where to find a certain feature or a certain experience. There's let's
say a lot of problems in that area, so difficulty finding things becomes the cluster, the problem cluster and
discovery becomes the opportunity sort of framing of it. It's sort of the more positive framing of it.

AR ERIE:

RIZIRE 10 B 15 MEEE, EFTFRMAFEMBIR—1dEF, RAXEMN “FEEE FiEH, B81MEENZFE
22— NaE—FUT—FBREELA “NEEZR” (opportunity framing) . ZMilF: RIgE—ERER
XFHERPAMEESERTHETIEIRA, EFMNEEWMERENINEE,. BA “FHER" MERAE
B, M “&IME" (Discovery) FLEREMNAER, XE—MERRHIRAS .

(00:34:46):

English:



Another example could be that people get a lot of content that they don't like. They see a lot of stuff that
they don't like, and so they disengage with the product. The opportunity framing of that would be
relevance. It's basically stuff that really matters to me. Maybe if it's a social product, then maybe people
are finding it difficult to find friends and they are lonely because of that. The opportunity framing would
be social connection. Flipping all of those problem clusters into positive framing and opportunity framing
is the next step. Then you're in a great spot because now all you have to do is you have to down select
from those 10 to 15 opportunity areas into ideally three, maybe five, but | would recommend three
because it creates more clarity and focus. The way to do that is really sort of ranking them on, | would say
four or five key dimensions or criteria, and the first is expected impact.

AR ERIE:

B—MF: AMIKEITRZMEIFERNAE, SHMNABERTR. BAVISERME “HExXHE”

(Relevance), BIEIEEXMAFREEMNARA, NREBHRTMm, ARESRERZIRR, BEE, BBAVISE
LR “HIREE” (Social Connection). RFTERIAEEHEZ N ARMHNSERE T —F. AEMFRLTF—
MREFMLE, RAMEMIFEMX 10 5 15 M THHFIRHIERN 30 (HiF5 1, BREN 3D,
RAXEEFTREEMNER) . HENHZEZZRIBEOINXENXBLEEHTHR. F—1T 2 “THEXMW”
(Expected Impact) o

(00:35:56):
English:

Let's say you actually tackle that area. What is the expected impact to whatever matters to you as a
company, as a business, as a product? The second dimension is certainty of impact. Certainty of impact is
basically how concrete is the evidence that this is a problem? Sometimes you have really hard data,
sometimes you have more anecdotal evidence, and so the confidence really depends on how big the
problem's sizing and frequency is. Expected impact, certainty of impact. The third one is also very
important, which is clarity of levers. Do you actually have an idea of how you would solve it? If you don't,
it's going to be really difficult to move the needle on it because you should kind of know that, okay, | can
imagine these solutions could actually move the needle. | can actually launch this sort of nudge system
that can help people find things. | can recommend people. | can recommend friends so that people can
form friends quicker on the platform. You should have a sense of how you would solve that particular
space. Is there clarity on levers? That's the third dimension.

FRCERIR:

RIIRERBRT BT, WAF. USHTmREBRETZETATIZM? F-MEER "MV
EME” (Certainty of Impact) , ENERARZE—NeEERVIEES ZAAK? BIREELRE, BN RBEHRFIEE.
FOBURTFEBNAUEISAR, F=1FEEE, B “ITAFR0EMIE" (Clarity of Levers), fRERIRIEIZIM
fRRED? NRMAFNE, MEENSHR, MUZERKRE—ERRAR, LEREMS|ISRAEAF
HARA, WEEEFT R REIZMNNAARRBMIETHE X, XMER=TEE,

(00:37:08):
English:

The fourth dimension is super important, which is are the levers unique and differentiated to that
particular team or company? Which is that if another team or company could build it better than this
particular team or company, then it's probably not that differentiated. It's probably going to be pretty
generic once you launch it. It's a combination of sort of like, is there a lot of impact here? How confident
are we of the problem? Do we have a sense of the solutions? And basically, are we the team or company
that has the capabilities and the skills to uniquely build it where other teams cannot? Once you have that,
and sometimes what happens is you don't have too much data, and so it's okay to have qualitative scores
on this like high, medium, low, T-shirt scores, whatever that is. The key is you're doing it together as a



strategy working group, and you're debating the scores and you're reasoning why it should be higher
versus lower. There's a ton of alignment and collision that's happening when you're doing that, which is
very healthy for the eventual outcome. Once you do that, basically you can do a simple sort of addition of
the scores and a sort, and what you have is basically the top three and you have the remaining 7 or 12
that are basically not the focus. That's the core of the process, is getting those opportunity areas and
getting to a shared sense of how do we prioritize them and why?

FROCERIR:

FONMEEBREE. XEAFNZEANHATKRREERE “H—ENERK" ? MRAEMEAMNKATEL
RIS ELF, MACAEMAREERNK, KTEZEGRTE. MUXREEEZE: FMAMID? XEHE
BORE? MRS EERNLD? KREEMNE, RNESHEIRSIERNMKERBEELE, MEMENER
7 —BfrATXE, BMEREARSHIE, halERERITS (W&, B, /). XBRERETIFA—EMX
=, e, BREAMASHMK. EXMIRPRRERENTHREARMNAME, XNRAERIFEDR
R ilfE, BRMDHEF, MRFHTrI=8, RMTH7E 12 MTMERBAENERN. XMERENZ
O BENSTR, HWEHE URA T ARERFARIIR,

[00:38:51] Lenny Rachitsky
English:

Okay, and this is all done in a week. | know there's more to it. There's a couple more items that help you
move from what you just said to the next step, but | love that this is the core of the biggest element of the
process, and you do it in a week and you're only able to do it in a week because of the work you did ahead
of time. Again, highlighting the importance of that prep step. Just to share what you've shared so far, and
then we'll finish the strategy sprint step. It's basically do the share out so everyone's on the same page
about all the information that, all the inputs essentially. Enumerate all the problems, like individual small
problems and then cluster them into 10 to 15 problem clusters. Flip it from here's the problem to here's
an opportunity we have. Rank them based on, basically there's these four attributes you shared, which I'll
actually, | wrote these down. Impact potential, confidence that it will have the impact, clarity of levers
and are they differentiated unique levers? Is there something different from what other folks are doing?
Those are ways to rank these ideas and problem clusters. You essentially come up with, here's three bets
basically we potentially should take. Okay, and then | think that's where you stopped. Is that right?

FRZERIE:

4, XLEME—ARNTHR. RIEZXEEL, BREENXEREPRZONE D, FETE—ANTSR, EA
NIRRT EELIF. BRRIFATEASTIENERENE, SE—TMREMDEN: 2EERILAREERIIR;
FUEPRA/NEEFERERL 10 B 15 MEEE,; KAk nis; REDVENE BHRM. F0. A
E. ZRUAF) #1THR. REEL=PRNEBRHN WL . BIXELHEE?

[00:40:03] Chandra Janakiraman
English:

That's totally right, Lenny. Those three that are at the top of that pile are basically our strategic pillars.
We've sort of gotten our strategic pillars and they basically hold up the strategy. That's why they're called
strategic pillars. The idea is once you have the strategic pillars, we basically translate that into a few how
might we's? Let's say it's a relevance thing. How might we find the best content for a particular user? How
might we surface it in the right place? There's a few how might we's, and the how might we's are basically
intended to help the next phase of the process, which is the design sprint. You generate these areas, these
strategic pillars, you generate the how might we's. How might we's are typically pretty straightforward.



Once you have the strategic pillars, it takes probably an hour to generate some how might we's for each

of them, maybe two or three for each strategic pillar, and then you're done with that stage.
R EIE:

FEEIEM, Lenny, HHERAIEAIA=TMERNB “HEEE" . ENXEESRITRE. — BB 7K,
BATRIBENREAND “HI1ZWE” (How Might We, fEF#R HMW) B9RIRE, EbanxFHEXM: BilzamE
NEEAFRIEFIRS? RINZNEBERREERNMA? XL HMW BB SEEBT—MER: gitd
Ro —BETHEESZME, £ HMWBERR, SMZREARE—NERR=1, X—HMEMTHT .

[00:41:00] Lenny Rachitsky
English:

| just want to highlight real quick, this phrasing is really important. | used exactly the same phrasing. | had
a PM that | worked with and his name was Andrew Chen, but not the Andrew Chen people know about,
that's an investor, who had this concept of fertile questions that create ideas and spark ideas and
solutions. This phrase, "How might we", is actually really powerful as a way to come up with ideas to
solve problems. It's just like, how might we increase discoverability in our app? How might we improve
relevance? There's something magical about that phrasing that it opens up your mind to, how might we?
Let's think about it. Versus like, how do we improve discovery? That's a different, your brain works

differently hearing this. That is a really powerful phrasing. Just wanted to highlight that.
R EIE:

BREPERFE—T, “FNHZWE” (How Might We) XMEFFEEE, B Andrew Chen 89 PM
HEL (REBUBROREN), E— “EANRE S, LSRRGSR, “Bihzme”
XA REANIEE BRI, b0 “FATZMEEM App BRI RINE? * XMEEE—MES, THEHT
FHRBBLE, ILRABE M. 2T, “HATNASUERIINEE? 7 INERAMIRNEREN. B
FaligHX—o

[00:41:47] Chandra Janakiraman
English:

Yeah, that's awesome. It's also something that designers are familiar with, Lenny, so it flows really well
into sort of a design sprint.

FRCERIR:
=H, KHET, XERRITIMEERENES, FIUCREIERINZT BRI AR R.

[00:41:56] Lenny Rachitsky
English:

Okay, so you have these how might we'd. You have three pillars, maybe three or four or five how might
we's to solve these opportunities/problems, and then what happens after that?

FRSCERIE:
4%, IRETXLE HMW BIE, BT =17k, 8MXEE=ZIEN HMW R RX LN S /a1, #TFRIE?



[00:42:06] Chandra Janakiraman
English:

Exactly. Then the third day is it's good to start fresh. The team's accomplished a lot. This is the first two
days, yeah. The second day is particularly intense on the team, so it's good to give them a break, because
it's a lot of really mental sort of wrestling, and so give the team a bit of a break. Then the third day is when
people are a little bit refreshed, we get to winning aspiration. Winning aspiration is super interesting
because it's a very creative exercise. You basically imagine in two years, because that's the typical time
horizon of a smaller strategy, is like 18 months to 24 months. This is what | tell the team. Imagine two
years there's a newspaper, there's a journalist that covers this work, and there's a newspaper article that
comes out. | want you to imagine the progress on all these strategic pillars and what the headline of that
newspaper article looks like. It's called a newspaper headline approach.

FROCERIR:

Ri. BZRRUFB TR, BRELTHTREZIF. AIMXIEEFE, HIBE-X, FR#HTT
REWNMDIER, FAUGHIN—SKERE. F=X, BARXMERLNE, FIEN “HHIEH" (Winning
Aspiration) ¥Ti, XIFEEE, HAXZB—MEREGIBNES, (MERRER (RANE s SRESRYHEEE B
EE 183241 A), HREFE: BRRFRE, B—FKRE, F—URERETRINVIE, BT —RRE,
BREZEMITER —TXEHBEIFRIGHER, RENEFHESIRHLEF. XWIFA REXFZE o

(00:43:09):
English:

Basically, everybody generates a newspaper headline in parallel. It's interesting because you often see
there's these common themes that sort of form when people generate these headlines. The forcing
function with the headline is also that it has to be somewhat simple and plain speak. It's not too
technical. You have to get to a more simple layperson's language and you have to get to the key benefit
that ultimately, the impact it has on the world. Those kinds of themes come up often. Then you do a little
bit, you put them all into a blender, you put all of those headlines from the team into a blender, and you
mash them together and create the winning aspiration, which is ultimately what does progress on the
strategy look like in a couple of years time? That comes from the working group, it's not like one person
writing.

FRCERIR:

BE L, STABIHITER—THRELF. BBNE, FERMAREMBLFETERBOEDR, XFH
BEIMERECUINERZIE, FRENEARK, MBTERIMTHERENIES, HEERKLERHRNEZ
DFE, XEFFEEHIM. ARMIEHAFIARLFRE "B 2, BellRea—k, thEd “He
R” —RREERBESHENIEF. XERTFAREFETHRN, MAREINREESH.

[00:44:09] Lenny Rachitsky
English:

What's an example of an aspiration that you've come up with on a project you worked on, a winning
aspiration?

FRCERIR:
fREEENGIFIT? ERSE5INMES, taFpEdER—" “Hhigk” ?



[00:44:14] Chandra Janakiraman
English:

We did this process for the privacy team when | was at Meta. Really the strategic pillars were around a lot
of features that we would build, but the winning aspiration was really like, could we move consumer
trust? The newspaper headline is something like, "Facebook has moved the needle on consumer trust by
investing in these areas." That's how you create the bigger impact.

AR ERIE:

FTE Meta BSARRFARIAMBOE X NAAR. MBESTIERESERIIEMWENIIE, BRLIENAE: BlESRAHERE
BEWEE? IRBKFAMZE: “Facebook BETEXLEFAAIIRE, BERATHEENGEEE.” XrElRe!
EEAEMANG

[00:44:47] Lenny Rachitsky
English:

That's a great example. Obviously this is similar to the PR Amazon method and what | love about your
approach, as you said early on, is you're just pulling together all of these awesome ideas from all these
different methods of strategy work to a very methodical step-by-step process. Taking all the best ideas
into, and as you described, an operator's playbook for doing this. | love that. Okay. When you say blender,
by the way, | was thinking as you were talking, put them into a blender, what I'm inferring is you just take
everyone's headlines and you come up with one that kind of covers the gamut of all three pillars being

successful.
Fh>CERIE:

XE—MREFNAIF. EAXSTEHE PR/FAQ F5iEK M. HERMBGZEN—RE, EMRFLFER, R
BEMEREE AN ERGHT —NIFEEREN. BEAHIRER. XMEBMARN “WITERE" . X
F BN, REOEBERBAKBKEZZLR, SH—MEREME=NIERTIENER.

[00:45:20] Chandra Janakiraman
English:

That's exactly right. More tactically what | typically do is | put them all on a slide and start, it's almost like
a word cloud, and then you start to see these common words. Then you converge those words as the key
elements of the final winning aspiration. Then you try to create a nice statement out of that. It also
symbolically, everybody sees their own statement on the deck, and that's how you get to the final model.

AR ERIE:

FTEIEH. EHSARL, ZBEELENBRE—KLITH L, EEAz—F, (REEIHEIEL. AREXE
AEARZRHIBANXERTR, HURTH—NESOER, RIEMH, SDAEREETE PPT LEEIBCHR
F, EMERLREBARRTE,

[00:45:46] Lenny Rachitsky
English:
Awesome. | feel like Al could help with that now.

FROCERIR:



KiET . HOEIMAE Al ATLAES LT,

[00:45:46] Chandra Janakiraman
English:

Exactly.

FRCERIE:

Ao

[00:45:48] Lenny Rachitsky
English:

Just put in all your headline ideas and it comes up with some suggestions. Okay, cool. Is that the end of

the sprint or is there more to the sprint?

FRSCERIE:
WEIEAREEEHRE, CHEAEEN &, HHEIXEMRERTIE? T2EEREE?

[00:45:55] Chandra Janakiraman
English:

That's it for the sprint.

R EE:

RRIER D AR A Lk

[00:45:57] Lenny Rachitsky

English:

Okay. At the end of the sprint, what do you have? What are the outputs?
FRCEIE:

9. TEHRIGRE, (RFEEBHA? FHEMFA?

[00:46:00] Chandra Janakiraman
English:

Yeah, this is a great progress on strategy because now we have the three strategic pillars. We have the
how might we associate it with the strategic pillars. You also have the why. Why did you get to those three
strategic pillars and what are you not focused on and what are the reasons for it? You also have the
winning aspiration. It's great progress. The team's done a great job. | think now we sort of move on to the
design sprint.

AR ERIE:



XERE ENERNHERE: WERNEBT =BT, 87 5ZFEXH HMW B, fEET “Ata”
— A AERX=AXE, MERRER, RERM4. MMEETHLEA. XBEEXRNEY, HAMISRE
¥Fo #FZFRFLNBENIIH AR,

[00:46:30] Lenny Rachitsky
English:

In your experience, how often are these three the correct three that you end up going with versus you
learn something over the course of the rest of the sprint and adjust?

FRSCERIE:
RIBIRAERLR, XEMREAWITIARERNEREZK? fafateSd R R AATHTEE?

[00:46:38] Chandra Janakiraman
English:

It's a very good question. We'll speak about an example that | had in Meta where typically during the
strategy sprint, you don't change it once you go through the strategy sprint, but eventually there are a lot
of signals you get through execution where you sort of have to course correct. We'll talk about one very
interesting example of how that sort of changed things here.

AR ERIE:

A58, HEH—TIHTE Meta BIBIF, BEEERBPRIEE, —EMERFTIEN, ERATHITIEPRS
WEIRZ(ES, BEMEEMR. FMNSWE—TIFEEBNGIF, HBBRRWMAAETKR,

[00:47:01] Lenny Rachitsky
English:

Awesome. Okay. Basically, you've developed your strategy at this point, and in your experience it ends up
being... Until you hit the market and test, you don't really know what's going on. But there's kind of an
implication that in your experience doing this, | think you said five or six times, it has been correct and as
good as doing it any other approach.

FRZERIE:

KT, BEXEFX—HIRELHE T HRI&, RIBIRNEZLE, THANTINRZA], REEEEMELR, B
BRNERE, RSN/ VRERF, MG ASHNERZIERY, BRI T EAEMGE,

[00:47:21] Chandra Janakiraman
English:

I would say it's not sort of an empirical study, obviously because of the small sample size, but | would say
that it's really opened people's eyes and it's led to really good alignment and eventually good results.
Even when it has not, it has led to good organizational buy-in on why and how we are approaching things.

AR ERIE:



HTFEFEAER), XEARZ—HKIEMR. ERZR, EWSILANRI—=, &RTRENEIER, H
RANGE T RIFHER, BMEERTOFNE, SWitBRREX “NHA” M “WOEE AT SEINE.

[00:47:42] Lenny Rachitsky
English:

This reminds me of, Tomer Cohen was on the podcast, he's CPO of LinkedIn and he has this phrase that
always says he says, which is, "We may be wrong, but we're not confused." | love that a core part of this is
everyone is completely on the same page, not from the beginning, but once you start this process of
here's all the inputs, here's step by step we are working together on narrowing down, so at least everyone
understands the why. Which is what sparked your interest in this in the first place, everyone
understanding. | know there's a whole rollout at the end too to solve that. Okay, cool, so we have the
sprint. We have basically the three pillars that you're going to invest in, this headline of what it might look
like if you're to launch and some solution ideas with how might we's. What comes next?

AR ERIE:

XL FAEEE LinkedIn B9 CPO Tomer Cohen R BRI N —aiE: “HioIgests, BRNFFRER” FH
ERXMIZLES: BIABRL2L AN, FREM—FEM—X, MBBEIXMERE—MEaAI—T T4
INEBE—ZVDEMATIERT “NH4A” . XERRVBAMMBNERER, i, FRILRT, BRINBET=D
S AERRESEMNHMW AR, ETFREHA?

[00:48:26] Chandra Janakiraman
English:

Yeah. The next phase is the design sprint, and the design sprint can be led by the design person who's in
the strategy working group. If you remember, there's engineering, product design and data, so the design
person can lead it and the PM can sort of take a bit of a backseat during this process. The input to the
design sprint is sort of the three strategic pillars and the how might we's associated with it. The goal of
the design sprint is not to sort of come up with these are the features we should build. That's not the
purpose of the design sprint. The design sprint is to generate a lot of illustrative concepts that bring the
strategy to life because a picture is worth a thousand words. Oftentimes, even though you might have the
right words in your strategy doc, people might still scratch their head like, "What do you exactly mean?
What are you going to build?" The illustrative concepts really sort of give people something to latch onto,
"Oh, okay, | get it. This is what you're going to build at the end of the day with this strategy."

FhaCERIR:

T—MEER “CItHR]” o PRI B TEAPRIZITARAES. PM EXNMIEPITLIRE 4, &1t
AE RN = R ZAEFEXB HMW (8@, ZiHHRINBRARRE “BINEMEMLIIE” , BFR
EEMEN. EMNENRERAEN “HBEMEES" (llustrative concepts) , ILRETERESE, RATEARN
—. BEIFEREXEEERTEE, AMIEE2MiN: “FRIKREHARR? REEMFA? 7 HBEMEIEE
ILAMERGRE: ‘8, HIAET, XMEMRIRAEBE I XM RELIRAE,”

(00:49:25):

English:

The more generative, the better. Then there's the ability to, sometimes if you do the Google Ventures
design sprint, you can even test some of it with users and get a little bit of sharpening of things. The goal
here is not to build feature-ready designs, it's more to generate concepts. Once you have that, basically



the design sprint, and there's different flavors of design sprints, which | won't go into. You can lean on
your design lead to decide what's the appropriate way, but the input and the output is what needs to be
very emphasized. The input needs to be the strategic pillars. The output needs to be a ton of illustrative
concepts to explain each strategic pillar. You could almost have a section where you talk about each
strategic pillar and insert those concepts in that section. That's the idea.

FROCERIR:

WAL, WRIREA Google Ventures BUIIHHR| A%, REZAILUKAF MR, #H—FITE, X8
BT M UERAARITR, MREMSES. MAIMKEMRIIZHTATARKRERFSI, BHBH0
SR L: AR, FHERRES TENAERBIERSR. R UEEFITIeE N
ARLERSE. XMEZOER.

[00:50:16] Lenny Rachitsky
English:

We're going to go through a couple examples to make this very real. You mentioned the design sprint
method, which we had the authors on the podcast. They actually didn't go through the design sprint
method. They have another book called Make Time that's about productivity. We also had their colleague
from Google Ventures that designed a bullseye sprint, which is also an interesting sprint. It's a new thing

that helps you figure out your ICP and who to focus your product on and how that informs your product.
R EIE:

HiMNZBILMIFLEEREAS, MR TRITHRTEZE, RMNEIBEIEBNEELTR. tiTHIEH
R AR, MEHRT B —EXFEFANB (EIERED (Make Time) ., FH{TEIEL M1 Google

Ventures BIEZE, thig&itT “$80uH)” (bullseye sprint) , XEEFRAEEEEZ @R (ICP) UNTRE
&5

o

[00:51:00] Lenny Rachitsky
English:

The input is here's the three things we're going to invest in, say discovery, relevance, privacy. The output
is here's concepts of what this could look like to get people's minds going. Is it just a bunch of mocks
basically in a deck at this point?

FRCERIR:

FRUBANERRNBRAN=HF bk, BxXM%. B2f), FHR2ILEANEAFNESE, FIX—%, =
HER EFE PPT EM—3#REE (mocks) 13?

[00:51:00] Chandra Janakiraman
English:

That's correct. Yeah.

R EIE:

R o



[00:51:01] Lenny Rachitsky
English:

Okay, cool. Okay, amazing. That's a week. That's another sprint. PM could maybe take a little bit of a
break. And designers take the lead. The engineers are kind of inputs and thought partners in this, |
imagine.

FROCERIR:

%, XNB—F. XBF— MR PMAILEHMASE—T, &IHIIER. FR/IEMEEPEWAENIEUK
(Ga:NpEEREM

[00:51:13] Chandra Janakiraman
English:

They're optional. Yeah.

R EE:

{12 FIERT,

[00:51:15] Lenny Rachitsky
English:

Optional, but yeah, ideally they're involved because you want all the best ideas in there. Okay, cool. What

comes next?
FRSCERIF:
ak, BERERTNZES, AARBRERIFNRF. &, FT—Fk?

[00:51:21] Chandra Janakiraman
English:

Then the next step is the document writing. This is sort of a solo activity that the PM should take on, but
the great news is the PM is not starting from scratch. There's so much great stuff to write. If you
remember, there's a ton of user insights, a ton of behavioral insights, a ton of competitive analysis.
There's the three strategic pillars, how might we's, winning aspiration. There's a whole bunch of
illustrative concepts. Oftentimes, product leads have this sort of creator's block. That is solved here
completely because you have a ton of great material. | have to tell you, it doesn't make the job easier. You
still have to weave together a good story. That's why | think it takes a week or two. | think it's really about
combining, connecting and editing at this point and telling a cohesive story from all those components,
but I think the building blocks are really solid and defensible.

FROCERIR:

T—¥R “XHEEE" . XBEE PMBRIUTHRIES. IFHERE PMHIENZEFE, EEBERSEMAUT
T AFRZR. TRARR. RO, = S HMW B, fdias, R HRAENES,. BEF R
ARASE “CERIT , BAEXBREMRT, HNRERERM. Ad, IATERELFEERET, R
MBRE—NFRE. FMBATATE-—RAENE, NENESBAHE. EEMNEE, BARBAGHR—
ERNHE, XEWERIFEILKBLSEHER.



[00:52:17] Lenny Rachitsky
English:

Is there a template or kind of sections you like to include in your strategy doc? As someone sits down and
is trying to write this out, what do you want to see there as headings?

FRSCERIE:
ESEMERMNERKET? UEALTERE XM XREE, (REEETIMLARTR?

[00:52:26] Chandra Janakiraman
English:

I think you could almost take the building blocks as a little bit of a steer for the template. You start with
the broader context where you talk about what the leaders kind of want from this overall effort. Then you
get into key insights and analysis where you have user insights, behavioral insights, competitive analysis.
Then you get into the strategic pillars and you explain them. You also explain why. In the appendix, you
include the full table that you generated on day two of your strategy sprint. You include the full table in
the appendix, including the criteria. That's going to be really important because most people are going to
ask, "Why did you pick these?" That's basically sort of the defensibility.

FRCERIR:

REIUEZRBZREEZIRERNERNSIS. 8%l "RUER" , KRASREN XTI TENHEE. ARE

‘KBEARSON , BFEAF. TANERDT. EER “HRXE" RHEHER, 2@ “At4” . &
MR, BMNFERBARE-RERNTERE, SFTONE. XFEREE, AARSEAZRE: “Bft
2EXEE? 7 XL IRBYBL MR,

(00:53:17):
English:

Then you have the winning aspiration that's very bold. It's a big part of the heart of the deck, and you sort
of embed the illustrative concepts into the actual each of the strategic pillars so that it flows well. Then
finally, you end with some kind of alignment questions like, "Hey, do these feel right? Are there things we
are missing?" So that it creates that framework for alignment in the subsequent meetings.

FRZERIE:

AREIBNIFEARER “HHER" . ER PPTHMZOE D REHBAESSBRAZSMRESZEF, FER
27, &fE, U—E “HRERRR" 4R, bl “XERTEXNG? FATRRTHAE? 7 XFERAESR
SWHHIRARMEEE T 1R,

[00:53:45] Lenny Rachitsky (Sponsorship)

English:

I'm excited to chat with Christina Gilbert, the founder of OneSchema... [Ad content omitted for brevity].
FRCERE:

[OneSchema ["&RA: M8 CSVEANTIE OneSchema, #BIF=RHEIPANIEE 2249 ERP RGEIES N ]



[00:55:17] Lenny Rachitsky
English:

| pulled up Playing to Win, which | know you also pull ideas from, and actually Roger Martin was on the
podcast talking about this stuff. And one way | think about it as you're describing a way to break up your
strategy doc, is he has these five questions that you ask. The first is actually what's your winning
aspiration? So | love that you're pulling that in. This is one approach your doc would be. What's your
winning aspiration? Where will you play? What market are you going after? How will you win? What
capabilities must be in place for you to win? And then what management systems are required? We'll link
to this framework just in case people want that as a crutch in their thinking strategy, but is there anything
that we could link folks to that describe how you like to think about this doc? And if not, it'd be cool if you
make a template that folks could borrow.

FROCERIR:

HBLT (GniziRE), HMEMBMAURET RE. T - ST LI REVEE, X TUOMFRRIEXE, f
RETHEMNE: 1 ARNEHEHERAA? FHBSHREIANTE—R) 2. MEEMERS? (Bfshis) 3.
fRRFINMERRE? 4. WA EMELERES? 5. FEFAFNEERS? RIIZEEXIMEREAKSE, XTRH
X, BRETATUERNRIR? MRKE, WRIREM—TRIRERKEBMARET .

[00:56:00] Chandra Janakiraman

English:

I'm happy to share of the flowchart of the process and the template as well.
FRCERE:

B REREHERZEEMIRER,

[00:56:05] Lenny Rachitsky

English:

Awesome. Okay. So this is how long of a process, this writing of the document?
R EIE:

KiF 7. EXHEXMIERESKE?

[00:56:10] Chandra Janakiraman
English:

It's about one to two weeks, and | think it's mostly solo work and hopefully by the end of it there's a very
tight doc, and that's what we use to roll out.

FROCERIR:
AY—EME, TERMIUTIF, RERFETH—MIFETEHNE, BTEENEHH

[00:56:21] Lenny Rachitsky

English:



And by solo work, | imagine you're looping in this working team to get their feedback as you're pulling it
together, oris it just you sit there in a room and then...

RS ERIE:
RRAIRI TE, BBMRERSHR T ARG, ERIRIFM—IALEREES?

[00:56:27] Chandra Janakiraman
English:

| would minimize pulling them in, because they've all contributed so much to the process already. So, |
would say that at the end of it, obviously, once you have a draft, it's good to share with them, but |
wouldn't tap their cycles too much at this point, because they've given a lot already.

AR ERIE:

BREREFDHMINRE, RAtEZRBRIERELTM T RE. — BEATER, NZELMtII2HS,
BRI SBMIRZE .

[00:56:48] Lenny Rachitsky

English:

| see. Okay. And how many pages do you see this doc being, roughly? What's a heuristic?
R EE:

BET. XMIXEAREZ LT BREFTAZIZEN?

[00:56:52] Chandra Janakiraman
English:

It's not too long. | would say probably three or four pages and then an appendix has a lot of additional...
Like, the table | spoke about and a lot of additional maybe illustrative concepts. Maybe you can only use a
few illustrative concepts in the main section so that there could be others there. | think usually there's a
desire from leaders to say, "Okay, what are we building next?" And it's important not to include a
roadmap as part of a strategy doc, because a strategy doc is meant to be separate from the roadmap. It's
meant to be a companion to your roadmap. And even though there's interest, maybe sometimes you can
include a illustrative roadmap in the appendix, but | would try to keep it clean and try to keep it focused
on just the strategy.

FRZERIE:

REXK. A=ZMRIENX, WREBRSTMIMAE, LNFIRIIBRBMESHIRBIERS, EXEAER
BN ZOESE, BEASIS2E0: 9, HMETREANA? 7 BEENE, TEERAESSER
BESCH AR, SRESXAENIZIRIL TERAE, ERBAENMHGE, BMEARERME, REAUEMRER—TTR
EMHREAE, BREREFRXEEE, TETERBES,

[00:57:40] Lenny Rachitsky

English:



So at this point you basically developed your strategy, the next step, | think you call rollout, where you
just start actually rolling this out, so let's talk about that. But it's important to note how many weeks in
this is. This is like six-ish weeks of work and you've got a strategy for your company/product?

AR ERIE:

AX—%, (REALEZRIEHF T HRK, T—IMHIMzA “&%H#E" (Rollout), BIEIEFREITE, KiTFK
HEIX A, EFEENE, AX—PARMELITAREALESR, RRMARBEHmbET 7 HRIK?

[00:57:58] Chandra Janakiraman
English:

That's exactly right. So | think you're probably in the last two to three weeks of the process, and pretty
important final step is the rollout, and | would start with what | call gatekeepers. And these are people
who are absolutely... You have to get their one-on-one alignment and blessing on this before it moves
forward. And it's probably not too many, probably two or three people. So | would pre-flight it with them
and get their alignment.

FRCERIR:

TEIEH. REENTAENRERZA. FEXBNRE—TERHBE . WESMETZA BN
(gatekeepers) BYAFFIR. XEABIRGATEHERH Z FIRBMI T —INATHRENA. ABBEERZ, K
=1 HEEMMIERE (pre-flight) , ERFHIR,

[00:58:28] Lenny Rachitsky

English:

So these are one-on-one meetings with these gatekeepers?
FZERiE:

FRARAIX AR AT —H—2I?

[00:58:29] Chandra Janakiraman
English:

These are one-on-one meetings. Exactly. And then there's a larger group of what | call key stakeholders,
people who are impacted by it, different functional leaders, et cetera. And that can be done either async
or through a group review. And then there's probably a rolling of list of team roadshows. There's different
ways to do this, but the one that | feel is most effective is the roadshow where you have about eight to 10
people in each session, so people feel more comfortable to ask questions and it's more conversational.

AR ERIE:

Rit, B—W—aW. AREEXEEN “XEMN=BXE" , IRILEEZMOIA. FRRENIASEF. XU
BEFRY BN ERTTR. EEFREREHE “BE" (roadshows). BRZGE, ERIAANRERNE
BE, 517498 F 10 A\, XIBEARRAZEDTE, EEMNIER.

(00:59:06):

English:



So the purpose of this stage is to land it. It's not to seek too much feedback, so it's a delicate balance. At
the same time, you don't want to appear just being too inflexible. So it's a very delicate balance. When
people ask questions, you can clarify it, and you can add clarifications to the doc, but | wouldn't change...
The most important thing, three strategic pillars, | wouldn't change that. | would defend it using the
framework, but if people are like, "there's really good arguments about the criteria that led to your
ranking," then it's okay to reconsider it. I've not seeing it happen in my five to six attempts, but it's
possible, theoretically possible.

AR ERIE:

X—MERIENZILREE SEM” , MARIRKARERS, FAUXR— MW FE. B, FBFRERFK
SEiR. SANMRRES, fREJLUER, HEXHEPRINRA, ERFAIABRZONAA —B= T,
EAERKIEDE]. BUREANSBHRIITERE TIFEENHRE, BAEMEEHEETUN, &
BHEHNE/ORS R R EIXMIER, BIFL AR,

[01:00:29] Chandra Janakiraman
English:

The the more attuned PMs who understand organizational dynamics, probably keep the manager pretty
in sync through the process. | think, definitely, the manager becomes a person who you interview as part
of the leadership interviews, so you know what the manager's looking for from the effort. And then once
you get to the strategic pillars on day two of the strategy sprint, you probably want to just quickly pre-
flight it with the manager and say, "Hey, look, this is how it's trending, and these are the things we are
probably not going to do" and any issues with that. And then eventually you actually want your manager
to support you in some of these bigger meetings, so you enlist their help. So | would say that it's probably
each individual style, but | would keep them pretty aligned through the process. But you don't have to be
too heavy, just be super light.

AR ERIE:

LI HASHEZDN PM BE SEZBNIEFILMNNZERIFEY . KESERM “AREHK MR
Z—, FRUMRAIELIERHRE, EREPRIE - RMEMBSEG, RN IZREREEDE—T: %, Bl
BB EXEFN, XEZRIFTERMAY, (RESERNEL? * SRXMREFELRETARSWERFR, FIUE
SIS B, XEURT DA, EHRBNEIREFRE—H, FRENNE, RIFEERDER,

[01:01:42] Chandra Janakiraman
English:

So | actually don't recommend thinking about resources in the strategy phase, because what you're
saying is, "these are the areas of focus" and the resourcing question becomes more relevant from a road
mapping standpoint. Because then you say, "Okay, what percentage of our engineering do we put on
strategic pillar A, versus B, versus C? And what are the specific things we build?" So it becomes a road-
mapping question as opposed to a strategy question.

FROCERIR:
HELABRWERBEMEBREEZRRE. HARBRNE “XEBERMK” , MHEIRDECREEREERM K

FEX. FMEREE: GF, HMNBEEDZZLIONIRENERANIIZFA BEC? AFEEMFA? 7 Fild
XE—MERLERE, MRS,



[01:02:25] Lenny Rachitsky
English:

Cool. Let's go through a couple examples where you actually move into this to make this even more real. |
know there's a couple companies you were thinking about sharing, strategies you worked on.

FROCERIR:
%o UFATBEI LD KIRFIFILEERSE,. FAEBMREDZ/IHKATBIRBEZEA,

[01:02:46] Chandra Janakiraman
English:

So the reason | think this process works, the first is because there is a ton of alignment built in within
team alignment and leadership alignment built in. And it's not seen as, "Oh, this PM went off and wrote
this strategy doc and | don't agree with most of it." And part of this is actually very... It goes back to
human psychology of just something that comes from you, feels a lot more familiar and easy to accept. So
this doc is actually not from the PM, the PM is facilitating it, but it's actually from the strategy working
group. And the strategy working group are the leads of the team. And so it's actually... And the leadership
inputs have been baked in, so it's actually very team representative.

AR ERIE:

HINARXDREZFAUER, BARENERE T RENHINAR (AMABHAFTE). EFSKEFRE
‘B, X1 PMBSBAESTHREEXXHE, RAABAINE « XIRALLEF: MRZFRS5LIENR
7, MMERRFENE. BRZER. FIUXHXEELFZE PMB, PM RENEE, LM LB TR
H, TRAMRFEMRATALN, BRATASENEL, RtEIFEERAARME.

(01:03:43):
English:

The second is there's just better results. You get to better problem articulation, you get a better strategic
pillar, because there's just more minds on it than if it was just a product lead. And the third thing is you
have clearly defensible criteria and outputs, and if you want to change it, like | said, you have to go back
to the criteria and the scoring and then say, "Okay, why do we believe this has to be changed?" And even
a change is easy to justify once you do that. So it creates a lot of benefits, but ultimately, and we'll get to
this a little bit more, it has to be tested with execution, and that's the most important thing.

FRZERIE:

HR, ERZE, (REFHEEMNRERAMNEGFHAIESZE, HAER matbRiTIR}E, $=, R
BIAMRY. EIEHPRVAREN . WRBEN, MATOEIRENITD, BEATAEN. XFMzE, BIfE
BEAHEEAZIIAHSENE. EHRTREFRE, ERE FENBEERFR), ELFIBEBIRITHEINE, X
EREEN,

[01:04:45] Chandra Janakiraman (Zynga Example)
English:

so the first example | wanted to talk about is at Zynga. | was at Zynga a very long time ago, and this was
the heyday of social gaming on Facebook. The thing that | was extremely impressed about Zynga was the

strategic clarity and strategic encoding at the company. And this was not attributable to me, by the way,



this was already there when | got there as a entry-level PM, but the kind of strategic clarity there was

really, really impressive and it was very evident and observable from all the games.
R EIE:

BEHNE—IIFRE Zynga. BERALLFT, Facebook #3ZH AT, Zynga ILERENRIRELRZIAY
EHRBIVEMEMET QBTN "R BE. IER—T, XFFHTH, HKENTHPMHAENERE
ZEFET. BMRBEBMES AN, EFREEXPERBMIAI I

(01:05:22):
English:

So if you look at all the games, there were three elements that were very common across all the games.
The first was viral game loops. There's these game loops that just required you to have a social and active
social network to be successful and play, and it was very tightly and fictionally integrated into the core of
the gameplay. That was the first one. The second one was there was this idea of paying to complete
things. So you're not paying to skip a whole experience, what you're paying is just to complete it. So what
happens then is different people, depending on how much time they have, complete different
percentages of a progression task, or a part of the gameplay, and you only had to pay the rest to get
through the experience. And it was this interesting experience where people put a lot of investment into
it, and they didn't mind paying for the last 20% or 30%, which was very interesting, because it created
this market for different elasticity of spend, different times that people had in their lives. And it was very,

very clever.
FRCERE:

MRIRELHNFAENEY, B=THRETR, F—=- “WENHHEXNEF" (viral game loops) . XLEFIFERIR
MHITREERNERINET R TE, ESROITEEERIEREEE, F28 “(NEBZEM” (payingto
complete) HER, MMABRMABEHRIENMELR, MEMBETRE. FENARIENEZESRAREFIE
%, RERELZARKRIMBHIEA, XEEH, RAAMBERANTRSZ, FNEANRE 20% 3 30% EH, X
AREEEEE BB R AR ABRIE T H17, IEEERA,

(01:06:38):
English:

And then the third was network. So all of Zynga games had this cross-promotional component at the top
of the game and they would promote other games, and it's like the Zynga network was the most
important thing, and not an individual game. And those were the three in our parlance now strategic
pillars, and there were non-focus areas. It wasn't like... The focus wasn't on high-fidelity graphics, it
wasn't on complex game mechanics, and this was extremely clear and hard-coded into the company
culture and operations.

FROCERIR:
F=E “WE" (network)o PRE Zynga IELINERERA XXM A, H HMEN. Zynga WEF BREE
B9, MARENEN. XMEHNMEFMRHN =T, RNEEFRERNN: ERFETEREER,

BWARETERBENANG. XEQBXUMIZE RRREFMHM “BHRD" 7o

[01:11:37] Chandra Janakiraman (Meta Example)
English:

At Meta there's this fascinating example, which | think illustrates a different point, which is... Basically |
was standing up the product strategy for a couple of product growth teams in Reality Labs, Oculus, which



was coming up with the Quest Il at the time. This is a standalone headset, and then Portal, which was our
video conferencing product. And we stood up these teams to go after product growth, which is basically
driving hardware sales through software features. And we went through this process that | just described.
We stood up strategic pillars, and the strategic pillars were fairly similar for both Portal, which is our video
conferencing product, and Oculus.

FROCERIR:

£ Meta B—MNERABBIF, HEAT S — MR, HEIFKIEFEN Reality Labs BIJLN = mig KEPAHIE SR, €
FEYEIRY Oculus (IETERR% Quest2) 0 Portal (FAIBIMIAZIN M) . XEHFARIB IR @S 2 IhREIRED
EEHHE. FRA T HRNA HEREAFE, 7 Portal #1 Oculus I 7 HB& S iE, MEMERISZIEIEEEM,

(01:13:01):
English:

And about 18 months into it, they actually had very different outcomes. So on one hand the Oculus effort
was incredibly successful, and we graduated it into the VR division at Meta, and till today it continues to
be an incredibly successful effort. The Portal effort actually didn't move the needle as much as we wanted
to, and we sunset it, and we basically redeployed that team to other initiatives. And that's super
interesting. Basically it was like the same strategy process. We got the nearly identical strategic pillars,
but eventually completely different outcomes. And | think that that illustrates the most important point
about strategy, which is intrinsically strategy has no business value. It's basically a document with a few
words. And | think it starts accumulating value as you generate business impact and results. And that
happens when you actually test strategy with execution.

AR ERIE:

RN 181N AE, ENNERBATRRE. —7ME, Oculus IFERI, HHNT Meta B9 VREIT], ESMIAFER
o MM Portal BYRIAKATH, REARNNELTXNIE, HARBHNERE. XFEEEE: FEHFHRER
12, JIFHERNMAESE, REAERNTE2RE. HIAAXRAT X TREBREEN—~: RS LKEE
e, ERB—MEE/LITFRXE, RESRFEWSHEMMERE, S FBMRNE. MXRKEFEIMR
BHRITENNR SRBAYEHE,

[01:16:06] Chandra Janakiraman (Big S Strategy)
English:

So everything we've spoken about so far is what | would call small S, and it's very problem focused. It's
basically what | call present forward. It's like you have something, you have a product out there, it has a
bunch of problems. How do we make it better for... What are the areas we tackle for maximum impact?
Typically led by product managers. And there's this interesting quote by Elon Musk, which is, "Life has to
be about more than just solving problems." And he says it in the context of the aspiration to become a
multi-planetary species, but | think this is true of every company, big or small. And there needs to be an
aspirational and cool component to strategy. And | call this big-S strategy.

AR ERIE:

FEFALERIMBEHRZE “NE sRE” , eBUEBATEAYN, B “LLEET, BEXRRK . RE—
m, ER R, HMNZFRPLETRLERSRARN? XBEHPM R, K[E - Dfid: “EEFR
BERINEN TR, MEERICHNZTEYMERARNRE, EFIANNZINERALEEER. ABHE
EHELARE. BZBIMS. HIFZA “KE S 8B8”

(01:17:41):



English:

The approach is a bit different from small S. And you start with the company mission and vision, and
there is a little bit of groundwork that is done on long-term cultural trends, social trends, competitive
trends, technological trends, and those are all the backdrop to trigger ideas. And what you do with that
backdrop is you, again, do these leadership interviews, but with a different goal of generating long-term
futures. And some of the questions you can ask during these interviews are "What does a day in the life of
a user look like in five years? What does the product look like in five to 10 years? Why is the world better in
10 years? And what is the most exciting version of that view?" And basically take all of that input and
cluster it into | would say, three cohesive holes.

FRZERIE:

ARE SWEZESNE s AR RMATRERMBRG, WRANXK. HE. REMRAEHH—LEMH
MR, XEBHRUIBNER. AXEERT, MBRHTASELYK, BEGRE: BRATER “KENX
K7 o fREJLAR:  “AERRAFPN—XE2AAEN? 7 “THEEF@EMAEF? 7 Ata+EFEHNERS
BE9F? 7 ARRBXEMNRER = MERBER,

(01:18:45):
English:

And once you generate those distinct futures, you actually generate prototypes with learning goals. And
think of these prototypes as concept cars. And the automobile industry uses this notion of concept cars.
Concept cars, the interesting thing about concept cars is they're never commercialized. They're often
produced for inspiration, and to potentially take some part of them, like maybe a technology or a feature,
and that is brought into mainstream production. So think of these prototypes as these concept cars that
really drive inspiration and potentially give you some small nuggets that you can run with. And then you
start doing research with them with potential users, you answer key questions, and you uncover certain
elements that resonate with people.

AR ERIE:

—BERTXERENRKESR, MRBRIEFIEMGIE RE” . EXERBBKRE BE" . AET
W2 EFERRSIENRS: ENMARELL, MBATHARRE, HAREHPNETRAHINEIINTRE
o FRLL, BXEFRBEFRMNRBORSE, ARMABHBERFETHR, RIEXEAE, LIEEsE
AMIHBR TR,

[01:27:24] Chandra Janakiraman (Al in Strategy)
English:

So right away, | think the basic idea is everybody should be using assistance in the strategy formulation
process with the basic tools that we have. And there are two ways to get Al to assist you in the strategy
formulation process. The first is to support the preparation phase in terms of research. And this could be
competitive analysis and, for example, you could do trend analysis from a vast library of competitors'
release notes. And you can sort of say, "Okay, what are the themes of investment of a competitor's release
notes?" Or you could do a reviews analysis of a competitor product and sort of understand what's

resonating for users, what's not.
FZERiE:

BINNEEFNIRER, STABNZERBEIEIERER A TR, AFMAN: F—REESEMERFH
Ro LT @DI, RALLAI DITRSEFHFRENLHASE (release notes) , BEMAINNPKRAEE; HE
DIERBARTIE, THMESRETHG, PLELs,



(01:29:12):
English:

The second one is in this idea called generating mock strategies. And | know Claire Rowe at your summit
spoke about this, and | think this is absolutely right and should be a critical input into the strategy
process, which is asking these tools for a mock strategy. And | call this a mock strategy because it's kind of
almost the answer but not quite the answer. What I've found is that its biggest strength is also somewhat
its weakness, which is these mock strategies tend to be pretty comprehensive and extensive, and there's
an investment recommendation in a vast number of areas. So basically, if you remember, the core of
strategy is really to be very targeted and to be very focused. So these mock strategies become an
interesting input and the burden is still on the team to down-select into the most important areas for
investment.

AR ERIE:

FZMAHEBEM “RIAREE” (mock strategies), it Al {RE— SRR, FRIFZ ORI, EAE/LF
BER, BXARER. BAMANRANLKERENRA: ENRBREFTFEEEEAN 2, BNEARETNE
HITIRE. BIRIRCFREN%L, BREREIFEFHNMEN T L. FrLUEBREE— A&, BF
EHREERATHNERNATERS Lo

[01:38:43] Lenny Rachitsky (Lightning Round)

English:

Let's do it. First question, what are two or three books that you've recommended most to other people?
FRCEIE:

FHamg, S—1EE: RRAZABEFRSHM=ABEMA?

[01:38:47] Chandra Janakiraman
English:

Yeah, | love books on creativity and innovation, Lenny, and some of my classic favorites are Walt Disney's
biography. And there's several out there, but | think the one that | like the most is the Triumph of the
American Imagination. The other classic is Ed Catmull's Creativity Inc, and it talks about all the negative
forces that eat away at creativity in an organization. And then there's this probably less popular book, but
really good one from Tom Kelly of IDEO, which is The Ten Faces of Innovation.

AR ERIE:

BRERXTREMEFN P, SH2EEAEER - BLTENEFIE, BEEXNE (EEBR KA
(Triumph of the American Imagination) . F—AEHEZR I AXE - RIFEHN (BIRAE)
(Creativity Inc), EWRTALPERMAIENAENE. EE—FTEEIHAHEZEBRENS, 2 IDEOH

Tom Kelly B89 (8IF#HY 10 ©NEFLY (The Ten Faces of Innovation),

[01:46:02] Chandra Janakiraman (Closing)
English:

A reasonable choice would be LinkedIn to reach me, and | really, like you and | discussed earlier, I'd be
really happy if this creates that kind of ripple effect of successes, both for individuals and for products.



And | want everybody to think of this, the stuff | shared as a bit of an open source model. So test some of
the concepts, modify it, remix it, and share what worked or did not. And ultimately, that's what makes it
all interesting is the community owns it ultimately, and it doesn't belong to one individual. That's what
would make me super happy.

FRCERIR:

AJLGEE Linkedin BXR . EMFHRNIZAITICH, MBXEADAMTRENERINN “ERRY" , REIFE
e HEEBARIEXERNBTEER—T “FRERE” . ZNHAXERS, BREN], ERAS, HHZEME
B, MELTH. &L, IHKHEFREE, MARBTENA, XARREE, BWRIUEFIFEEFC.

[01:46:57] Lenny Rachitsky
English:

Thank you so much for listening. If you found this valuable, you can subscribe to the show on Apple
Podcasts, Spotify, or your favorite podcast app... See you in the next episode.

FRCERIR:

EBRBIEHURIT, NRETIFENE, FILUE Apple Podcasts. Spotify SUEERAERZ N AT, THAT
BE .



