MEGAN COOK

Lenny Rachitsky



—_— Megan Cook - Lenny's Podcast

Megan Cook - B ER

This is the complete bilingual (English-Chinese) transcript for Lenny's Podcast featuring Megan Cook,
Head of Product for Jira at Atlassian.

[00:00:00] Megan Cook
English:

What we put into place is something we call Fight Club. I'll probably get in trouble for talking about Fight
Club. The first rule is you don't talk about Fight Club. But it's 30 minutes every week, and it's just for
myself, my engineering, and my design leader; and we get together, and we know that we're going there
to have a conflict.

FRCERIR:

HNBULT—MEN “BEHESRE (Fight Club) EINFl, BIXNAIEERILRE LM, ERE-FANME
‘R RICHTERE” . BXMFL, XREA—R. BHK 30 9NN, SMEREHK. BHNIREAFZAN
itz A, BMNBE—E, OERBFEBXIRZWHBHFREN T F=EH5,

[00:00:18] Megan Cook
English:

| think often when there's difficult conversations, or those conflicts come up, you can put them off until
they become much bigger. Or if somebody is conflict adverse, they can try to avoid having it at all. But by
having a specific slot of time in your week for something like that, then you're sort of in that mindset. You
know you're going in there to solve a hard problem. You know that there's going to be a disagreement.
And it makes it much better. | think the relationship we all have is so much better because we get on top
of these things early.

AR ERIE:

FIAA, HHIRENIETOPRE, AEESEE, BEIRNETR/ER, &, NREALBHRE, 1]
ARESIRET2ERINIE, BRIESRALE IR T NEERLEXELERF, MMSHANBHOS, (RAE
REEFRAMERR, MAESEDK,. XLBEREFHE T, RESRNZENXRZFAUXAL, ERRAN
HATRER R A IE X L n)

[00:00:51] Lenny
English:

Today, my guest is Megan Cook. Megan is head of product for Jira, which is used by 75% of Fortune 500
companies, 125,000 customers globally, and is by far the most popular project management tool in the
world.



AR ERIE:

SRIERRE Megan Cook, Megan & Jira ™=@z Ao £IK 75% HIIAE 500 B A FEBEMER Jira, BETE
2IFE 125 AREF, BESHIETHR FRENDHIMEEET A,

[00:01:06] Lenny
English:

Megan has been at Atlassian for just under 11 years. Prior to Atlassian, Megan was an analyst, a developer,
and an agile coach.

FROCERIR:

Megan £ Atlassian TETIT 11 &, 7ENIA Atlassian Z 8, thEBESHHFIT. FEAZEELE (Agile
Coach),

[00:01:15] Lenny
English:

In our conversation, we discuss what Atlassian has done so right in being able to offer 15 different
product lines, which many companies dream of, how they continue to stay ahead of the market in spite of
the many competitors in the space, why Megan considers play so essential to building great teams and
great products, a bunch of tactical advice for getting buy-in for your ideas, tips for being a successful PM
in a remote environment. Also, a great story of failure, and so much more; including surfing tips. With
that, | bring you Megan Cook after a short word from our sponsors.

AR ERIE:

FERNBFHER, FIPHLT Atlassian REM T HA, MMEEBRME 15 FRARANF AL (XBFEATN
21) ; REZTSHZ, MINEHFEFREHHMAHA; A4 Megan IAA “TiR” (Play) WFHRMF
BRI~ REXEE,;, UR—RVIXFMELLAARERFIAT (Buy-in) BISEARREIN, MERBEDAIFRT
BRI MEIE (PM) B9RIG, Ithoh, BE—MEENRMEE, UNEZHNE, EEGEREN. TR
TERBENERNARE, 1LEIWE Megan Cook.

[00:01:49] Lenny (Sponsor: Teal)
English:

This time of year is prime for career reflection and setting goals for professional growth. | always like to
spend this time reflecting on what | accomplished the previous year, what | hope to accomplish the next
year, and whether this is the year | look for a new opportunity. That's where today's sponsor, Teal, comes
in. Teal provides you with the tools to run an amazing job search. With an Al-powered resume builder, job
tracker, cover letter generator, and Chrome extension that integrates with over 40 job boards, Teal is the
all-in-one platform you need to run a more streamlined and efficient job search and stand out in this
competitive market. There's a reason nearly 1 million people have trusted Teal to run their job search. If
you're thinking of making a change in the new year, leverage Teal to grow your career on your own terms.
Get started for free at tealhg.com/lenny. That's tealhg.com/lenny.

FRCERIR:

SFENXMIHRE R R BMIEMKBTNESINE, REEENEMEEMEE—FNRM, BET—
FHE, HARESERTRIHHIINSBFIN. XMBSRNEEE Teal KEFFHIMTS, Teal HiFIEM



T—EHEHKRIRTAR, &6 A RPEHEMSS. RAIBERE. KIVEEMSS, URERT 40 ZMBEW
589 Chrome XYEE8Y B, Teal RIFHITEIEE. B KIRHAEZ S HZINHIHFBAMmEAFEN—IhFE
8o I 100 5 AMSME Teal REBMIIMRIAIEREFEEN, MRIFEZEENFEMENT, 1BF A Teal £
fRECMAREEINAE, £ tealhg.com/lenny B FIAER,

[00:02:39] Lenny (Sponsor: Sprig)
English:

Let me tell you about a product called Sprig. NextGen product teams like Figma and Notion rely on Sprig
to build products that people love. Sprig is an Al-powered platform that enables you to collect relevant
product experience insights from the right users so you can make product decisions quickly and
confidently. Here's how it works: it all starts with Sprig's precise targeting, which allows you to trigger in-
app studies based on users' characteristics and actions taken in product. Then, Sprig's Al is layered on
top of all studies to instantly surface your product's biggest learnings. Sprig's surveys enables you to
target specific users to get relevant and timely feedback. Sprig replays enables you to capture targeted
session clips to see your product experience firsthand. Sprig's Al is a game changer for product teams.
They're the only platform with product level Al, meaning it analyzes data across all of your studies to
centralize the most important product opportunities, trends, and correlations, in one realtime feed. Visit
sprig.com/lenny to learn more and get 10% off. That's S-P-R-I-G.com/lenny.

FROCERIR:

I BEIRATB—FR N Sprig B9 5. & Figma #1 Notion X# 8 F—R 7= SEIPAERK#H Sprig KITERZ AL
EENF @M. Sprig@— " Al RTFEE, TEEILMMMEREFBERERXN&RAKRER, NMRE. B
S RRE, ENTIERER: HJi@id Sprig (S EEN, RIBHAFFEMFSRATITAME N BN
Fo ARG, Sprig Y Al 2XFAEMRRHFITHN, BINENKEEN=HOS. Sprig WIAEINEEILIREEH 5 E
P IREVEX B MBS R . Sprig FIRIKIHEE (Replays) ILREEHIRIENSIER R, EBEER~ M. Sprig
B Al 2F=mEIPARY “BEEHNNTE” . tIRE—AERK A NFEE, XEKRECESFAEMRRFINE
', AE— 1" ELNEERPLEREEN RIS, BBEMXEMY, i sprig.com/lenny TRREZHER
10% B93fr#0,

[00:03:53] Lenny

English:

Megan, thank you so much for being here, and welcome to the podcast.
FERiE:

Megan, IFERIREENR, WIDREREE,

[00:03:57] Megan Cook

English:

Thanks so much, Lenny. | am a big fan of your podcast, and | am excited to be here.
R EE:

JEERS], Lenny, HREMBEFHEBLKL, REMERIXE,



[00:04:02] Lenny
English:

I have a lot of things | want to chat about. I've heard about many things that you're extremely good at as a
leader, as a product leader, and so I'm just going to poke around a bunch of different areas. | wanted to
start with something that | hear you're just a big advocate of and really good at, which is creating space
for play on teams and also just creating a lot of psychological safety, something that you find really
important that helps your teams be as successful as they are.

(00:04:29):

Can you just talk about why this is important to you, why creating play and psychological safety are so
important to you, and then just how you do this, maybe an example or two of how you actually apply this

on your teams?

AR ERIE:

BERZEHNER, BMRTEFEANSE. LHRFRASEFAERZEERNMS, FIURITEERR
TFWIRE—T. HEM—IRMRMIEEHEEERNEEFG, BREBEFRFLIE ‘iR H=E, U
REEEENOERERE (Psychological Safety), fRINAXIEEEE, BEREBNRBIEIABIEAIN. REEHRK
A AXIMEARIILEE, URIREINEMEIRG? 8EREEE—m MNMERFPAP KRR ARG F?

[00:04:40] Megan Cook
English:

Yeah, absolutely. | think especially recently in the tech industry, it almost feels like we're going through a
bit of a wake-up call at the moment. We were in this time of plenty, and everyone was hiring like crazy,
and then COVID hit and suddenly people's behaviors had to really change. People couldn't travel; they
had to work from home. There's a whole bunch of industries that got highly impacted by that, and it
created this time of high ambiguity.

(00:05:08):

Before that, or to the start of that, | was noticing within my team just some little indicators where people
weren't all comfortable to speak up when we'd had really open discussions with the most junior person,
where the most senior person were happy to talk about anything. There was more anonymity in
feedback. Every time things were coming to leadership to give feedback on, it was just sort of painfully
polished. And | think once it gets to that level, that's a really bad time to give feedback, because it
probably means that a whole ton of work has gone into it, and you might waste a whole bunch of work if
you have to correct direction or make significant changes.

FROCERIR:

9FEY, KA. FINN, LHESKIENEHRITL, BREBNELZH - “RENZ” . ZIBLTHEREFEN
B, 8TABERIERE, ARMERERR, MINTAFEFRREERREZ. AMETEKRT, HAER
TR WETURETFERM, XEET —NSEFHERRE,

ERBZR NG, BERIENFLIT —ENTR: AMIABEURBEFRTES T, UaKi=8
FEFBENNE, MERFENZTIRRZRNASBRTRKICEAER. EERRREGEURKEER. 858
FARRRLENSEIRRIFN, EMNHREHFITRE. FIAN—BRTRNMEE, MEHHRRIRELE
B, AAXEREEERANT AKETE, MRFRGIYESEHMBHERNE, JESREERE ML,



[00:05:53] Megan Cook
English:

And so, | was looking at my team and thinking, "Yeah, something doesn't feel quite right here." And then |
went to this leadership outside, and one of the speakers there was Ben Crowe. He's an expert in having
the right mindset. So he works with Olympic gold medalists, and Ash Barty is another one, who's a tennis
player. She's the number one tennis player in the entire world. So these athletes who have to really
perform under a lot of pressure, in front of a lot of people. And he talked about how to be in that state of
flow, where everything is going really well and new ideas are coming and you're making progress, you've
got great momentum. And he talked about how to be in that flow state. There needs to be this sense of
play and that things are fun. Your mind's open to new ideas, you feel really present. You're not stressing
out and thinking about a ton of other different things.

(00:06:52):

It's funny because when | thought about play where my mind went to the opposite of play is work. We
often hear work and play as opposites together, but his point was actually that the opposite of play is
fear. And | realized | think that's what | was seeing a lot of in my team and that's why the ideas were
getting more incremental. So took that decision and went, okay, we need to look at psychological safety
in that team or we're never going to get to some of these bigger, bolder, more innovative ideas. And so
brought my group, product managers together, and we sat around and discussed it and all together came
up with some ideas that we've implemented since then, which has had a really good impact. So I'll give
you a couple.

FROCERIR:

FREL, HEERNECE: B, BEMARIERIANE” BRESMT —MASHHANS, BHEZ—F
Ben Crowe, fIROSEELEMNER, BE5RZEHEEEME, THEMHAHRE—HIMIKESEI5R Ash Barty,
XEEE RUAEERNENMAREBRZ TR, MKE TME#HN O (Flow) RE—TEARE—IE
HEIRF], HREELEARS, MERRSHE, BiH+E. MRBEHRAXMORRES, FEE—M “It/k
B, REERRER. MEvVERXMHEETN, MBEEEST, MARENWLA. SARER,

BBNZE, SFBE TR B, RRERENRIGAZ “TE o FMNEELIEMRAEENIIE, Eft
MMmE: TRNRXIFELE TSR . HEIRE, XERKREFANFEINRR, XEEAFTATINNE
AERFHRERT. REZRK. FTERRE, RMNBAXEHANNOIERER, SNWRITKEITEFERBLEE
REE. EROIFMENEE, FIUHBET RN REERA, ARLE—EITIE, HRBLT —ERFHTE
KhE, MRIFELF. BLalrzELMIFo

[00:07:40] Lenny
English:

Yeah, please.

R EE:

989, B

[00:07:40] Megan Cook

English:



One of the first ones was my team of PMs is big enough now where not everyone necessarily gets to know
everyone else, and when you don't have that relationship, it can feel a little scary. You don't have that
trust that you understand how people are going to respond to you and you're not sure about reaching
out. So we divided the team into these smaller groups for peer feedback groups and the idea is that they
meet every two weeks or so, somebody brings something that's in a pretty rough draft that they want to
get reviewed and then everyone's expected to give feedback. And because we've got people in there who
are different leadership levels, it's a really good opportunity to model the kind of feedback that's helpful

and the culture there is one of everyone lifting that person up to make their work stronger.
(00:08:28):

So people can get in there, they can show that you can show work that's really in the early stages and feel
comfortable with that. They can see that getting feedback can actually be really positive and they can see
how all of these people together, they can rely on them and forge those relationships so they can rely on
more people to help them out.

FRCERIR:

F—NMIFZE, B PMEAIEELRRBAT, UETFAREENABEHEIAIR. LSIREEHRFHXAEMET,
ARRIEARIEREE. MEERMEER, FMENASNEEIRIR, ARBEDBRR. FAUEITRER
DT ENN “BITRIRNNA" (Peer Feedback Groups), ERMINAAEHRAR—AXRE, BEAT—HIES
MM ERRIKRITEH, AEREMABELERG. BANBERRRENA, X2—MREFNNEKKTE
FARNRIGREENN. BENXUERENASESBBI AR, TN ITEER/EHE,

XF AR LI IRE FHIRM B R R IR, HRERBE. WIIEEZRNRIGER EZIFERREN, HE
RERUREIMb T LUKk EEXEE A, BILERAI LU EARFEBIRIX Ro

[00:08:47] Lenny
English:

This is so interesting and it's such a good idea and it's such a simple and good idea and I'm surprised |
haven't heard of people doing this before. Basically you pair up PMs, IC PMs and maybe managers too, to
give each other feedback. And is the feedback on one-pagers and PRDs and strategy docs and things like

that? What sort of documents are they giving feedback on?
R EIE:

XXEBTY, ERMFER, BEXEN, HRIFFUMLITRIBEAXAM. BEXEHRZELPM. DPATTHE
(IC) PM, EIRERELEENERN, EHEARIF. RIFVABTEXF—IKITLIH (One-pagers). FmFERX
1 (PRDs) FIAKBESCAZARING? fibf @ X ARFBISCASLE H R 5 ?

[00:09:11] Megan Cook
English:

So really, it can be anything. It can be here's a new experience, [inaudible 00:09:15] launching, here's a
new strategy. I've taken my own strategies in there and gotten excellent feedback, surprising feedback

from the team. Can be a new experiment that people think of running and anything to do with the craft.
R EIE:

KPR L, EEARARALL AJUE— AP AMEALE, PTUR— Mg, ZBILE SRR HENA
2, FETHNIFEHEESARENRG. BAIURATRRIHAHER, NEEMSEIEEE (Craft) 18



KHIRF,

[00:09:29] Lenny
English:

And | think as you kind of implied, one of the powers of this approach is it's a small team, so it's less
stressful and there's no... You're not in the room often too. | guess you are sometimes as you just said, but
usually it's like peers and they could be a little more open and less worried about looking back.

AR ERIE:

HRIEMRFAETRE, ZMGENNEZ—FETER—MNEPR, FRUEAR), MARE - MEBHERE
7. FBIMBRIET, MEMNA R, EEEHREET, WITUEFKR—E, FRELERIRT,.

[00:09:46] Megan Cook
English:

Yeah, absolutely. And | think a lot of it is just building that muscle. You might go through an experience
once every quarter or once every six months and that can feel really stressful, but if you're doing it again
and again, you get used to it. You get used to what to expect, you get a bit more practice, it can feel much
more comfortable.

AR ERIE:

BHY, K. HUNRAEBELXRZRE “BEIR" . IRFEFENSFEAZH—RITH, BIRIE
HERX; BMRMRELS], MMEIIBRE, MEIBIANRIE, FEIESES, BEBSETFR,

[00:10:04] Lenny
English:

That's awesome. So it's just simple and powerful idea. It's kind of like everyone's always suggesting
getting a mentor, getting a coach as a PM and those are hard to find. And this is just a little informal. It's
almost like a little peer group board of directors for your work. We talk about that on the podcast
sometimes. So anyway, that's awesome. Really good idea and something anyone can do.

FRZERIE:

KiET, XEZMERMBARIEZE. MEATSEN PM N RIMRHL, EIRLRERE, MXEGE—
MIFERXBEIN, LFRERMIEN “ETEFR" . HMEBRTFEREIRIIXD. 22, XEEKE
T, FEAASAUR,

[00:10:24] Megan Cook
English:

Yeah, thank you.

R EE:

0y, 5



[00:10:26] Lenny
English:
Great. Okay, you have a second idea?

FRCERIR:
XIFTo B4, FBEF=ITRFE?

[00:10:29] Megan Cook
English:

Yeah. One of the other things we do is we get everyone together just like every six months. So all of the
product managers get together in the same place and the idea is to have a bit of an onsite. Now we start
off with just doing something fun because everybody... As you might know, Atlassian is a remote
organization, so everybody works remote all the time. They can work from anywhere. And so people
often, they're not used to necessarily being all together in the same place. It can take a little while to
warm up. And then after that we talk about strategy. We do workshops on different elements of craft
boosting that craft together. And so a similar kind of thing. People get to build relationships together.
They get to see all these different ideas bouncing around which can help uplift their own ideas and help

them be more innovative.
(00:11:23):

In this last one, | actually had some senior leaders from all over the organization come and share their
stories of failure. So just to get everyone used to that idea that it's okay to fail and actually if the learnings
are really good, maybe it should even be celebrated and it's not something to be scared of. And taking the
big swing isn't a bad thing. It can be a really powerful way to learn as well.

FRCERIR:

B, BMBNSZ—HFERRATATAEBARRE—IE. BN~ mIBRcER—MAES, #1T X
=W (Onsite) o FATEE M —LEHBAVERIFIE, ENIEWMIRFIA, Atlassian 2—MERDAELR,
AR—HEBEZELIE, AUMNEMESDR. PAUAMIEEFRIGERER— TG, FE—SBEHRRS
ZREMNZIEEE, BENXTRAZUKEFRABZZNIFSL. XUERMIMR: MIATUEIXR, &
BRMIRERTE, XBBTRAMI]E CHBEHZRSEALNM,

ARIEN—RBEZH, FFIFTRKEATDISHIFRASKIZMNIRKSEE, XBNTILARRIM “KW
BAILUERR” X—ER. FXLE, MRENPRSRENZN, KREEERER, MARILARME, KB
ZRAFEAE, EER—MIFERBANZFEIAH.

[00:11:50] Lenny
English:

| love that. We've been talking about failure a lot on this podcast, so we're super aligned with the power
of that. And so just to be clear, so what you do there, is it the entire product team of Atlassian or is it just

your team in this every six month?
R EIE:

HERXD. HMNERTELBXKICKY, FUBRIMNERIARKRUNAIE. ATHE—T, RS TE—
RWERZ, = Atlassian WEAN @B, EZXNZIREYEIF?



[00:12:04] Megan Cook

English:

It's just my team and then we pull in other product managers that we work closely with as well.
R EE:

QEBWER, ARRKIMTEESBIE-LEE5RITBSENEM~mEE,

[00:12:09] Lenny

English:

And then you fly them all to Australia, I imagine?
FRCEIE:

BB MBI EEIRAFIL?

[00:12:13] Megan Cook
English:

Yeah, all to Sydney

R EiE:

0, #WEERE.

[00:12:15] Lenny
English:

To Sydney. Amazing. Okay. And | think, so the key there is it's not just like go meet each other, it's training
almost on different skill sets, helping people level up in say craft or | don't know, communication or
writing or something like that. And then who teaches these things? Is it like individual team members or
you bring someone in?

AR ERIE:

BB, XET. BIANXBETXANNEZRE, LFENFEKEAGHIEIN, BEIAMEZLRKEE. A
WG SR ERE. BAMRBXERNTR? SEAKRES, E2IBEIME?

[00:12:36] Megan Cook
English:

We have a real mix actually. So yeah, we'll bring in outside experts or we'll get... There's a lot of
knowledge and a lot of skill within the team itself. So you'll have different product managers who have
different strengths. We have totally different teams. So someone on a growth team, for example, might
want to teach everyone about how to create great hypotheses or we'll get someone external from the
team, but internal to Atlassian who has those skills who can come in.

FRCERIR:



LI EREERN. BEMNSBINEER, HEFBRAMNASESHELRAELEE. TR RAIIEES RERER
I, HNETEREMER, LLINEKFAAAFTESHARNMEIEMRFTIRIE, HEBBRNKIBEABAZIM
{B)EF Atlassian AEPHIBHEXEERERN AR D=,

[00:13:04] Lenny
English:

| love that also gives those PMs a chance to, one, learn the skill better themselves because they're
teaching it, and also just teach and present in public speaking and all that stuff. There's all these other

benefits to doing that sort of thing.
R EIE:

HERZMAN, AAEHLATHREPMIZ: $—, BIHFEHCRBIFMERKEE;, $=, £3I8F. &
HMAFFRIR, XFHBERZSEIMITFLL,

[00:13:16] Megan Cook
English:

Yeah, absolutely. And | think as a product leader, it's really important to model the behavior you want to
see from your teams, whether that's getting out there teaching, presenting, explaining different concepts,
explaining the business or just being vulnerable and talking about when things haven't worked out.

AR ERIE:

Y, £t BIANFAFRARE, UBSFENEEER, BRREFEERANREINITI —TIERH
F.ORH BRES. #RLS, CRRIRSBN—ME, KEEHEHENIRNEE,

[00:13:34] Lenny
English:

When we started this question, you talked about how there was kind of the shift at Atlassian where things
started to feel more formal and people started to feel less open to sharing, being criticized in meetings.
Just in case people might feel that might be happening in their company, do you remember roughly what
size that started to happen at or signs of like, "I'm noticing people are sharing less or being more worried
about talking in big meetings"?

AR ERIE:

HRNVFHEXMEDE, {RIZE Atlassian BEHE—MIE, FRFRERF/EMEN, ANEEFBRLABED
EREIWPEZMIT. ATHITEEACARABIRMNBERNARMSE, MELREXMREGAREEAT
BB AMRE G HIAIE? SHEEWLEDR, bl “WERIIAMNIHZEZLDT, HEEEOERIESN
2= 2

[00:14:00] Megan Cook
English:

Probably when we got into really different streams of work that were happening where people didn't
have as much of a reason to interact with each other. So | think that was probably around, even around 15



we started to see a little bit of that.
FRSCERIF:

AR ERNMNHENTE2RENILIERN, AMABEBAZEHERM. FEARZEEPAUDEE 15 AL
A, BATMARELE —RXMERT .

[00:14:19] Lenny
English:

15 product managers?
FRCEE:

15 M miEig?

[00:14:20] Megan Cook
English:

Yeah.

FREiE:

21,

[00:14:21] Lenny
English:
Got it. Cool. That's a good stat.

RS ERIF:
BEERT. RESENENLIE,

[00:14:24] Megan Cook
English:

Yeah, you know what, I'll give one more thing that we do. So we've just started trying something new
called the $10 game for priorities. And so that's where | think people might have played the $10 game for
your priorities when it comes to a strategy or something like that. We started trying it out with your
individual priorities. So you and your manager might come in and you can list out all of your priorities
and then show you through just dividing up $10 where you're spending all of your time. And I've done this
with people and we've sort of gotten down to like, "I'm putting 10 cents here this week." And I'm like,
"Oh, what is that? 20 minutes, 30 minutes spending. | didn't think that's actually moving right." And so
it's been great to see where people are overloaded and alignment on do my priorities stack up, but also
am | spending the time on the most important things that could be moving the business forward?

AR ERIE:

X7, HBR—HRNERMEE. BMNARSR—FEHEE, M 10 ETMARER” o BBATAIERE
HTE RS B ETid XA 3 BC 10 SETTANE R K. FATFHIBIBEN BRI AR L. RAMIRREEL TR, JH



RFFEBIESRS, AREBEINEX 10 ETRERIRENREEEE THE, HEM—LEAMIXNES], ERE
REAR “XARAEXBERRT 10E7" o FZFzE: B, BABRRE 203030 D#? RRFXELEE
SRR, PR, XN TAIUANBEEAR. HFAARESESEE, UKNERETIEERTE T sk
SERNREESREL, FEEHEH.

[00:15:24] Lenny

English:

Awesome. Okay. So you mentioned that y'all are remote. Has it been remote from the beginning?
FEiE:

KT, MREMRIZBIZZED R, BM—FHIARXIFRING?

[00:15:31] Megan Cook

English:

No, not from the beginning. Actually when COVID hit, | think that was the big one.
R EE:

T, FARM—F8. LR LB ERIEEAN, BE—HEAREITR.

[00:15:35] Lenny
English:

Okay, okay, got it. That makes sense. So a lot of companies are moving to remote work, trying to figure
out how to work remotely. It seems like it's working really well for Atlassian, at least from what | can see.
Is there any advice or any big lessons or tips or tricks you've learned that you could share for how to be
effective working remotely, especially as a product manager? It feels like as a PM, the job has gotten so
much harder having to be remote, and so yeah, I'm curious if you just have any advice you could share for
people trying to make this work for their company or for themselves?

FROCERIR:

AT, XREE, WERSARDMHERRAITEDNR, RERRWNASHINE. EHFAE, Atlassian FEXF5HE
WISIEEF. W TOASHMBATIERLIE, [FIIRFAN—RBFRIE, MERAEN. BISKITAUSE
15?7 BH{EA PM, IEREAQULTFESEETIFZ. RREBNEMNBPLEABEEL2THN T ABRELIIZENA
BABABI?

[00:16:04] Megan Cook
English:

Yeah, absolutely. It's a really good question because it's not easy and we definitely went through a whole
bunch of pitfalls at the beginning, but we're really firm believers that you don't need to be in the office to
build world-class products. So we call our product team anywhere, and this means that anyone Atlassian
can choose where they want to work every day. We think it's a bit more human, that flexibility shouldn't

be a perk, that it fundamentally can change people's lives depending on what else they have on outside



of work. And so we think less about where do you work and we think more about how to be productive

and effective in your work.
(00:16:44):

To your point, we started doing this right when COVID hit, so it's been about three years and actually we
just released a guide with our key learnings from that. It's all about a thousand days of remote work,
which folks can go and find on our Work Life blog under research@atlassian.com if they want to dive in
there more. But | can give you a couple of tips from that and what we found from some of our research.

FRCERIR:

R, Xt XE—MEBIFNEE, AAXBIRARS, R1—FHERT A5 BRNEE, fF
FEFADREEHEITEHERLN M. BATKERNNBERTN “HBADLR" (Team Anywhere) , XEK
& Atlassian WER R THXREEIER B CRBEMELF. HMPBANXEAML, REEFTNIZ—DUEF,
EREMRAE LAZEAMNERE, BURTMHIEIFZINERFARH. Eit, FHi1RIDXZFE “REWEL
fF" , MEZXE “MAILFNIEESN. EE-H" o

IESNORFRE, FATMBBHBMZFEM T, ESEARN=F, KL, BINNRLZHT—HiEmE, 287K

ME%OEE, BA (ZEDAHN—FK). AKATUTERNTB Work Life 8% (research@atlassian.com)
HEl, FRIUEDZELERREISEA AR L.

[00:17:10] Lenny

English:

Yeah. And we'll link to that doc in the show notes.
R EE:

F8, BINSTETENEEN BN XEAHEHE,

[00:17:12] Megan Cook
English:

Okay, great. The first one is just making time for connection. So that human connection is definitely built
in person, but what we found is that it doesn't have to be something that happens every single day. So we
found the connection and productivity, they both get boosted by about 30% when you bring people
together but intentionally, and it lasts them months. So we found that you can do it on average like three
times a year. And so that's why my PM team are getting together every six months. But in addition to that,
we get the entire team together every other six months. So we end up all getting together every four

times a year.
(00:17:53):

Every other six months, what we do is we get all of the engineers, designers, everybody who's working
together. We book out entire floors in the office and then for an entire week we're just there. And for some
of it we're just working together as you normally would, but at desks and just having those little water
cooler type conversations. It builds the relationships again. Other times we're doing workshops, an
important piece of work where it's easier to do when you're all in person and sometimes we're just
having fun together. We call that a bit of a festival.

AR ERIE:



KIFT. F—TENRENELRERT EE . ASAZENKABLEEENENEZISKRFE, B
MN&WM, IHFAFESREIBLE. RNOARETR, Hif “GEM BARRE LN, ERBMES~TIH
SHRFEY 30%, MEXMBRETUFEHA. BRIV TFHEERZMBT . XMENTATKRN PMEANE
NTBE—R. o, FMNSRATAREZIULBNAKEANE—R. FIUETHR, ARBFRAZNELR.

EBRATANARZYT, HNEBEMENIREM. RIHMHFAEMEAR. HMNSBTHRENEER,
AR LE—BE, BRENIAZRGEE—HFLE-EDNR, HIT L “IKNE" R, XEEZAMRX
o HttHEZHRNEEDIIFS, LE-EENEERZARNEEZTF, BRMNAEZNTHEF. KM
Zh “[A” .

[00:18:27] Lenny
English:

You mentioned that you measured some kind of productivity improvement. Do you happen to know how
they measure that because that is really interesting?

FROCERIR:
RREREE T K EF DavRH . MIETSAEM(R EABEND? RAXENRER,

[00:18:35] Megan Cook

English:

Oh, that's a good question. | don't, but | can get that for you.
FRCEIE:

IR, yiajdl. HERAIERFAT, BRIUBFE—T.

[00:18:40] Lenny
English:

That'd be cool to know. So | think we'll keep this in the podcast episode and then if there's anything in
the show notes that we link to that talks about how they measure that, that'd be really interesting
because that's just a cool stat to have anyway, for all kinds of other things. I'm curious how they measure
that.

AR ERIE:

BARET. BRINSEXRFEERTE, IRTENAEERXEEERGIN2NAEELN, BRXEER
7, EATeNAXEBE—MRENHE. HRBANESENE

[00:18:54] Megan Cook
English:

Yeah, absolutely.

R EE:

Y, KR,



[00:18:56] Lenny
English:
Okay, cool. Any other tips?

FRCERIR:
978y, EEEMEIZE?

[00:18:58] Megan Cook
English:

| think the second one is to be really intentional. | mentioned that we went through a few stumbling
blocks at the start. One of those was immediately, everyone sort of filled up everybody's calendar with all
of these meetings straight away. It was almost as if Lenny, if you and | were working together, | used to be
able to just poke my head around my monitor and ask you something. And people were afraid that now
that | can't do that, how do | get those answers? So | need more time with everybody and that definitely
does not help productivity at all.

(00:19:33):

And so as PMs, we need time for creative work. We need that deep work time, and that doesn't happen
when you've got all of these meetings with 30 minutes in between each of them. You need three to four
hours to get that going, to get into that flow state. So my leadership team and I, we actually sync up our
calendars, so we end up having these long stretches twice a week all at the same time. And so we all get a
chance to do this deep work. It means we get less time for meetings, but it also means that if something
comes up that's unexpected that we all need to work on together, then we've got that time there so we
can be a bit more relaxed about it. We know we can get to it.

FRCERIR:

BIAKIGEEREES ‘BN o HRIIRHNNAKBE T —LERS, HPZ—mMES N AMILZIEIA
HWBARERT 2N XRFE, Lenny, MRFNE—ELELIE, FUMRFTRAGT B RBEMEERR A, I
AARFKEMEIRIX—RT, FEE: “HZEABIERR? RFEESHEAR.” EXENTHTRS
7o

ER PM, BRITRENEH#ITEIEMTE, FE “REIFE HE, IRFERISNZERE 30 SH=R,
REXEFENRE IR, (REZZEIME NN EEHENIBHRORRE. FrURMIELBIASHNZR T FA8
B, BREAEMAKNENTEREEGH. XERMNBENIEITRELF. EAXEREFZBIEIE
TLT, BEHERSNREMRENAFTEARNE, RITEMBNNEE, OSATUERML, HAEE
EIPSEN

[00:20:14] Lenny

English:

What time of the day is that meeting?
FRCERIE:

BB R E B E— R ARHE?



[00:20:16] Megan Cook
English:

They're both at different times. So the first one's taking up one afternoon and the second one's taking up
all of the time in the morning. Depending on what kind of person you are, one is going to see you better
than the others. So we just went for one each.

FROCERIR:

PMRBEEARE. F—RET—1MTF, BZRETENLEF. BRFMHREFARENA, BEBE—THERS
FEGMRe PR TRMERRH T o

[00:20:28] Lenny
English:

| actually had the same thing just personally where | had these deep worked blocked times on Monday,
Wednesday, and Friday. The title of the invite was, "If you book time during this, I'll slap you." And it really
worked well. But | think you're talking about this other missing piece of remote work for PMs where you
can't just walk by and ask an engineer, "Hey, how's it going?" Or ask a designer, "Oh, where are you at?
Let me just take a peek at what you're working on." That stuff | think is really hard to replicate. And if your
suggestion is block out this time for your leadership team to be able to check in with each other, is the
idea there it's deep work time and don't bother anyone on the team or is it you can also just ping your
end manager and like, "Hey, how's it going?"

FRCERIR:

HPABBEXRMHNIR, REEA— AZNAEMERELENE, BBENIRER: “NRIFEXEREELY
H, BABIR." MRIEELF. EREFIRKRETEZRENLQF PM RIS —REE: (RAEEEEI AR T
iR, ERWE? 7, EEKITD B, MEEWT? LRE-R o SERAREES. MRIFVEN
RANFSHE A EX LB UEERDE, PBAVREXBENEZRELE. NMFHTHERAA, ERRMER
LURERY & H SRR “HRINfE” ?

[00:21:09] Megan Cook
English:

The idea is that it's deep work time and it's your time to be protected to do that work. What | found that
works really well, | think in the manager and report kind of relationship, so | have these really quick
punchy one-on-ones with my reports every week. And then | make sure that I've got space in my calendar
because something will come up where even if we had a longer one-on-one that might not cover it. They
might just need an hour to run through something, there might be a really difficult strategy problem
they've run into. And so they'll know that they can ping me for more time and I'll have that flex in my
calendar for that.

FROCERIR:

PREBXZRELEIE, BRERPH. ILIRTHRIERRE, RAMHTFEREMTRERHIXR, FEERNS
e BERASNTRATEREE. SN 1Y 158N ARRSHBRAGPERE, BNESBRAE
m, BMERKEER 13 1 thRpaEBR, WITATERFE—NRRERGSE, NEBE T RFILMERR
o I IAE R LABERS I 2 B = idiE), MIRIBHERXMRIEE,



[00:21:49] Lenny

English:

Awesome. Any other tips along those lines?
R EE:

KiET ., EEEMEMRIRING?

[00:21:52] Megan Cook
English:

Well, you probably noticed about blocking a bunch of deep work time is that you don't have as much
time for meetings. So that meeting time becomes really precious. And what we do there is... | personally
hate having status updates as a meeting. So | make it really clear that if we're having a meeting, this is to
solve a problem. And if it's just a status update, that's fine, then | can read that asynchronously at a time
that works for me. And so can everybody else in the team if they want to do that. Actually we use our own
tool for this, which makes it really easy. So it's called Atlas and it lets you or the team put in status
updates for a goal or a project regularly and then it'll bundle it all up into an email so you can quickly get
across everything that you're interested in, which has been really helpful.

(00:22:40):

And then that just makes the documentation rigorous as well. So you document things and we use
Confluence, but all of our decisions, strategies, kickoffs for projects, that's all really well documented piny
starters. Or even if you're a year down the line and you're thinking, "Why didn't we come to that decision
in the first place? What were our assumptions? What were our hypotheses?" It's easy to go back and take
a look at that and be able to reflect.

(00:23:11):

| think the last thing is | work with people who are in the US, they're in Europe, they're all over the world.
It's really hard to find a time that works for an Aussie, an American and a European to get together.
Someone's waking up at 3:00 AM or something. So what's become a big part of how we work is actually
audio and video recordings. | actually had someone reporting to me for a while who was in France and
what we would do was record videos back and forth and they're quick. You can just use colloquial
language, they're really casual, you don't have to wonder about someone's tone that comes across. So
that's becoming almost like a completely new document type for us and it's been really important in
remote work. You can put at the top of a document and explain the document, which is really nice. It's a
big part of why we bought Loom.

FROCERIR:

RAJREERET, WEAERELERBEIEREASHNNEEZEDT, FIUZNHERFIEEDER. KA
B ?*/:’\)\Ellf.%ﬂ‘l_%l‘E HEEH SR RIPHMAE, WRFENAZ, BEATHRPE. NRI
BHEERN, REF, HAURSER, FEERNEEE. ANENEMABRLUXFMS. KR EHIER
BRI A Atlas RIXHE, EIFESLE, LEAEHRABITHRBREE, ARTEHR—HER M, LLIRR
REREFZABIFIERES, XIFEEHE,

XWX REEEM™E, FHI1EMA Confluence IBRAABEREKR. HKEEMBIEBR. BME—FEIREAE:
SR AR TRE? BNBRIREHA? 7 (REALARFARIHH R B,

RE—RE, BNASEBEHREE. RUNMERESM, RERE—MDRAFIEA. EEAMENALR S @S
8, SEABEER 3 RIER. FILl, SMMRERTHRMNIENERAMSD. HBBE— T TRTEE, &



MNEEHEFOSEE, EFER, MAUEROBKIES, BREE, UFABRERNAIES. XJLE/RK T i
B—FhF AL RE, EREDAPEXRETE, (R UEXETNES RN MIMERE AR, XIEEE, XUEHK
11U Loom MEERE,

[00:24:06] Lenny

English:

| was just going to say that. It all makes sense.
FEiE:

HREBRX D Xe2iriFE.

[00:24:09] Megan Cook

English:

Yeah, because it was just becoming such a big part of our life and it's just massively helpful.
FRERIE:

8, ANEBERARNEENERAMIS, MEIFEEER,

[00:24:16] Lenny
English:

Kind of along the same lines, being fully remote, it is harder to get buy-in on things you're working on |
imagine. And something | hear you're great at is getting buy-in, especially getting buy-in on ideas and
projects from executives. So | think things that make it extra challenging at Atlassian, there's two CEOs
which | didn't know until recently. You're also all very remote and so maybe those two reasons make it
extra hard. Plus it's just generally hard to get buy-in on projects that you're working on. What advice do
you share with product leaders, PMs that come to you asking for advice on how to get better at getting
buy-in for your ideas?

FROCERIR:

IEXANBE, RBETSTENFET, IREEMOERRIFINT (Buy-in) FM, RITRMFIFEER
RIFIAF], LERMSERERFNEMBBNXR, £ Atlassian, XAJgEEABMME, EAMRMNERD
CEO (FmbA &), MAMRMNXZETEDNR. BFTXE, REHNBEINAIESHRME, W TFBLERIMIFEN
AEFHIRFERANATNT@mATEN PM, (REREHAEN?

[00:24:56] Megan Cook
English:

Yeah, this can be really hard to get right. | watch a lot of people struggle with this, and you're right, being
fully remote can make it a bit more challenging. And then | think also you've got your cross-functional
partners that you're working with as this tight-knit team and how do you form that relationship? But I'll

start with just general buy-in.

(00:25:17):



Most of the time when people come to me and they want to ask how to get by-in, they've got a date in
mind, they've got a particular meeting and they have this idea where they're going to crop this perfect
proposal, they're going to present it, everyone's going to give them thumbs up and they win. And that's
the wrong attitude | think even to start with to getting buy-in. It's more of a journey.

(00:25:40):

I'll give you an example where | was looking at how do people start their day in Jira and how do people
get started in Jira? And we had this idea of we could craft more templates so that we could give people a
better way to start with very different use cases when they came into the product. And this could change
everything from even just the front homepage where they started all the way to what's happening in
product. It would create this really nice flow.

(00:26:12):

Jira is also a platform as well as just Jira software the product. There's actually four different products
built on top of it. So when you want to go and change something like that, you're actually changing it for
all of these different products. It's not just the one. And so what was really important there was
partnering with a whole bunch of different stakeholders. So every product that this could potentially
negatively or positively impact, we went to very early with the idea and the proposal and we got their
feedback and then we came to them and again and again as we developed it further. So as we got
designs, as we got more data, as we tested things out with users, we kept coming back and we take their
feedback on board.

(00:26:54):

And so | think creating those partnerships is really important. And also the same can be true at the
executive level. So often you go into these meetings where you're giving a proposal and you're trying to
get that final yes on the decision. You've got a lot of people in there with a lot of different angles that they
can look at that problem and so much good experience to draw on. So your CTO is going to have a totally
different way of looking at something and different concerns from your chief marketing officer to your
head of design. They're all going to look at things differently and be thinking about it differently. And so if
you know that you're going to be having a big impact in someone's space and you want to hear from
them, it's good to set that meeting up early when you've got some clarity but it's not fully fleshed out and
so that you can fold in some of their concerns because they'll have this much broader view. And that also

creates people who will be an advocate for you once you get into that room, that final meeting.
(00:27:50):

So | think all of those in the lead up, there's a lot of lead up work to getting buy-in that makes sure that
you have a good time in that meeting.

AR ERIE:

B, XWIRRAEMN . HEFRSANILFL. RRKKEE, SEEWHIREMTHE, LI, REEEEREE
BISIEUEE, RITR—TREENE, WNARIXMXRMRXE. EHTMER A" i,

ARZHEHE, SAMRRABMERFPIATN, HIOERNERMFENBH. RHHENZIN. WIIHER
BES—MRENRER, YRER, ARSMABEREREE, MK T RIANAZMOSK—FHEHmE
7o RIBNAEGRRE—T RE" -

EANMEIF, RBARAMNMNEFIBER Jirao HIHR, AILUEIEE SRR, iILAREHNTREERER
ENERZRBEFIREGRAR. XSNEMERE~mASN—], ShSHIFFINERRE.

{8 Jira AMXE Jira Software X1 =&, EXE—1MFE, TEAMWETENARENE M. FrlHREENTX
FKRAR, LR LERERTEMEXERBN M. Alt, SKEFRFANHZHEXESEEXEE, WFE5—



NARERIEERAEZME T M, RIHEESREMTEREAMEREHM], KRR BEFAHR
N> BA—RX=ERMN—B 7RIS, BTESHRE. BTAPMRER, FA1RETEIRITEH X
ek WESPSSAN

HIANBUIXMUAHEXRFEEE. TERAEENL,. BEMSNSMRERREZZN TREREZRAR. &
WEEERZA, NN FTENAEEREE, HEEFENEN, CTONEEZNENZSEREEHENR
HRARATEFRE, MRIFMBIRHNARESXNENANTE=EEAT, RFTHRELETLRE. BEF
DT REBNREROMNFSR, WERAEMNNER, BIIEMBALRFR. XF, SMEARZRERZN
BY, XEATSBAIREISFFE,

FREL, RISIANRIFBEARENHETLF, XERRMEREAZINEHREITF.

[00:28:00] Lenny
English:

Just to maybe summarize so far, which you've shared, one is just... Basically it's lieu people in early,
especially the person that it's going to impact most.

FRCERIR:

BE-—TREMPENAR, F—mlE - BFELERFIUEXARSESHER, LHEERPERT MR
Ao

[00:28:08] Megan Cook
English:

I think in addition to that is having that mindset of being open to not necessarily coming up with the right
solution, it's more about solving for the problem or the opportunity. So you want to be clear about your
hypotheses and what are your facts and what are the principles you're using to make a decision and just
be open to not necessarily ending up with the solution you thought would be best.

FRCERIR:

BRIt Z5h, EEFRFABBOS, F—EBE-—FFEMEL "R NFERGR, BESHNEN T BRI
FH=. FIMREBRRBIMBBRIRETA, EXEMHA, URMFMRARNRUZ M 4. BRIEFFB, BRREH
EARERRIRRANAN RIS,

[00:28:34] Lenny
English:

I imagine most people think they are always in that state, "I am very open to feedback. | am totally open-
minded, but really they're not." Is there anything that you think would either convince someone you're
actually not as open-minded as you seem or any advice for how to come across as more open-minded?
Or is there anything that you see... | see this all the time. People think they're listening, but they're not.
You should change.

AR ERIE:

BRARZUABRFEC—BELTEMRE: “BIFBEFRERIRE, FOSTE2HAR." BLFR EHIEMLT,
MEFEHLANEERULFEATIREBSHELEBAFANRT? HEBHABRWELARRSEAR? REEEE
XER: AU ECENR, HERRAEIMAEE,



[00:28:56] Megan Cook
English:

| think one way to force yourself into that situation is to be clear about the hypotheses you have and the
facts. So I think often people can present as, "This is absolutely the case. This is what | know, and this is
obviously the correct response to the situation." Where most of the time you've got a good set of data,
you've got a good understanding with your knowledge of the space, but what is actually going to happen
is a hypothesis. There's always going to be something you don't know and oftentimes you don't know
until you ship it. That is absolutely the best test of whether or not what you thought was going to happen
will actually happen.

(00:29:41):

And so | think when you come to the meeting going, okay, here's the top-back so we actually know, and
here's the hypotheses and here's my plan to prove or disprove them, then you're exposing your idea for
people to go, oh, here's more that | know about that hypotheses, or here's some data that you don't have
or here's another way to think about it. | think people can feel like they're not going to be credible. That
you have to come in, you have to come in confident, you have to come in knowing exactly what that
solution is going to be. But | usually find that if you come in there open and you're exposed, you're
thinking and where you could use some help on perspectives, that actually that builds more credibility
because everyone knows that you are not going to have all the answers and you're not going to be able to
see the future. And so that can really help in building people's trust in you and that you know what you're

doing.
R EIE:

FIANRIB H CHEANZIMIRSH—NAER: BRXKSMRE “Rig” M “FL” . AMNEERASEGE: 6B
AT BXAER, XEHFAMEN, XEABERNNNGER.” BAZHEER, BAMEHRE, AXTHNNE
2, B ‘KRR ERA" PARAR—IMRIZ. SEMRTNENERE, MERERBESmLAERA =M
o & BIOWARTRRS BRI,

FREL, SMNRMRARNLER: 78, X2HNBIANEBEHESE, XZ2RNORIR, XI2FHRIEAZEHIXLERIZ
B9itRl.” BRAMRRARIEICIREVAAREA, itRIASEHEK: B, XTFBMRIK, HENEESER" , HE
‘HEF-ERKAENSIE , HE TESMBEAN . AMENESLTIRAGEEEE. BAHY
MERRARABREND. BHREAW, MRMFRERREAR, BRENEEIRE, HiRRBIREMERS LFES
B, RMEBIESZREN. RAXRKREBAERAAIERABEFREESR, BAITEMIARFK. XEFANRIL
MHRBEE, BEIRASERE B S M 4o

[00:30:34] Lenny
English:

Is there an example of that that comes to mind to make it even more real of either someone on your team
doing that or you doing that? Because | think it's still going to be hard for people to realize, "Hey, I'm not
actually paying attention to anyone and | just want to convince them this idea is right. This is what we're

doing. Just come on, get out of my way. Give me the okay."
FR3CERiE:

fREEBEI—PERENEF13? TIERMENATZIFREC. RAARER/AMERRERIRE: 1%, HHSE
RAZFERFIAR, HRZRRRMNENEZ N RINMXATF, HHEREE, RLTED,”



[00:30:51] Megan Cook
English:

An example from my past is there was this potential acquisition that we could have made, and | was
really, really keen on it because it would mean adding a whole bunch of much needed capability really
quickly to the product. And | just loved that momentum and | didn't see any other way that we could do
this. I'd looked at a bunch of other options about building it in-house and it just didn't seem possible.
And there were a few people that | needed to convince, my boss, but also the head of engineering for the
area. And when | took it to them, what I learned was the head of engineering was able to pull a bunch of
people from other areas within the company to come and bolster this effort and who had all of the
knowledge that we needed. So what seemed like the impossible task, he actually had this extra
knowledge to make possible.

(00:31:45):

And in the end, acquisition or not, that doesn't really matter. It's more about being able to get that value
back to our customers. That's what we're solving for. And so it was really about coming back, not falling in
love with that solution and that other company, it was just taking a step back and going, "Okay, well,
really it's just what are we here to do? What's the real goal at the end of the day?"

AR ERIE:

BRI EN M FRRT—RBENNE. HEFEERRERE, AAXEREEREN~RIEMAEZFLN

Dhet. HIFEENRMWHHBL, RIELBFNNEEMEIX—R. RRARIRBARNEE, BEERIREITH
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R
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8 IR, BMNEXBIREEMTA? RENE

[00:32:11] Lenny
English:

Awesome. Okay. Is there anything else you wanted to share along these lines before | move on to a
different topic?

FROCERIR:
AET, ARENT—MERZA, XTFXAEMREEFTABDZHE?

[00:32:16] Megan Cook
English:

The other thing | would say is that setting up the meeting when you finally get there can be really
important as well. | often see people go in there and they've got a big document or a presentation or
something and they just launch into it. They're really excited. But actually you want to take a step back
and you want to be really clear on what are you looking for from that group. You can ask for the decision,
you can ask for feedback, you can ask for... You can expose where you're not quite sure about something
and you want them to be thinking about that angle in particular and helping test that hypothesis with



what they know. And so setting that early, you can put that in people's heads as they read through your

document or listen to the rest of the proposal.
(00:33:02):

Then | find it's really useful to have a narrative that just encompasses everything that you're going to talk
about. So just really brief, what's the current situation, what has changed and what are the implications
that you now want to... We mean we have a problem to solve and an opportunity that we can go after.

(00:33:21):

And the last thing is just making sure you've got your data. There's executives, there's people in the
meeting. They're usually across a whole ton of stuff just hearing about... Maybe they've got 10 proposals a
day and they're across all different areas in the business, and so they're not going to have the detail that
you do. So being really thoughtful about what you bring, what are the key points that are going to help
them understand the situation as clearly as possible. But then really knowing your data so that you can
dive in more detail where they need it. And that also helps build your credibility and builds people's

confidence in the plan to go ahead.

R EIE:

BERNS—HER, MREXHASNE, NAAZBIFEER, HEEEIATEERENILEL PPT &
#HE, EEAEMFGRHE. BXhFRL, MVIZERE—Y, BBRASFARIMREEMNITEEFFI T4, FE
BE—NRAR? ERBBERR? HEMAILUERMRNELEM S RHE, HEMNTISHIXERIEE, HAM)
AURIRSKMIEAR MRI%. REIREB, XFSMIIE3R S IrREN, DEMSEH.

teoh, HEAMBU—MREFFERATH “NEER" FEEH. BERA: WREAA, RETHAZK, X
KX EIRE 4 —BENEAE AR RA B A 2] LUERBIH =0

REa—REBRIFEEIESRR. SNIaNNESENERENIETEEES, —KIURER 10 MER, FRISEH
BNGE, FRUMNASGAR—FTRET, Eit, 2FERERRTINAS, RHEFEBMWIIRSHIERSE
MBXER. B, (REXNEBIETIEE, WEEMINFERNAT . XUEMTRIMNRGES, HRX
SRR TIERIE O

[00:34:05] Lenny
English:

Would you mind just quickly summarizing these pieces of advice and then | was going to move on to
another area of strength of yours that | hear?

FROCERIR:
A ERESLE—TXERWND? ARHITERRAKITIRAIIRE S — 58,

[00:34:13] Megan Cook
English:

Yeah, sure. So the first one is to find people who are affected negatively or positively or might have a
really good point of view and partner with them as you develop the solution or the response to the
current situation. And the second one is to come at it with this mindset of being open, of being really key
on what is the core problem or the value that you want to deliver, and just being open to how you get
there and things that you don't know which might adjust along the way. And the last one is just setting up
the meeting walls. So coming in, making sure that it's very clear what you need. Do you need a decision



or something like that? And making sure that you've got very good supporting data to build that

credibility with your audience.
R EIE:

Y. $B—, REPEZRIEENAEZME. HEFRIINEOAN, EALKAFEILNIREIIIZRS 1]
BIMHEXR, =, REARBOE, TETRORBAKMELZMAEOMNE, W FELRMBREMRMERFRER
i, AWEIEPHITER, &5, FFRI BlREIFR (WNREFERR) , HESIFERENHEIES
£, DUEIIRARMIREYEE.

[00:35:03] Lenny
English:

Love it. This is where the term or the cliche of product managers asking, "But what problem are we trying
to solve," comes from. But it comes from a really important place of always focusing on let's all align on
here's the problem we're solving. Because oftentimes as you chatted about, the biggest disagreements
come from people just thinking they're solving different problems. And on that note, | have a Swag Store
now, lennyswag.com, and we have stickers on there, a bunch of cliche PM terms including, "But what
problem are we trying to solve?" And so | think that's... But it's rooted in, that's actually a really important
question to ask. Sometimes you get annoying.

AR ERIE:

AET . XMEBFREERNMERTINOLE — “BRIMZHBRVEEINESMHA? 7 WEXK, B RF—1
EBEENELE R BRARNEBANEBERHEIR. EAENRAAR, RANDEFTRTFARUNER
ARARREWR, RER—T, BRMEENEBLBEE lennyswag.com, LEESH PM OKENLE, HEbhpE
“EBERNEBRVEDIKETA? 7 . BAENXERMAR, BEHIRET—MEEEENR-,

[00:35:38] Megan Cook

English:

Yeah, that's such a good sticker to have front and center.
FREiE:

0, BRIKMAATHESS N Z 7T BERAVH 5 o

[00:35:42] Lenny

English:

Just need that as a big sign. Maybe the sticker needs to be bigger.
FRERIE:

FELCMA— T AEBE, BIFRNZER—Ro.

[00:35:44] Megan Cook
English:

Exactly.



AR ERIE:
pis:-

[00:35:48] Lenny (Sponsor: Vanta)
English:

This episode is brought to you by Vanta, helping you streamline your security compliance to accelerate
your growth. Thousands of fast-growing companies like Gusto, Qom, Quora, and Modern Treasury trust
Vanta to help build, scale, manage, and demonstrate their security and compliance programs and get
ready for audits in weeks, not months. By offering the most in-demand security and privacy frameworks
such as SOC 2, 1SO 27001, GDPR, HIPAA, and many more, Vanta helps companies obtain the reports they
need to accelerate growth, build efficient compliance processes, mitigate risks to their businesses, and
build trust with external stakeholders.

(00:36:24):

Over 5,000 fast-growing companies use Vanta to automate up to 90% of the work involved with SOC 2 and
these other frameworks. For a limited time, Lenny's Podcast listeners get $1,000 off Vanta. Go to
vanta.com/lenny, that's V-A-N-T-A.com/lenny, to learn more and to claim your discounts. Get started
today.

FROCERIR:

AEITE B Vanta 2B, Vanta ZBEIREH R 2G5 RE, MRLSEK, HTFRREBREKHAE, 1@
Gusto. Qom. Quora #1 Modern Treasury, #R{S{E Vanta REBIME. ¥ E. EBNETREZSEMIT,
HEHEMIEB NASTEIT, BidiRERAITINRSMBEFANESS, 0 S0C 2. 1SO 27001, GDPR. HIPAA
%, Vanta B RRREMREKABNIREG, BUISMNESHRE, BELSXE, HS5IMFEEXER
MfEF. BT 5000 RIREM KM ATEMR Vanta BEhb IR SOC 2 FEZRAFEIA 90% T E, PRESMLE,
Lenny's Podcast BIITARRIZ 5 Vanta 1000 kY70, iA18] vanta.com/lenny T f# 8 ZHMENITI. SKH
FrHa0E,

[00:36:45] Lenny
English:

Okay, something else that | hear you're incredibly good at, and it's actually related to all of these things
we've been talking about, is the way someone described you is you're really good at fighting the good
fight, which essentially is just doing the things that need to be done that aren't necessarily popular or
that people are prioritizing right now. | hear that you led to a big investment in CSAT at Atlassian because
you just felt like this was the right way of doing it. And there's a few other projects that came out of just
like, "I'm just going to do the thing that needs to be done." Can you just talk about why that's important
to you, what impact that sort of had, and then just how you actually successfully do that? Obviously it ties

into this skill of getting buy-in on stuff.
R EE:

78y, BEMRIFIEEERS—HE, XEMFRESEMNNAKCHFIERTEHER. BEALBMRERER 47
—17Z=HL” (Fighting the good fight) , AR EMEAMAPLRAT—ERWL. HEBRIATLBRIEME
b, BHILFEMHNERE. HITHFERT Atlassian £ CSAT (BFHERE) EWEXREN, RAMRIEEX
RIEMRNE. SEHM/INMIEERRETIM “BREEEMZHNE" HSE, MERKATAXWFRE
B, FETHARM, URMREGZMARMHEING? 22, X5RFNTHEITEX,



[00:37:24] Megan Cook
English:

| think that's a really good example actually, the CSAT example, because sometimes you can get caught
up in let's add value, add value, add value to the product, but if the customer aren't satisfied with what
you built, or in our case we found that one of the core reasons was the usability, it wasn't where it needed
to be. Then we can't access that value anyway. It doesn't matter. And sometimes it can be hard to get
investment for things like that because it's not like the shiny, exciting new thing. It's no, | want to work on
the features we already have and improve those. So it was about two years ago, our chief experience
officer, he cared really deeply about improving our CSAT scores and asked me to look into it. And this-

AR ERIE:

NS CSAT M FHHSTRER, RABHFRMBAN “RErA~mEMNE. EINME" BIEE, BOREFY
REENAARER, NEGRINLKMOEE, RORRZ—E5A81E (Usability) AFREIER, BATFIR
AEFREMENE XREE, BEENREAIXLZFEFNIKE, BAETEIRERAR. L AXKEHIHI
BB EEHRRE: A, RRBMUIERNIIER." KRAOWER, BMINEREANEIFEXERA CSAT 08, Hik
HEHAR—T

[00:38:12] Lenny

English:

Briefly explain CSAT real quick. Some people may not be familiar with that term.
FREiE:

PRORAERE—T CSAT, BLEAFRERREX M,

[00:38:17] Megan Cook
English:

Oh yeah, yeah, absolutely. Of course. CSAT means customer satisfaction. So for us, we actually have a
survey so that we can measure CSAT and it just asks customers to rate how satisfied they are with the
product and then different aspects so we can see for different tasks that they need to perform or different
aspects of it, like the reliability or the speed or the usability. How do customers feel about that?

FROCERIR:

MR, 4FH), CSAT RERZFHEE (Customer Satisfaction), EiTESTEEREEE, UBFANTRHNHEERE
URAEIHEERITIED, LI EERITHES. IF%E. EERXZHE. EEZFA WXESENELR

2o

i

[00:38:48] Lenny
English:

We actually had a podcast episode recently Judd, where we talking about NPS and how much there's
data showing it's not actually a great predictor of anything, and he's a big fan of CSAT instead. So you
could almost think of it as little replacement for NPS in a lot of cases. And I'm sorry, pushed you off track.
Keep going.



AR ERIE:

BNSER—HEEE, JuddiXET NPS (#H#EE), HiSHBIERAEELTERPHTNERNSESE, it
EHER CSAT, FRAERZIERT, RAILUBEEERE NPS & am. ERITHRY , 1B4LR,

[00:39:05] Megan Cook
English:

Yeah, no worries. So he cared really deeply about this, asked me to look into it. Even though this request
was coming from the top, that doesn't mean that it gets any sort of funding. So we went through a couple
of different steps to see what was worth investing in here. First of all, | mentioned we had that survey and
so we had really rich feedback. So it's not just a rating, what we get, we get people talking about why they
gave that rating and that can really help us zero in on what are the key aspects that's bringing this down.
And we also had great conversations with our customers. It was the kinds of conversations that are really
rich and really helpful, but so painful to listen to and go through because you're seeing somebody really
struggle with something that you thought was going to bring them so much value.

(00:39:58):

And then we had a look at, well, what is this going to impact? And so logically it's what we found was that
usability was one of the key reasons, like | said. And logically, if your product is hard to use in places, if
some of the core actions are hard for people to do, then a new user to that product or a new customer is
going to have a longer ramp up time. You've got a harder time showing them that there's value. And even
for an existing customer that's using your product really well, when they bring on a new user, that user
might have a really hard time getting up to speed and using it and it just completely slows them down. So
from a business point of view, it can impact your new customer acquisition as well as your ability to
expand. So there was some good revenue connections in there as well.

(00:40:52):

What | also found was that we have a lot of dependencies. So we've got all of these platform teams and a
lot of the improvements that would be really good to make to sort out this problem depended on many,
many teams around Atlassian. And they all had different goals and other products that they had to serve
too. | don't know if you've ever tried to align three or four different roadmaps so that the timing is just
right to get some improvement through, but it's basically impossible. There was no way that was going to
happen. But we did find that they were really passionate about this area and improving usability. So we
worked together to find a low cost way for those teams to help us make the changes that we need to, but
they didn't have to bear the brunt of all the development costs.

(00:41:39):

So each of those teams flipped forward, we call them a shepherd, so that as our developers came in and
made changes in the code base that this shepherd would make sure that they weren't causing any issues
and we're doing reviews and reviews of designs and things like that. And so getting that buy-in, finding
the data to support the reason why this was important. And then we constructed the roadmap so that we
found this sort of a low cost, very cheap way to have some impactful change early on. | think that was
really, really important. And so we put together just some of the designs for what the experiences were
going to look like.

(00:42:24):

So our head of design, Charlie Sutton at the moment has this great mantra of show don't tell. And in this
case, it was just at the core of getting people excited because you could show the initial experience, you



could show the pain, you could bring in a video of the customer trying to use it and what they thought of
it. And that just really brought that emotional aspect to it. It helped get people on board on the issue, the
new experience, which is just far and away molds better, might cut out like 20 clicks or whatever. And so
all that worked together to get the investment that we needed.

(00:43:04):

| think the last thing that was useful there actually is that we started pretty small too. So | think if you
have a hypothesis and you can start small, you can get that investment more easily, you can show
success, you can always build on that in the future to get more and more. But in this case, we got about
40 people to come and join onto this. And then as we shipped things, we just made sure that it kept being
quite small. And so we got that momentum really quickly. We kept with regular updates, we kept up the

excitement about what the team was doing.
(00:43:38):

At one stage, the team picked out something that was pretty impactful throughout the whole thing. So
that was dark mode. That took a lot of coordination around the whole company to make that thing
happen. But it was well overdue, we loved it. And then the feedback that we got as well really helps with
that. Actually just yesterday, | saw some feedback on one of the changes we'd made recently, and this
customer said it was the best quality of life improvement they've seen in a long time, which just the way
that's phrased even, that gets you excited about the impact that you're having on that person.

FROCERIR:

B’XF. FMUMMIFEREXNSE, ILREHAR. BMEXMEKRKESE, BFAERECREEMNREEE. L
BN NP REXBERTERRE. B, RRIIRNERE, AMUEFEFENRGE. FMUXETD, &K
MMEREBIIANTERATALZXTD, XEBRNIESHARTEIXBER. HNESEFLHITTRAR
o XEMEFANBRFEEEHE, BIFERINRES, RAMEIEAEMANEERERNENIIGELES
#1lo

RRBNDITXIFEFARM. BHEL, HNRKAZAURXERE. WRIRE~REREMSRER,
IR IERMETER, BRAFAFR LFAE (Ramp-uptime) METK, REERAMIIBTNE. BEMEZSER
FREBNERR, SMI5INFAG, MRRAIERE LT, XSIMEIEEIHE. FMUMNISBEES, X&
TR PRI 34 KAE D, XEEARBIEWKREK.

HIERMFNBREKH I Atlassian BIRZFEHIFA, BRXNRBFAFFS CHEERBT QB AT
ZHM. MXEANFEBCHETHNERSHEMT R, MRMFIFAINTF=ZELNFREBEKLE
(Roadmap) LAHAIRESHINIGFREMEITRIIER#, (RSB XER EEARTREN. BRNLKMMITRAZH
MHEIRRERE. FEHRNGERE T —MEMANAR: IEXEFAADBIENME L, B FGEERR
B &AL,

SRR —® “FiPE” (Shepherd). HIMBIFARLASZFNITRABE#ITIERET, X “FiP
& FWERKBESIRAE, AHTIRITTES BIXMAN, RIVRETIAA, LB THHEHORE, H
WET —PREE, U—MIEBRN. BREAHNARNERHRRATERZMAONNRE. HUNAXEEEE, i)
R T —E AR R,

HANHIIRITH A Charlie Sutton BAIRE: “BR, FERH” (Show don'ttell) s EXMBERT, X
RIULAREHENZO. MAURBTRONGEE, BREMES, R—REFHFILEANIM. XHERTHERL
BUARE, EARRIREIRENTENS. MMARARTSS, AT 20 RRd. FIEXESEHHRIRRKT
AP ERRE.

RE—REEANE, HMNEMNRRFRE. NRIFE—NMRIZ, MAEFERTZREKRE, BT
&, REFILURET KAMIE, EXPRGIP, HNEET ALY 40 AN BEFREIAT, HIBRIERSS
518, MIMBREIRS T 177, FAVRIFERER, LREKIEPR TIERE A



&, BMBGET —MEEEEMAONS: REERX (Dark Mode), XEELATNMEAEESLI, EEEH

ZET, AREBREER. HMNWEINRGEHEEER. MEEX, BEI—£XTHRINKELHENRE, BF

WX BRI LSRR “REFNEZRERA” (Quality of life improvement) . XFhFRiA A T ILIRAT
BRAPHRNEMRIEE M,

[00:44:20] Lenny

English:

And this was the CSAT work or the dark mode?
FEiE:

XZ CSAT W I EE 2R BRI IIE?

[00:44:24] Megan Cook

English:

This was CSAT work. This was improving one of the processes.
R EE:

i CSAT M ITfE, RoEHEFR—MRIE.

[00:44:28] Lenny
English:

Okay, cool. That's amazing. There's a lot of stuff | love about this story. One is just the power of just
empowering yourself to do things that you believe need to be done. There's a lot of PMs and just people
in general that just assume they don't have any power and the square peg they're in is just all they're
going to be able to do and nobody's going to allow them to do things that they believe are important and
no one else agrees with. So | think there's just a lot of power in just understanding that you have more
power and leverage and agency than you probably think you do, but then you also have to do it well. So |
took a bunch of notes as you were talking of the things that | think are core to getting stuff like this done,
just a scrappy project that you're kind of doing on your own without a lot of buy-in from the top initially.

(00:45:14):

So | want to stay small. Two is make it visual and visceral so you can like, "Oh wow, | could see this being
amazing," and getting people excited as you go. Making it really easy for people | think is a really
interesting takeaway there. Just like, "We did all the work for you already for these other teams, it's going
to be so easy. It's not going to be a lot of work for you." And then showed the data like, "Here's what
we've gotten from CSAT so far, here's the impact you'll probably get from it. Here's how much work it'll
take." Show actual data. And then keep it scrappy. It feels like a lot of this is just like stay small, keep it
scrappy, don't ask for a lot of resources initially and just kind of show momentum.

FROCERIR:

AET, ITMREEERSEENNMG, BLEBETECSNNNNE, EMIRIANIZHHE. RS PM R
HARRBECENS, REFERENEERITE, NARASATFHINEIRLEERAEZERZEIATARNSE.
FREL, RIREIRAERNS. IIFNEENLRBRNES, XESMRENE, SAMEFCEMIT. EIF



WIERFKIE T —L£iE, BIANNXLERTHXE “BRINE" (RVEEEEXF. FECHEMNIE) B0
BE:

B—, RIFNAE, =, EEMEL. BN, EARR “E, XEREXET” , MIIABAKBIRE
M. %=, UAIANSETGEREBSE, XB—MREBNIIAR, LS FEMER: “HIIELFERITE
EILERFT, WRIRGIEEER, AREMAIE" B0, BRHdE, thil: “XZ2B#FIBY CSATFR, X2
AR, XRFIFENIFE.” BELHERE. &E, ®F BER" 56, BERZSHERMIENNEE
F, RERE, RITBEREASHR, ERERTE ..

[00:45:50] Megan Cook
English:

| think that's really important. When you keep it scrappy and small in the beginning, it doesn't feel like it's
as big of a bet, but that gives you the opportunity to really prove that the direction that you're going in
could pay off. And so it's sort of like this little inroad to getting more investment.

FROCERIR:

HIANNXFEER, YRFRRSRENNIUR, XEERMTNMEE—RME, BX4 7 RIS EIERRE
HRREFRERE, XMEESETRFESKAN—F/MZ.

[00:46:07] Lenny
English:

Awesome. Okay. | want to move to a different topic around Atlassian as a company, but is there anything

else you wanted to share along these lines before we do that?

RS ERIF:
XHET, BEEBXT Atlassian AFTHSB—MER, BEFRZH, XTFXAEIREEHLESENG?

[00:46:15] Megan Cook
English:

No, let's go for it.

R EE:

®BT, FHAEE,

[00:46:17] Lenny
English:

Okay. One of the most interesting things about Atlassian to me is it's a great example of a company that's
been able to launch new product lines. This is the dream of every software company business in general
is you start with one product that gets to a certain point and then you hit some kind of plateau, and then
you add an additional business product line, and then you add more and more. Somewhere around
Atlassian's 15 products. Is that an accurate number?

FROCERIR:



YFEY, XIKWL, Atlassian RABHN—RE, ERMNINELHTRANETE, XREXRGQBEEMEE
MWEE: N—Prms, RE—ENREBEIMI, ASEME -/ mek, EEURES, Atlassian ITE
REE 15 i mm, XDERFERG?

[00:46:43] Megan Cook

English:

Yeah, that's right. Yeah, we are up to 15. Yes.
FEiE:

=R, ", HAIMESR 15 N Mo

[00:46:45] Lenny
English:

Jesus Christ. Amazing. So this is very rare and the dream of many companies. And so I'm just curious
what it is you think Atlassian has done so right to have so many successful individual products?

FRCERIR:

R, KIRAT. XFEEFER, BIFZARNEE. HRBEE, RIAXA Atlassian REM T A, FHEHRE
XA SRR m?

[00:46:59] Megan Cook
English:

You know what, it's not like we added the first product and got it just right way off the bat. So yeah, 15,
we've had a lot of shots at this, so | might talk about two examples. | think the first one, if | think about
Jira software, it started just as a really humble bug tracker. That was it. There wasn't as much to it, and
then it sort of weathered these massive changes in how people build software. So it launched in 2003.
And if | remember correctly, just to date this, the mobile phone that was most popular at the time was the
Nokia 6100. I don't know if you ever had one of those.

FROCERIR:

HIL, HARRKMPELE - mBs—IBM. BIAE 15 M m, RBRNEHTRSZR. HATUERD
BlF. HE—1= Jira Software, ERVIRZ—NIFEEMERN Bug BELR, ULMEB. AREEH THRAME
FRAMEXRZE, ©=7E 2003 FHHAY, MRIKICHENE, SARERITHFIEREEI 6100, FrER
BRERE,

[00:47:41] Lenny

English:

| don't remember what that specific one was, but I'm picturing a Nokia phone. It's like a little small brick.
R EE:

BAREAEGEST, BREBKHEETFINET, ME—RIFEX,



[00:47:47] Megan Cook
English:

Yeah, it was my mother-in-law's favorite phone. It took us forever to get her off that onto something
better. But there's a lot that's changed since that time. There's been agile, there's been cloud. And what
we saw recently was more in the expansion of software teams. So they used to be extremely developer
centric. And | think most people when they think about Jira software, they think, oh, that must be, well,
80% developers that are using it. But actually it's more like 50% or maybe just shy of 50% are developers.
And the rest is this huge mix of support in operations, in sales and marketing, finance, design, HR, legal,
just this massive mix of everybody, all the roles you could think of in a company basically that get in there
and make work happen.

(00:48:36):

And so what we saw years ago was, well, software teams aren't just developers anymore. And we saw this
in our teams as well, but we saw that these other teams, the finance, the marketing teams, even design
teams were sort of cobbling together their own solutions. So Jira software is incredibly flexible, which is a
massive pro of it. That these teams were seeing software teams get more effective at the way they were
getting work done and collaborating better. And they wanted that same benefit and they started using
Jira, but we hadn't set it up well for them at all. So it was quite difficult for them to do that. But the
positive was that there was this really good signal from our users that they were looking for more from us,
and we knew that your marketing team is going to work differently from your developer team. That's how
it should be. And so we started Jira work management to be more focused on all of these other use cases
outside of the software team that our users were asking us to go ahead and solve.

(00:49:36):

So that was a really great way to discover the need for a new product. Were these really strong signals
from within our customers in that same area of business that we're really well set up to help them learn.

FRZERIE:

=, BBRREERERNF, HIMETRAA LIRS, EMBERE, HtREETERTK, HIMTHE
F.k. ©it8. BINRIOMEBEWERNERE NN K. UAIRERNTEUFEAR AT, FREAZEHALE
Zl Jira Software BY, =515 80% HWAF#HEH A AR, BXERLE, AAARRHKRA 50%, EERE 50%,
FTHRAFPEXRR. BE. HE. . IS, 8. AQWRR. ZS5FZMAGHNESHR —EFLATE
REEREINPIE A EEEAERINME,

FRUULVERTERNZIRE, REAMARBNXEALXAREAN. RITEECAFHEEITX—R: U5, EFE
ERITEIAEBEDZ B IR RS R, Jira Software FFERE, XEREMNEARMNE ., XEIFFLENBEEIRMH
FIRABY TR MINERENERF, MITERERFNWE, TEFKRER Jirao BERHRRAZ IS
YFECE, FRUABIAERRIZN. ERRN—MERE, XAFXNLKETRIANES: APNKNEEZHF. &K
MNAEEHRAMN TS RSHLXRARE, BN, FEFHAELT Jira Work Management, &i7]§t3d
MR Z MBI EE AR

XIERRMF T mBRO—MLESN: NIEZFPEFHIERIINGES, MARINMNEZ WS TRNRRES
Bnftefilo

[00:49:50] Lenny
English:

What was that process like from noticing, "Hey, designers are using Jira and they're not having a good
time. PMs are using Jira, researchers, and here's the issues they're running." So just that insight of like,



"Oh, interesting. There might be an opportunity here to launching." | don't know the first version. | don't
know if you're actually involved in this, but whatever you can share would be awesome. Where there
design partners they all chose and like let's work with Salesforce and Microsoft and make sure they love
it? How long was that process? Because | think that's the prop people are so curious about just how do
we validate and discover and then actually launch something that's going to work.

FROCERIR:

METE IR, RIHAER Jira BEKEARY, PM. IRZHER, MBI TXERE F&RLELH, XD
FREER? X B, Bl, XEAUREIE WRRBNARANTmE? HATEE—ThRE, B
EMETEESS5T, BMEISENEAATHIRE. MMNBEEFETIRITSEMNMH, b L&A
Salesforce SUHEREE, HRMNIENE” ? XMIRFRT ZRA? ANARIEEFE: HITMOMAKIE. KM
HERELEH—THEEEMTm?

[00:50:28] Megan Cook

English:

Yeah, | was just as close to that one, but | can give you a second example.
R EE:

BIBMBEHRSERFLIAR, BHATLUIAREE ZM6IF

[00:50:33] Lenny
English:

Oh, great.

FRCEIE:

MR, X7,

[00:50:35] Megan Cook
English:

Yeah, for sure. The second example actually came from our product internal innovation program and that
we let anyone pitch an idea for new product in the company if they want to. So we had this wonderful
product manager, Tammy Carson, who saw a demand for a solution for product managers to build their
roadmaps a bit better before ideas get committed. So as you know, this is fuzzy area before you actually
start building something as a product manager where you're looking at lots of opportunities and ideas
and you're prioritizing them. And it's not really confirmed real work yet. And nobody wanted to put that
in Jira because once it was in Jira, then everyone just expected it to happen. And so this is where Jira
product discovery came from.

(00:51:24):

And in the past we'd tried things like this before in new products at Atlassian and they've been successful,
but it'd been really hard because large parts of the company process and those checks were optimizing
for the success of the bigger products like Jira software. And so we changed that to create really small
groups with stage gates that we call wonder, explore, make, impact, and then getting to scale. And that
meant to assess those bets at every stage. And the idea was to iterate really quickly, either to it not



working out and proving that it couldn't be a business or iterate really quickly to yes it could and we

should invest more in this. And so with each stage there would be a little bit of investment.
(00:52:12):

So you say that for a stage of wonder might just be the person with the idea. And then explore, you might
add on a couple more people, like three people to go and really have a look at, here's a prototype, here
are some customers that'd be interested in it and could help us think about this some more and put
together what the roadmap looks like. And then when you get to make that's when you get a full team,
but a full team is going to be 12 people or so, it's still not huge. And | think that's really important because
at each stage you're getting validation, you're getting more customers who are interested and invested in
helping you develop what that solution looks like.

(00:52:56):

You asked about whether we went and partnered with a partner company like Salesforce for something
like this, for a new product. In this case it was just really partnering heavily with our customers where we
saw that interest coming through in our other products like Jira software and building something that
really works for them before expanding it to more and more customers and finding that product market
fit and then upping the investment. And so we've had a couple of new products recently that have gone
through that sort of stage rollout. So there's Jira Product Discovery, there's Atlas that | mentioned before,
and | think Compass is the latest one.

FROCERIR:

R, FINMIFREZRNMNORIBEIFITR, RMNAFLRAENEMARTH@INEE, BI1E—(HEE
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[00:53:36] Lenny
English:

So what I'm hearing here is essentially there's this step-by-step gated process that you put new product
ideas through and they make it one step at a time. And | imagine there's a leader that can decide, "No,
this one's not working out. Let's end it at the explorer phase and invest in other ideas." | imagine

FRCERIR:



FRUFIREIRZE, AR LEE—NMEFHENXRRE, IiFra@EZTB2—PPEL, BBE—MASERR
E: N, XPMTARE, BITERRMEMFLE, BRRKERINEEL”

[00:53:56] Megan Cook
English:

Yeah, that's right. It might be someone who's looking after that particular market. At each one of those
stages, there's that check on whether or not we continue to go ahead.

AR ERIE:

BH, ", FRERRMFEFEDINATA. EE— TR, BNERTUREHH,

[00:54:08] Lenny
English:

And the stages are wonder. | like that a lot. That's a great name. Explore, make, and then what were the
other ones?

FRCERIR:

MERE “93&” (Wonder), HRENXXTEF. AEERE (Explore). HIfE (Make), FITHIRDZEM
A?

[00:54:16] Megan Cook
English:

Impact and scale.

FRCEIE:

#Mm (Impact) FFELL (Scale)o

[00:54:18] Lenny
English:

Got it. So impact is like is it showing any impact? We made it, is it working? And then scale. Got it. That
makes sense. Just like let's go for it.

FRCERIR:
BHET. #MMERMEECREETHR? RIMIHRT, EEAN? ARRMERENK. BAT, XRAE,

e ‘LR .

[00:54:25] Megan Cook
English:

Yeah. Impact could be | can be self-sufficient in the revenue that I'm generating, and scale is just really
launching it to take off.



FRSCERIE:
M, ‘TN ARENRECTEMNERETIUBSERE, ‘DENL” NSEELHEHILEE .

[00:54:35] Lenny
English:

Launch it. Yeah, it goes on the website. Okay. So wonder is like a PM and an engineer maybe at Hackathon
where we have an idea. Explore is they maybe get a little bit of resourcing and they start exploring the
idea, build the prototype, maybe find a design partner too, to think about this. Is that roughly right?

FROCERIR:

RHBE, MEEM. 8. PR “4F&" MEMER—" PM AP IRERMERTSHM ELFET — M X
BRER MREMNRAT T —R&AR, FERFBE HERE, AREMgitatfiit—ERE. K
EXAEIE?

[00:54:52] Megan Cook
English:

Yeah.

FRCERIE:

=0

[00:54:52] Lenny
English:

Okay.

FRCERIE:

a5

[00:54:52] Megan Cook

English:

Make sure you've got a clear roadmap. Yeah.
R EE:

BRI — BB EE. 2/,

[00:54:54] Lenny
English:

Okay, got it. And then make, is that where they expand it to a few more customers and make it more fully
featured?

AR ERIE:



BAET. A “FIF MR, MEBIBEH LEZER, HTEWRED?

[00:55:04] Megan Cook

English:

Yeah. Make is where you'd actually build it. So the prototype-
FRCEE:

W, B mMEEEMEE. AARE—

[00:55:09] Lenny
English:

Okay, got it.
FRCEIE:

489, BAR T,

[00:55:10] Megan Cook
English:

... could be pretty simple, could be a bit cobbled together, make is actually building the product and see if
you can get more and more customers.

FRCERIR:
------ REAREIFEE S, EERHRLEN, “GIfF NEEETE™m, BEEDSRIEREZHER,

[00:55:14] Lenny
English:

Got it.

FRCEIE:

1=

[00:55:15] Megan Cook

English:

That's where you'd start to make it with those customers.
R EE:

BRI SR P HEFTE mBI ERo

[00:55:19] Lenny



English:

This is really interesting because again, | think Atlassian is one of the very few companies that has done
this so well. And | don't know, this number is absurd. I've never heard of another company that's 15
successful products. | don't know how successful they're, but they're out there and people seem to be...
They're being promoted. | guess is there any other advice to share along the lines of if someone is
thinking about launching a second product, anything you would suggest they do or think about they may
not be thinking about?

FROCERIR:

XENRE®, RAKERIAN Atlassian ZIRDBEBXGEMEXAFHATZ—. 15 PRI REX T
FRIEAAIRIN, HRMRSHMATERME. RAMEENAEFEZRY, BENBEEEHRH . MR
RBLAPEEEBHELEE N ROIA—LERIN, BHARMINIATEELEEE. ERENIEMIETZH
ng?

[00:55:42] Megan Cook
English:

| think my advice is skied towards the Atlassian case, which is where you're in a 12,000 strong employee
company and how do you seed something that you want to run as more with more of a startup kind of
mindset. So when you get to this size, you've got quarterly planning and business reviews and all of these
different process and you don't necessarily want to put your seed startup through that. It's not quite
ready for that kind of thing. So I think the key things here that make it really successful is starting really
small with the idea and the solution to be proved and don't add too many people, don't feel pressured to
add too many people. | think it's easy to get really excited about the potential and just want to throw four
or five teams at it, but that can... We were talking about this stat. That can make things run slower and so
you want to protect them.

(00:56:39):

And the second thing is just give them freedom to move really fast and solve those problems in a different
way. So there are different expectations. They don't necessarily need to be a part of that process that |
was talking about before. This team should just be running hard to prove whether or not the idea's going
to work and whether there's product market fit.

(00:56:59):

And for different approaches. If | want to add something to Jira software, but we're talking millions and
millions of users there, that thing has to be resilient. It's got to scale. There are all these things that users
inherently expect from something like that. But for something small like this, we are proving product
market fit. You don't need to think about that initially. So you've got to hold this to a different standard,
otherwise you're just going to slow them down way too much.

(00:57:25):

And actually we found that by letting them tackle problems a little differently, we found innovative way of
looking at things that we can pull back into our other products. So for example, if you look at Jira Product
Discovery, and just the way that it gives more of a spreadsheet kind of view of a list of ideas and things
like that, some of the experience there is definitely something that we'll be pulling into Jira software.

AR ERIE:
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[00:58:00] Lenny
English:

You mentioned that over the years, Jira has weathered many storms. From my perspective, it feels like it
continues to weather many storms incredibly well. One, because there's just endless startups always
coming at Jira trying to become the new project management tool that everyone uses. And two, it just
feels like people are always dissing on Jira like, "Jira sucks, | want to use something else." On the other
hand, it continues to dominate. Many people love it. I'm curious what you believe Atlassian generally has
done and your team has done to keep Jira ahead of everyone. And | know you're probably going to say,
"We listen to customers better than anyone." So if that's a big part of the answer, definitely share that.
But I'm curious, is there anything else people may not be recognizing of just why Jira has been so

successful for so long?
R EIE:

RREIZER Jira BHRTWHENR. AHEKRK, SNNFEREF. —FHE, SHEREFAFTHLIQFHEN A
Jira, MAARREERIMIR; 5—FHE, SBEATELE Jira, i JiraXI=T, ZEAFE . ESLERE
B, ERALEFUAMA, REAMREEE. HEBIE, RINA Atlassian FRAIFPASE T +4, ik Jira b
KP? HAEMARESY “RINLEFABERRNEAER” , IRXBZOESR, BFART. BRRLT
7, BRREEHMANRRIREINERE, BT A4 Jira EREAR?

[00:58:46] Megan Cook
English:

Yeah. | think the number of startups that enter this space, just so it shows how important the problem is
that we solve and that problem of teamwork and collaboration. We've got more than 125,000 customers
around the world who start their day in Jira, millions of users and the kinds of companies that use it. | just
love hearing about what they do with it. They really blow me away. Like NASA landing the Mars rover or
Canva building this design platform for 40 million people, it's just massive.

AR ERIE:

B FIANNEAXMURBEI QB REZ S, 1GI6RAT HNPIFRNRE —ENSENMNE—=2Z
LBE, e¥E8E 125 AREFFASXE Jia FABEIE, BERBEHAF. RIFEEERREFUNFERE,



BLHFILFARER. bl NASA BERMBIAELE S, & Canva BEMWEARS 4000 5 AR
8, XXBEKT,

[00:59:23] Lenny
English:

I don't think you can beat that Mars rover story array. That's a good one. | think when you follow it up with
the Canvas story, that one's less interesting now, but it's also amazing. Okay. Sorry. Keep going.

AR ERIE:

HRRERAEENRFEELHT, KEET. BLLZT, Canva WRERAMRE, EMERLBA B
To 18R, BUE

[00:59:33] Megan Cook
English:

So like you said, they are integral to our success. We do obsess over them. We think if we do right by
them, then we're going to be going in the right direction. | don't think we've ever had this sense of
arrogance of just... No matter how big we are, we've always got this healthy dose of paranoia that we
need to keep working on improving things and being better. So to your point about customer feedback,
that is a big part of it. We bake in these rituals just to make it super easy for everyone to do that. So the
whole company gets an email every week and it's just got a random selection of feedback from our
customers. It's got how they rate us and just a quote as well. And so everyone's sort of getting this dose of
feedback all the time.

(01:00:24):

We have regular share outs of all of the research that everyone gets. We get in-product feedback. We
make it super easy to talk to our customers through social media or LinkedIn or X now. And then we also
have a whole community space where customers can have longer conversations with us about different
ideas that we're coming up with or feedback that they have for us. So | think that is all massively

important for keeping Jira ahead of the pack.
(01:00:58):

I think how we stay ahead in other areas is just that the culture is super, super open to innovation, kind of
invites innovation. So we have these hackathons, we call them shepherd. The whole company stops and
everyone can play with new ideas or technologies. It's a competition. So the best ideas get visibility. It can
get people working with other people that they wouldn't normally. And also the visibility of the ideas
helps generate more ideas all over the place.

(01:01:31):

Like | said before, innovation can come from anywhere. So anyone can pitch new ideas or products. And
when we see new technologies emerging that we think are going to be really foundational and
interesting, we'll carve off a team to go and look at that. So I think we've had an Al team central to
Atlassian for a long time, but with the advent of ChatGPT, there's sort of this huge move forward. There's
this leak that's happening. And so in my team, | just carved off a small team to go and explore that and
see what interesting things that we could do there.

(01:02:09):



| think we don't shy away from tackling subsets of the market that we're seeing that need a bit more love,
like the Jira Product Discovery story that we were just talking about a second ago. And we also use our
products a lot and that helps us find all of those little problems and makes it really real. We get really
excited about the different things that the whole team is working on. We send lots of feedback to each
other. | think that's also a really important part of it.

(01:02:42):

Another area is when we look at how we're investing, there's always this pressure to invest in the core
business, of course, but we also make sure that we invest in seeding future businesses. And like we're
talking about, they might not always work out. So we had then the Compass and the Atlas example of
ones that have worked out, but we also see things through Atlassian inventions. So if there are interesting
ideas or technologies, these might support the products later on, that's something that we'll go and seed
out there in the market. And that's led to a few acquisitions there as well, which has been really useful.

(01:03:21):

And the last thing is | think | am just really impressed at the way that we stay agile to move towards these
different shifts that come up. It always surprises me just how agile we can be. For example, in 2020 we
decided to double down on our mission to deliver a world-class cloud experience. And it was like
hundreds of people just moved around in Atlassian to make that happen, which was in a very short
period of time, which was impressive. And we're not shy about killing things off with their [inaudible
01:03:55]. So I'll give you another example of one of those products that was going through that we ended
up killing off. So we had a whiteboard product that we thought would be its own product, sort of like a
Jira Product Discovery. And when we came to one of those gates with the team, we realized actually this
is more a really useful document type. And so now you'll see that it's a feature in Confluence. It was very
quick to make that decision.

FROCENIR:
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[01:04:28] Lenny
English:

| have this new segment, not that new anymore, called Failure Corner. I'm curious if you have any

interesting story of a big failure in your career. And if you do, what you learned from that experience?
R EIE:

BE—IHTN “KKEE" . RRBANEMRERLEEFESEIFAERNKAMEE? NRE, FAFF
ATHA?

[01:04:41] Megan Cook
English:

| think I'll give you a bit of a different one because I think this one is harder to spot and | think that's really
interesting. It's something that | think about all the time though. So | missed a really big opportunity to
move Atlassian forward back in the day. And |, like | said, think about it every time | review a new idea or

look at an opportunity that we're thinking about.
(01:05:06):

So | was on this team and | was improving the way that our products help developers get their work done.
And so typically we saw them start in Jira software. They'd pick up a piece of work and then they'd switch
tools. They'd create a brand, they'd start writing code. And we noticed that they would forget to come
back and update the status of their work and this could create a lot of confusion in the team. Another
developer could pick up that work thinking it wasn't started and then there was a lot of wasted time. Or if
you're trying to track metrics like how long does it take for a piece of work to get started through to done?
That'll totally ski things. So this was causing a lot of problems.

(01:05:42):

But we didn't want to make developers come back into the tool that was obviously something that was
getting in the way of their work. So we decided to build automation so they didn't have to leave their ID
or the command line to do that. They can just keep working. So an example is Jira would detect that a
new command had been created and then it could automatically move your piece of work to in progress
because there's code being written against it. And there were a whole bunch of these examples that
parties integrated into it and | made the decision to put into Jira as a user was editing their workflow and
we shipped it and it performed just fine. People discovered it, they used it, and seemed to give a lot of
value. People liked it, which doesn't really sound like a fail. | don't think that...

(01:06:33):

Where | dropped the ball was more about what I should have realized about that feature. So automation,
it's super useful. It can be used by a whole slew of people who aren't just developers. It could be used in
every single product. It's more than just moving things to a new status. And so | should have realized that
we could have built this amazing service that every product could have moved themselves forward with.
And years later, Atlassian actually acquired a company that did exactly that, this advanced automation.



And it's in every product now. And so you can imagine how much it costs to acquire a company. That was
a really extensive mistake on my part. So when | see a new idea, I'm always asking myself, "How do we
push this further? Is there something there that we can 10X? Can we apply it more broadly to more types
of users, more products? Is there some bigger opportunity that we can really take advantage of?"

FRCERIR:
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[01:07:31] Lenny
English:

That's an awesome story. So the lesson there is just think bigger with the products. You almost need to
wait for it to first be successful for you just to be like, "Oh, but can we do something more with this?" Do
you think you should have been thinking about that as you were building it or would that have been too

early?
R EIE:

XTMRERET . FRUBIIRZE: HTnBEELRANEE., MEERFENREENRERMZBEX—<, &
ERBIHRERET?

[01:07:47] Megan Cook

English:

No, | think | should have caught that as we were building it, because even when | think about the
experience, so it was a really good proving ground for it for sure. But even when | think about the

experience, just where that experience was designed and product limited its functionality, which is a real

shame.
RSz ERIE:

T, BREFEMENMIZEIRE, BAEHILE—TREFNART, EMFERZTHAES, ST~
mmiE X PRE T ERIIEE, XEMNRAE,



[01:08:07] Lenny
English:

| guess the takeaway there is just if you're committing to some idea, ask yourself what would it look like if
this was 10 times bigger? If this was a bigger deal, can this apply to other things we're doing? Is that right?

FROCERIR:

HRZOWERR . SMBOTENMUEN, REBES, IREKX 10 B2 AREF? MRER—EEENM
B, ERENAERIEEMHIEMERL? 03?

[01:08:21] Megan Cook
English:

Yeah. Where could this go in three years, five years? And should that change the way that you think about

it now?
FhSCERIE:
B, ZAFEFRESXERMAE? XEENZRTIRMIENBEZHR?

[01:08:29] Lenny
English:

Great advice. Megan, is there anything else that you wanted to share or is there anything you wanted to
leave listeners with before we get to our very exciting lightning round?

FRSCERIF:
RENEIN. Megan, MEHNEEIAOHNBRIDEZH, (REEHAEIZEREARRIIG?

[01:08:39] Megan Cook
English:

I'll leave you with something. And it's just this practice that I've found really useful for my squad that
we've implemented pretty recently, and especially with remote work and all of that. So like | said, we
have limited time together, but what we put into place is something we called Fight Club. I'll probably get
in trouble for talking about Fight Club. The first rule is you don't talk about fight club.

FROCENIR:
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[01:09:05] Lenny
English:
Everyone knows that.

FRCERIR:



AREHIE,

[01:09:08] Megan Cook
English:

It's 30 minutes every week. And it's just for myself, my engineering and my design leader, and we get
together and we know that we're going in there to have a conflict. | think often when there's difficult
conversations or those conflicts come up, you can put them off until they become much bigger. Or if
somebody is conflict adverse, they can try to avoid having it at all. But by having a specific sort of time in
your week for something like that, then you're sort of in that mindset. You know you're going in there to
solve a hard problem. You know that there's going to be a disagreement and it makes it much better. And
I think the relationship we all have is so much better because we get on top of these things early.

FRCERIR:

BA30 2, REH. IRHFTANMGHATASM. HNBEE, HRNEXRSWMEN T F=EHR,
B Y HIREIESURRE, AT, BEREER; HEREFRHAZHETSEEITIE, B8l
BRATELXEKNE, RRMIEABHOS. MAEMBERREDN, NEIADE, XRMLEIEBEER
B8 FINNFNZBINXRZFAUARX AL, [EREANEIENRFOIEXLEFE,

[01:09:53] Lenny
English:

This is super cool. It's like couples therapy or something where you're just like, "What issues do we have?
Let's work through them right now." | love that. | love that. And it makes it okay to bring up things that are
bothering you and things that you think need to change. And with that, we've reached our very exciting
lightning round. Are you ready?

AR ERIE:

EXAET. ARG “HEET , ARETRK: “BNZBEEFARE? BERBRE.” HERXX TR T
Bl RN ERRAANFTELENERFEFAN Y, BA, MEENFEIAOHIRNBRRE. EEFT
ng?

[01:10:12] Megan Cook
English:

Yes, can't wait. Let's do it.

R EE:

HEEET, BRKE, FAEE,

[01:10:14] Lenny
English:
First question, what are two or three books that you've recommended most to other people?

FRsCERF:



BN, RANAEERSHR=ZRBEMTA?

[01:10:19] Megan Cook
English:

Look, | have a habit of sending books to everyone who reports to me every year just on a skill they're
working on. So I've got a huge list that | actually send out, but the one that | send out the most to new
PMs especially is just inspired by Marty Cagan. It holds up really well. It was recommended to me by my
first boss, and it's just got a bunch of great tips in there, just great foundational knowledge.

(01:10:49):

More recently, what I've been sending out for my managers is Scaling People by Claire Hughes Johnson. |
think that just came out within the last year actually, but it's just got an incredible amount of really useful

tactical things, templates, all sorts of things that you can put into practice.
R EIE:

HENIB, SEIRETBERRANKELEMIES. HE—NRRKOBE. BREFLH PMRSHE
Marty Cagan B (BR%) (Inspired) s XEABEARTE, BRE—EEREFLRDN, EEERZEEEN
EhbENIR,

ift, HEEIXALIE(IHZE Claire Hughes Johnson By (Scaling People). XASPRIZEEFA HE, BEME
BAEIFELANSAREN. RRMEZFE] LU E LR R,

[01:11:11] Lenny
English:

Great choices. We have both in the bookshelf behind me. Both of them have been on the podcast. | wish |
could see the whole list of books that you recommend to people. If you don't have this written out
anywhere, you should publish some kind of blog or newsletter post of here's the skill and here's the book
you recommend.

FRCERIR:

RiEpEE. REENPREMEXFLR, MUFEHLIH EIRIERT, REFERFIMEGFHNTERSE,
MRIFERE THR, Rz MEFHER, 7IH “FakEMRZTAH .

[01:11:26] Megan Cook

English:

Oh, that's a great idea. Yeah, I'm going to do that. Thanks.
FRCEIE:

M, FEZ. HIEMB, B

[01:11:29] Lenny

English:



Right, you have a homework assignment. Okay, next question. What is the favorite recent movie or TV

show you've really enjoyed?
R EIE:
Y, XZIMEEL. T—NRE, mEfRIFEESNRBERHEMARIZTA?

[01:11:35] Megan Cook
English:

| am so late to TV, but Foundation is the one that I've been binging lately, and | think it's just this huge
world. And I'm not usually one that gets super into sci-fi, but the way that it brings forward some of these
ideas for what new technologies could mean... If you haven't seen it, and this is really spoiling it, one of
the main characters or three of the main characters are actually clones of this emperor who rules the
universe and decided to clone himself at three different stages of his life so that those people could
continue rolling. And | think even that idea just invites the idea of what if we stretched out human life?
What are the impact? How do things advance when you've got that same mindset and same people

continue on? It's super compelling.
FROCENIR:

HRDEBY, BREEIE (Bir) (Foundation), ERERMIEEEKR. B EFAKERLIR, BERTH
BRAEXHARRESIA. MRMEES (XERRESE), HA=1"TAKMF LERFHENEWHIREE, #
TEMNARMERETBS, UESHRREIELS. XMUESIRTREE: MRBTERKT ALEGHZEHE? 4
ERENOSHEFNAFSREFEN, SYSMEET? XIFE5I AN,

[01:12:28] Lenny
English:

Foundation, the show got ruined for me by reading the books many, many years ago, is one of my favorite
sci-fi trilogy of all time. And then | was so excited for the show and has nothing to do with the books,
basically. It's like the storyline is completely different, the core idea is the same as the only real. So | just
got tired of it and stopped. But if you haven't read the books, | think you would love it. It's beautiful.

AR ERIE:

(Bih) XBRINERRABER/KRT, BARSEMNRIRE, BRHREERNRI=Ez—. HIRIER
AT, BEEXLANBRXRR, BEBNRE2TFE, REROEIE—HN. FMUKRERTMET . BUIR
frgixdH, FBRZENER, BERE.

[01:12:50] Megan Cook
English:

Are the books better?

R EE:

PEFEGD?

[01:12:53] Lenny



English:

Yeah, the books are better. The books are always better, | think is a good rule of thumb.
FREiE:

BN, BEH. KT “BEELRE S—MNERAEN,

[01:13:00] Megan Cook

English:

Yeah, that is a good rule. I'll probably pick that up.
FZERiE:

IR, WEN. HAETRRSEIRIEE,

[01:13:00] Lenny
English:

Yeah. | was like a teenager when | read them, so | don't know. Maybe they suck, but | think people love
them. Highly recommend the books if you liked the show especially. Next question, do you have a favorite
interview question that you'd like to ask candidates?

AR ERIE:

BEHHEER N ELE, FIUFHENEEEAN, BHRBARMRENR. NMRIMFENXEE, HIBIHEE
ERRERE, TN, RERERNEXEEZTA?

[01:13:12] Megan Cook
English:

| think it's an old one, but a great one on the subject of failure. | love to ask people about their biggest
failure and | think it's a good way to get to know somebody because you can see how introspective they
are, how much they think about what's happened and what they learned from it. It shows whether or not
they can be vulnerable with you. You can see what they consider to be a big failure. Some people will list
something that's not really a failure. And also you can see about whether they've got that growth
mindset. So have they learned something from that? Have they applied it moving forward?

(01:13:51):

Weird rule that I've found is that a lot of the best hires that I've had has had big failure stories that they've
worked through and learned from. And so | think that's great to see what they consider there, what the
learnings are, but also in the solution you can also see how they tackle something like that. So are they
the type of person who wants to go and forge something all by themselves? Are they the type of person
who will pull together a community to figure something out? So you get that insight into their values and
their approach from that question too, which is hugely useful.

AR ERIE:

BAENERE, BXTRUNENTERARE, REREREAN MEANRUZAA” « ZRTH—TAR
937575, ERMRAUERIMIINREBEES, wITNERERENZBURZRT 4. XERTMNEERE



EfRERIRIAESS. (RIEREBEIMIIY “BAKRK HEX —HBLEAFENFERRABERN LXK, 1i, R
HEEBE MRS EMKERSE: MNFITHA? BENAR T ZERIIER?

FEM—TERHME: RBFNRZSRAEFHZTIHEIERNKNEF, FEMFET HE BEBIXN0E
B, (RANEEREIMLIREN), EEFZMMIFERNENSG N MNEAMEEE CRE—VIBA, T2
SEEARHBRAFON? XELLIRRNT BN ERMMESE, IFEER.

[01:14:30] Lenny

English:

Is there a favorite product you've recently discovered that you really love?
FEiE:

RO EERIMMA ALIRIFEEEN~m?

[01:14:34] Megan Cook
English:

Yeah. You might have to stop me from going on and on about this, but | recently got a smoker, a Traeger
smoker for smoking meat. And just the unboxing experience was incredible. So you get this huge box,
cardboard box, you open it up. If you reverse the cardboard box, it becomes like a play saloon that your
kid can jump into and just mess around in which-

FROCENIR:

BH. RATEEGMELER—BIRTE, BRERIAXT —1 Traeger BRI, EMFAHRAREELT . MKE—1
EXBRIE, IHE, MRIMBRERIR, EMBAT —NMR/NAE, BFAIUEEEDT.

[01:15:02] Lenny
English:

Wow, that's cool.

R EE:

B, XBET.

[01:15:03] Megan Cook
English:

... rather than just throwing it out, it becomes something really cool and useful. The set of instructions has
a six-pack of beer at the top, just helps you understand how far through you should be through your six-
pack as you're constructing it. You get some tools with it. And they're really good actually. They're not the
usual kind of throwaway tools that you get in something to put together something like this. In addition
to that sort of playful delightfulness in there, as you build it, you discover things along the way. So |
opened up the hopper where you put in your wood pellets and there was a baseball cap, a tray of
baseball cap in there, which was unexpected and really cool. And then the whole experience of actually
using it once you've set it up is amazing. So it's all connected to my phone. | can just head to the beach



and have some brisket going and come home and it's beautifully done. It just works. It's integrated. It's

got integrated recipes. Yeah, | love that. | like that one.
R EIE:

------ SHEEDNE, ETNT T FEREEERNARA. RABINENE T /E, SrEEAEHEE —A
HEP—PZFE LB MHENTRERERIFERY, FERMAETMINN—RETR, K7 XMBKE,
ARSI BRRIRES AR RINIFE. BITHBRABIAAE L, RMEBERAE—TUFIKE, KB KB
7o ARFRNERAREMERT . SERIZROFN, HAUEERDR, ANEEFTHA, RIXRMAMTE
BYFT. CEEER, RETE&WRIE. HENRERX M.

[01:16:12] Lenny
English:

And salt. That sounds so delightful. Such a great product experience. I'm going to have to get one | think. |
think we're going to sell some Traeger smokers.

FRCERIR:
IR T, BERHARTmAT, FEFZLEE—1 KEFHNER Traeger ZERDERWIFT

[01:16:17] Megan Cook
English:

Sure.

FCERE:

N Y-
E P

[01:16:22] Lenny
English:

Next question. Do you have a favorite life motto that you often come back to share with friends, either in
work or in life?

RS ERIE:
T—Na#, REEEHARENEAMRMALERS, TILRELEEREFED?

[01:16:28] Megan Cook
English:

It's around maximizing joy. And what | mean by that is it's about finding what's important and leaning
into it or finding what's annoying and turning it into something | enjoy. To give you a super small example
is I'm terrible with keys. | will leave that thing all over the place. You'll find it in my cutlery drawer or
whatever, and I'll never find it again. And | think an obvious solution to that could be to put a hook on the
wall or something where you can just leave them and you go back to that and it's easy to find. But what
gives me joy is not actually having to have keys at all. And so now | have a fingerprint reader on my front
door and | feel a little bit like James Bond every time | enter my house and | can let people in if somebody



needs to leave a package or something that's easy to do. So it was turning something annoying into

something more joyful.
(01:17:24):

And | think the other thing there is just | really value keeping great relationships and increasing those
relationships. And so | always make time for these amazing friends that | have that live in London, and we
have this pact where every time either one of us goes to the others' continent, we'll go meet them there.
So every time | go to Europe, which last year | was in Berlin, at one point in Amsterdam, and on the plane,
they came over and we just hung out and had a great time. And so it's making sure that you make time for
those important things.

FROCENIR:

BXT ‘BAMRE . ZROERRE, HAEZENFBHEHORN, HERFMANEEHLCERAZENR
MER. BEMRNBBF: RIFEBFERERERRL, SEMFILN, AEEEAMEEZLERE, — 1 EMS
WERRG RZ2EE LEMEH, EREELBRRRINE “REFFEHRR" o FIUIRAERSGKIET LG,
BRHEHIGECHEE - FE, MANREAZZRE, HBEEWZER]. XRMEEMOETMR
%o

S—HERRIFEZRERIPNEEARKR. REINEECHNFRELNE, HNEMIE: REEAX
TXARENKRMN, BMNM—EBRE. ZFREWN, EHEMMMAEESAR, WS IRk, &)
—REE T RIREE . BMRAXEEENEFELEIE,

[01:18:00] Lenny
English:

Along the same lines, final question related to creating more joy. | noticed a beautiful surfboard behind
you. For somebody that's trying to surf and maybe not being successful, what's one tip you could share
with listeners to improve their success with surfing?

FRCERIR:

IREXADBE, RE—TXFLIERFNEH, FERIMMEEERERPRR NFRLEZHARER
KBINBIA, fREEDZE—MEEMINERATIRIGNG?

[01:18:18] Megan Cook

English:

Isn't surfing the most humbling sport that you've ever tried?
FREiE:

HRMEERN RN T RIEAREIK (Humbling) B9EEHIS?

[01:18:22] Lenny

English:

Yeah, I've tried a few times and yeah, | would say so.
R EE:

=Y, Fid R, SR,



[01:18:29] Megan Cook
English:

| think surfing's really interesting. I've never done a sport like it in that it's something that you have to
really feel. So | find every time you learn and you think about surfing, you sort of feel it before you know
how to do it. So even just being able to catch a wave, a green pace wave, you're paddling, you're
paddling, you don't quite know where to be, you don't quite know how much to paddle for that wave,
and you just have to sort of be successful a couple times before you get the feel for it. And it's the same
with trying to find the right wave. When | looked at the ocean the first time to try and pick the wave and
pick where to be, | couldn't even see the shape of it to find that right place. It took me just seeing a
hundred waves to be able to do that.

(01:19:15):

So my best tip for surfing is get out there, keep doing it, do it over and over and over again. You will get
better. You'll start to see all of these things that you've never noticed before. And get some friends. Get

some friends out there, get surfing accountability buddy to make sure that you're getting out there often.

AR ERIE:

IFPRIEREAB. MK IEMNIEE, ER—MIRBAE “BR” NAA, RRIASRFIFR, R
HEEFEZAARRETE, tIIUR, RABRIK, FAAEZEER, FEZXNZA7, RETHK
NIVRIGZ BEREIAR MR DL, HORBE—1F. AEREAEBZRERN, HEFTHROMRK. HRET LB
NRZBEAF=.

FRIURRIFHRBIE: ZHRE, RN, RELS. (RETIFR, REFREEZILETMRLIBIAT,
®F, BRI, 1 TPREERA , BRIREZEE T

[01:19:37] Lenny
English:

He's the best buddy. Amazing. Megan, we've talked about play and safety and buy-in and fighting the
good fight and adding new product lines, also surfing. Two final questions. Where can folks find you
online if they want to reach out and maybe follow up on some stuff? And how can listeners be useful to

you?
FR S ERE:

HANEILEF To KT, Megan, BT It/R. K2R, AT, BREBOE. EINH~mE, B F
Ro REMMNIA: MRAKBEXAMRBRIE—LRE, FJUEMEHRER? FRNEAIRBEFA?

[01:19:55] Megan Cook
English:

The best place to find me is on LinkedIn. I'm Megan Cook on LinkedIn. You can also find me if you're a
customer in the Atlassian community, if you want to have a chat. And I'm also on social media, so on X,
you can find me there as well. And be useful to me. Look, any feedback, absolutely any feedback on Jira
software, always hungry for that. Also, really keen, if you want to just chat about how people's ways of
working are evolving and shifting and changing, and how do you think that's going to turn out and how
you see your goals for your team changing. | would love to talk about that. Please get in touch.



FRZERIE:

KERIFNM S Z Linkedin, #Z Megan Cook, HNIRIRERF, HAILITE Atlassian X EFK. HBE X

(B Twitter) Lo EFMAEFERIT: FEMEXT Jira Software R iR, BAKITHBRRH. BIb, FNRIRAGH
WAMNIEAXZBMAEEMEUR, URIMANRREERE, HEMBENNEIRZWFIEHRR, HRBIEE
KRR M. 1BREETEXR K.

[01:20:37] Lenny

English:

Awesome. Megan, thank you so much for being here.
FEiE:

AT, Megan, IEEKFHTREERK,

[01:20:40] Megan Cook
English:

Thank you, Lenny. It's been fun.
R EiE:

BHEHR, Lenny, BMSRF Lo

[01:20:42] Lenny
English:

Same. Bye everyone.
(01:20:44):

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

show at lennyspodcast.com. See you in the next episode.
FREiE:

B2, ARBN. RGKIF, MNRIREERNATEENE, BILTE Apple Podcasts. Spotify SHIFREIRAIER
RZAHITEE. b, BEERAKNMNTLXBZTITFIL, XEEHHMARLAMXNMEST, RAIUE
lennyspodcast.com ) EIFHPFRE TR TRESER. THAL.



