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[00:00:00] Melissa Perri
English:

Do you want to hire 10,000 product managers and let them all do these things off the side of their desk
and then concentrate on strategic work 30% of the time or do you want them concentrating on strategic
work majority of the time and then help build a product operations team around them that can create
these shared systems and this infrastructure to allow them to work better?

AR ERIE:

RERER 1 R mEE, b HEXERFELSF "RATHE INELRE, ARRE 30% BBYEZET RS
TE? ERHZEMITAS DI EIERL AT R, HESMITRIL— 1 mizE (ProductOps) HIFA, SIBHL=E
REMEMISH, It TIFSERE&?

[00:00:25] Lenny
English:

Today, my guests are Melissa Perri and Denise Tilles. This is a rare two-guest episode. Melissa and Denise
are authors of an awesome new book called Product Operations: How Successful Companies Build Better
Products at Scale. Melissa is a legend in the product management community. She's the author of the
foundational handbook, Escaping the Build Trap. She runs a product management training organization
called Produx Labs, teaches product management at Harvard, and has worked with hundreds of
companies on their product management function. Denise is a product leader, coach, and consultant
helping companies with their product vision, strategy, and execution, and works with Melissa at Produx
Labs.

AR ERIE:

SR, BHEZER Melissa Perri #1 Denise Tilles, X2—1MEWNHINEESE. Melissa #l Denise 2—ANEB&EH
FPEE, BEE (FmEE: RINABSMAMENKEEEFFm) (Product Operations: How Successful
Companies Build Better Products at Scale) . Melissa @F=mEERNETAY. hEEMFM (ERIDERE
B#) (Escaping the Build Trap) H9fF&. W2 EE—KR 7 Produx Labs B mEIRFIINMG, ERRHRFH
ErmElE, #FEANERATNREEREREE I, Denise @— I mMSE. BEMEN, FEEIAFE
FIEFmES. GEEFNIT, FH5 Melissa —#27E Produx Labs T,

(00:01:02):

In our conversation, we get super deep into the emerging role of product ops. As you'll hear in our
conversation, over the past few years, this role has gone from almost non-existent to something like half



of scaling tech companies with at least one product ops person. This new role is probably the thing that's
most changing in the role of product management. After this conversation, I'm convinced it's a great
thing.

AR ERIE:

FERNIHEPR, BITRRNRT “FRIEE” (Product Ops) X—#MA®, EMNRIGEIHERREIN, &
SENFE, IMABMNLFRFE, KRAAXG—FHAIRUBRAABEME—RTMEEALR, X1
MAGRRETmERMEPEUEANED. EXRKIEZE, HBEXE—HHTE.

(00:01:24):

We chat about what the role concretely is, how it differs from product management and project
management, what to look for in your first product ops hire, how to roll out a product ops function, why
product managers shouldn't be afraid of this role and how your life gets significantly better, plus, a case
study on how they rolled out product ops function at a large company, and so much more. With that, |
bring you Melissa Perri and Denise Tilles after a short word from our sponsor.

AR ERIE:

EMNOETXMARENAKEN, E5FREE (PM) HIMBEE®E (Project Management) MIX3I, 1£i8E2
BT RIEEAGNNZEENFA, WAEITREERE, ITAFEREERANZERXMAEBUREN
LR EE LT EF, Lo, BE—PXFMINAIEARE QA REITRIEEINENERFIRR, UREZE
ERB. EREREENERENEE, FIFAIRTR Melissa Perri #1 Denise Tilles 893,

[00:01:50] Lenny (Sponsor: Jira Product Discovery)
English:

You fell in love with building products for a reason, but sometimes the day-to-day reality is a little
different than you imagined. Instead of dreaming up big ideas, talking to customers, and crafting a
strategy, you're drowning in spreadsheets and roadmap updates and you're spending your days basically
putting out fires. A better way is possible. Introducing Jira Product Discovery, the new prioritization and
road mapping tool built for product teams by Atlassian. With Jira Product Discovery, you can gather all
your product ideas and insights in one place and prioritize confidently, finally replacing those endless
spreadsheets. Create and share custom product roadmaps with any stakeholder in seconds, and it's all
built on Jira, where your engineering team's already working so true collaboration is finally possible.

FRZERIE:

ELHEFEGREEREAN, BENEERLSMFNEREERE, MEEETHIEGEANIE. 5FF RN
HIE LR, MEALEBTFREMNBEZEEHP, BXEXRELHE WA . UEE—MHEFNAR. @R
8 Jira Product Discovery, XEH Atlassian A= mBE TSI BE R ERHFFMBEZE TR, &3 Jira
Product Discovery, fREJLUGFIER ™ MEIBFARERE—L, FEEMHITHRLEHEF, RELMAILSZ
FeR T B FRIZ, E/INHRIEHSEEMEEXESZEFN~RELE, MEAEET2WERE Jiaz
£, MNITEFARELERBETFT, EEENERTRIIRTEE,

(00:02:36):

Great products are built by great teams, not just engineers, sales, support, leadership, even Greg from
finance. Anyone that you want can contribute ideas, feedback, and insights in Jira Product Discovery for
free, no catch, and it's only $10 a month for you. Say goodbye to your spreadsheets and the never ending
alignment efforts. The old way of doing product management is over. Rediscover what's possible with

Jira Product Discovery. Try it for free at atlassian.com/lenny. That's atlassian.com/lenny.



AR ERIE:

FANFRERFANETER, MUNEIREIN, FEEHE. 2. ATE, EERUSIH Greg, R
BRI AEA LG EETE Jira Product Discovery FEMkBIR. RIGFAUER, RETMARSG, MEEERE
2 {1 10 Et. HAMRAEBFRIEFMAKT RN FF LR, HN~=REEARNBEELE R, ®8T Jira Product
Discovery EF &AM TIRAIEE, 7E atlassian.com/lenny 22X, MiEZ atlassian.com/lenny,

[00:03:13] Lenny

English:

Melissa and Denise, thank you so much for being here. Welcome to the podcast.
FEiE:

Melissa #1 Denise, IFERBEHRIIREIXE, JIREFSEE,

[00:03:17] Denise Tilles
English:

Thank you.

R EiE:

T

[00:03:18] Melissa Perri
English:

Thanks for having us.

R EE:

HHEhEIEEA o

[00:03:19] Lenny
English:

You are the second ever guest duo I've had on the podcast. Melissa, this is your second appearance on the
podcast, and you two have a new book out, which | have right here. It's called Product Operations: How
Successful Companies Build Better Products at Scale. What | want to do with our time today is to help
people fully understand the role of product operations from every direction as much as we can get
through in an hour. How does that sound?

FROCERIR:

MR BEELE LE_WNERAS, Melissa, XZIRE RSMXMER, RITKAL T —48+H, MAERK
FE, BER (FmEE: RWABNAMREHEEIFN~m). HORBMHZE, EX—/NTRRATEME
TMRAEEDAREE TH# TmEE” XTMAG. IMEREARF?

[00:03:44] Melissa Perri / Denise Tilles



English:

Sounds great. / Great. / Let's do it.
FRCEIE:

IrEERIRIE, /| KW T [/ FHaand,

[00:03:45] Lenny
English:

Awesome. So first question, just to set a little context on this role, how popular and how common is the
role at this point? | did a quick skim of just awesome companies and really successful companies, and
every single one of them seems to have a product ops role at this point. OpenAl, Uber, Stripe, Ramp, Deel,
those are just the few that I looked at. Is that what you're seeing? How should people think about how
popular and how common this role has become?

AR ERIE:

XET. BN, ATHXTMABKE—LER: BEXTMABELZMT. 2BB? HIRENET —LL3F
EEARNNAGE, WFEES—RIEEHBE~HRIZEE (Product Ops) i, OpenAl. Uber. Stripe. Ramp.
Deel, XLERARHEIIN/IRK, XURIRTMRIWFREB? AR ZNAEFX M ACHNEREE?

[00:04:12] Melissa Perri
English:

| think over the last few years, we definitely have seen product operations start booming. It did originate
in a lot of big companies that you mentioned too like Uber. The head of product operations at Uber and
the person who started it, Blake Samic, is a case study in our book and he also did it at Stripe and he does
it at OpenAl. So it's pretty funny that you mentioned those three because that's Blake right there who did
that. We have seen a very good transition from people whispering about product operations, and | know
when | wrote my first book, Escaping the Build Trap, in 2018 | mentioned it in there because we had just
started doing it at Athenahealth.

FROCERIR:

HANESENLER, RNBIRER T RizEFGBEDLR. CHEERTMERIN—EARF, b
Uber, Uber WF=@RIEERZIA. tBEIZEREEMBIIEA Blake Samic, RENBHPH—IRFIARTR, tER
7E Stripe Hi T E#FAIZE, IIEMTE OpenAl ATTX . FRUARREIX=ZHRAFRER, FWARER Blake #Y
FE, HMNEBET—MREFNELZ: MAMNBTIETmEE, BIIAENZER. HicF 2018 FEE—FF
(GEHLMIZMM) BRREITE, FENZEIIAINIFFIE7E Athenahealth SEEo

(00:04:49):

| saw this as a really big issue in trying to make a complete product management function there and
especially at scale. We had 365 product teams. We were trying to figure out how does this all come
together, and product operations for me was a key part of it. So when | had first written it into that book, a
lot of people were like, "Oh, what is this thing? | think we need it. Do we need more?" and that's what got
us to start writing this book. Since then, I've seen a lot more companies coming out and either making
more mature product operations teams that started probably before that or actually introducing them
now.

AR ERIE:



HENEIRE, FRICEN~mEERMEN, CHEEMRLHBERT, XR2—NFEANRE, K15
B 365 M mEl. FTHABEFBRBUMARKX—IBEE—IE, M mEsEXNHKiREHPRIXELD Frld
YRE-RIECESHBEBE, REAEBMER: B, XBRTAKRAE? RBRNFEC. RNFTEEZER
15?7 XetRfRERNNFEEXEBHERRE MBI, HEIBREBEZSHNATLHI, BARILZRIKIINS
mIZERNERERR, BARMEABSIANX IR,

[00:05:21] Lenny
English:

| guess maybe thinking about just tech companies, if you had to put a number on some rough percentage
of interesting fast-growing, hyper growth, these startups, is there a percentage you'd put on how many of
them have a product ops person at this point?

FRCERIR:

MRAZEREAE, MRFORGE—IABHNESLL, EREEEN. REE KN, BESREROIEIQ
B, BREZOLAIBETRIZEAR?

[00:05:34] Melissa Perri
English:

We don't have a hard and fast number, I'll say that on this, but we have seen that. Let's take a sampling of
maybe something that | know better. When | teach CPO accelerator, when | teach people in these cohorts,
out of the 20, 25 people that we'll have in a cohort, I'd say at least half of them have somebody doing
something product ops related. It might not be a mature function, it might just be one person on it, but at
least half of them have somebody doing something.

FROCERIR:

AFX—R, HBIRFNZE—THYINST, ERIHIEUERETXMESE, ZREBRAENHFRIER
o, HFHEE “CPO MNREE” RIEHS, ESHA20 225 AWERF, KERELVE—FHNAFRENAREEE
ANEBESFmEERXNIIET, XAEERE—TRANIRESE], AIERE—TPATELER, EED—FH
REBEBANETET

[00:06:06] Denise Tilles
English:

That's a good yardstick because | teach a product operations masterclass for Produx Labs with Melissa,
and it's been interesting. | do some pre-work and try to understand where folks are in the products
journey. When we started offering this class in 2020, about 60% were products curious. As time has gone
on, it's really gone down and people have started to add it. They just want to understand what's the best
way to optimize it. So | would say it's gone from that level to, say, probably 60% of them do have it now
and then want to understand how to optimize it.

FRCERIR:

XR—MRFHEEARE, KA Melissa —EE7E Produx Labs BIRF=RIZEAXIMIR, JRREEER. BRM—
LRIEATAE, THRAREFmHEFMLHNMUE, 2020 FHNNFBAXITIRE, KL 60% WA RZX=m
ZE “REFE . MEENENER, FENLHITET, RAAMEESFREMT. tiINERBRERK



ENRERE. FIUESH, BREEMBIMELRE: K 60% WANEELAETX MR, HFEET
RN EMmILeE.

[00:06:41] Lenny
English:

Do you have a sense of when this started to inflect and become such a common thing? When | was a
product manager, | had no product ops person. So it's really fascinating to me to learn about this
emergence. | know there's probably not a date, but just it sounds like maybe after your last book was
published. Is there a timeframe of this became a thing? Is it this guy you mentioned that's now at OpenAl
that started spreading it?

FRCERIR:

MERAERREEXNMEERM T ARGEFREIHERARENLEERERN? JHERTmIEN, RALE~m
BEANR. FRUT BXMEHEYBRRIFERA. BAEANRERE—THUINEH, BmER&EEERL
—rPBHRZE. BRE—TABNMEER? 2B MREEINIETE OpenAl BIAFIH ERZ?

[00:07:01] Melissa Perri
English:

Blake, | think, was one of the people at the beginning who was talking about it the most and he's done a
lot of work, I think, to push product operations and tell people about it. So that was great. | know Pendo
has been speaking about product ops a little bit more and that's where | started to notice that it was
picking up steam. | think around 2019 is when Pendo started talking about product operations. So it was
roughly right after my book came out that | saw more people speaking about it and now they're trying to
figure out, "Do we standardize it? What do we need? How does this actually look like in organizations?"

but I think it's been probably a good five years of now hearing people doing it in realtime.
FEiE:

AN Blake RRHIRIEX MERARZHAZ —, MERDTREENRARSERAEM TREITF. XFH
to FHE Pendo i —HAEKIEFMIZE, BERFIGITICHELIENI R, HBABIEE 2019 F A
£, Pendo FRITIEFMIEE. FIURBEZAERNBHREFA, REBEESAHFRKILE. WERKEER
EFBR: “HMNEMMEKED? RNFEANA? ERARPIRKITLAHE? 7 BHIAA, FEAIIENME
SKEE, AHELBERERET,

[00:07:41] Lenny
English:

Awesome, and it sounds like maybe just in the last few years it started to really take off. We actually had
Christine from Pendo on the podcast talking about product ops about a year ago at this point. So this is a
great followup to a lot of that. Before we talk about what is product ops and what are the functions, what
would you say are the biggest benefits to a company having a product ops role and also just what's a sign
that you should probably seriously consider bringing on a product ops person and starting to invest in
that area?

AR ERIE:



KiET, INERAEMELSENFEECA BEFGE € KO9—Fa1, FH1&IEE Pendo BY Christine 7E1&%
LR mizE. FRUARITRENBRABTIIRIFEE. ARIPITEAARFRIEEREAKIRGEZA], R
INARARREFREEABNRRFREMTA? B, AABRNESRBAARNZINEZEIINTREEAR
HIIRTEIZTRIRE?

1}

[00:08:08] Denise Tilles
English:

It's really about helping the product managers focus on what they were actually hired for, the strategic
work. In my role on the operating side and managing teams and Melissa as well, more and more product
managers are taking on the data, harvesting the data, implementation and just to get data to work with,
they're spending 20%, 30% of their time. So what would that look like if they were enabled and had all of
those great inputs to actually focus on company growth, achieving the value, achieving the scaling goals
that the company had? So it's really about helping them focus on what they were hired for.

AR ERIE:

LR ERATHM~mEEBETETHNRERANIR: ABETF. ERNEEAGHENEEZRT,
Melissa tB24M1tt, FATAIMEREZ R~ mEBTAEHIELIE, BUBRENSSRIE. O TRIFUTAN
HiE, MAIHITEER T 20% &l 30% BIBYiEl, ARA, WRMMIIEERIFMEE, MAEFMBEXLEMEREAN, MMELE
TEATRAER. KAMETNENABNMREER, BBHAEF? A, XROETERMIIZEETE
BRI

[00:08:48] Lenny
English:

Again, when | was a PM, | had no product ops person, and having read your book, basically all the things
product ops does is stuff PMs historically have done. To me, it's scary to give up all those things and put
them on someone else's plate. There's the ideal of, "Oh, amazing, | don't have to do all these things. I'll
focus on things | really get excited about," but there's also this new fear of, "Oh, someone else is going to
take these things and maybe they won't do as well. There's this new process | have to think about.
There's new lines of communication." So what's your biggest pitch to a product manager starting to hear
about product ops and this fear of like, "Oh, man, my job is going to be weird. This new person | have to
deal with all the time. | used to do all these things." How do you help a PM get excited about this?

FRERIE:

Bii—R, YBEZPMEY, BEFREE. HTHRITNBE, REAWNT~REEMNEZR LEE PM FHREME
HiE, MEFRE, RFEREXEERHBENTATNIALERERSASTHEN., BENERZ: B, XiF
T, BTREMXERET, RUUTTTILIRMNENSEE.” BHERRIE: B, JIASEFILEE,
— IR RTF EAN? REBEZEMIORIE, EEWMIDRRE,” Frll, WTFARLERIIT ™ RIEE HF=REIR
18 (tbgn “KWB, BNILESTERFR, RE—BENXMHAITRE, UaiXEHISHMN") W REE,
RIS AKRIREER A A? (RITANEEEE) PM S LthRREIM A ?

[00:09:30] Melissa Perri
English:

Product operations does not take away decision making rights from the product manager. It's there to
inform them. So if you're judging your success as a product manager of, "Hey, | do the SQL queries and |



have to spend the 50 hours to set up all these customer interviews and calls," that to me is very
operational process type work, but it's not work that's going to help you make a decision about your
product. That's why we're looking at the product operations team because what I've seen is product
managers doing this off the side of their desk like me too. | got excited about this because when | was at
OpenSky in early days of my product management career, | had to go learn MongoDB to get data out of a
database. | was sitting through a MongoDB class learning how to do this. | knew SQL, but we did not use
the SQL database then. | had to go learn MongoDB so | would stop bothering the engineers to be able to
actually just measure if my products and my features were doing anything correct.

AR ERIE:

FmiEEAFZRFTREERNRRN. ENEFERNTHRRREMRES . WRMMEE mIIERINIITER
1%, H=E SQLEN, FET 50 MRZHAENEFITXMEIE" , BERERZIFESSEIREL
B, MAZBRERIMRX T mIBERR T XMEATAKNBETmIZEREN. HBIRZTmEEEIU
AI—#F, EAEBFRITFZRRMXERSE, RZAUNXMERRAE, TRANEHRRVEERHN
OpenSky T{EBY, FAFAEFS) MongoDB 7 e MERIE FE R EXEHE, T AT TE MongoDB RYIRE L%
S, FHIESQL, BRNHIARA SQL #UERE, HMF MongoDB, XEKMFAA—EEMIEIN, Frels
FHY mA T RE R B I T IEM.

(00:10:27):

That was a lot of time that | spent doing that instead of spending it on good feature work and on
understanding my customers and working with my developers and figuring out what we were actually
going to build, instead I'm out here learning this programming language, which | never used again, by the
way. Never used it again after that. That to me is the stuff that product ops takes away from the product
managers.

FRCERIR:

BT AENEERLE, MAZHEITEDR. TREP. SARARGEUREERINZIREMES 4o
Bk, RAEXBFIXMERES —INER—T, REXRKBUELKAIE. BPHEFKR, METmEENZM
FREEFPERENSER.

(00:10:51):

What | constantly hear from product managers though is, "I am so busy, | don't have time to do the things
that | need to do correctly. I'm so busy trying to line up customer interviews," or, "I'm so busy just trying
to get data out of systems. I'm fighting these fights to get the things that | need to do my job correctly that
| don't have time to do my job correctly," and that's what we're trying to help them with. So | wouldn't be
afraid that product ops is coming in here. It's not supposed to be something that's providing more
overhead. It's supposed to be something that's a little more liberating and helps free you up from all the
busy work.

FRCERIR:

BREEMTRIERBRINZ: “HWAICT, FKHEEBBIIZENE. RICETHEAHR,” HE

‘KILEMRRESIIE. NTHRBEBARLIERTENARA, X—HE Wb , UETFHLEREIERER
WHERI(E," XESHRINNEEEEMIIBRAEE, AL, FEEHEFRIZENTA. ERNIZZENNEIN
1BRYRA, MAIZZILIRER. BIRMERES SRR,

[00:11:26] Lenny

English:



That's a great pitch. | always thought product management is an insane role with way too much going on,
and that's why everyone's always burnt out and stressed. There's just so many things you have to do. So |
totally get how this is happening and why this is happening. | love that you're helping people figure out
how to actually do it well. Let's actually get into what the role actually is. | think it's a really confusing
role. A lot of people hear product ops and everyone know what it is. There's maybe research synthesis,
there's some data stuff. What's the simplest way to think about what is the general consistent roles of a
product ops person and what they can do for your company?

FRERIE:

XE— N EERNRE, B—EISFREER—MRANAR, BBAZT, ZMBATARREEREEN
1B, EALK. BHNEBLAELZT. AURTSERATAKEEXMHE K. RREWMITEEBANFE
ARNAEEMTFXGE. EBRITENRT—TXMAEIREF 4. HIAAXZ—TEESARRNAE,
R2ARE “F=RizE” , SMAHETENIEMR, AEEEMRSR, FEEE—LHIETE. XTERE
EARN—MRYE. FERMERERS, URMITREAREMLEHA, RERENEZEAFREMHA?

[00:12:03] Denise Tilles
English:

The way we think about it is structured around the three pillars that we talk about in the book, so
business and data insights, more of the quantitative side, making sure that the product manager has all
of these engagement and revenue inputs to make smart decisions, the customer market insights, so the
qualitative. We talked about this a little bit earlier in terms of finding folks to speak to, making sure you're
speaking to more than one just customer. Finally, the third pillar is process and practices. So it's really
around those areas and it depends on what your company needs and where the biggest opportunities
and challenges might be.

FRZERIE:

BNNBEAXBESRBHARN ZAZE BAN. E—RUSEHIERNE, B2ROEESE, BERS
mAERERMAXESSENRAGE, NMBHRAERNRER, F_EEF5HHRAER, EMSE. &1z
AR EIE, LEAIFHIHENER, BROEFIARER—IEPHER. &E, FZAXITERESRE. L,
EXBESXEMNE, EEBRTMRABNERUREANZABEEERE,

[00:12:43] Lenny
English:

Awesome. So the three, just to reshare what you just said, the three pillars of product ops, business, data
and insights, customer and market insights and the process of how you build product and helping the
business operate more effectively in the way they build product.

AR ERIE:

AETo FIUMX=N%E, EE-TMHRNA RN F@REEN=ZAZERILS. BESHERE;, FF5THR
£, UNWEFmEvRE, BIEElEmE~RnAE N EERRIEE,

[00:13:00] Denise Tilles
English:

Sounds great when you say it. Yes.



FRSCERIE:
R A—R IR EE, 2/

[00:13:03] Lenny
English:

I have the notes and this is exactly described in your book, so well-described. Is there one of these three
that you find most important, impactful? Is it really dependent on the business and their needs or what
the PM wants to do? How do you think about, | don't know, which of these three is maybe most important
orisitasuper dependent?

AR ERIE:

HEEIL, XEMMNBEERFFEEFR. AX=FF, FMEEH—TREE. KREFMW? ERTEIAT
WHEREFRK, E2EUATF PM BMMAA? MNEERX=EFH— M IRREE, EEHXTEEUATARK

B5?

[00:13:20] Melissa Perri
English:

So we usually see that high growth companies start with business data and insights and make sure that
they can actually monitor what they're doing and get the strategic inputs. We see larger companies and
enterprises go more towards the process and governance, especially if they're in, let's say, a
transformation because they don't have the infrastructure to run good product. Let's say it's that way.
They're usually just starting out, they're just forming their teams. Let's say they just trained product
managers and now they're like, "What else do we need to do besides just training product managers to
make this work?" So they need an operating model and they typically don't have a product operating
model.

FROCERIR:

HIMNBEEER, SERKQBSM USHESRAR" 18, HERMIESLIREEBSHNTHHIRGHEER
No MABATMEINESMILE RIESHE" , FHBMRMITELTIZES, HAMITRZETNS
P mBEIRE. BEMARNES, ETEARE. RRMWIMNNNEIT~REE, REFER: IRT1E
= mEE, BNEF2MOA AT EILX—NEHER? 7 FIUMMNFE— T ZEREE, MilRERE ™
mizEEE”

(00:13:58):

In that case, they're looking at even just, "How do we do roadmaps across the organization so that | as a
chief product officer or VP of product can actually just have transparency into what my teams are doing?"
Jira does not work for that. You need a portfolio tool to be able to roll that up into something that makes
sense. Again, that helps me as a VP now or a CPO make strategic decisions and it helps me monitor my
teams and understand, "Are we actually spending money on the right things? Are we doing the right
work?" So they tend to do it more on the process and governance side, but it's all in service of being able

to make rapid strategic decisions and get good products out there to the world.
R EIE:

EXMERT, IIEERZEER: “HNNAEBRMERPHEREE, UERENERE~RE (CPO)
HmBE SRS ERAM T BBERNEAAEMMAA? 7 Jia BERIAX—xR. MEE—IMREAALASFIA



(Portfolio Tool) RRXLATLEMEBXNARAE, FHF, XeeHEBIERNESHEL CPO Mt sERE, #
BREEENRHTHE: “BMNESEEMNEHRETE 7T ERNSEHEL? FAMIBIITENE? 7 R, wiimEFE
MEMREAEMISES, EX—ERN T B RERIMERER, FHRHAFHmERHR,

[00:14:40] Lenny
English:

That's a really handy way of thinking about it. So just to say what you said again, for high growth
companies, you're finding of these three pillars generally where product ops can help most is the
business and data insights, helping them understand what's happening and make decisions more
quickly, which makes a lot of sense. For more established older companies going through a digital
transformation, oftentimes it's helping them with their process and making them more efficient in how
they operate. Is there also a bucket for the middle pillar of customer and market insights or is that spread

across?
FRSCERIE:
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[00:15:11] Denise Tilles
English:

That's the squishy middle. When | do teach this class, | ask people what their perception is of product ops
and people never think that. So that's an area definitely for growth | think at a lot of companies.

AR ERIE:
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[00:15:26] Lenny

English:

How does that piece work with user research and that team?
R EE:

ABER D TIEMAI S AR (User Research) EARATAME?

[00:15:30] Melissa Perri
English:

So we've seen a lot of the work that is done in that team. They work with user research. Now, in
organizations where let's say, this happens in a lot of organizations but not all of them, where product
oversees design as well and user research and it oversees UX, this becomes seamless because you are
going to have, let's say, a product ops person usually with a user research background who's going to be



helping to do the stuff we talk about and the customer market insights piece, which is pulling all the
research that's been done, like the customer interviews, all those things together into things like a
findings database. So there's great tools out there like Dovetail, but you can also roll your own, and it's
about aggregating all the interviews or customer research that's been done so people can query it and
start to see what do we already know so we're not going out there and duplicating a bunch of research.

FROCERIR:
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(00:16:22):

It's also about finding participants who want to opt into research. So making sure that you have
customers aware that, "Hey, we might contact you to do customer interviews. This is why. Do you want to
participate in alphas and betas? If so, this is what it entails." If we can build a database of people and
customers that we have who opt into those types of things, it makes it easier for product managers to go
out and contact them and say, "Hey, by the way, we got a beta. Do you want to do it?" They know what it
is, they're expecting it. They know what the cadence is that people will reach out to them on to do
research, and the user researchers can use that as well.

AR ERIE:
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(00:16:58):

Now, the thing about the customer and market insights piece is that that person who's streamlining
those activities and building those systems, they're not usually the same person who's doing the user
research. So this is not about taking user research away from product managers or from user researchers,
it's about enabling them to do it more effectively, enabling the insights to be put out across the company
more effectively, and also helping them get in touch with users and get that feedback.

FRZERIE:
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(00:17:30):

Another piece of this too that we talk about is getting qualitative insights from sales and support. So we
always hear from sales teams, and this is the classic product management tension, "The product
managers aren't listening to me" or, "I've told them five months ago that | had this problem with these
customers that were going to churn." We didn't build those features. What this function does with the
customer and market insights here is that it helps get a lot of that information back to the product team

in an effective way.

FROCERIR:
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(00:18:00):

Then it also helps communicate back to sales, "Hey, let's be a little transparent about how we're using
that feedback." So that's how we can communicate it back in strategy. Let them know where we stand
with working on those ideas or solving those problems for customers, but usually, there's a wealth of
qualitative information stuck somewhere in our organization systems, whether it's in Salesforce, whether
it's in support tickets, in somebody's Google doc of their customer interviews that they've been doing,
and what we're trying to do is get that out of these individual systems and into somewhere where a lot of

people can take those qualitative insights and start to learn from them.
FRERIE:
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[00:18:36] Lenny
English:

People always ask me, "What's changing in product management? What's the future of product
management?" I'm always like, "Nothing. It's going to be basically the same. It's just never going to be
fully defined. It's going to keep doing this weird role," but | feel like this is actually the answer. What's
changing in product management is this product ops role is emerging, taking a lot of these things that
PMs don't necessarily want to be doing or aren't amazing at and giving you more space to do the things
they really want to do. So I think that's pretty amazing. | think if you think about the timeline, you said
five years ago there was no real product ops. Today, half of companies essentially have a product ops role

and I'm guessing in another few years it'll be much higher. So this is really interesting.
R EIE:

AMNE2EE: “TREREEAEAAZN? mREERNRRENA? 7 REBEE: “KtaZf. B L
BER—H. EXZAERTEEN, 2—HIEXTHFENAR,” BRWERST, X (FmiEE) HEMEE
£, TmEERENZAMETFRIEEAGIHNE, EEFTIFS PM A—ERBMBETERMIES, NMAIRE
HESTEAMEERBNE, RREXRWE 7. MREEE—TEL, REAEREEEREN™mEZ
Eo K, BALEAE—¥HNAEHETFmEBENRI, ZBEBIE, XNMIHaER. XENRE®,

[00:19:12] Melissa Perri
English:

I'm excited about it too. | think what we saw before was that, like you were saying, product management
was this squishy role for a long time, but now we're standardizing what do product managers do. What's
happening, | think, though is product managers become more prevalent, and as people realize that this is
a critical role for companies, whether you're a software company or a bank or something else. We build
businesses off of software in today's world and if you're not building software, you are behind. With more
and more software that we're putting out there, product managers don't have time to go do all these
things off the side of their desk and it's fine when you're a small startup. | was doing it too. Like | said, |



had to go learn MongoDB when | was in a smaller company, and then we start to scale and I've got more
and more product responsibility and I'm like, "I don't have time to go learn MongoDB now," and that's
where people start to burn out and where they get frustrated, like you said.

AR ERIE:
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(00:20:09):

We've got more and more systems, we've got more software tools out there that product managers are
using, and it becomes a lot to track. So it's either, for companies, do you want to hire 10,000 product
managers and let them all do these things off the side of their desk and then concentrate on strategic
work 30% of the time or do you want them concentrating on strategic work majority of the time and then
help build a product operations team around them that can create these shared systems and this
infrastructure to allow them to work better?

FROCERIR:
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[00:20:39] Lenny
English:

| think that's such a powerful way of thinking about this. | imagine PMs listening to you saying, "l don't
have to learn MongoDB and SQL anymore," would think. Actually, no, | think that's good. They should
learn to do SQL and run their own data, but | think the important pieces here, yes, it would be great, but
as you scale, it becomes harder and harder to have time to do all that because things ... You end up with
other work that you need to be doing. So in theory, it would be awesome if your PMs could run their own
queries and do their own research and create the whole process, but it just becomes harder and harder.

FRCERIR:
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(00:21:12):

It reminds me of a lot of companies that are trying to delay hiring a product manager in general and
instead giving the role to engineers and designers. My feedback is always like, "That's great as long as
they want to be doing all these things that are not generally what they enjoy doing," like an engineer
doesn't necessarily love running meetings and writing one pagers and strategy docs and taking notes. So
| think it's a similar thing where, sure, it's great until you don't really want to be doing that or you don't
have time for that and you have your actual job you need to be doing.



AR ERIE:
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[00:21:41] Denise Tilles
English:

That's your full-time job and your OKRs and your goals are really around the outcomes for the company,
you're like, "But | wrote 20 scripts this year." So we need to help them focus on the things that they're
being expected to deliver in terms of value.

AR ERIE:
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[00:21:56] Melissa Perri
English:

| also think it's funny how many people want to be a product manager until they realize what product
management entails. This happens a lot and | saw it with my MBA students at Harvard too. We do a whole
class, they play a product manager. | had a lot of people opt out of being a product manager at the end of
it. They were like, "I did not realize it was like that. | did not realize | had to do so many things." | think a
lot of what gets them as well is the type of context switching that's required as a product manager. So you
already, just with the basis of what we have to do, do so many different things of user research, working
with the designers, working with the developers, working with executives, working with different
stakeholders. You got to context switch to be able to relate to all them. You got to empathize with all these
different people. You have to do all these different tasks to do this type of work.

AR ERIE:
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(00:22:46):

Then you got to go figure out what template to put your roadmap in, which is going to be different
template than the other 80 product managers on your team because somebody didn't come in and just
say, "Hey, we're going to use this." That type of work to me is just distracting from it. Is it hard for a
product leader to just be like, "Hey, this is a template we're using"? No, but then if that product leader has
to go out and train 80 other people on that template, make sure it's consistently updated all the time,
make sure it's in the right formats, make sure it's in the right software, that is where the overhead comes
in, and a lot of product leaders are doing this right now and what we're trying to do is free up individual
product managers, but also those product leaders.



AR ERIE:

ARMMESEBRER T ABRRKERAE, MX-MIRATEMIREFEM 80 N mIERAMNEA—1F, EXN
BAMEFRR: TR, HTMARXD.” XM FERERAEZ D 0. FmAFER—T TR, XMERE
FRRVIRIR” 1RMEMD? A3, BEIURPBMAFELNEETIEM 80 MAEBIMER, HREC—BERISTEN,
RIEIVIER, BRTERNRGRIZT, XMBHIMNTHETENMS, NERSFRUSEREMXLESE, ™
BATEHNERRE— = REE, RNtEBEBLTRASE.

(00:23:33):

So | work with all these CPOs, these VPs of product and they're like ... | see them just not working on
strategy. I'm like, "Why are you not working on strategy?" and they're like, "I don't have time to do that.
I'm in here stopping all these fires. I'm figuring out what template | should put my roadmap in." Like |
said, it's not hard. They know what template it should be in, but think about if you now can delegate that
to somebody else and say, "l want it in this template. Go roll it out. Go roll it out, go train everybody onit,
find the right software for it, do it." It frees those people up, the leaders, to go work on strategy. That's
why you're spending so much money for a product leader, anyway. That's why you spend so much money
for a product manager, anyway. So to me, these things are not impossible to do. It's just do we have the
right people doing them?

R EE:
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[00:24:23] Lenny
English:

For PMs that are trying to figure out what remains on their plate, what are the the pieces that a PM should
keep and not offload on a product ops person?

AR ERIE:
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[00:24:33] Melissa Perri
English:

They don't want to offload decision rights. You should never be outsourcing your decision making to a
product ops person. That's not the point. They're the product manager for the product managers. That's
how | think about it. So their decision should be around, "How do | operationalize great product
management here?" but as a product manager, you shouldn't be delegating to them to make any
decisions about their product, and that's not their job. If they are coming to you and saying, "You should
build this," that's not their job either. That's not the right thing.

FRCERIR:
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(00:25:03):

So making the actual decision and then putting that decision into play with your teams, that's the type of
work that you want to hold onto for a product manager. So while a product ops person can help you
point you in the right direction, let's say, to find customers, maybe even help you get in touch with the
customers, send out the email to invite them to a meeting or operationalize that, hopefully that's
automated. | would love a product ops person to automate that type of stuff. You are going to be doing
the user research. The product ops person you can go to and maybe say, "Hey, this is the type of
problems that we're understanding," and maybe they help you find other pieces of information around
the organization on those topics and bring it to you, but they're not going to be the ones reading through
all this information and being like, "You should build this."

FROCERIR:
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(00:25:49):

They're also not going to be the ones who you say, "Hey, | made this decision about what to build, told
the team about it, the team got together. Can you go monitor the developers and make sure they're
building it on time?" No, they're not project managers, they're not the people who are going to be on top
of your developers watching them build things, making sure that everything's out on time. That's not
their role either. They're not going to handle hard stakeholder conversations about trade-offs for you, all
of those things that you are going to want to keep ownership of because at the end of the day as a
product manager, your job is to produce outcomes and you do need to make sure that you're monitoring
those outcomes and moving towards them. You don't want to offload their responsibility.

AR ERIE:
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[00:26:31] Lenny

English:

So | took a couple notes of just things that the PM continues to own, whatever, in quotes, no one owns
anything, strategy, vision, prioritizing, resource allocation, trade-off decisions, hard conversations around

trade-offs and stakeholder input and things like that. Is there anything else in that bucket of just stuff a
PM, a product manager continues to be responsible for?

FROCERIR:
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[00:26:55] Denise Tilles
English:

Well, there's a big piece that we're missing, go-to-market, and that's where product ops could really make
a difference in terms of connecting those teams, but also being the first point of contact for sales, first
point of contact for product, and enabling just some efficiencies if we want to call it process or method,
but just trying to help break down the silos.

FRCERIR:
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(00:27:19):

A company I'm working with right now, there's big challenge with that and it's a large enterprise level
company. So how do we break down all of the different silos between departments and team leads and
whatnot? So it's really talking about, "Here's how we're going to do it. Here's some simple templates we
will use at training sales, training product,” and then getting that into play. Doing the book and doing our
research, that was a consistent story point from a lot of people that we interviewed that go-to-market was

areally big pain point.
R EIE:
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[00:27:50] Melissa Perri
English:

So | think too what Denise was saying is product ops will take on a lot of the coordination of those types
of things and making the standardized templates, but as a product manager, your role in informing what
the go-to-market is doesn't change. You're still putting the inputs in there. So maybe product ops will
provide, for example, templates and help say, "Hey, here's the different pieces that we need to make a go-
to-market plan," for example, "Here's the templates. Here's what | gathered from people," but you as a
product manager still have to fill out your parts.

AR ERIE:

FrLAZRIAJ9, 1EYN Denise Frit, M mzERABARENEZSHMBETIEHGIERELER, BEAFRE
B, MERHEANTEAREESTENABHEENE, RMOATERERMBEN. FIM, FmizErRESREE
AW IR, XRBAVFIEHNTHHRFABOE NS, XBER, XRRMAKIBEWREZNES,” B
{RIERNF MR AG IR B FIREVER 5

(00:28:21):



You still have to go talk to the salespeople. You still have to work with the marketing people to make sure
it's positioned correctly, but the product ops person can help with the program management around it of
getting those people together, having consistent templates, creating the cadence for when you review
those things, making sure that they all align and they're all in one place so you're not going to find them
everywhere, and then making sure that go-to-market process is consistent across the organization so that
it's not like, as Denise said, it's not like everybody's reinventing the wheel and somebody on a go-to-
market team has to figure out how to go-to-market differently with a different product team.

FRSCERIE:
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[00:28:57] Lenny
English:

Awesome. That's a really handy and important addition. You mentioned project management. | imagine
many people think product ops also takes on project management. What's a good way to think about
project management versus product ops? There's also program management. Do you have a way of
thinking about those roles?

AR ERIE:
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[00:29:15] Denise Tilles
English:

The way I like to think about it is, however, whatever they're doing in terms of the three pillars of product
ops is really thinking about, as | mentioned earlier, increasing the speed and quality of decision making
and all of the pillars of play into that. Program manager, | think, is really thinking about larger company
initiatives and the duration of their work is ongoing versus a project manager, they're responsible for
certain project that's at a time box and an end date, but it does get a little wiffy, for sure.

FROCERIR:
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[00:29:43] Lenny
English:

| want to go back to the three pillars real quick and go one level deeper to help people understand what
they actually entail and what are the jobs of a product ops person. So just we could even keep this brief,



but just let's say with business data and insights, what are the functions and jobs and things that a

product ops person would be doing for your company?
FRERIE:
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[00:30:02] Denise Tilles
English:

A lot of companies will have a data science team or a business intelligence team and you don't have to
reinvent the wheel, you don't have to have your internal product ops type of intelligence team, but it's
about connecting those and making sure you're putting that with a product lens, and especially, say, with
finance too. You don't want all the product managers hitting up the CFO for that month's revenue or
having questions. So it's about accessing all of these inputs and putting it through a product lens and
then making sure that product managers actually know what to do with it, can action it.

FRCERIR:
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[00:30:36] Lenny
English:

So it's essentially running queries for you, generating charts and graphs and recommendations based on
what the data's telling you. Basically, it's doing all the data stuff that a PM would be doing. Is there
anything else there?

FROCERIR:

FRAARB ERAIRIZITEW, RIBMIESIFIFNEREMBERNEN. 2L, ERIET PM ARKEMAIAER
DEIETE. EEHMAING?

[00:30:51] Melissa Perri
English:

Also helping the leaders too. So we're talking about it from a product management perspective, but |
think this one especially becomes really critical for leaders and executives. A lot of times, and I sit through
board meetings where we talk about ARR, we talk about retention, we talk about net retention, and we
talk about all of these business metrics, and they're great for monitoring the health of our business, but
where product ops comes into play in business data and insights is how do we monitor the health of our
product.

AR ERIE:

EEHENFE. BNEMNFREENAETXILE, ERIANX—R/NA0SENSERKRLAXE, RSN
&, WEMEFEZIW, AFITILARR (FEZEMWN) . BEFEXR. #EERUNFAEXE IS5, XLE



TR SREINRIFEER, EFmizER “USHESHEE fAEFERIMAET: HIWfAEE
BRI .

il

(00:31:22):

So as a chief product officer, ARR is interesting to me, but it's not as interesting to me as ARR by customer
segment. It's not as interesting as ARR by product line. It's not as interesting if | take that and then look at
it by retention or adoption by product or feature set or adoption by customer segment by product. When
we start to put those lenses on it, they now become a really powerful strategy insight.

FRCERIR:

ENBEREF@E, ARRNEEWSIA, BFW “REFADKIDE ARR” BBABKSI . ERM B miX!
ZHIARR” BIR5|]. MRFIEXLEHEZIR, BESTmANEENEFRHXAER, ERTRIDHY
BERADRAEFRE, BREEBT. SHNFEAILEMAENERN, ENMEMR T IFEBANEHESHE,

(00:31:49):

So what I think these people do and do really well is even at the executive level, they help you ... You as a
product leader are like, "I need these types of insights. This helps me. This is how our business runs and
this is how | want to set the strategy." These people make those dashboards, make those repeatable
insights for you. Then ideally, they know the data so well and they know your business so well that they
can surface up other opportunities for you as well to look at data that you didn't know was there or can
find these interesting trends.

AR ERIE:

FRUFEAAXEAMFEB BN —RE, BEERRTER, tIIEEER - RIEAFRARERR:
‘REBXLTR. XAEFHR. XEHNUSZEENAN, BEREFIEHREHAR” XEASAIRHIEN
=R, REATESHRAR. BRBERT, MIEETREENLS, BEEEATEREEMNE, LRERIL
RSCEREINVEUE, HELXINEBHEE,

(00:32:18):

So they are very much like the people digging into the data, they're just doing it with more of a product
lens instead of, like Denise said, an overall company metric lens. It's not just in service of the product
managers. | just wanted to point that out because | think this becomes so powerful for leaders because if
leaders don't understand those types of metrics, they can't actually monitor their strategies. They can't
go back and say, "Oh, we decided to go upmarket into the enterprise." Look, we've got enterprise
revenue, but are you actually looking at where the enterprises are adopting different product lines? Are
you looking at how the enterprise uses different features, and if certain enterprises are using these types
of features, are they less likely to churn? It's those types of insights that | think are really important on this
lens.

FROCERIR:

FRUMBITIEE GREZRBIENA, IZRMIIEZSMHEE~mMA, MAZEE Denise il, REQTRMEIE
o RAMNRBAFREERS. HBEHX—R, HARAAZXNAFTERRIFERK, NRASERERE
XEERBEYIELT, MM ZRERIZE YRR, MITRERZEKN: B, BMIREAFESHEILS
B.” &, HBMNETELEAN, EBREMNMREXERIVERLE S RAT AR @ED? RIS a0
ERRERINEEND? MRFLRIERTXEINEE, MITRANATEERSEN? TANAMXIRAERE, X
KRRFEEE.

[00:33:09] Lenny



English:

As a PM hearing that somebody else will be doing this, it feels really weird. This feels like such a core job
of a PM is to spend a lot of time with data, try to find opportunities, try to find things going well, not going
well, but | think the message, again, is not you shouldn't be doing that as a PM and it's not bad if you are
really good at it, it's you probably just don't have a lot of time to do it well. If you can find someone that's
really good at this and has time, that doesn't have all the other thousands of things on their plate, you'll
actually end up finding more interesting results, finding more interesting insights. You're probably
missing a bunch of stuff because you don't actually have a lot of time. Is that generally the way you think
about it?

AR ERIE:

ER—1 PM, IRRAAZHXES, BREENRTR. XREGE PMVZOIE: RRENEMRHIE, F
Bz, FHRERIMFHAIRFBMT. BFINA, (RIEEBEEHAZENR PM AEOIZMXLE, SEMRER
X ERAE, MEIRAIERANEE EBHREBEHT,. MRIMFEXRE—MERLEEEEGREHIA, ted
T LEAMNEMAEES, MEALFESAMBEEBNERNTE, ROJfRE T REARA, ANFRRLR
BYiE)l, XBEFEMRIINEE FD?

[00:33:45] Melissa Perri
English:

Yeah, and | think too, the business and data insights people, they're not going to be experts on product.
They're almost always not. We had a couple analysts at Produx Labs and they were ex-McKinsey, ex-
Deloitte. They didn't know anything about product. So we taught them the product piece and we were
the ones who were like, "Here's the interesting data | know I'm going to need to see," and they were able
to pull those things together in views where we could actually dig into it, but that was a jumping off point
on the quantitative research where we're like, "Okay. Now we need to go do the qualitative."

AR ERIE:

M. MEFKIAN, ARUSHBEFEHNABRERAZZFmER. ML FMEKEBRZ. 7 Produx
Labs B/L N2 RIM, IIUREZEEHREEITIE. MIN~m—BR8E PRSI~ mA AR,
MEMNUBREERPA: “XEBRMERFEFINEBYE" IR RHXESIEESEIRES, L3
ANAR. EXRBEEBARNER, ZREMNSH: “F7, AERNFTEEZMERHART”

(00:34:18):

| think for product managers, you still need to be super comfortable with data. If you can't read these
charts, if you can't see or understand trends, and a lot of times too, if you're putting this stuff in Looker or
a Bl tool, ideally, you can pull ad hoc reports yourself. It's just that you don't have to craft a SQL query to
do it. You still need to understand the relationship between data and product and you still need to
understand what good data looks like. You need to understand too things like causation and correlation.
You need to understand that, "If | put out this crazy marketing launch on Thursday, that's why all of a
sudden we got a million signups on Thursday and we didn't get a million signups on Wednesday." They
still need to understand all those things, and | don't think that becomes any less important. | don't think
understanding and interpreting trends becomes any less important as a product manager's job. | just
think it's about putting data into the hands of product faster so that it's not about you having to fight
your way through bureaucratic processes at your company to get that data.

FROCERIR:



BN/ TF=REERY, FNAFTENHIEFEEAE. IRMEFEXLEER, EAHIIEFERTES, A
AT, MERZEE, WMRIRIEXLLRFEMIE Looker 3 Bl TAF, EBIERT, RMIZEER S IRENIGET IR
Ho RABRMAFEFBRTS SQL EHRTM. MNATEERMIESTmZBNXER, NMATEERRTAZRT
HYEIE, MEFEERBRRXZMEX . (FFEERL: “URFERANRGT —MRENERER, X2
N ABWRAE 100 HAEM, MAZRE.” MINATEERAEXLEERRE, RTANXERFEET,
BARUNEBRNEREBENTREENTEREEAERT .. HRBIAN, XRNTERMBEHERE~mA
RFR, XFEFAABAATREBEMEATNE FERAEPEEFL.

(00:35:21):

So product ops can help streamline things that we know we're going to look at repeatedly. There's a
bunch of stuff that we know we should look at. So put them in a dashboard like, "Why should I have to go
pull that report ad hoc every single time?" Put them in a dashboard, put them in a report. Same for board
slides. We had one of my friends who's the chief product officer of Forsta, Brian Bhuta, and he said, "I love
product ops because when we prepare for board meetings, | know there's a certain set of information
that I'm going to have to put together for this board meeting, and then when we go do it manually, it
becomes obsolete by the time the board meeting's over and then | got to start again and prepare for the
next three months and do the board meeting again." So it's like you don't want your data to be obsolete.
You want this to be in a repeatable fashion for things that you know are repeatable, but it doesn't get you
off the hook of still looking for trends and looking for insights.

AR ERIE:

FRU P mEE R BB EUBERINTNEZREEENAS. BRERARHINIEN ZKEN. BREE]
BOEERIRE, il “NAARERBERBEBGORS? 7 BENBHERR, BREREE. EFRL)
ThtEMtt. FE—UARK Brian Bhuta 2 Forsta NBE™mE, fii: “BWERTmEE, BAERITE
BEEFZWNE, BNEE—EARENEERLIVESEN. MRKNFHEM, FRWERMBUIEMINT,
REHEEMIR, NETRN=TAMES, BRAR” FILL, RAREMEVSIEIH, (REEXNTIRER
EENER, EUAIEENHSRAENR, EXHAEREMAIUTABEIHEBNRART

[00:36:17] Lenny (Sponsor: Jira Product Discovery - Repeat)

(Note: This is a repeat of the previous sponsor segment. Translation omitted for brevity as it is identical to
the 00:01:50 segment.)

[00:37:38] Lenny
English:

We had a guest on, Casey Winters, and he has this perspective that when you have ops, operational
people, that's generally a sign that something is not efficient and it could be made more efficient with
software and product. Not everything can be productized, but do you have a perspective on that, that ops
is often a sign where software, hopefully someday, could do itself?

AR ERIE:

FMBIBEI—(UFEE Casey Winters, thBIM=E: HIFET “BE” (Ops) XEEARN, XBEEKRER
LERTHERT, IUBIRANTRERERN. RAHIFFMEFBHET L, BRMIEEHAEED?
Bl 28" #ERE—NMES, RENRMG FEE—X) JUBTRXETE?

[00:38:02] Melissa Perri



English:

You still need people to oversee those programs. So | don't think they would fully be obsolete. It wouldn't
be like this whole role goes away completely, but they're the people who should be looking at, "What can
we do to optimize and streamline this?" and not do it with human components. | think that's why a
product management mindset lands so well to a product ops function too because you're like, "How do |
use software or tools or processes or frameworks to help fill in some of these gaps and standardize it and
then let it run?" That what | was meaning by the shared services model.

FROCERIR:

RINATEAREEXERR, FAUETANMNETE2EN, IFFTEREEMABIMRHER, BN
ZEPLERE “FIEMEHARMEMEUINRE, MARRANTR BA. HINAXMENTATm
EERLBIFEEGTmEERE, AAMSE: “ROAABARMG. TA. REIERRRMXLEZFHIG
HingEW, ARILEBNETT? " XMERFMRN “HERSER” (5%

(00:38:32):

If you really think in that format, it's not like, "Hey, | need a team of 10,000 product ops people." I think
you're doing it wrong if you're doing that right. It should be a well-run lean team who thinks about how to
leverage tools for this or building your own or whatever and your products for the product team, and
that's how it should be seen. So what | mean it shouldn't be obsolete one day, if you are building, let's
say, products for the product team, you still need somebody to look over that product and make sure it's
relevant. At the pace of everything changing like it does today, so many things are so different than they
were five years ago, you want somebody to be looking over that and making sure they're still up-to-date,
it's still relevant, it still works for our company and stuff like that, but you're going to have a smaller
subset of people doing that. It's not going to be like, "Oh, | need a product ops team for every product
manager that's on here." That's not how it should work at all.

FRCERIR:

MRMMEMNUXMEAEE, MARRERT R, ZRFE—T 1 HANT@EERN . WRIMEMNBAMT,
MIFFLME T . ENRE—TEFRIFNFERHEN, BEZNAFMATIA. HEEHCHWEIARANmEARR
$o FMUEREASIN, BRRANMRMEANTREMEGRE “Fam” , (MOATEEAKRREX T RAHR
ERNEXE. EHOXMEURET, REFR/SLEFMATHER, MEEEALNEE, BRENARRN
By, HEXB. EEREAN. BRABE—/NESDARMIGE. BFE B, RFENXENS I~ nEE
HEE—TTmIEER” o T2 NNIZEBIFR.

[00:39:27] Lenny
English:

I think that is going to make a lot of people feel better hearing that. Do you have any rule of thumb or way
of thinking about just how many product ops people you want per product manager, per team? What's a
simple heuristic for just how many people you may need?

AR ERIE:

BERIXERIREARIE . XTFEINRIEAS M ENTELVDEF=RBEAR, RETAZRE
NHBELRNG? BERE—TRERENBANGERFIAIEFESDA?

[00:39:43] Melissa Perri

English:



| don't have a hard and fast rule on that one, but | would say if you are at a one-to-one ratio, you're doing
it wrong. Absolutely.

RS ERIE:
BEE—MEUEMIE, BN, NRIRE 1:1 AELEI, BRIRBFHHRE T

[00:39:47] Denise Tilles

English:

If you're at one-to-hundred, you're doing it wrong.
FRCEE:

NRFRZ 1:100, REMEET

[00:39:54] Melissa Perri
English:

Yeah, too. | also think it's like ... So when we talked about it too with this hybrid versus shared services
model, if you have a hybrid model, let's say, and typically, this is a symptom that your data is not well-
instrumented. Let me put it that way as well. Sometimes you need a stopgap holdover until you can well-
instrument your data or something, and that could be as long as it takes for certain companies. In this
case, like we said, you might have a business data and insights person aligned to every director of
product who oversees multiple Scrum teams. You might have one aligned to every VP of product,
depending on how much help you need to get the product data out of things.

AR ERIE:

o BN HEITNCRESRESHERSKREN, MRMXABRESRE, BEXHBMRINBIEER

(instrumented) MiSFYEF. LLFRDGE: BRTFE— MR AR, BEREMIFHIEER, WELEQT
Fift, XAIEERBERKIE, AXMBERT, MEHNRE, FAEIABMUARS D Scrum BRI miEE
RE—RUSBIESHREALR. HEASMUTmBISHEE—%, XATRERNTmBESERES VT
B,

(00:40:37):

Now, if you have a very well-instrumented dataset like we were talking about at Doodle or something like
that, you're probably going to have way less people because the product managers are armed and
capable of going in there and being able to pull the queries themselves, do their ad hoc research
themselves because they made it accessible and you made it possible for them to go do that.

FROCERIR:

WE, MRMAE—MERIFETENSIES, MEKITITIER Doodle BiF, FEIRFENAFRIRFZ. BN
FmIZEELLERE, ARRNBCHEETEN. BEMIRRHAR, RAMRLEEZSS TR, FHiLt()
REME MR — =,

(00:40:59):

So | do think there's a balance there between how good your company is instrumented both for
everything, for all three of these pieces that we're talking about relative to the size of your product ops
team. It might take some more manpower at the beginning to get it going, but, ideally, you streamline



this team and it becomes pretty lean and pretty small and they're overseeing multiple programs or

software systems that run themselves.
R EIE:

FRARIRIAA, EARMERTERE GIRNRIMNENAE=1E2) 5/~
METE, ETMBRAEFEESZ AN, BEBERT, (REBEEXTER, £H
REEZEMETHIE SR RS,

miz EFARAR Z 8177 £ —
TRIFERFTHNE, tbiI%

[00:41:25] Lenny
English:

Well, it gives me a lot of hope that this isn't going to become just another massive org within a company.
It is looking at companies that are incredibly efficient like Ramp and Deel that have very few employees,
very few product managers, and they have product ops people. So that tells me there's a lot of leverage
that you can find from just maybe, | don't know, one or two that's probably not a large team of product
ops people there.

FRCERIR:

X HBERERE, EFILAARNARBZ—MEARE ). FEK Ramp # Deel XEMEILRBEHAFE, i
MHRITRLD, m@RKEHRD, BRMNETmEEAL. XEIFHK, RAERFE-—RN"mEE ASTEE
RFERBIIAER, MAR—NERARIER.

[00:41:48] Melissa Perri
English:

We say too, get started with one person. We described these three pillars and repeatedly through the
book we're like, "Hone in on what's the most important part for you that's going to help you right now,"
that we talk through, and then just take one person and throw that out there. Usually, you can get so
much leverage from that that it frees you up to do a lot of the stuff that you need to get done. Then when
you're ready and you see the next hurdle and it's not something that first person can take on, then you

might add one more person.
R EIE:

BATBRI, M—PAFIB. HIMERTX=ZA%HE, HAERFRERE: “TETWRAEREEN. RE
B ARIRRHA—TAEZRR. BE, RAIUMFRISERBITATER, iLIRMEDIE SRR LK.
REERESEET, BETT—NER, MBE—TNATEMRER, (REZEEM—D Ao

(00:42:18):

There are different expertise, | think, between the three different pillars and the people who would
oversee it, and that's something to take into account as well. So like we said, in business data and
insights, that person typically is not an expert on product. Hopefully they get ramped up on it working
with you, but they're typically not an expert on product. A lot of times these people are not coming from a
product management background. That's going to be actually a different person than | would look at to
help with the governance and product pieces. That person needs to be a product background person
because they're usually helping roll out the roadmap stuff, coach people on how to do it, helping to
define the different systems and processes that you need on your product operating model, and if they
have no experience with product management at all, that's going to be really hard for them to do and it's
probably not going to be great.



AR ERIE:

NN ZAZHURARENNWARZEFERBNZLIIRER, XUERFEZEN. MERIRN, %
WEHIESERE HE, BIABEFTETmER. FEMNEESMHREFRNIRERZHAE, ER(1ES
REFRER. X5HIHMHR BENTm BONALRFLETRN. BEFEETRER, BAM)
BEERIETRAE. ESARWNARE. BHENTRIZEREMFNZIMRALNRIZ. NRMTER
BrmERER, BMtiIRRSIFEEE, MRAEERT,

(00:43:05):

We do see this trend of people throwing agile coaches at this, and agile coaches who have never been a
product manager before in a well-run company are going to struggle there because they're going to revert
back to agile processes and optimizing for things like Scrum, but they're not going to do what that role is
designed for, which is to help product management processes. We don't usually need another agile coach
telling us how to run a standup. We need people to come in and help us figure out who's invited to these
cross-functional roadmap reviews, what inputs do we need on there, and what decisions do we need to
make coming out of it, and how do we communicate it at the correct level to executives as well so we're
not digging into Jira at these meetings in front of A CEO. CEOs don't care about what's in Jira. Well, they
shouldn't. Let's put it that way.

FROCERIR:

BATRIER—MiEas, AMHESEEHKL (Agile Coaches) HEIXMRAIL, MRBIEHRGUGIMKEGIER
FHARIEEITREE, WISBEREL, RAMMNIBREZISERIE, MK Scrum ZENER, MA=
EMXTABHEERITHR —HHS~REERE. REEFFES — M EERERSIFRTNEFT L
o BNFEBEARERNFBR : WEBBIFSMEBRERAETE? RMIFEWLERAN? HNFEMLIE
LIRR? URMALIERNESRSELR, XHEH(NMAZE CEO mRIAZIEER Jirao CEO HAXD
Jiran BE T ft4. HEWR, MITRNZX .

[00:43:57] Denise Tilles
English:

Shouldn't.

FREiE:

RELZo

[00:43:59] Melissa Perri
English:

They want to know like, "What are the big pushes that we're doing to help us reach our strategic
objectives?" So it's helping that they know a little more about the right size of communication, the
different cross-functional teams, what product managers do on a daily basis and what's important to
them, and that's really critical in that role. So that's where, | think, your teams might just be slightly
bigger from a perspective of more than one person. I'm not saying hundreds of people, but you might
need a couple different people in this organization because the roles are slightly different. For the market
research and the customer research thing too, you might need somebody with a user research
background for that. Somebody who did research ops is a great person for that.

FRCERIR:



MATEAENRE: “BIIEEMMLEEAMEHRERNLIGEER? ” FIl, FREESEE T HEIEN
RE. FEMNERERAN. =REENEETEURMMITRETAREEN, XEXMHBHFEXEE,
b, WIAAIMEZF—ANBERE, FHBEITERENA—R. BFAER/LEA, BRAREEXMMERFE
ZNINMNFENA, AABREKRERE. MFHIFMAMEFLHAR, RAIEEE—MEHREFPARETENA. Bt
H7IEE (Research Ops) MARIFESIE,

[00:44:41] Denise Tilles
English:

It's pretty unusual, | think, to see companies start out with an entire team. | worked with Sam's Club and
they were planning to do it that way, but mostly we see it starting organically. | think the way [inaudible]
mentioned in her story of being a PM and feeling the pain and having the empathy of wanting to make it
better, and that's typically the generation of these roles, that it might be someone being allocated part-
time from their PM role and finding out that they really do enjoy this enablement aspect of it and that's
where it grows.

AR ERIE:

HINARE]—FEMAR— B HNRRAIEN,. RBES5B=RIE (Sam'sClub) &fF, b 1ZHA xR
B, ERZHRBERTRINEBINCREAERN. MEEATERKZERIN, FA—R PM, BRETRES, #
FETRENHENFEDL, XBEEXEABNTES. FIEEAMN PM ABHKDECH —EDEIE, A
ERMECEMNRERXM “Mlee” ITE, TEXTAEBMAKERT.

[00:45:12] Lenny
English:

Awesome. So let's just lean into this topic of just how to start rolling it out at your company, and you've
already talked about a bunch of tips there. By the way, if you buy your book at the end there, there's this
really beautiful little guy, there you go, | think, on the camera of just a little yellow brick road of all the
steps that it takes to roll it out.

FRCERIR:

KiET o UEBNTRNRW—TMAEATFBHETXNIREE, MEKKEITREZEN. INER—T, WRIRXE
TR, EBHRE, B—TEEERRNER—RAERXR, ZE—R2—FEBTHETIEN ‘&
BIRR" .

[00:45:12] Denise Tilles
English:

Yes, Candyland.

R EIE:

=1, #ERERE (Candyland),

[00:45:32] Lenny

English:



Candyland. So on this topic of just who to start with, sounds like you recommend start with one person,
and what I'm hearing is pick one of these three pillars that you think is most highest leverage potentially
to take off your product management plate. Is that right?

AR ERIE:

HERERE. XTMEFR, IMERFEYMA—TAFIR. FFFINE: ERRANKREITTERN=AXEZ
—, EXEHTIEMTRIENEFESE, 5?7

[00:45:46] Denise Tilles
English:

Yup.

FRERIE:

R o

[00:45:49] Lenny

English:

So what else should people be thinking about in starting to roll this role out, starting to build this team?
FZERiE:

Mo, EAEETITARE. FIRARX MR, AMTERZERHTA?

[00:45:56] Denise Tilles
English:

That's a great question. So one of our case studies is Shintaro Matsui at Amplitude, and he created the
role at Amplitude. When you think about, it's Meta. So they're creating a tool that helps in terms of
product operations, but they're enabling it there as well. So he's done a really great job of getting that set
up and really being a thought leader there. So the case study that we chatted with him about was
introducing it and how do you get it going and how do you build the momentum and show the quick
wins. That was his top tip was making sure that you set, understand, first of all, you may have a
perception of what the biggest needs are, but doing your listening tour and doing your user research,
some research sprints, understanding there may be a huge opportunity, but it also sounds massive in
your team of one, where can you make the most difference quickly? Where can you have the most
impact?

AR ERIE:

XE—NFEE, EINHEFIHARZ—E Amplitude B9 Shintaro Matsui, f7E Amplitude 8l T XA,
BBE, BETHE (Meta) 438, MIEEIZE—NEBTFREENTIA, BEEANTERAE. tt
FEERIUXNREHAAZIENBAMMAEMEIEEEE. RINSMHITeHNRGMAREXFUORSIAE. W
fAIEE. MABIELFRT “HEKHE” (quickwins), HHNEERNE: BFRMEEHER —BE%, 7
AN RANZRETABECHEE, EEH#HTT “BRZK , APPSR, #IT—LHRAR. EREE
ANEEKX, BXF—PABNBEIRRAEFERKEKRT, FAIUERE: WMEERRT=ERRE? BEE~E
BRAREm?

(00:46:46):



So identifying those, celebrating those wins, making sure everybody understands that, and then showing
what's above the line with a person of one the capabilities you'll have, and then below the line, things
that you may not get but you could if we did think about building the team and setting the expectations
as well.

FRCERIR:

RFIXEN S, KNXERF], BREMABERX—<. ARRTERE—MANBER T REERERIEE
(% E25), UKRBBLMRBRITERE. BMREEAZAMMEEZRNER (X THD), UERIREM
HAo

[00:47:04] Lenny
English:

Do you suggest they try to hire someone that has already been a product ops person? Is it okay to hire
someone that hasn't then they just become a product ops person? How important is that experience?

FRCERIR:

RBNIZIXBRELMI mIzENAL? BE—MEEINA, ARILMNEEN~RIEE AT
13? 2RHEZER?

[00:47:14] Denise Tilles
English:

| think if you find someone that's done the role of product management, awesome. If someone's set it up
somewhere ... Look at Blake Samic, started from Uber to Stripe to Al. Clearly, he's got a model going that's

really successful. So if somebody could get a Blake Samic, | would say definitely do that.
FZERiE:

FOANMRIREHR I~ REENA, BXET. NREAERELZILIXNEREE: - E% Blake Samic,
M Uber %l Stripe B2 OpenAl, £%4, ftE—FEIFEMINBIRE, FrLIWNRE AREIEE] Blake Samic XiFHY
A, BREESR. —EEXAM.

[00:47:32] Lenny

English:

It'd be hard to pull him away from OpenAl.
FRCEIE:

ELM OpenAl ZEATRE o

[00:47:37] Melissa Perri
English:
I don't think he's leaving there right now. Just started, got a lot of work ahead of him.

FRCERIR:



BRRBHIERZEFABE, NG, THRSIIEEMR.

[00:47:42] Lenny

English:

We have a lot of LinkedIn requests right now. Here they come.
FRCEE:

HNMMEBRZ LinkedIn iR, NIRRT,

[00:47:46] Melissa Perri
English:

Poor Blake. Sorry, sorry for your inbox. | think too it's about if you're going all in. If you're just trying to get
buy-in for this and let's say it's originating from a CPO or a product leader who's like, "Hey, let's start this
out," but the company's not ready to invest all the way, you might pull somebody from a different
function, let's say, have them be the product ops person and try to rapidly demonstrate value. If you're a
CPO or a leader and you're like, "I got budget. | know this is important. I'm totally bought in. Let's go,"
you're probably better off hiring, let's say, somebody who's done this before, somebody who's
experienced, but also somebody who could be more of a VP or director of product ops and then they can
go do the hiring and figuring out, "Do we pull people from other functions and streamline it?" That helps
free up the leader as well from not having to go find 8,000. It's never going to be 8,000 people, but eight
people to do that function.

FRCERIR:

BI2HY Blakeo 3K, IWIREER T IRBIAFE. FOANRBERTFMRESITE “27UH" . NRIRRZRRET
%, LhINZEMH CPO T mASERER, W I8, iLRNIARIE” , ERAEESRTFEERAN, RAER
MEMERBESR HhIA— A, ILIEEFRIEE, AERRERTNE, WRIMZ CPO RMFE, HEAR
‘HEWE, RNEXREE, HEe%d, FHRIE" , BRRIFAE—PUMEXAE. BELERHA, =
ER— M ALEETRIZER SHWEENA. ARBMINEAFEE, AFER: “HESEMEMEREE
B HAARFELRE? 7 XUEEASERRLR, THEEERBPA (HAFTZZE 8000 A, EFIHE
=8 1TA) RETXERRE

[00:49:00] Lenny
English:

It feels like that first hire is so important because if they don't do great, the whole role of product ops
starts to get a bad tinge within the company. There's a lot of pressure on making sure that first person
succeeds. | guess more reason to buy your book and make sure that they do it right.

AR ERIE:

RUEF—RBBERER, IANRMBIMEEAT, BT ncEAREATRNBRIARR LR WHERS
—PMABIHIENDRK. FEXWELIRIBBHB R ME 5 — T EH.

[00:49:17] Melissa Perri

English:



If you feel like you as a leader can coach the product ops person and you have time to coach the product
ops person, let's say, through being a good product ops person and getting started with it and directing
them, you're probably good at taking somebody who does not have experience but has the right skillset
and then you can teach them. If you have absolutely no time to coach this person and they're not super
self-directed, let's say, so they're not going out taking classes, reading the books, doing that type of thing,
probably going to want to hire somebody who's done it before, at least that portion of it, and then that
person can help coach other people grow the function.

AR ERIE:

MRMAEBEAASEMALIESTRIEEAL, HEMENEESMIINAKRA—BRFTNTmEE. N
I HSISM], BAMARESGH —NRELNEASERKEAGHIA, ARIRAIUE M) WMRMRTE
RERERESXTA, MEMITERERMEBRERNA (WNFEEEELR. BHZEN), IBIRAEEE
— MBS, EOEIMERD TIERIA, ARBTARTLUEEESEMART BX T EREE.

(00:49:55):

It's the same thing with product management. We look at these teams especially in a lot of
transformation companies. We have a lot of product managers who've never been product managers
before, and a lot of leaders who've never been product managers before, and they ask me, "Do | hire in
experienced leaders or what?" and I'm like, "Well, if those product leaders need to go coach other product
managers, then you need somebody who's experienced in there. You need somebody who knows how to
get that work done. If they don't have time to learn, if you're not on a timeline to actually teach these
people these things and get them up to speed, then you need somebody to hit the ground running."

AR ERIE:

FmEEERE—F. HNEIRSZEQFNEN, BEREZUMMRIEIZRIEN~mIIE, UEKMKRET

mAENAFE. MR "RERZEELRNARELZEFR? ~ Hii: "MRXEFDASEREE
ESHMTREIE, BAMFEFLENA. MEZREANMRTHRIEOAN. WMRMITLNEFS, WRIRSK
B EREHXEAF MR EHE, BBARTEE— LA EFHIAL”

(00:50:29):

So I'd look at it for how much time do we have to demonstrate value, how much coaching is available to
get this person into the right mindset and the right skillset to do this and execute. | think that that's
needed in almost every role, not just this one.

FROCERIR:

FRABREERE: RMNEBZLVRERERME? BZVESERAUSHXMAZIERNBEEINKELS
FHIT? FANNFENABHFTEXFEZE, FMUEX—

[00:50:43] Denise Tilles
English:

One thing | wanted to mention was whether to hire products or product manager person for the role with
the background of product ops or product management, there's not a ton of folks out there that have a
products title, but as you're looking, dig in because this person may have been doing a lot of the work as
a product manager or within that title. So there's a lot of people out there that probably would fit that
profile, but not with a proper product ops title.

AR ERIE:



FERN—RE, XTEHREAETRCERRERTREERETRNA, BRimELAR “TmizE” X418
AHARZ, BEMRIHE, BRANER, RAXTARTEEEETTREEREELZMTREXET . FIUE
REABEMEX—FIENA, RRRBEXN “TmizE” ki,

[00:51:10] Lenny
English:

What are the key skills that you find are really important for finding this person, especially if they don't
have this role? My guess is dependent on the pillar, if they're data-focused, research-focused or process-

focused. What do you suggest to make sure you're looking for when you're hiring this person?
R EIE:

MRAMIHX P ARNXERERTA, FRAORMIUILBEIXIMAR? HBXPRATE—FME
. ARG RN ERENRREENLESE?

[00:51:25] Melissa Perri
English:

With the business data and insights, you're looking for somebody who's really good at interpreting data,
telling stories with data, somebody who's good at communicating to many different types of
stakeholders about the data and putting it into useful ways. What | wouldn't hire for that role as a first
person is it's not a database engineer. That's not what we're doing. We're not SQL-ing, turning things into
the right SQL tables. We're instead trying to get the information out of the SQL tables and make sense out
of it.

FRCERIR:

XF WSHIESEE , RERNZERKBREE. BEEHESENOA, BREOFSTERENH@EEXE
AEBEHBHEUNERLTANA. RFABEBHEEIRINMEAX MBS — Ak, BRAERNEMR
B FATFRETS SQLIBRAZAMIEMH SQL &R. 18k, HITREZIHM SQL RPIREVEEHEBRET

(00:51:59):

So we actually find people with consultant backgrounds who are really good at this because they're
usually churning out these types of reports and stuff for PE firms, VC firms, and whoever were their clients
to begin with. What would be ideal is if that person has a lot of experience with a Bl tool like Looker or
Tableau as well and they could use it. That's not always the case. Sometimes those people are really good
at Excel and PowerPoint, but they're not great at the Looker and BI. If you could find that two things
together though, home run right there.

FRCERIR:

FRAEA LR ERMAEE A ERNAFSERXD, BAMRITEEEAMERN (PE) 28, KK (VO 2
B eI E P HIEX KRS, EBRIFRZE, WRIATE Looker 8 Tableau F Bl TRALEHEFELWH
RERVAEMA. BIERAIESEMLEt, BIXLAIFEEK Excel F1 PowerPoint, {EFREK Looker 1 Bl, #1%
REEREIMERENA, BRME 22T To

(00:52:31):

So this person's probably a data analyst background. We did have a business intelligence background like
you were talking about as well, something like that for the business and data and insights role. It does not
have to be a product manager. | think you can help them, steer them in the right directions for what



questions you need to answer. They shouldn't be the ones coming up with all the questions you need to
answer. It'd be great if they surface some insights, but you ask them the questions, they can go get the
answers.

AR ERIE:

FRUAZ N AFTREBRIEATITE R, MEMEZIR, BLEREREAIN. ¥TUSHESRARAEE, F—E
FEZTMEE, HINAMIUFEBM], 5|SMIHAEMEELZHNAS RIS, i RNIZEB R
FREEERIA. MRIIEIZEL —ERARUARY, EEERMERE, tiIEIFHESR.

[00:53:01] Lenny

English:

What about for the other two pillars?
FRCEIE:

BRI AENE?

[00:53:02] Denise Tilles
English:

Well, in terms of the process and practices, | think this person really needs a super high EQ,
understanding what the needs are, but also has a good spidey sense of how much methods do we need
to think about bringing to the team and thinking about how those things get introduced that it's not a
mandate, but it's a suggestion of how we can work. Typically, product managers will be pretty open to
that because if they're like, "I don't know what the roadmap template is. | don't know what the roadmap
cadence is." "Here's some guidance." "Awesome. Now | don't have to think about how to do it, I'm just
going to do it."

FRCERIR:

B, £ “WRESEE AE, BIAAXNMAENZTERSNEDE (EQ), BREREMA, ANEEEHHNE
W BIFBERBENGIANZDFEIR? UKRIESINXLERE, FHEERFE—MEGHS, ME—TXTF
MEITERNREIN, BE, mRISENERIFEAR, BAMRMITE “RAMEREZEREIRENTA, FHET
ZEMA” , MfREME “XBEE-LESF” , MIsRT “XE7T, UEBRTAEIBEAMT, BEERHIT
77

(00:53:38):

So | think someone who has a lot of experience understanding the underlying tensions and
opportunities, and then feels good and understands how to implement the systems thinking and also
understands it's not a set it and forget it, that they're constantly reevaluating the processes, the tools,
"Are these working for us?" Then understands, | think, in more broadly, "As my CPO is getting ready for a
board meeting, what are the inputs they're going to need? As we're getting ready for the QBR, are the PMs
ready? Do we have a cohesive stories? Anybody taking the time to look at all of the different presentations
to make sure that we're giving the same perspective or building towards a certain strategy that
everybody's focused on?" So that would be my advice.

AR ERIE:

FILERINAFTE-—IMEFEELN. EEFREBETKNONNINIA. MEERKHEFNMSHERSR%E, HERA
XAZ “—HAR B, FERHERTEAENIA: “XEXNEMNBEAG? 7 i, FENE ZNAE



BfF: “HIW CPO EFEFZIWN, MNFEMERN? SHNVESZEWSEF (QBR) B, PM {1
B T7IE? BIWRERER—? BEEEACHBEEREAENETRXR, UHFRIE(RHNZEEM
A, HELERES T ABRENFE N ERRIEE? 7 XEFRIEN.

[00:54:30] Melissa Perri
English:

| think for customer and market research part, you're looking for somebody with more of a user research
background here, but process-oriented. So I'd look for somebody who knows user research code, knows
really good tactics for that because it can help create the toolkits, get the right type of prototyping and
usability software in there. They know what good interviewing looks like, that type of stuff, but they also
got this need to make things better. So they're like, "I need to create a system to do this." They're good at
operationalizing stuff. | think that's a skill for everybody. They're like, "I can build a system to fix this."
That's actually a really good interview guild that | would ask a product ops person and | never came up
with it. | never thought about that before, but it's like, "Tell me about some process or something that
you had to do in your job that you really hated and that you ended up just trying to automate a way or
build a system around it to make it better." That would be a great interview question for anybody in those
roles, | think.

FRCERIR:

HIANAWTF “BEFSHHMR" 80, MERNZEEEAPARERERARESANA. REH—1ERF
MRME. ERNFREIA, RAXBEHTERIASR, SINEBNREHNETAERMG. wINNETAR
YFEYIIK, WAL, EfTELRE “LERTEEN EE, a8 “REBRIL—RIERMX
E.” WIEKESERENL. HUNAXBETANSEREE, ti1xR: “BAIMBI-—MRFERERZD
BE,” XEfFER—NMERFHNEETIAR, RERFREEAR (RUAREIXD): “HiFRIFELIFE
PATEBRENMRIFE T RBAREHER, URMFERKNAZAFEEBMEREREEIL - RAERIEE,”
HINAEN FXERBNEMARREE—MREFN LR,

(00:55:27):

With the user and market insights person too, there's not a ton of people out there doing this, but there is
a little research ops movement out there that | think could be really valuable here. So Jen Cardello, who
is our case study on Fidelity, she runs their user insights team there and she's our VP of, | think it's user
insights and she does oversee all the user researchers as well, but she also oversees a research ops team,
and the research ops team is responsible for building their participant database. They also help build
toolkits for people to do user research. They oversee any of the user research tools. They also go out and

train other people in doing good user research.
R EIE:

WFREFAMEHRARAR, BEfXMHABEREZ, BRMEE— “HRIZE” (Research Ops) i&nf, FHIAA
EXBIFEEMNE, bl Jen Cardello, MERKNNEEERKE (Fidelity) MNEFIARITR, MEABHAITAFE
ZHMN, AP AREISE, KEMENAFPARA, ANBEE—MHREER. HAREZERMNATE
URIGERIEE, BPELAFMRIAS, YEMBNAFRMARIA, EAasElIEMANFHTRENA
F#5.

(00:56:07):

So with them, that looks like not everybody's allowed to go talk to customers and financial firms like this
because of compliance reasons. They make sure they certify people to be able to go do good research up
to certain points and they get levels for how far they can go so that they can democratize the research



and help put it into their hands. Then if there's compliant issues around different research studies, they

come back to Jen's team and the user researchers will help them complete it.
FRERIE:

FEHNBE, BTFENRE, HFES T ABEATFENE A HERIAIIK WITRERSARHITIALE, £
HEEBE—ERRE LHITHFHAR, FRETHITUSSNRESRS, MIERREEN, HFEEREIX
RKFH. MRARARIBFESMIEE, tiI=EZ] Jen WEF, HAPHARRMEITR.

(00:56:33):

So it's about how we ... There's a lot of legal things about what you can say and what you can't say to
customers and stuff like that, what you can ask them, and they're navigating those complexities around
there. So Jen comes from a research ops background. She comes from a whole UX background, but
research ops is her thing and she's fantastic at setting up that stuff. She and | worked together at
Athenahealth and she did that there. So | watched her put that into place and it was amazing and now
she does it at Fidelity.

FRSCERIE:
FRLUX P ERA TG0 R FAREER B+ A. REEW A, URIRRERIA A, BRZEZEME, tI1ERE
WIPXLEE R, Jen EEMREES S, WEAREN UXEE, EfREESHMNELK, tiEEEKEIXT®

P9, FANWETE Athenahealth 1%, WEAREMM T XL, ZEEMBXLEMELE, FETAE, T
EEERA M AM.

(00:57:00):

So if you find somebody with that background, golden, but if you find somebody who ... If you can't find
somebody like Jen because there's only one Jen, you should look for somebody who has at least a user
research background, probably some UX background. They're really good at doing that and they want to
operationalize it.

FROCERIR:

FRIASIRIREEREIBEXME RBIA, BMATET . BMRIFIEAEE Jen EFHA (BN Jen RE—1), R
NiZHE— T EVEAFARER. AJEE—E UXERIA. FEEEREHXE, HEBRERERENL,.

[00:57:18] Lenny

English:

Jen's about to get a bunch of LinkedIn requests too.
R EIE:

Jen B ZE U E—1f LinkedIn &K T o

[00:57:22] Melissa Perri
English:

Sorry for your inbox, Jen.

R EE:

H|RT, Jen, EH T IRBOULHERE,



[00:57:23] Lenny
English:

| feel like the research team is going to hate people now for pulling you into product ops. Who would you
suggest product ops report to generally at least to start?

FROCERIR:
HRFHREANREITRIBEABIRAI#H ~ mIZENI AN MBI mEERENMZMELR, ELOEFBM

2?7

[00:57:35] Melissa Perri / Denise Tilles
English:

Head of product. / CPO.

R EIE:

FmARA. [BRE~@mE (CPO),

[00:57:38] Lenny
English:

Such a clear, quick answer. | love it. How do they find time to train and work with this person? Are they
the right-hand person that helps them just make everything more efficient? What's a way? What's that
relationship like?

AR ERIE:

SNILTEMT. PRERIEIE. HER. MITOFABLERENINSZXNAGIE? t2EEASERS X
HUS BN FIG? XX AR EFR?

[00:57:50] Melissa Perri
English:

| think definitely their right-hand person, and we say to a lot of CPOs, especially high growth companies,
"Make your first hire just a product ops person to help you get this data out and start looking at it,"
because that helps them with board meetings, it helps them set strategy. Usually when you walk into a
growth stage company, that's the first thing that you need to do is make sure that it's working, that you
need to set it. Typically, when you're getting hired, there's usually a strategy problem and that person,
they're like your right-hand man trying to operationalize that. So | definitely think that you're going to be
guiding them there.

FRCERIR:

ﬁiﬁji@ﬁ%ﬁ‘d}ﬁb¥o AR CPO (EHEEEK AT CPO) it “MRHNE—MBRETMAT RIS
H, BIRFRSIESERATIRMR.” RAXEEMIINNESTEIIN, BHIHIE R, B% S REN—K
KM EBRIIATN, (REEHNE—HSEMERFR—VIEKEE, MEBRREEC, BEIAMKIAR, F3E
TEABRIRIE, AR ARGIRNEIF, HEREREN. FRAUAFBIINAIRESIF b T,

(00:58:23):



I think this comes back to our question though about, do you hire somebody with experience or do you
hire somebody who's new to it? If you as a CPO don't have a lot of time to train up somebody on product
ops because you've got 8,000 fires to fight, then hire somebody with experience who knows how to do it
and operationalize it. If you are like, "My biggest issue is business data and insights," for example, "and |
just need to get my data so that | can do the strategy pieces and then | need to think through and work
through what | want product ops to look like," maybe then you just hire the data analyst. If they're
confident in the data analysis piece, it's pretty easy, | haven't done this myself, to teach them about what
types of information you need to see as a product person. They're going to need a lot more handholding
at the beginning because they're not going to know all the different cuts of data, but it's not an
investment of an inordinate amount of time to be able to get something valuable back.

FRCERIR:

BEXXEETHENNWE#A: BEEELENARZHA? WRFER CPOZEXZHREIFIIFREEAR, EX
78 8000 HAEH, AME—TEER. MENFRIERIZMNA. NRFHRERT “BERANRBZ I SEHIE
5%, BRRFEZIHEUEFIEHIE, AEHBRERE~REEZKTAE" , BABIFTREERE—
MR HIT. NRMITNBIBAIFREGELD, BMIMEATRAZTEENLLRENESHIEESS (BA
BEFEHD) . NABMINEEEZNES, BAMIMAERENSEMIIN AR, EXHARE-—MEERAT
ERYiEA gEIR IS EHRAVIZ 5

(00:59:20):

It's not like training for 40 hours a week and then waiting six months to see results. It's more about, "I
need you to go pull these types of cuts. Here's why. Let me explain to you this so that you learn it and
then you can think about it next time," but that's going to help you there too. So | think it really depends.
So how fast you need product ops fully rolled out and then how much time you have to train people, and
then where you're starting from there and how big and how much buy-in you have to grow this thing from
the get-go.

FROCENIR:

XAEEEEIIN 40 NHARFTBAELER. EFR. “REBMENXLELZIHE. RRZSXFN, ik
HEMFER—T, XFMMEFR, TAMEBCSEET.” XUIMNREFRER. FRURTEXERNEURT !
MERFETRSELEET? MBS LOHEIRIIAG? (RABEFIE? UNKM—FFRIRAEZANINE
& X TERRE?

[00:59:49] Lenny
English:

Amazing. Maybe as a last question, 1'd love to go through a quick case study of a company you worked
with and just share maybe how you rolled it out, what you ran into, challenges you had to overcome, and
maybe the benefits and impact that adding this role had.

AR ERIE:

XiET . FAREBE—TRE, HREBFIFFENSEIN-—RABHRERFIAR. 2ZE—TRINZMAHET
B9, BEITHA, DR, LUIRIEINX A& KA M R0,

[01:00:06] Melissa Perri

English:



When | was at Athenahealth, we were doing a ... Athenahealth has always been a software company, so let
me put it that way, but they didn't have a formal product management role and they had just
implemented it when | came in. So the chief product officer brought me in. He did not have an extensive
product background, so he said, "I need to train all these product people and figure out what to do with
this organization." So | came in to help him do that. We had over 360 product managers. We had 5,000
software developers there and it was a massive platform, $8 billion in market cap, | think, electronic
health record system.

AR ERIE:

LIRTE Athenahealth B, FATEEM—---Athenahealth —ER2—RHRHQE, AIUXAR, BMI1&E
ERXN-REEAE, RHFENMIARNINFGEET. 8FFREERET X, MEEREN~RER, I
Pt “BFEEBIIFEXETRAR, FHFARXMAIZEAD” FTREHERE M, FHi1HHE360%
BEmEIE, 5000 BREAFAAR, BRE—INEKRWTES, mEAHES01ZERT, 2@—TEFREFEICREAS.

(01:00:42):

So this is where | started to realize we needed product ops. This was me discovering this. So I'll tell you
how we rolled it out and probably what we would do differently next time, but we had trained all the
product managers. People were starting to use a lot of the things that we were teaching, and we saw that
the maturity was getting a lot better in the organization, which was fantastic, but then we started to run
into these problems, and these problems that we found could not be solved by just training product
managers, and that's where the concept for product ops came up.

AR ERIE:

X ERAETIREHNFBETRIZENMST. XBREFAM. RZEZFRFRFNZ2WEETH, UK TRA
RSB ATRENEE. HMFNTRENTREE, ARFRERRNBURNRSGE, ARNMAEEX
REB T, XIFEE. BREERNFGEEE—LRE, XERBBATLZMNIOEIFINTmIERTEBER
Y, XM mEERSENRE.

(01:01:11):

We also realized we had way too many product managers, just way too many product managers. There
was one person reporting into one person all the way down, and we were like, "This is not helpful." So we
ended up training everybody, teaching people about what the role was, and then thinking through as we
encounter these other problems, "What else do we need besides product managers?" Product ops
became one of the things. We also had people actually move out of product management into other
roles. We had people become data analysts, we had people become user researchers, we had people go
into other parts of the organization, but a lot of people after we trained them actually just self-selected
out of product management and some of them did come to us and say, "What else is there?"

AR ERIE:

HNMNEZREBENNT=REIFERZT, RERKEZT. BRURBZE—XN—, RINTEFX=LHEE. PRI
RAFNTRBEAN, BRARZMABREMA, AREEIEMIENEE: “BRTFRIE, RINTEFEM
4?7 FRmEEMTHERZ— BTEIL—EAMTmEERN T HMN{. BARTHESRE, A
TRBPMRR, BAETARNEME ). EERMNBIZE, REALGLEDNERTRESRER, H
h—EAREEN]: “EEFAEMKAE? 7

(01:01:53):

When we looked at the product ops role, we said, "Okay. What are the big fires that we have to fight that's
just not from a lack of skills perspective?" That's a big part about product ops. It's not a replacement for
product managers or product leaders not having product management skills. It's to help skilled product



managers and product leaders do their job better. So this will never replace the fact that people don't
have the skills to do their job.

AR ERIE:

HENMNEATmEEAGN, (R “98, RTRERZZIN, BITESTFNRPLERA? * X2 MmE
EN—TEERD. EARNTEAPLERZ~REERENTREERAFE. BN T HMBERKEN™ R
ZENMNFEMFIEGT. I, BXKELERMANLZEEIMETEX—FE%,

(01:02:19):

So where we ran into issues was, one, getting insights back to the executives on what the teams were
actually doing. So the CEO and | were sitting there trying to set strategy and set the vision for the
company and | was helping him formulate it into written form and help him deploy it and think through
where we want it to go. He was in Jira, digging around in Jira trying to find information on what people
were working on, and | was like, "You're not going to find that in Jira, especially when we've got hundreds
of thousands of tickets for 5,000 people. You're not going to find this in there."

AR ERIE:

BINBRNEEZ—2: NAREERRELREMT 4. H8Y CEO MBALE—IE, HEFIE L EIHIEBL
BR, RBUWEHERUAIXT, BUSEHEERKNGE. MHESEE Jira, RETE Jira BERAREBEMCH
Lo Fi: MRTE Jira BHAEIRY, LTHEHEZHIATE 5000 DAL JL+A N TRRE, (RIRAHAR”

(01:02:57):

That started to show me, "Hey, he's looking for this. What do you want to see?" He's looking for a
portfolio roadmap of what everybody's doing and he wanted to see what are the big pushes we're
making from a feature perspective and how do they tie back to our overall strategy and our goals. What's
going to help our retention? What's going to help us get new customers? What's going to help us move
into the enterprise, which was a big thing we were doing going upmarket into hospitals? We had no
transparency into the allocation of R&D on that and also the roadmaps on that.

FROCENIR:

XILFEEIRE: IR, MEHRXD. MBEMFA? T MAEK—TXTFRBEALEN “REAESREE"

(portfolio roadmap) , fEEIHNTMINEEREBNEAHRRHA, UKRENNESHRIIHIBEEEN BT
H. TAREEERE? HAgERIRIIAER? FABRNEFER LT (HRBRIMNEZSDHENERD
17) ? BNHHEAF RN D EUAREXNREE T2 REBHE.

(01:03:29):

So one of the things that we were trying to do in product ops was build that view, try to figure out how we
get people to put the right information into Jira at the right level. So we actually had to train people on
how to write ... At the time, we only had Jira, so epics in Jira that were not just build a button, they were
more substantial than that. They actually had to meet behind it so we could look at it. Then we had to go
out and find the right software to roll that up into a portfolio view so the executives could get the insights
they were looking for.

FROCENIR:

FRABANEF RIZERZ AN —HEMEWERNMIE, FERWNAILAKAE Jira RLUERBRELENIER
MER. HMNERFRLEASFHIINARAAE - HRFENRE Jira, FRAZ Jira BB Epic (BIFRES), &
BERE “M—MRHE" , BALBMERE. ENERLTERERE, XFRNTREER. ARRITBAET
HEBHINY, BXERATCEHRAAENE, UESERGMITEERNTE,

(01:04:00):



We also had to build a way to track the OKRs that were deployed and actually see where it was. So we had
to build the dashboards for that. So we started there and that became really important because that was
a big issue was just the executive visibility, how do we make consistent roadmaps across the
organizations, how do we get visibility into what's going on. As we started to identify more and more
things, we said, "We're a huge team. We should actually have somebody overseeing this."

FROCERIR:

AN VEGIR L —MIRERERRE OKR 97575, HRFMEEHE. PRUFNBI IR MNERR. KIIMIBEFF
i, XERFIFEEE, ANSENARER—IREZ: FHNMOAZEENMERRHE-HRIBELE? HT0R
REXIREI A E? BERNLKMOEFERES, H1R: “HNE2—TERRBE, BAIHENIZEA
FEEXMHE"

(01:04:27):

Data and insights was a really big issue in the company in general, and we knew we had to instrument
things better, and at the time, they brought in Amplitude and they were starting to put an Amplitude
everywhere in the organization, but it wasn't fully rolled out yet. So we had these people who were going
around trying to help the individual product teams get the information out of Amplitude and we said,
"We need this to be more of a consistent thing, a consistent program."

FRCERIR:

BIENAREQRZRA LUE— T KREE, HMNAESTEFER, SRMII5IANT Amplitude, HFFHBTER
NMARPHT, BRRKBETEH . FIURMNZHT —EARRE, EEIZN=mEAM Amplitude F1REE
Bo Y “BANBBIULXEA—NE—HHHRE, — T —HHHE.”

(01:04:52):

So that sparked the need for having our first product operations leader. So we ended up creating a VP of
product operations and somebody moved from the product management role into that. She was much
more of a process type person. She wanted to really help arm the teams into being able to get good data
out there, but she understood product management well enough where she knew how all this stuff
worked and she wanted to create the systems internally.

AR ERIE:

XA T HE—TmizEAFENER. FTERMNERRILTFREERISH R, BEAMNTREERERR
ATENR. ME—TIFEEERENA. MEOBFEBEEHER, ILWIERFNER%EE, BtthenT
BrmElE, NEX—YIRIME(FE, tBERSEILIXERY,

(01:05:17):

So reporting into her, we had a business data and insights team that was overseeing Amplitude rollout
and they were also putting people around the director level overseeing usually five to let's say eight
Scrum teams on the director level, sometimes smaller just depending on the product. We had a business
data and insights person embedded at that level to help get the ad hoc reports out now because we
weren't well-instrumented. We said, "We're still making the programs and the shared services at the top
level, but these people need to make decisions today. So how do we get them to do that?" So she
oversaw that team. She had somebody directed there.

RSz ERIE:
M CIRE W SRS ARAR, ARAE Amplitude BT, HITEERMEILHT AR, BE—NE
113 5 2 8 4 Scrum HlfA. BT YUMERIERTE, HITEBMEIIBMANT —RUSHIESHEAR, #EB

REIEERS. HADRE: “BAVMNENERFEREMEZRS, EXEASKUFERMAR, RIEAEM
{i1? 7 PR STEERIE, HERELZHTE A



(01:05:55):

then we also had the people looking at the portfolio views and the governance and the rollout and the
rollout of that getting put into that as well. So that helped us get going with that. On the other side, so
this didn't fall under product operations at the time, but like | said, Jen Cardello was doing research ops
there and leading this team around the user insights. She got the participant database out. That was
fantastic. She got out a bunch of different user research tools. They made a design systems database too
that helped us be able to do prototyping a lot faster and have consistent design processes, which was

amazing.
FRsCERF:

FENEBEAATIRAAENE. BEMETIE. XBHRNBHT. Z—FHE (ERNXEFBFFmEz
%’), LGN, Jen Cardello EMEHTHARIZE, ASAARRE. ELTRIHELRERE, XXE
To WSINT —RIAENBAFRHARIR, &R T — ML RGEHIERE, BTN ERME (FREHA
BE—EENLITARE, XIFET .

(01:06:32):

The head of UX reported into the chief product officer. So it still fell under the CPO, but it reported into
the head of UX on that side and that was totally fine because we just collaborated with them pretty much
all the time. So that's how we started to roll it out and get going and that's where that need was and it
became so much better to get the insights that we needed out there.

FRCERIR:

XABRABEREERELIR. FTLENARETF CPO B, BEIR—ARRE UX AR ALK, XE£&nE, &
h&ﬂ]ﬂ,? BESMIINE. XMEBRNTBETHBINEE, TXRMEBE, ZERAENRRETRF
BH%7T,

(01:06:53):

Then what happened was, actually, Athenahealth at this time, it was really wild and private. So this is
where | left and a lot of leaders left at the same time, but they ended up restructuring it and they actually
kept the product ops team. So now, Tim Davenport oversees product ops team. He was the chief of staff
for the chief product officer at the time and he's been building it, again, taking the stuff that worked and
then building onto it, and they're actually one of our key studies in the book as well about what Tim's
doing now and how he's orchestrated as well to help with opex and capex and accounting type issues
that they were having too.

FRCERIR:

EREENZE, HETH Athenahealth R 7 —LBIZHMBKT . BBERHBANNZR, RZASHLENEBHF
To BMIRL#HITTENH, HEXLRFLERBT=REERPA. W, Tim Davenport A= mEERPA. i
LN BEFETMBEHNBMHEK (Chief of Staff) , fh—BEEEIGXMEA, RE T EMISHE I ER F48%
Bo Tt RENT PP XBEFRARZ—, NE7T Tim WENHCE, URMimEHELEMIIEIRREE
H (opex). BA&LZH (capex) FMEitZin,

(01:07:28):

So Athenahealth has been through many different restructurings since I've been there, but they have
always kept product ops and their current chief product officer said that he will never go anywhere else

that doesn't have product ops. That's how much he believes in it.

AR ERIE:



BEMEEIETELR, Athenahealth £ TIFZREAR, EBMINIEARE T ~mizE. MWITENEFES @
B, tBUASIEEMRETmEENQT T XMt RERRE,

[01:07:43] Lenny
English:

Wow. What a testament to the value of product ops, 100% retention on the role through all these
transitions. One of the interesting things you said is within this VP of product ops managed a bunch of
different people and teams, which is really interesting because | always imagine product ops VP would
manage product ops people. Is that common where they lead, say, there's a data team you mentioned

and a few other team?
FhSCERIE:

I, XERFmizENENEIERE, EREXERED, XTABK 100% RET TR, (REZIN—HEE
MERZ, XMUFREERISHERS —HAENAMEN. XREE, AAR—BUNTREERISHIEE
FmiEE AR, MIIASEHIERA (MNfREZEIRY) MEMLNE, XFMEREIG?

[01:08:06] Melissa Perri
English:

Yeah. In this case, we did have her managing the business data and insights people and they were data
analysts. | wouldn't say they were data engineers or anything like that, but there were people who were
really good at pulling SQL and analyzing data from a product perspective. We actually moved. | should
say this as well. We moved a lot of people who didn't want to be product managers but were good at that
out of the role and into that role. So they had some product background, they had been trained in
product, they were really good at the data pieces, but they were more suited for that than they were

suited for product management.
FREiE:

Bl EXMBERT, HBHILLHERISHIESREAL, MMN2HESFIT. BAZHMANI2LHIELE
Mz, EIRIFEEBRES SQL AN mBESTEIENIA. FENZREX—<: HMBRSFES
PR REERKBIENAM PM RAOEAZE T XK. FAUMMINE-—EN~aER, BRIFmBll, FEE
KEIEE, B~ mEEEEEX R,

(01:09:00):

Like | said, a lot of people opted out. They were like, "Get me out of this role. | don't want to do this." They
wanted more of a transactional type role or diving into data, and a lot of it came down to | think people
under anticipate how much they're going to have to deal with stakeholders, and once they have to,
they're like, "Oh, God, | don't want to do this," and | see that over and over again when it happens with
product management.

AR ERIE:

MERIRE, BREAERTERE, ihE: “EHREBFAXMRM, HREMZ.” tTEEEREOESENE
BEHHEE. FNABRREE L2RAANNRG TSN EN B XERNRE, —BMII45Em, it
M=yt “MXW, FABEXD" FFmERT, H—AX—tEIXMERAE.

(01:09:33):



So she oversaw them, but they did work closely with the data people on the CTO side. There was a whole
data team on the CTO side who were doing more of the database administration and the instrumentation
of things. They were also helping to roll out Amplitude, instrument it correctly, and building the right
views and things like Amplitudes or the other product analytics or other tools that they were using. We
did not have Tableau at the time. That was something that was added later, but they were in charge of
utilizing the data and trying to build those insights.

FROCERIR:

PR EAb], EfIIHES CTO BRUMBIEAREIIG1F, CTO BABE— T TBIHIER, ARESZH
HIEEEENES T, MITEEBETT Amplitude, EMIER, HFHEERNOE. SHRNEEE
Tableau, FBEEFM L. EfIASIFAKREHZHEIIRLERE,

[01:09:33] Lenny (Lightning Round)
English:

Amazing. With that, we've reached our very exciting lightning round. I've never done this with two
people. We'll see how it goes. So you can pick the question you want to take or both answer. Here we go.
What are two or three books you've recommended most to other people?

AR ERIE:

AET. Eit, BATHENTIFBLAHEORABRIFT, IMKRBYHENABIXT, BEERMROM, R(]
AJLOEFRLENRE, HEMDARLEZ. FEE, I ABEERSHNR=ABZEMFA?

[01:10:15] Denise Tilles / Melissa Perri
Denise:

I'll take that. Of course, Escaping the Build Trap. It's true. Another one that | recommend is called Traffic.
It came out this year by Ben Smith, around the invention and growth of HuffPo and Gawker and whatnot.

Melissa:

The Art of Action | think is a fantastic book on strategy. It's a sleeper hit in the product management
community. It's a fantastic description of deploying strategy. | love Theresa Torres' Continuous Discovery
Habits as well.

FROCERIR:

Denise: I K[ME%E., SRR (ELWERM). XREN, Z—EREFNI Ben Smith SELB CRED
(Traffic) , XT3 ERR (HuffPo) 1 Gawker FEABILIIZAIAL K,

Melissa: FiA A (ITEIIZARY (The Art of Action) R—ZIEEZENHIEP, ERFHREERN— “BIlE
B » EXNHRBEMNEREER . BRBEBREIR Theresa Torres B (IFLELIMSIR)Y (Continuous
Discovery Habits)

[01:10:57] Lenny
English:
Next question, favorite recent movie or TV show that you've really enjoyed?

FRCERIR:



T—1eEE, sTIFEERVBRHERR?

[01:11:01] Denise Tilles / Melissa Perri

Denise:

Deutschland 82, 86, 89. It's on Hulu. Highly recommend it, about East Germany.
Melissa:

| just watched the House of Usher on Netflix. | love the scary movies.

Lenny:

My wife and | have been stuck on Love is Blind. Classic.

R EIE:

Denise: ([ 82, 86,89), 7f Hulu k., 3B8ZUHTE, XFHREM,

Melissa: ERIF T Netflix £BY (IEFRFBIEEY (House of Usher)o HEWE .

Lenny: BEMZEZFRIENKT (GERXE) (LoveisBlind), ZH,

[01:11:45] Lenny

English:

Next question, do you have a favorite interview question that you'd like to ask when you're hiring people?
R EE:

TN, HRENRERENERRRETA?

[01:11:49] Denise Tilles / Melissa Perri
Denise:

When was the last time you changed your mind about something really important and why? Do they have

a learning mindset?
Melissa:

Tell me about a time that you failed and what happened. I'm looking for did you fail and did you learn
something from it.

FRSCERIF:
Denise: R E—AMT W EGHIEEETENZFBENE LM ARR, AtA? BREEMIIREEEIOS.
Melissa: SiFE—XIREMMARH UREET +4. BREBERETEMT, UNIREEMEIRET 6l

[01:12:43] Lenny
English:
Do you have a favorite product you've recently discovered that you really like?

RSz ERIE:



REERERIAARANERN. LLIRRAT—=B9 m?

[01:12:47] Melissa Perri / Denise Tilles
Melissa:

| discovered Dragonboat and I'm now on their advisory board. It helped me solve that portfolio
management problem. Another one is Dovetail, a research repository.

Denise:

| guess the one | would mention is Vistaly. It's an interesting tool that's a single workspace that you can
connect your strategy and discovery and delivery visually.

FROCERIR:

Melissa: Z% &I 7 Dragonboat, MAEZREMAINME, EEXMRTRAALASEENDH. F—1T=F
Dovetail, —MRAREIRE,

Denise: FAAZHIZ Vistaly, XE—TMEBENIR, ER—ME—ILEX, AILILIRUARIRL S TNERR AR,
R AT

[01:14:05] Lenny
English:

Do you have a favorite life motto that you often repeat to yourself, often share with someone, come back
to often to help either with work or with life?

FRCERIR:
MERERERNAERS, EENECH, HEIZSLHIA, ARESIERER?

[01:14:15] Denise Tilles / Melissa Perri

Denise:

If you try to serve everybody, you serve no one.

Melissa:

What's the worst that can happen? It helps me manage my anxiety around difficult situations.
R EE:

Denise: SIRIRXEIRSFIB A, REHRS R T

Melissa: RIFHNBEREBMHA? XEERERE BRI EE B RITHIEE,

[01:15:27] Lenny
English:

| love that. Final question, since there's two of you, we'll end in a really sweet way. What's one thing you

really admire about each other?

RSz ERIE:



HERXD. me—10RE, BAMRMNERDTA, FMMU—MEZRENSRER. RMIERRMXHGH—R
efta?

[01:15:36] Denise Tilles / Melissa Perri

Denise:

Melissa is a legend, but she's just a really great collaborative person. She truly wants to help people.
Melissa:

Denise is this calming, patient presence. She approaches everything with so much professionalism and
can really get to the meat of the problem.

FRSCERIF:
Denise: Melissa @M%, Bttt —NIEEENSENF. BEOEEBIZ A
Melissa: Denise 44 A—F28%. MHOBREDT, WbIBERSEBEIEE T, HEHERTRBMAZ .

[01:17:17] Lenny
English:

Amazing. You two are awesome. For folks listening, make sure to grab their book, Product Operations.
You can find it on Amazon, | imagine. Share where else people can find it, but two final questions. Where
can folks find you online if they want to reach out and how can listeners be useful to you?

FhSCERIE:

KET . fMIRAKHET, SRR, —EEEZZMNNFE (FmIZE) (Product Operations) . HAATEIL
S LI El. BAE—TAREREMERIE, REM M. WRAKBEKRMRIT, AJLUEMELE
U112 IR AR A AR RIS+ A2

[01:17:32] Denise Tilles / Melissa Perri

Denise:

Productoperations.com. Tell us your stories about product operations. We want to hear how people are

implementing it.

Melissa:

Buy the book and leave us an Amazon review! You can find us on LinkedIn as well.

FREiE:

Denise: ifjiA] Productoperations.com, HIFHEN WX F=REENHE. RITBIRITAREIFIEHER,

Melissa: EBHETSH ELLTATENMFIT! RBALTE LinkedIn E3EIFAT,

[01:19:00] Lenny
English:

Amazing. Thank you two for being here. My pleasure. Bye, everyone. Thank you so much for listening. If
you found this valuable, you can subscribe to the show on Apple Podcasts, Spotify or your favorite



podcast app. See you in the next episode.

FRERIE:
KET, WHRARIXE, EWRE, ARBI. FERXHWIR. MRMAREXBTEENE, TUE
Apple Podcasts. Spotify IRERABEEN A LITiR. THTHE L.



