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[00:00:00] Lenny Rachitsky

English:

There's this whole concept of SAFe, basically Scaled Agile, right?

R EE:

XBEEH—PXTF SAFe B, EXREMEARMEEEE (Scaled Agile) , XHIE?

[00:00:03] Melissa Perri
English:

Scaled Agile Framework came out of the desire to figure out how do we scale Scrum and different
processes. | do not recommend using SAFe. Every single person | have talked to who likes SAFe, found
success with SAFe, they ended up ripping it up and making it into something else.

FRCERIR:

RIRBIEIELR (SAFe) IRF AMEEFFRINAY E Scrum MIARFRIRIZ. AR SAFe, HR KT
HYE— D ENR SAFe HTEHPREMIINA, RAEICCIREHUER T 3B R,

[00:00:18] Lenny Rachitsky
English:

You've been up close and personal with a lot of companies working with product owners, Scaled Agile,
and all these things.

AR ERIE:
RGIREE BT I 2 AR = A (Product Owner). AFIAESHE U RIX K RFEAE,

[00:00:23] Melissa Perri
English:

This product owner role did not emerge from product management as we know it today. It was a way to
help the developers prioritize what to work on. | ended up going to a ton of Agile conferences and



speaking about product management, and | started to learn that there was this product owner role in
Scrum.

RS ERIE:
XN ‘TERARN AEHAEMERINIS KRN~ REETETMEN, ERYVES—THEBFLARBE

TRRARBTTE. RRBEEMT AENBREZWHLARXT T REENER, BAFIRTH#EE Scrum PEX
B—1TrmiasmANAe,

[00:00:39] Lenny Rachitsky

English:

It feels like it's growing. More and more companies are adopting this as the way to work.
FRCEIE:

RV EERERK, HREBZHAT EERBXMAENTFER,

[00:00:44] Melissa Perri
English:

A lot of large companies turn to Scrum or to the frameworks, and it's because they traditionally didn't
grow up building software. When you look at agile methodologies, what we're really saying there is we
want to be able to move quickly and deliver great value to customers. If you embrace those principles,
you're going to do well.

FROCERIR:

WERATME Scrum BXEAELR, BRRNENERLEATREFALARMAERN, SIREMBESTZLH, &
MNEENERERERBRETHHAZAREERNNME. WRIFBEXLERN, FMEMFRT.

[00:01:05] Lenny Rachitsky
English:

Today my guest is Melissa Perri. Melissa is a legend in the product management community. She's the
author of the foundational book Escaping the Build Trap, and her most recent book Product Operations.
She's also the CEO and founder of The Product Institute, which trains product managers at all levels.
She's trained PMs at almost every Fortune 500 company at this point, and in our conversation we dive
deep into a topic that | don't spend a lot of time on on this podcast, product owners, Scrum, Scaled Agile,
and building product at very large non-tech companies.

(00:01:38):

Melissa shares the history behind these ways of working, what she's seen work and not work when
companies roll out these frameworks, and most importantly what you can do as a leader at one of these
companies and as a product owner working in one of these companies to level up your organization and
yourself. | learned a ton from this conversation and I'm really curious to hear what you think since we
don't cover this kind of stuff on this podcast too much. If you enjoy this podcast, don't forget to subscribe
and follow it in your favorite podcasting app or YouTube. It's the best way to avoid missing future
episodes, and it helps the podcast tremendously. With that, | bring you Melissa Perri. Melissa, thank you
so much for being here and welcome to the podcast.



AR ERIE:

LRI ERRE Melissa Perri, Melissa @F=mBERNETFTAY. tEREMEBE (RBEDEMKM) (Escaping
the Build Trap) UKREFHEE (F&HiEE) (Product Operations) BIfEE, hiFE The Product Institute A9
BERTERABA, ZNEHTHEHISE™REE, FEFAL, t/IFZIEFRENE 500 52278 PM.
FERNOIER, BIMTERARN I BREFBEPARESRAER: =mAFA. Scrum. KMRERE, LU
RIERBAERHR A B PR Mo

(00:01:38):

Melissa ZETXETEAXEENHE, MEATMITXEERNEINRINSRMES, REBNZE, (FH
XENFTHNASEXIEEFIENTRATA, RAUMEFARREABRNMES, HIMXRERFET
RZ, BRERIFMFENNEZE, RARIMNTFHAEANXERNST, MRMERIMER, S TETEHX
Fo XREEREIRKTENRIF AN, BIEEHRATER. B4, WAEHFIS Melissa Perric Melissa, IFE
RRGHRRER, WIDREIEE

[00:02:19] Melissa Perri
English:

Thanks, Lenny. Thanks for having me.
R EE:

B8, Lenny, RUSHRIEF.

[00:02:21] Lenny Rachitsky
English:

First, let me give a little context on this conversation that we're having. | think it's going to be a little bit
unique. | was doing a deep dive on the job market in tech, and | saw something that was really surprising
to me that the product owner role was the third-fastest growing role in tech, and this was just in the US,
the data | was looking at, but | think it's probably true broadly. This was extremely surprising to me
because I've never worked with a product owner, | don't hear anyone in my circles talking about product
owners, I've never wanted to hire a product owner, and it feels like it's just this very different part of the
tech ecosystem that you don't hear a lot about on podcasts like this, and it's clearly growing so | felt like
it'd be really helpful to spend some time helping people and helping me understand this part of the
world.

(00:03:08):

| asked you to come on to talk about this. You've been up close and personal with a lot of companies
working with this way of working with product owners, Scaled Agile and all these things, so | couldn't
think of a better person to have on here to help us understand what's happening here, and also just to
help people do this better. Melissa, thank you again for coming on and helping us understand this.

FROCERIR:
B, URAXGHERE—LEE R, HREEXER—REBIRENHIE, HZRIERNARBERI T AR
w7, RMT—HILRIFBRINESE: =mhsmA (Product Owner) ERHITIHIEKIRE S = RAVER

. BARENRZEENEIE, ERIANELCEERTEEZN. XitFRATIN, BARMRS=m
ARAEGEL, BRPBEFELZAKREXMAR, RUMREIBBEE~@mATA. BEXMEERRESR



SKAR—PEERERIE D, EERNXIFNBERROAE, BEEATEERK, FAIUREFERREEBAR
MILE CEEX MR RETE.

(00:03:08):

HBIBIRRIRKX D MBEEEZMIFZRAXMRN (FmAlA. KREES) NRF, FrUIA
NEBREGENNERERNNERXBELENER, HEPHAMMIISET. Melissa, BRBFIMIRTERK
{1fEX,

[00:03:28] Melissa Perri
English:

Yeah, I'm excited to talk about this. | have been really passionate about this topic for many years and I've
been talking about it in both agile circles and product management circles, so pretty excited for the

listeners to hear what else is going on out there.
R EIE:

B, BERMEENXD. SERB—ENXIMERRTHE NG, B—EHEEREEN~mEEEILE, it
REMEELLIA AR T ARSNERI SR IETE R E 4o

=\

[00:03:43] Lenny Rachitsky
English:

This episode is brought to you by Pendo, the only all-in-one product experience platform for any type of
application. Tired of bouncing around multiple tools to uncover what's really happening inside your
product? With all the tools you need in one simple to use platform, Pendo makes it easy to answer critical
questions about how users are engaging with your product, and then turn those insights into action. Also,
you can get your users to do what you actually want them to do.

(00:04:10):

First, Pendo is built around product analytics, seeing what your users are actually doing in your apps so
that you can optimize their experience. Next, Pendo lets you deploy in-app guides that lead users through
the actions that matter most. Then Pendo integrates user feedback so that you can capture and analyze
what people actually want. The new thing in Pendo, session replays, a very cool way to visualize user
sessions. I'm not surprised at all that over 10,000 companies use it today. Visit Pendo.io/lenny to create
your free Pendo account today and start building better experiences across every corner of your product.
Yes, you want to take your product-led know-how a step further, check out Pendo's lineup of free
certification courses led by talk product experts and designed to help you grow and advance in your
career. Learn more and experience the power of the Pendo platform today at Pendo.io/lenny.

FROCERIR:

AT B Pendo #8), ERME—ERTEMXENARFN—EXNTRELTE, RETESTIIAZE
REkE, RAFBR=RABIRZLET HAL? Pendo BIFFIRNFIETARST —MERZANTEETR,
ILREMEEX TR MEER @I XBAE, HREXERTRZUNITEH. LI, RERILSISAF MR
HIERZEMIHHITERE,

(00:04:10):

B5%, Pendo B~ mathiaE, EERFENAFRIKIRTA, UEMRKMIINGEK, ERX, Pendo £1FR
BENANIERE, 5ISAFRERREENRIE, AE, Pendo BETHFPRIE, UEMREIRMONANTHESE



F Ko Pendo HUHIThEE—SIEEM (session replays) , B—TIFEEMEIMARSIENAR. SXEEBEE
10,000 RABMEARE, E—atBFREI. 48 Pendo.io/lenny IZENBIEREWS , FIaE RIS AEIDE
BIFER, MRFBH—DIEAFRIRED (product-led) BIEWEIIR, 1EEE Pendo HIMA ™ mERE W
RIRBBINERIE, SEFRBIRERWEERRRKMHED . LENFE Pendo.io/lenny T #EE ZH & Pendo ¥ &
ISR K ThAE.

[00:05:06] Lenny Rachitsky
English:

I'm excited to chat with Christina Gilbert, the founder of OneSchema, one of our long-time podcast
sponsors. Hi Christina.

FRSCEIE:
REMEES OneSchema FIBIEA A Christina Gilbert BilX, M2 IMKEEBIE 22—, RF, Christina.

[00:05:13] Christina Gilbert
English:

Yes, thank you for having me on, Lenny.
R EE:

=0, BHEREIEE, Lenny,

[00:05:15] Lenny Rachitsky
English:

What is the latest with OneSchema? | know you now work with some of my favorite companies like Ramp,
[inaudible 00:05:22], and Watershed. | heard that you just launched a new product to help product teams
import CSVs from especially tricky systems like ERPs.

FRCERIR:

OneSchema RIEBHAFMA? BHMEMRIMEESERENN—LEATE!E, bl Ramp M Watershed,
FIRARIININE L 7 —f =, BB~ mEIAM ERP FHRIRFNRFEHR TN CSV X,

[00:05:31] Christina Gilbert
English:

Yes. We just launched OneSchema FileFeeds, which allows you to build an integration with any system in
15 minutes as long as you can export a CSV to an SFTP folder. We see our customers all the time getting
stuck with hacks and workarounds, and the product teams that we work with don't have to turn down
prospects because their systems are too hard to integrate with. We allow our customers to offer
thousands of integrations without involving their engineering team at all.

FROCERIR:

=0, FHATNINI#EL T OneSchema FileFeeds, REREEIG CSV RHE SFTP X 4%, EREEILIRTE 15 9
AMESERARFENER. BIIEEEIZFAHZIMIGRARNTEAZRL, ME5HENS1EN~mEARA



EAX 7T RGEXREERMELBERF . RINLFFREBRHEETHEN, MEeFFEIRRANSS,

[00:05:53] Lenny Rachitsky
English:

I can tell you that if my team had to build integrations like this, how nice would it be to be able to take this
off my roadmap and instead use something like OneSchema, not just to build it, but also to maintain it

forever.
FRSCERIE:

AT LAEIRIR, MNRFHBIFABIA X FREMN, SIRELCMEIIBEERZRE, ¥MEEA OneSchema
ZENTHR, MMIZEWE, BEEXALR, BZBEZIH.

[00:06:05] Christina Gilbert
English:

Absolutely, Lenny. We've heard so many horror stories of multi-day outages from even just a handful of ad
records. We are laser-focused on integration reliability to help teams end all of those distractions that
come up with integrations. We have a built-in validation layer that stops any bad data from entering your
system, and OneSchema will notify your team immediately of any data that looks incorrect.

AR ERIE:

EIULE, Lenny, BATAIXZEAN/LF SERMSBIFEBKRENNISERF. RNTETFERNTE
4, FEFIRAVERRERSEPHIBFAE T, RMNE—TRENKIER, FTUBEIEEAEREEHFNRRER
4t, OneSchema Z=IEIBAIREVHEFAEfAIBEIEHK A ERBIEIE.

[00:06:24] Lenny Rachitsky
English:

| know that importing incorrect data can cause all kinds of pain for your customers and quickly lose their
trust. Christina, thank you for joining us, and if you want to learn more, head on over to oneschema.co,
that's oneschema.co.

(00:06:39):

Before we get into the history, is there just anything broadly that you think might be helpful to share
before we dive into the history of the product owner role and all these things?

FRZERIE:

HAESENBIRMIESATFAFHERIMNES, HRRKIEMINEE, Christina, BRSRIDATEA]. WRRE
THEEZ, iF1f18] oneschema.coo

(00:06:39):

AERNTRNRNBLEZR, XFFRARABBREEXESR, MESEEHAXTRNABESSED?

[00:06:46] Melissa Perri

English:



Maybe it'll help to set some context of where did | see all of this start emerging as well. When | started in
tech, | was very much a product manager, never heard of the product owner role before in my life. In
Escaping the Build Trap | talk a lot about how we used Scrum when | started working with this team in a
startup, and it was the first time | ever heard of it. That was 2011. At the time, the person who was
teaching me about agile was very like, "Hey, this is flexible. We're just going to break things into sprints.
We're going to sit there and actually talk about the work. This is made for us to actually get better at our
jobs." We were pretty sold on it and it was never dogmatic. As | worked at other companies, | found that
they were being a little more dogmatic with their Scrum, with their stand-ups, how we actually run
things.

(00:07:36):

Then | started speaking at conferences, and one of the first conferences | spoke at in New York City was
called Lean UX, and there was a bunch of people from the agile world there too. | learned that this was
much bigger than what we were learning in my company and what we were doing in these companies.
There's this whole group of people out there practicing agile, and | was like, "Oh, this is cool. | want to
learn how to do things better. Teach me about your philosophies." | ended up going to a ton of agile
conferences and speaking about product management.

(00:08:04):

At the time, people were really excited to hear more about it, and | started to learn that there was this
product owner role in Scrum where | was talking more about how we traditionally talk about product
management, understand your customer, go out test things, make sure there's a hypothesis, don't just
blindly build what you want to build. | found out that that was not the case in a lot of these companies
who are adopting Scrum and introducing a product owner role, so | started doing a lot of trainings
through my school product institute and 1'd get called into these large companies, all these large banks,
probably around 2014, 2015, to help them learn product management. | was really excited about this
because before, they didn't want anything to do with it. They were like, "I don't know what product
management is. | don't need this."

(00:08:47):

| go in to train people and | found that a lot of them had been going through an agile transformation and
they had all of these new product owners where they came in and they basically said, "Hey, you're a
product owner now. Your whole role has changed." They came from all different backgrounds. Some
were developers, so a lot were business people who worked on the banking side, a lot were business
analysts, some were project managers, but they just collectively took a bunch of people and said, "Tada,
today you're going to be a product owner because we're going to do agile now." | will come in and help
train these people.

(00:09:20):

What | found was that there was a really big misconception about what those people should be doing
compared to what they teach in agile and Scrum versus what we all consider great product management.
I've been trying to fill that gap for the last almost 10 years working with these companies here. Then |
would go to their leaders and at the beginning of these agile transformations, I'd be like, "You can't just
do Scrum. That's not going to make you amazing at delivering products. There's so much more to this."
The leaders didn't quite understand that.

(00:09:51):

I'm noticing this really big shift in the industry where we're finally getting there. A lot of companies are
doing it well now. Capital One is a great example that took their agile transformation and started adding
product management on it, and they've really turned that around in the card business. So many



organizations are still at the beginning of this journey and they're at the place where | saw people 10
years ago. | think there's still a lot of companies out there. Maybe we take it for granted in tech or in
Silicon Valley about how many companies are doing this and how big this scope is where they're making
these roles, but they're not really doing product management end to end. That's where I've seen all of
these areas and I've been trying to help organizations for the last 10 years really set up robust product
management practices. It's not just one piece of development, it's how do we actually build better
products?

AR ERIE:

HIFIRE— T E=SBFER, EEREMBEAREIX—TZINN, SERMHANBRITLE, BE—24
BRI @R, XEFMARITET “FmiaiN” XTMAG. £ (EEEEREH) 1, RiKET 2011 £FE—
KA ABTIEEY, AR Scrum B9, MERE—RIARE. =B, BERBEENAIFERM, Mhix:
‘12, XRRE HINRZBIBIEDBAR] (sprints). HIMNFLTRIVIETIE. XBATILENEF TR T
6" BAHERINAIX—=, MEEMFT#FE. BEEREEMATIIE, FRAMMIII Scrum, SR UKIETT
AT FHREEF.

(00:07:36):

ERBEFIBEZNLEEHR, HEAOSMBIE—TZIN Lean UX, BEHLBERSHEEBNIA. REIREIXLL
HMNERDFINNBNERSZ. SPEE—ABATESREESEE, HA: |8, XRE. REFINEAHEE
¥ BHEIMNNEF.” FTREASMT AENBEZN, HARXTTREENEMH.

(00:08:04):

i, AMTIEEHERIAFESHEXNE, REABTHEES Scrum PE “FRARAN XTMAR. MEHRHE
EHEZERRINEABRX ENFREE: THREP. T, BERERIE. FEEEWE. BRIEZXRA
Scrum HEIAFRHBARBHNAFHIENL, FREEAIHBIEIFR Product Institute #H#ITAKEE. K
£97F 2014, 2015 FEh, BEBIFIIXLEANT (FERARET) EMMMNEI~REERE. REREME,
EA UG TRARERGX A, tIsi: “BRANEFARTRERE, BFAREXN.”

(00:08:47):

HEFNXEAN, ZOMIPRTFSAEREZN “BERE" , RASTIHERNFRATEA. AFEKLE
W IR, MRRERFRARAT, MHENMASTET.” XEAERER: BERARAR, RERRITH
Bk ASL, REBBUSHINIM, BERHEZE, ABRRESGT—HANR: “w! SXEMRIME”m
ARAT, BABRNEFGRESRET.” EMEHEIIXEA.

(00:09:20):

HEM, RTFXEAMZMAA, E8E/Scrum NBFRABTSRINAINNRT = mEEZEFEERIRRE,
EIERE 10 R, B—HRENXEQATEMX—FH, RIEHMITNASE, ERERETRASRM
fil: “RARBEERM Scrum, MARILFAERNTmAERSHE, XEEEEREAE.” EAFENIRHR
KIERR,

(00:09:51):

FOERITUIETEAEEARMERE, HNEXTREET. AERSATFMISRE. $—%4 (Capital One) #t
B MRENFIF, M1#T T EIERE, HEIEM EMATFmEE, XURAE T I ER LS.
BIRETFSHARLTFX—RENESR, &TF&K 10 FaiFRRKF, REIMNEEEREXFNAT, BIFERR
RIS, BVPEFMYAMIANNRS QABEMAEIEM, ERFLREABVRARITXERAR, MHLKBELE
HEHIHEN=REE, IMERFINIMR, TE 10 FR—EHESHEDELRIREN~REELH. X
MUNZBFFRN—TIHT, MEXT RN EERZEELFI™ M,

[00:10:42] Lenny Rachitsky



English:

| love this example of Capital One. It can work really well and you can get to a place where it's actually
really productive. There's a few ways we can go about this. Do you think it would be helpful to talk

through the history of the product owner role just like where it initially emerged?
R EIE:

FHIRE WX Capital One XMlFo. EMSEAILUEESRIF, HRFFEESHEVRS. MUK HLEHRE
o MRS~ RARTABBHNRE, LLEKRVZEALIN, SBEHEHT?

[00:10:56] Melissa Perri
English:

Yeah, | think that's a great place to start. | think it brings a lot of context too to what's happening. People
forget about the history here. When | explain it to people, | say we had product managers in Silicon Valley,
right? They were in Google, they were in all of these companies, Amazon, and they were born out of this
business role. From a software native company, your software is the business, right? It's what you sell, it's
what you actually look at. Our product managers in Silicon Valley, they're doing market research, they're
talking to customers, they're working with developers, they're iterating, they're doing the end-to-end
product management.

(00:11:31):

What happened on the other side of things, especially in large companies, is the emergence of product
management from Scrum, from product ownership. That's usually the first time these companies were
introduced to product management was from implementing a product owner role and then going, "Hey,
we're still not meeting our goals. Are we building the right thing?" Then they started thinking product
management. Where that role came from is Scrum. If we go back and talk about the history of agile, agile
was a movement that got started by software developers. In 2001, the Agile Manifesto was written. A
bunch of developers got together in Park City, Utah, they were all skiing together and they said, "Hey,
we've been independently all working on how to develop software better."

(00:12:18):

Some people were practicing Scrum as we know it today. That was Ken Schwaber, Jeff Sutherland. There
were people who were doing different types of agile frameworks as well, Kanban, where you were moving
it through a Kanban board. There was behavioral-driven development, there was feature-driven
development. That was the style of agile. There was XP, extreme programming, that was started by Ron
Jeffries. All of these people found each other saying, "Hey, we've been trying to push the boundaries of
how do we develop better software," and they got together and they wrote the Agile Manifesto as we
know it today.

(00:12:51):

The Agile Manifesto is really just a guideline on how they're striving to not just be people who code what
people want, but building better products. How do we build better products through software
development? The premise to remember this is, and | keep saying it, but they're all software developers.
Nobody was a product manager who went to that meeting. Nobody who wrote the Agile Manifesto was
actually a product manager. I've spent a long time talking to these people as well over the past 10 years
just saying, "Hey, how did this come about? Where did this come from?"

(00:13:23):



The one person who was really close to them who was a product manager was Jeff Patton, but he never
signed the Agile Manifesto, he wasn't at that meeting. He talked to them a lot, he was able to see what
was going on, but all of this was a purge from how do we build better products from a development
perspective. That's really important to know. Two of the people who signed the Agile Manifesto, Jeff and
Ken, as | was talking about, they were independently coming up with Scrum on their own in their
different companies, and they got together and started to codify it and they said, "This is how I'm doing it,
this is how I'm doing it." They ended up writing the Scrum Guide. The Scrum Guide is what a lot of people
base their agile practices off of today. In the Scrum Guide, it outlines a bunch of roles that you would do
on the development team, and then it says how you should be developing products.

(00:14:11):

Most people out there are working in Scrum today, and what they say is, "Let's break things down into
two-week sprints." You can change the length of your sprint if you want to, but two-week sprints is pretty
standard at the beginning. We define what we're going to work on in the backlog. It's the product owner's
responsibility to define what goes into the backlog, write down the user stories for it, do all that. Then the
development team comes in, they discuss it, the product owner prioritizes it, they ask questions, and
then the development team commits to what they want to build and they go out and do it. At the end, the
result is a potentially shippable product, not necessarily shippable, but potentially shippable.

(00:14:48):

They're trying to break it down into small chunks and build things instead of what they had been doing in
a lot of companies, which was building stuff for three years and then releasing it in a big bang. What all of
the people who signed the Agile Manifesto realized was if we do it the other way, if we do a waterfall type
environment, agile waterfall, that's where we go across, there's a lot of risk because we don't test it with
the customer and we don't get feedback on it if we spend three years building it and never show it to
somebody. It really approached a different way of building software. It said let's chunk it down and try to
get feedback faster. Really noble intention.

(00:15:24):

In the Scrum guide though, it introduces these new roles. We have developers as we know and love them,
we also have a product owner, then we have a Scrum master, and the Scrum master is in charge in Scrum
of actually helping people do Scrum better. That's literally their job. How do | do Scrum better? How do |
make sure that the team is working well together? They host things like retrospectives where at the end of
a sprint we say what went well, what didn't go well, how should we actually inspect and adapt our
process. The product owner is where things get murky.

(00:15:57):

The product owner in general first showed up with Scrum, and if you go and you read the first Scrum
guide, which | pulled up and started reading, because I've been very fascinated about how this is
described, it says that the product owner is responsible for maximizing the value of work done, the team
does the work. Interesting, because now the product owner is not quite part of the team. The team
consists of developers with all the skills to turn the product owner's request into the potentially
shippable increment each sprint. The team is usually seven plus or minus two members.

(00:16:29):

Then when you go further into the first version of the Scrum Guide, it does say that the Scrum master
works with the customers and management to identify and instantiate a product owner. The Scrum
master teaches the product owner how to do his or her job in order to optimize the value of the use of
Scrum. If they don't, the Scrum master is held accountable. Then it's got another tip if we go deeper into



this. It says per commercial development, the product owner may be the product manager. For in-house

development efforts, the product owner could be the user department manager.
(00:17:01):

What's interesting is that that was the first version of the Scrum Guide, and | get into arguments about the
Scrum Guide with people all the time. 2013's version though, the more updated one that you could go
and find is the one that almost every company has run an agile transformation off of. It loses that thing
that says the product manager could be the product owner. It doesn't say it anywhere in that guide. This
was the first version, and you can kind of tell it was an aside. It's like, "Oh, by the way, the product owner
in Scrum doesn't need to be a product manager, it could be the customer, it could be a developer.” It's
usually the customer.

(00:17:34):

When they were writing this too, sometimes the customer was an internal person at a bank or
somewhere where we were building software who was asking for the software. They were like, "Go build
me an internal tool. Go do this." Now we're just asking for requirements inside a company, and that's
where you can start to see how the product owner role kind of evolved into somebody going to ask, "Hey,
what do you want me to build? What's required here?," and then just listening to somebody come back
and say, "l need this feature, | need this feature, | need this feature." Scrum doesn't describe how to get
the stuff into the backlog, and it didn't in the 2013 manuals. The manuals have all been a little bit better,
they've all kind of been updated since then, and they do describe it has to start with the vision a little bit
more, you have to break down the vision for the product and get in there, but none of that existed in the

early versions of Scrum.
(00:18:29):

When people got trained on how to be a product owner, what was happening here is, and this is the
whole other world of Scrum over here, when people get trained to be a product owner, it's usually a two-
day class where they teach them, "Hey, this is how you break down a backlog. This is how you do stand-
ups with your teams. This is how you think about prioritizing work. This is how you manage your backlog,
prioritize it for the developers. This is how you work with the retrospectives,” but it doesn't teach them
about experimentation, it doesn't teach them about market research, it doesn't teach them about data, it
doesn't teach them about any of the things that we need to be a product manager.

(00:19:06):

Then what happened was we went into these agile transformations at these companies and they said,
"Hey, let's adopt Scrum because Scrum was built as a way to build better products faster." It's literally the
tagline. Everybody was like, "Yeah, | want to build products faster. Okay, great. Let's do Scrum." All these
large organizations back in the early 2010s, in the 2000s said, "Oh, we got to be better at software. How do
we do this better? Otherwise, we're going to lose when it comes to innovation." They adopted Scrum as a
way to build software faster.

(00:19:42):

Now, what happened is in order to do Scrum, Scrum basically sells training. That's what Scrum does. All
of these agile coaches would come in and teach the product owners, newly minted product owners, took
all those people, made them into product owners, put them through a two-day class and then say, "Go."
That was the beginning of all the agile transformations, and that's where a lot of companies still are
today. This product owner role did not emerge from product management as we know it today, it was a
way to help the developers prioritize what to work on, but that was it. The product owner was held
accountable for making sure that they were working on the most pressing things or the highest value
things, they do say that, but to me, if you look at it from a developer perspective, it's also the person



where you can say, "Hey, well, you told me to build that, right? We didn't build it wrong. You told me to
build that."

(00:20:35):

It almost gets into consulting territory where you're like, "Okay. If the product owner prioritized all this
stuff for me and told me what to do, | can't be held accountable if it was the wrong thing to build." Some
of that stuff does come up in a lot of teams that struggle to adopt agile, to adopt Scrum. | feel like there's
a big misunderstanding out there about what is this role and what should we be doing, but the premise of
this is when we talk about Scrum, it's just one piece of the puzzle, and when people talk about agile now,
they almost always associate it with Scrum.

(00:21:10):

| was actually Googling agile methodologies, and like | said, the other ones, Kanbans is an agile
methodology, XP is an agile methodology. They don't have product owners, they do not exist in those
methodologies. There are four developers to work on things, or teams to work on things. XP would
consider product managers in the teams as far as | know it, but Scrum kind of sees it as a separate thing.
Agile methodologies, everybody says, "Oh, they're Scrum now," so it gets a bad connotation out there
about what to do with it. I think Scrum if you do it well is not bad, but you have to understand that it's just
one piece of building great products, it's not the whole thing, and companies will adopt it like it's going to
radically transform everything. To be fair, a lot of times it's sold that way too.

FROCERIR:

2H, RESXE—TMREFNUIAR. ENIREHRTRZER. AMIEETETXERAE. AEEAFEE
B, RERES—EETmEE, WIE? 1SR, TIDFMEXERFAE, tMlEETFISAt. ¥F
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mIZER. 5EFRK. SHARXAREE. #ITER, BHRHEIHENSmEE

(00:11:31):

MA—ARENER, FHIREARR, B2FmEEM Scrum. M “FRATRA" AEFFRERN, XEQ
AREESRIKNETmARARABA F—RERIFRERE, ARERIN: R, REDLEEBET. 8
BEFRANG? 7 ZEMIIAFERE~REE. MBMARIRE Scrum, MNRFNEMRBENHE, BiEE
HMHEFEARREN—17iE5. 2001 &, (BEES) Ptt. —BHFLZARERMEMERBES, MHil—i
BEHR: IR, BI—BEEMRIIARINAEF LT

(00:12:18):

B A\ YRS FATS RFAAIA Scrum, Eb30 Ken Schwaber #1 Jeff Sutherland, &8 ATEMARZEEH
BIERESR, baNEMR (Kanban), @I BRKREHTIE, THTAHENF A (BDD). $#F4WshF % (FDD)o
BEEFENTREK. BB XP (1RIR4RIZ), H Ron Jeffries ki, FrAXE ABHE—RIH: “IB, Hi1—H
ERARBINAF LB RENAR” FRMMNBE—RE T 7HNMNS KN (BEES).

(00:12:51):

(BEES) KFELRAR—1 8, WEAMMNNASHRRZM “BRERENE" WA, MEWEEF~
mmo MEEIMHALMBEEFNS~G? BieENFRE HE—EERA) . W2RRHEFEAS. SMIR
SWHABRE—IETmEE. § (BEES) NABRURE-ITREENTREE, AIEN 10 FE, &K
BT RSEESXEARZE, Bl T8, XREARIE? XMH)LRN? 7

(00:13:23):

HW——PNSMIXRETN~mEIIERZ Jeff Patton, EfMMKE (BIEES) LEF, hREMBRZN.
SESMIR, RBEIRETHA, EX—UMEMARNABEL L, RITWNANEEFNS~ @R X—~IF
BEE, EF (BUEES) WEPRA, Jeff Ml Ken, EMFHIRIA, MINEZBEHNATIRIIMZE Scrum, A



FERE—EEHEMEK, H: “BEXAMB, REFRAMB.” MIIEEAEREET (ScrumiEfd@). SKEZA
LR EET (Scrum iE@m) 8. IEEPHARTHALEANFRHN—RIIAE, HiHBETRiZNFA LS~
(00:14:11):

SRASEHAEER Scrum, fbilin: “UERITETEDBRKEE—NFRL.” RE UIRIEEEE ST K
E, ERARIENE. BITERNEBM (backlog) PEXBMHIAR. AR ANRREENFHETH
AR, RERFWE (userstories) FF, ABRFELEANNITIE, F@ASFTABEMRLE, MINER, &
EFLZBANFEENRNRNBHFERT. RENERE— “BEARMN~RILE" F—EENER
T, BASRMHE.

(00:14:48):

IR ENE DR E, MARKREZATIURRE, ANEE=FE, RERED “KEE XL
FrEEE (BUEES) WAZRRIRE, MRRXEBES—MAE, BLEHRR (waterfall) 15, NESIEFEK,
NNRRE=ZFENERNEINMEBIAEMAE, FMRLTEEZFR S LR ITR, UEFREIRG. ©XPrLiz
HT —MARAENREGEENELSR: IFMES, SRAERRERG. VIRIEBSH.

(00:15:24):

BT (Scrumigm) #, E5IANTXEHRAG, HRNERAMPVALAR, EEFRARA, AFRE Scrum
Master, Scrum Master FIER SR 2 EEBh AT IF 1T Scrum, XERZMIINIIE: WAE Scrum MIEE

92 s REIAMERYF? M 1EIFEIFS (retrospectives), TEARIZARINITICHLARITIEE, LRI,
AN ENERERE. M “TmhimAN” XTAeRFREERET .

(00:15:57):

FmA R ARIHIIE Scrum 1, MARMREREFE—RR (Scrum 35Fm) FEATHRISEEITHR), Blir-ah
BARR ‘KRAKHPARMBIENNE . BBNE, SNFRAZAHATERANEAKN—E57. FA
FERAGAR, tITHER=RARANGERECAESNHRPEBEIRMESENFMEREE. FAMBEERE 70
2 Ao

(00:16:29):

BARNEE—hiEm, ©HLIRE Scrum Master 5SEFRHMIEEERE1E, LURRIFHLGK— =R E A
Scrum Master S @A R AWAEITIRE, UMK Scrum BIERNE. TNREMEF, Scrum Master £
. BERE, EXE—MRETR: IFRULALE, mRAFATUEFREE; MTFRIAL, FoRASRAR
URAFEIINESE,

(00:17:01):

BBHNZE, BRBFE—HR (Scrum i5/@), BEEALEARIL, A, 2013 FMMRA (JLFFREQBEHITHIE
BANSENEMRE) fiET “TREFBAUEFRHEN X5, EEEBURAET. EF—hRTP,
XERERGENMNIFE—RNEE: “I&E, MEH—T, Scum ENFRARTARTERTREIE, JUER
F, Hall@HARAR.” BEMEE -

(00:17:34):

EREXLEANRH, BENEFERITHELHNATAR, MIIERALRG, thin: “GEMINBIE.” M
ERNRZELATATERFR, XMEFmARTABBEESIRENF R BAXR 9B, FEILERETA?
XEERHAER? 7, ABRAXNAR “BEEZX1IEE, REEZMNEE” o Scrum HEHERARNFKEABTHK
ANFEDED, 2013 ENFMEWEE. 2ENFMRERMSUH, ERTHIANBRG, 2EES, BESHR
Y Scrum AR, XEEERARIFIE,

(00:18:29):



BAEZERATAFIIN, BREXFN (X2 Scrum BE—1MER) | BEE—MHBERRIIRE, H
ftbfi] “1%, XRWMADFEEDLED, XRMASHNFMLS, XRMARBELIERAS, XRMAEE[/NE
BAFRAGHE, XRMAS5RME" . EEFAHEN, FEHHER, FEHE, FREREINBANE
AP ER R,

(00:19:06):

#7E, XEREFRTBERE, Mmihi: 1%, kB(1RA Scrum 1B, EX Scrum WOSHE "UEIRE
EWZEEGFTMNGE o S8TABERR. T2, 2010 £R407 2000 F1, PAEXERBANEHR:
R, FANDIUBBRRHFL, SURNSEEIHF Liatz.” e Scrum SEMERRAF ZHIFER.

(00:19:42):

PR, AT EHE Scrum, Scrum LR ERE “EFI” o XFE Scrum HNE RN, FrEXLEEiERG 3
RIFNFRLH EENFmARA, IB—8 AL PO, LI ERKIR, ARWR: “EE.” XEFhE8iERE
BN HLE, LRREABMKNER . XTI =mARTARABHIERERINSKANMN~RERE, EREEMA
EANGHETEMELEN—MAR, (XUME. 24 PO B “BRIFFEREZEEXRENENSEL” 7
|/, BXEFH, MARARNAESR, PO BERMRAILUEERMENA: TR, SFILHERNRY, E?
BITSESE, BIRLEER”

(00:20:35):

XIVFENT BT, (T 98, MRFmAS AT TRERARHSIFRMAA, Bam
REWETHRA, RUFEAR.” FIFSHILTRASEN Scrum BWEF, BESHIMXMER. HEEH
FERXNMAEUNRRNNZM T AFEERIRE, BFiReE, HFHNKIL Scrum BY, ERZHER—IR, M
WEATREEEN, LFE2IBEFRTF Scrum,

(00:21:10):

BZaEaRERERES A, EMBEFAY, BR (Kanban) 28, XP hE8UE, BRLSECELE™
mARAN, ZTABERESZLERERET. ENIBEFRARBENRSETF, FEHFAA, XP =L~
mZIEMAE PRI —EBST, 1B Scrum 48 PO BF—MRIIAIEE. WARREY “BHEmMZ Scrum” , XibH)
RENEER T —ERFHNRE, FHIAN Scrum MREFIFHAR, EBRSFBEEERZRWEHATRET—D
15, MAREE. ARFEHEBEAFRYRSAE—TINME, HEE, REMECHERX A,

[00:21:59] Lenny Rachitsky
English:

There's a bigger picture question that's coming to mind as you talk about this. I'm imagining founders
listening to this and smaller companies listening to this be like, "Why do we need any of this?", especially
Silicon Valley startups, "We're just going to build stuff. We don't need these frameworks, we don't need a
Scrum master. We just have awesome developers and product managers and we're just going to build
awesome stuff." | don't know anyone that has worked this way that has built amazing things. Can you
talk a bit about who ends up looking for solutions here, where this even comes from, what companies
need help here versus, "l just don't need any of this?"

FROCERIR:

IR fRENX L, HMFEFME—NERNANET, KEBRVEIABNIBANFA TSR “BITATAEE
XE? 7, DHEBEAOLIRE, “BITERATMITT. BMFFTEXEER, FFE Scrum Master, 3
MEMBHFLRM PM, RITERMFENARAMIT.” BRLINIMNLUXM (%K) AATERNEEET
IRAR=@e fREERKEIRZIREF X LIRS R? XEREMI) LRN? HAFNARTEXLERR, M
FAEN AR UKRGHIE “RIRAAFTEXL” ?



[00:22:36] Melissa Perri
English:

A lot of large companies turn to Scrum or to the frameworks, and it's because they traditionally didn't
grow up building software. They're looking at how do | implement something that has rigor at scale, and
that's where you see a lot of Scrum come up. Now, I've seen startups using Scrum. Some of them do it
fine, they understand that it's just more about trying to get things out the door every two weeks to test it
with customers. | think if you keep that philosophy, like | said, | used it and we didn't have a lot of rigor
around it, that was fine. When we were doing Scrum, when | did it with my team back in OpenSky, we got
to this point where we were like, "Two weeks is too long. We're just going to ship things every week."

(00:23:12):

We just talked to each other, we skipped stand-ups, which is sacrilege in Scrum, but we kipped daily
stand-ups. We didn't need to stand around and talk about it, we talked to each other every day. For me,
what was amazing and where | see teams actually thrive when they start using Scrum is when you go and
talk to people. You're having the conversations about the work, you're breaking it down, you're
understanding it, so the developers and the rest of the team can go hit the road running and people can
ask important questions. If you're not doing that, that's where | think things like a framework help, but if
you already are doing that, you don't need a framework, you don't need Scrum, you don't need to be
prescribed to this two-week sprint or anything like that.

(00:23:52):

As long as you have a methodology, it doesn't even have to be a defined methodology. As long as you
have a way of working that gets things out to customers, well, who cares? Who actually cares? Where
there's a lot of, | think, baggage in the industry and where | hear product managers get really frustrated
and other people as well, developers too, is that when you do Scrum by the book or how people teach it
and how they write about it, it's a million meetings. | know they were put in there so that people were
forced to talk, but when you already know what you're supposed to work on, why do you need to keep

doing meetings? Shouldn't you just go do some work?
(00:24:28):

A lot of developers complain, a lot of product managers complain that Scrum has too many meetings and
they don't actually get to do work. That's where | think you have to go back to the inspect and adapt part.
A lot of people who are very religious about Scrum will come and yell at me about this. They're like, "Oh,
well, that's not how it's supposed to be. You're supposed to inspect and adapt." Agree, but a lot of people
aren't doing it and that's the piece where you go and you say, "Is this serving us? If not, let's get rid of it.
Let's not do those types of things." When you're a small startup, | don't think you need a lot of this
overhead. It's really much designed for larger scale companies, and those are the ones that you see really

adopting it.
FRZERiE:

RZBRAFEME Scrum HIXLLEZE, REEAMIIMER LRREFAREERN. MtI17EFRANAEIIELE
MTERERAE™EENRAE, XMBEATAMGEKEEES Scrum I, FBRIHEIAFMEA Scrum, B
WS8R, MEEXREANTSHARRAHEEZATA NI, ERSNRMRIFXMIER, MERR,
HKUFIANBHEHEEBASRZLEE, MRMEL. HFEMIETE OpenSky BIHIBAM Scrum BY, FH{TERE
7/ “MAXKT, Bi8ALX—REE,”

(00:23:12):

BMNEZEERR, BRETiER (X7 Scrum EFERAERE), BRITHERHRI TERLR, HINFFE
IhE—REITIE, EABRIMNEXRMER M. WHRY, Scrum HIEILHNEF AR AEFIREEEIAR



o IRIMEITIETIE. DMRMES. BRER, XHALARNANEMRRMERE LT, AMHERHEE
B, MEIPEMEIR—5, BAERZXNABELSEMEY; BNRFEAEXAMT, MATRESES,
REE Scrum, HARBEE RIS — i,

(00:23:52):

REME-—ERFE—EEFFEREXPRNG FHE —REBME—ERIBAAXNSEZEANIESLN,
WEFR? EENEF? RINNTLPEERSZSEMR, LFRIE. ARARNEMARREERAMSE
T SREAERBHIT Scrum, HERRIIABOBEEME, SEAFRTHR. FNBERIXERNEN
TRRIBAIRR, BNRMELMEZMHAAT, MTARE-—BERFR? HEFZETED?

(00:24:28):

REFLXARF PM L Scrum 2N KSZ, SEEREIAEETFE. XMERINASAEE “KESFHE”

(inspect and adapt) X—FHEE, B Scrum HERIBERS AR AN: “18, BBARREARIEE
F, (MRZREHEE,” BEE, BREAFHEXAM. RRZERE: “XHNEED? MREE, M
BERE, FEMBLEREREXNER.” NRMTE—/NEVCIAGE, RINAFRAREEXAZEEFH, XE
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[00:25:06] Lenny Rachitsky
English:

From what I've seen on the data, it's also companies that are as you | think alluded to at the beginning,
not necessarily software first, product first companies. Feels like it's very common in banks and telecom
companies and companies that aren't product First and software first.

AR ERIE:

MEERRVRIERE, ENRFXRIN, XEQATEEFA—ER “NHMRE" & “Tmiik” HAsE. B
BE

EIRTT. BIEARUMBLEIR m/ AR R AT PIFE &R,

[00:25:21] Melissa Perri
English:

There are SaaS companies that do Scrum out there and they like it, and | don't think they're very
dogmatic about it.

FROCERIR:
B —LE SaaS QAFEM Scrum HBRERE, MARKREFMITHFEF.

[00:25:27] Lenny Rachitsky
English:

Got it. Yeah.

R EIE:

BAET. =8

[00:25:28] Melissa Perri



English:

They do it for a reason of just trying to provide some more context to their teams about how to work
together at scale. I've also seen places where they don't prescribe whatever methodology you want to
work with for the teams, but instead they'll spend a lot more effort breaking down the road maps,
thinking about what are we going to do each quarter, trying to set those themes, and then they just let
the teams run, and that works as well. | think it really depends how they adopt it, but | would say it's not a
hard and fast rule that no startups are doing this. Some are doing it, | just don't know how it's going for
them. To me, it might be overkill if you're doing that with a team that's pretty experienced in doing this.

AR ERIE:

X FEN T LAE AR EEZ X T MAEARMEMENE R, HtERI—Et75, TR NERKBIAEE
R EL, MEEESENDEELE (roadmaps), BEBIMFEEMMH A, IKEEHE, ARILEE
AT, ZERER. FHINAXBURTMITNERA RASRVEIATLNFMEXT, BEEM, RBZHRF
BRI WK, NRIFVEANZEIFEFE, XFMAIEEERAMNAE (overkill).

[00:26:12] Lenny Rachitsky
English:

| was insinuating is less just Scrum as a general idea and more very structured rigid processes and also
product owners. Then there's this whole concept of SAFe that we can talk about. Should we get into that
or should we talk about product manager versus product owner and just the challenges people have
there?

AR ERIE:

A R ZERNBAEEH Scrum, BZEIEMLEIRELEMNL. BURRE, Uk ‘TahR
EXMA®, BF SAFe XM TEELRIRATAILENG, HIB5LWXD, BRAMTmIES~RAT AR
RAEImETHE L

[00:26:33] Melissa Perri

English:

Let's talk about SAFe because that's where a lot of this started to get Confusing
FREiE:

FATHED SAFe 1B, RABBBREFBAIBTIS BRI,

[00:26:33] Lenny Rachitsky
English:

Okay, cool. Let's go there. Yeah.

R EE:

9, KHETo BelTHPERX A

[00:26:37] Melissa Perri



English:

Scaled Agile Framework came out of the desire to figure out how do we scale Scrum and different
processes and bring it to organizations at scale. It originated from a more structured approach to agile
too called Rational Unified Processing. Now, SAFe wasn't the first thing that started at scale. There was
also LeSS, which is a Scaled Agile Framework, and then Jeff Sutherland who did Scrum has
Scrum@Scale. It's not the only scaling framework out there. There's a lot, there's actually a lot out there,
but SAFe was one that was marketed the best. The way it's marketed is will tell you everything you need
to do, to do all of your agile teams with Scrum and put them all together.

(00:27:22):

The idea behind SAFe was that Dean Leffingwell came up with it. He wanted to really show how you tie
multiple teams together at scale in an organization and how do you bring some rigor and process to that.
The executives at really large enterprises, we're talking tens of thousands of people, they love SAFe
because it prescribes a lot of an operating model of what to do when it comes to development, but it also
gets billed as like, "Hey, this is the whole model for you to go do software." If you look at it, it's a big map
that everybody kind of makes fun of a little bit, and it describes all different things on it if you look at the
map. You can click in and you can see the definitions and you can see what's going on in the areas.

(00:28:10):

The SAFe image has gotten bigger and bigger over time. | think, what is this? Version six. | do know a lot of
people who worked on SAFe, so | know a lot of trainers and I've worked with companies. The first time |
was introduced to SAFe was when | was working with a bank back in 2015. | came in to train their product
managers, I'm doing my training, we're setting them up on how to go talk to customers, talk about
hypotheses, MVP, and somebody came up to me and they said, "Hey, Melissa, all of this is great, but |
don't have time to go talk to customers because I'm a product owner." | was like, "Well, what are you
doing on a day-to-day basis? What don't you have time for it?", "I got to write my user stories." I'm like,
"Okay. How many user stories do you write per day?"

(00:28:53):

This was for the developers to have a full backlog so they could all work, right? She's like, "Oh, yeah. |
spend pretty much 40 hours a day writing user stories." I'm like, "On what?" We're like, "What are you
controlling?" She's like, "The login API for a bank." I'm like, "Can you log in?" She's like, "Yeah," and I'm
like, "So what else are you working on? Is there a new initiative? Is there a new thing?" It's like, "No, | was
reorganized into a team where | became the product owner. | have a product manager who goes and talks
to customers, but then she comes and she tells me what to build, and then | write the user stories around
it and | put it into the backlog for the teams." | was like, "What is this?" Then they said, "That's SAFe. This

is what we're working towards."
(00:29:34):

This was my first experience with SAFe, and then | ran into another company that did it, another
company, same thing over and over and over again, where all these product owners were just basically
trying to keep these backlogs full for developers, and they were working on such a narrow level. When a
lot of organizations too | saw it reorganized into agile teams, they did it by component. Everybody was
over every tiny little feature, and these teams were massive, super huge scope, and some of the stuff was
just not prioritized. It was done, you didn't need to work on it. They were finding work to do so people
wouldn't get fired. That's how the product owners operated. There was all this legacy baggage
sometimes in companies where they were all re-put on things by component, and they're just making up
work to do.

(00:30:21):



SAFe introduced this kind of split between product manager and product owner, and if you look at the
map, the product owner is part of the agile team where they sit with the Scrum masters, which is a team
coach that they call here and the developers, and then the product manager is sitting with a system
architect and what they call a release train engineer. What SAFe does is they pull a bunch of agile teams
into a release train and you get on the train when you're ready to ship things and you make sure that it all
goes pretty smoothly to get to that potential shippable increment or that big feature launch that you
would be doing with SAFe.

(00:30:58):

SAFe's really good at prescribing how to do that, they're great at describing how to do the release trains,
how to bring those teams together, how to put them on it. Then they do this thing called big room
planning where they get the entire release train together, all these teams, they put them in a room and in
every quarter you're breaking down what we're all going to work on. Where | hear frustration from teams
every time | come in and train them is that when you do big room planning, a lot of times it's a
commitment. You start at the quarter, they haven't been doing good discovery because remember, these
people have not been trained on good discovery so they don't really know what they should be working
on, they haven't been out talking to customers a lot of times. They kind of scramble, they figure out what
needs to happen. Usually they have a backlog of stuff that does need to happen, it just has to get done.
They map it all out in a big room together, they commit to it, and then that's the quarter.

(00:31:47):

They ask me, "When am | supposed to do discovery?" I'm like, "Well before that ideally you should have a
vision. You should be breaking it down, you should be putting discovery into that vision, talking to
customers, feeding that in there." Then | hear, "We don't have time to do that because we sprint back to
back." | was like, "What does that mean?", and they're like, "As a team, we go and we basically do two-
week sprint into two-week sprint into two-week sprint, and | got to make sure my developers are full. |
got to make sure they have things to work on. If | go take time off to go talk to customers, which also is
not my job as a product owner, it's my product manager's job, they'll feed me in what the customers are
saying, then | break those down into features and | can work with the developers on it." That's how all of
this stuff starts going.

(00:32:32):

What happens in organizations that they don't understand here is that it's not the most efficient way to
work. | see a lot of developers out there become almost ... How do you describe it? Reliant on the product
manager or product owner to tell them what to do. Even though you build them this great vision and you
explain what needs to happen, they go, "Oh, | can't work on it because the product owner hasn't
prioritized it." Then they asked me, "If | don't have enough for the developers to do on feature work, what
are they supposed to do?" | said, "I guarantee you there's a ton of tech debt they could be working on.
You don't have to scope that out. Let them choose what's the most important thing. They should be
working together as developers and architects to figure out how to tackle some of that tech debt, how to
get into it while you're figuring out is this the right thing to be building."

(00:33:23):

With all of this stuff, people feel like they don't have time because they're in a million meetings, and the
expectations of these companies is that every sprint, we're delivering software towards these roadmaps
that we promised in the last quarter and we're not checking to see if they're right, we're not checking to
see if they're actually helping us move it forward, and a lot of times the organizations are not set up with
the right feedback mechanisms, the right user research and the right data to tell us if everything is
working so they can feed that in to the next release planning. They're just planning, planning, planning,
breaking it down into sprints and going.



(00:33:58):

SAFe is not good at describing how you do all that other work. In a lot of this stuff too, there's pieces that
they put onto this map of SAFe where they're like, "Hey, you should do OKRs," and it's like, "This is what
OKRs are. You should do a roadmap. This is what a roadmap is." How all of that cycle works together
where you're balancing discovery and delivery and feeding it in is really confusing in organizations. Then
what it's basically saying is a lot of the discovery work goes into the product managers, and the product
managers, the product owners report into the product managers. What I've seen that doesn't work here is
that you're basically making these product owners order-takers. They are extremely tactical, and then
when it's time to actually be more strategic, let's say you want to be promoted to a product manager,
some organizations, that's not even the same business line, not even the same career path. It's product
owners go over here and product managers go here and they report into different people.

(00:34:58):

If you ever want to move from product owner to product manager, a lot of times you don't get experience
with the strategy, figuring out what customers want, breaking it down, looking at the market research,
determining is this valuable, is this what we should be working on. They're not even getting exposure or a
chance to do that because SAFe is like, "No, that's the product manager's job. Your job is to go really deep
and work with the developers."
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[00:35:21] Lenny Rachitsky
English:

Wow, okay. A lot of this sounds quite absurd as someone hearing all of the details and looking at this
image. That being said, many companies are adopting this. It feels like it's growing. More and more
companies are adopting this as the way to work. | imagine the incentive is we just want to build great
software and we don't know exactly how, and there's this process we can plug in and it'll help us do it. |
guess thoughts on that, and do you find it can work or often works or often doesn't work? What is your
experience with people adopting this and how it goes?
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[00:35:59] Melissa Perri
English:

I know a ton of companies that adopted SAFe about eight years ago and have gotten rid of it. Capital One
just came out and said they got rid of all their agile roles, all their Scrum roles. They were early adopter of
SAFe, they don't do it anymore. They wrote about that in the newspaper. I've seen it happen more often.
Now, in a lot of our organizations too I'll see parts of them do SAFe and other parts not do SAFe. It could
change business line to business line. | don't think though that people grasp how much it's still out there.
| get questions on SAFe every single day on the podcast. Everybody asks me, "Why are we still doing
this?" It's for what you said, executives buy SAFe because it's the only framework out there that basically
draws them a map and says, "Plug and play, do this."

(00:36:50):

That's why everybody's so excited about it because it's the only thing that specifies things to this level,
and they went, "Oh, it's something | can understand, it's something that actually has definitions around
it." To be fair, that was a great thing for SAFe to do as a marketing tool. Bravo, they created this thing that
everybody wants, a good product to sell, but it's overkill, and that's what | keep hearing from
organizations is it's basically taking the responsibility away from leaders to go figure their stuff out
themselves as well. If you are a new leader and you've just been dropped into this role, | have
tremendous empathy for them because yeah, where do you get started? How do you try to run a
technology organization?

(00:37:33):

Somebody came and told me, the CIO came and told me I'm in charge now. I'm in charge of all of the
developers, or I'm in charge of all the product managers. Now, where do you start? | can totally tell why
people adopt SAFe because you're like, "Oh, I've been looking for the handbook. I've been looking for
something to do here." The problem is it's only solving a little bit of the puzzle, which is bringing those
teams together. People do say it does really strains well, but it doesn't tell you also how to do your job as
a leader, it leaves it all out. They talk about portfolio visions and portfolio management and SAFe there
too, but more often than not, | come in and | find everybody above product owners and product
managers, let's talk about directors of product, VPs of product, they don't know what they should be
doing as a VP of product or a director of product. It's like, "What's my role? What should | be feeding in

here?"



(00:38:23):

SAFe doesn't even have that in there, that's not even a role. Product manager going up into those levels is
not really there. What do you do when you own a whole product line in an organization? What you do
when you're the head of product for a credit card at a bank, right? What's my job? Doesn't say that.
There's a lot of people out there in these organizations that I've been working with who I'm like, "You are
supposed to be doing strategy, and this is how you do strategy. This is how you go out and talk to
customers. This is the patterns that we have in software. Are you doing a platform strategy? Do you need
APIs? How do you think about your app strategy, rolling it out? How do you do this here?" All of that stuff
doesn't quite come from ways of working, which is what SAFe is doing. It's about how do you do your

jobs in those areas?
(00:39:12):

A lot of organizations who adopt SAFe don't realize that you need a head of product, you need somebody
to actually be feeding that vision all the way down and make sure it's breaking up around the teams and
controlling that portfolio vision and doing all of these things into it. | have not seen SAFe slowing down by
any means out there for people adopting it, | see more and more organizations adopting it. | think we
take for granted too in Silicon Valley how many people are just starting on their journey for digital
transformation. There's a lot of pharmaceutical companies, banks, insurance companies, they outsource
their development or they had an IT team, but they never had to really think about it before because

digital wasn't as important. Now they do.
(00:39:59):

Some of these companies, most of these companies are Fortune 50 companies, right? Fortune 100
companies. | think a lot of the ones | see, at least banks, realized early on, "Hey, when it comes to apps
and how people interact with our stuff, software is important,” but there's a lot of companies that did not
catch that train and they're just starting, and then they turn to things like SAFe because it gives them a
guideline. "Hey, I've never done this before. I've been in this bank for 40 years. All | know is waterfall type
development. What do we do?" Then we'll go, "We'll go look at SAFe."
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[00:40:33] Lenny Rachitsky
English:

| love that we spend time on that because | think it's really important. You can be cynical about all this
and be like, "What the hell are people thinking? This is crazy," but as you described, people just have a
problem to solve, they've never done this before, they look for solutions, they find something that seems
right, they see other people doing this and like, "Okay, let's try this thing." What you've seen is it rarely
actually works out the SAFe specific approach.

(00:40:59):

There's a few ways | think we can help folks. One is someone trying to do say an agile transformation or a
digital transformation, your advice for how to actually do that better. Then | want to talk about say you're
a product owner or a PM within an organization that works like this. What can you do? Maybe let's start
with the first. Say someone's trying to figure out, "We need to build better products. Something's not
working right." SAFe is an option. Your suggestion is don't maybe do that. What should people do? | know
you're not going to have the answer in a short answer, but generally, how should people approach this?
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[00:41:33] Melissa Perri
English:

Yeah. When I've worked with companies on digital transformations, you want a development operating
model. That's where a lot of these agile methodologies came out of. You have to understand that's just
the development operating model, that's not actually going to help you with go-to-market, with
launching your products and with product management. What | advise for companies to do is first sit
down and say, "Hey, how do we think about building our operating model?" When I think of product
operating models and what | do with companies is we break out how do you determine product strategy?
Do you have a good product strategy? You look at your organizational design. How are we actually
organized around our products? Do we have good coverage of product managers and do we have skilled
product managers up and down the organization?

(00:42:20):

Then we want to look at product operations. Do we have the infrastructure in there to help support these
teams? Can they get the data to make decisions? Can they actually be in touch with customers? A lot of
these large organizations haven't actually thought through many of those steps as well that enable
product managers and development teams to be successful. They don't have ways for them to go and
talk to customers. That's why they're not doing it. | have a lot of empathy for people in these
organizations as well who can't do product management well because of the bureaucracy or the things
around it. Leaders need to solve that, right? They need to understand what the role is and they need to

openitup.
(00:42:57):

Then we got to look at our culture and incentives. Are we just rewarding people for shipping as many
things as possible, which is like, "Hey, just put everything you possibly can into that release train or that
backlog," or are we coming back and saying, "Hey, is this valuable? Is this tying it back to our business?"
Many organizations do not have a great product strategy, many large organizations that I've worked with,
and it's that tying it back to the value piece, tying it back to, is this going to reach our company goals? If
you are a huge organization and let's say making billions of dollars a year, and your goal is expand
geographically, what are you doing in your portfolio to actually enable that? What products are you
building to expand geographically? So many organizations don't have the transparency to actually even
see that.

(00:43:50):

One crazy thing, a lot of people give large organizations a lot of flack for, and | know Marty does this too,
for focusing on processes. | don't think processes are the enemy here. For example, if | hear somebody
really worried about getting a roadmapping tool in there or something like that, I'm like, "Yes, you need
that because you have no idea what your 4,000 teams are doing." If they're actually coming back to the
business goals, you have no infrastructure in there to be able to see that transparency. Those types of
blocking tackling is absolutely necessary for a transformation for a organization to be stood up around
software product management. You have to have the transparency to actually see those things.

(00:44:29):



You do need to have enough process so that you as an organization can be efficient in getting things out
the door, and that's what | think SAFe was trying to do, but it's not working because it's not solving the
problems of the product management and it's not solving that problem of connecting the value back to
the product teams. Instead, it's seen as a role that almost babysits developers or tells everybody what to
do. Where's the discovery? Where do those things come in? | know with the SAFe image that we got over
here, they try to drop things like Lean UX in there, which Jeff Gothelf thinks it's hilarious, but it's not really
pulling it all together of how do we do this on a cadence? How do we help people go out there and
actually talk to customers? How do we enable them to do it?

(00:45:15):

If you're starting a transformation, it's not just thinking about how do we build the product, but you
should also be thinking about how do we launch the product and how do we make sure this is the right
product to do. That's the big pieces of it, and that's where all that product strategy comes in. You should
also look at the career paths. This is what really bothers me about agile transformations and what
bothers me with Scrum and SAFe is that when we organized in these large organizations into agile teams,
we made all these new roles called a product owner, and so many organizations don't have a career path
for them so they email me and they go, "What's my career path? What do | do next? Where am | supposed
to go?"

(00:45:59):

I've been saying for 10 years, this is not a team role, it's not just a team role, it's a business role and it rolls
all the way up to helping you further your business. You have to make sure that people on teams can be
promoted to running multiple teams, can be promoted to running an entire product line. To us, that's so
simple in Silicon Valley native software companies, but it's still unheard of in other organizations. What
happens too, and this is where | think leadership and C-suite needs to really pay attention, because we're
transforming in this way of working, what happens is some of the roles that we had before do not serve
us now. Maybe we don't need a million project managers, maybe people in the business who decided
what we're going to build, are they the right people to bring with us on this next phase into product
management? Can they learn? Can they grok software? Do they understand those pieces? That's what we
have to ask.

(00:46:58):

Organizations are so afraid sometimes to put these career ladders in because it kind of overhauls their
traditional ways of working, and then they've got people who've been in these organizations for 40 years
and now you're saying, "Hey, you're actually not in charge of that, the product manager is in charge of
that," and that's scary. A lot of them get in the way because of that. If you really want to transform
though, the C-suite has to be like, "Hey, we're going in this direction," and just put it down because I've
seen it run by a lot of middle managers, a transformation run by tons of middle managers, and those are
the jobs that are usually in most jeopardy when you start transforming and you have to re-skill and you
have to figure out what to do, and they don't want to do that. They're not going to be the ones who jump
up and down and say, "Hey, let's do this."

(00:47:41):

There's a lot of people out there, | think, pushing organizations to try harder and to internally as well. I've
worked with a lot of people who run these transformations who just really want it to work, and | think
they do it with the best of intentions, but the C-suite has to understand this is not just a transformation
project, this is a whole new way of working, and if we want a whole new way of working, we have to really
rise to that occasion.

AR ERIE:
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[00:49:13] Lenny Rachitsky
English:

There's a few things | want to pull out from what you just shared. One is, just to clarify, you recommend
not using SAFe, you don't think that's a good approach?

FRCERIR:

HEMRNA DENRBRRIRLR. —=, ATHRERL, MBRINAFEMER SAFe, RINAXFTE—MFHT
E?

[00:49:21] Melissa Perri
English:

| do not recommend using SAFe. Yeah.
FRCEIE:

KIZBIER SAFe, ZHY,

[00:49:24] Lenny Rachitsky
English:

Great.

FRscERE:

KEFTo

[00:49:25] Melissa Perri
English:

There are people who like SAFe. Let me just say this, there are people who found success with SAFe. Every
single person | have talked to who like SAFe found success with SAFe, they ended up ripping it up and
making it into something else. It's not actually SAFe by the book. If you do that, fine, that's any process. If
you ended up adopting SAFe and you want to go back and look at it and say, "Actually let's just get rid of
all the stuff that's not working and keep the stuff that is," fine, but being open to understanding this is not
the way that we do good product management. There's not a lot in SAFe about doing good product



management. That's the stuff that we have to understand. It could help in certain areas, and | do think it

does help in certain areas, bring some rigor to things, but if you take it too far, it will destroy things.
(00:50:17):

There's actually a great story about a water company in the Netherlands and they decided to adopt SAFe,
and this was on the news a couple months ago. They decided to adopt SAFe in their IT teams and start
working with it. They ended up going bankrupt, and the reason they ended up going bankrupt is because
the teams were learning the processes for SAFe, they were taking so long to deploy their new invoicing
system and payment collections that they couldn't collect payments from customers because they got so
caught up in the process.

(00:50:53):

That's what | see happen a lot in these organizations. Instead of talking about what's really important,
which is, "Hey, how are we serving our customers? How are we winning in this market? How do we stem
churn? How do we do all these things?", we're talking instead about, "What stand-ups are we doing? Oh,
how do we do this release planning? Oh, my God, you guys didn't sprint back to back, you did it wrong."
We're talking about work about work, but we're not actually getting into what are we achieving here, and
that's the part | do not like about rigid processes when it comes to this.

FRCERIR:
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[00:51:28] Lenny Rachitsky
English:

That touches on the other theme | wanted to bring up is it feels like the stuff is a kind of replacement for
skilled, talented people, a product leader that understands how to do these things and has product taste
and has organized teams to build great product. It feels like people are just, "We don't have that so we're
going to create this. This process is going to fix all our problems." Can you talk about just the importance
of that, the people you hire to run these things as key to this, if that's true?

AR ERIE:
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[00:52:00] Melissa Perri
English:

In a lot of organizations, the people who buy SAFe, they have not run large scale technology organizations
before, or they're new to this way of working so they adopt SAFe and they hope it works because it looks
like a nice plan, like we said, to go out and do things. When you're doing a transformation, a lot of
companies are pulling people into these roles for the first time. I've said since day one that I've been
working with companies, it's okay and I think it's noble to want to train people and put them in different
roles. Cool. If you're going to spend money upskilling your people, do that, but you also have to
intersperse people who know what they're doing. | think at leadership it's really important to bring in

somebody who knows what they're doing to help run this type of thing.
(00:52:44):

There are more people out there and more leaders who have done this before because we've been doing
this for 10 years. There's Shruti Patel, she's chief product officer at US Bank for small business banking. |
just had her on the podcast. She worked at Shopify, she saw how great teams worked, and then she was
able to come and help apply that at a bank. She's experienced, right? She's an experienced product
person who comes in to help. Melissa Douros is the CPO of Green Dot Bank and she had worked at
Discover Financial leading the transformation there, did all that work, and then could bring it to Green
Dot Bank. She can see what needs to happen, what needs to actually go on here.

(00:53:23):

We've got more and more people out there who have done this before who are looking for these
opportunities to do it in the bank, and | think it's important for C-suite to bring them in to actually look at
that. Where I've seen transformations be the most successful in all these organizations is when you do
that mix, you keep some of your people, but you also bring people in to learn. | get hired all the time to
come in and train. I've worked with almost every Fortune 50 company at this point, fortune 100 company
too, and | get in, | come in to train a lot of product managers. We do it through Product Institute and we'll
train everybody. What used to happen about eight years ago is they train everybody and they would say,
"Go." Where do you go after you bring in the consultants to do training to keep learning? How do they
watch other people in the organization do great product management if there's nobody in the
organization who's done it before?

(00:54:20):

Luckily | think a lot of organizations are realizing that, so more leaders are out there who are saying, "Hey,
I've got to actually intersperse skills here. | need to bring in some more directors who are experienced
here, some more individual contributors who are experienced here." Those organizations | think are
wildly successful because they recognize it and they say, "I've got to make sure that people can learn
from others." That's how you keep developing, that's how we all keep developing, it's not just doing all
external classes. That's where | think these things become powerful. You could do that at all levels. You
don't have to just do it with the teams, you could do it at director level, you could do it at VP level. That's
how we should be thinking about this.

(00:49:57):



Now, there are some CPOs out there and some VPs of product in these large organizations who are new to
this way of working, but they've committed themselves to learning and to trying to figure out how to do it
best. They're not saying, "Hey, I'm just going to adopt SAFe or I'm just going to do whatever is over here,"
they're actually saying, "What don't | know?" I'm watching them go out to talk to other CPOs, do all these
other things. They usually have great market knowledge, great business knowledge, and they're fantastic
at strategy, and then they hire people underneath them who are great at the other pieces like the
execution and getting the software at the door. | think those people are successful in it as well because
they notice their skill gaps and they hire for it just like any great leader would.

(00:55:41):

In these organizations, | do see sometimes SAFe for something being a crutch for people who don't know
what they're doing to bring in. If you really think about, "Hey, how do | make this better?", and have that
continuous learning mindset and that way to want to propel this forward, | think you'll consider other
options and start to think about broader than just SAFe, broader than just agile, what do we need to
make this successful?

(00:56:07):

The key part of this too is recognizing that product management is not just this role in Scrum. | say this in
my talk too, | say Take Scrum away. You still need product management, right? Product owner doesn't
exist without Scrum, that's not a thing, but you still need product managers and that's why all product
owners should be product managers, they should be fundamentally product managers. That's why | do
not like these career trajectories that keep them separate. Sure, if you want to have a principal IC product
manager like they do in a lot of large Silicon Valley companies, perfect, let people keep working on those
things. They don't have to go into management, but that doesn't mean they're different. Between an IC
product owner and an IC product manager, it shouldn't be different there.

FROCERIR:
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(00:54:20):
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[00:56:55] Lenny Rachitsky
English:

Perfect segue to where | wanted to go next, which is say you are a product owner today listening to this
and you're like, "Man, this is exactly my life. What can | do?", what's your advice to folks in that role right
now about how to potentially become product managers, build the skills they need to not just be stuck in
this career path that doesn't go anywhere?

FRZERIE:

FTERMNEE, XIERHZETREW, RMB—IJIEERXMITEN~@ATA (PO), fROE: “XI,
HiRHMERNEE FLEAD? " HTFEATXIABHA, REFAEN? tiTNEA TN~ m
218, BUFIFRAVREE, MABKEEX LA INSIRERE E?

[00:57:14] Melissa Perri
English:

Yeah. | think the first thing is bringing awareness to that your role is more than just working with the
developers. A lot of leaders argue with me that we need product owners because it just doesn't scale.
You've seen massive companies at scale where they don't have any product owners. | do not understand
that. It's a weak argument to me, it's a very weak argument. It just means you don't know how to
distribute the work evenly and give a little bit of strategic guidance to product owners so that they can
gon, or product managers, on a team so that they can go and build visions and cut down features and



stuff like that. If you're a product owner and you're like, "Hey, | don't have the opportunity to talk to
customers, my product manager does that. | am just working with the teams. | want to be more strategic,
| want to think longer term," I'd say try to take some ownership over that and push back on the things
that are being given to you.

(00:58:04):

| was doing a workshop for Mind the Product back in the day, and | had a product owner in my workshop
and she said, "I don't think that things we're working on," they were doing SAFe, "are the right things to
work on." I said, "You should bring this to your manager," and she was like, "I don't know. I'm going to get
fired. I don't think it's the right thing. What am | going to work on if we're not going to work on this?" I'm
like, "Well, this is the beauty of product instead of project, we stay with the product." Just because your
project ends doesn't mean that you lose a job. She put together this whole thing, went and said, "I don't
think we should be working on this," and they promoted her. They were like, "Fantastic." She took this
leap of faith and went out there and started saying, "This is more. We need to do more."

(00:58:44):

| think if you're a product owner and there's no career path for you, start asking leaders what your career
path is because it's going to make them go, "Oh, great question. What should the career path be?" There's
a lot of literature out there about how we make career paths, so you can start there. Ask what's next for
you after this product owner role. | would ask the product managers if they're doing all the customer
research, see if you can do some customer research with them. Go sit in on this. A lot of them will say, "I
don't have time. | don't have time to do this." Strip back all the user stories you're working on, stop
thinking about it as a quantitative metric that needs to just go up and up. Instead, really think about the
value you're delivering with your team. Is this the right thing?

(00:59:24):

When you talk to leaders and when you present your case, you say it in a way of, "Hey, I'm working on X, Y,
and Z feature. What's the goal here? When we release this, what do we hope will happen?" | think that's
one of the best questions anybody can ask if they're worried their company is not focused on outcomes.
What do we hope will happen when we release this? What metrics are we going to change? How do we
instrument it to make sure that's true? Then we can go back and actually see if it changed. One simple
question to get alignment on it, and then you can start to say, "Oh, that didn't work or this did work."
Great. Why did it work? You can open up those conversations.

(01:00:00):

I'd say there's a lot of things you can do to help move your companies forward, and | have seen in a lot of
these organizations too, a groundswell of product owners and product managers saying, "Hey, what's
next for me? What's going on?" That makes the organizations go and figure it out. | was working with one
Fortune 10 company not too long ago, their C-suite, I've been working with them for a very long time and
they're finally like, "Hey, we're going to codify the product manager role and we're going to have it all the
way up and down our organization, we're going to make roles, we're going to make responsibilities." To
me, that was music to my ears, but the reason they were doing it too is because they noticed there was a
lot of churn in the organization in that role, and they also realized it's a critical role.

(01:00:44):

They're losing good people because people from the outside are coming because they want to work for
this great big organization that's doing super well, fantastic, but they get in there and they go, "Where's
my career path? What am | supposed to do? Where am | supposed to go?" A lot of leaders are out there
now realizing, "Hey, we do have to get our stuff together," and the only reason they're coming to this
conclusion as well is because they're looking around seeing other people doing it and they hear it from



the teams, they hear it from the product managers. | don't want people to think, "Hey, | have no power.
I'm in a 10,000 person organization." The more you bring this up, the more your leaders will respect it
because they don't want to lose you, they don't want to lose good people. If you want to be great at your
job and you need more support there, speak up, speak up.

(01:01:31):

At a certain point, | do tell people this. If you feel like you can't do great product management in your
organization, try to find another organization. | know that is hard to say and | respect people are tied to
insurances and it's hard to change jobs, but if you do have the opportunity to look for another
organization that does it well, | would go there. | would also say in large corporations too, I've seen
certain business lines and certain divisions do it super well and then others not. If you are in a large
corporation, maybe think about moving internally, laterally to a different team and seeing if you can work
there. I'd find the leaders who know what they're doing and go work for that. That's usually the best
move here.

FRCERIR:
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[01:02:11] Lenny Rachitsky
English:

The point you made about how a lot of companies don't have any product owners and have scaled very
wide, just to reinforce that in the data dive that we did on job market trends, no tech company has a
product owner basically, no top tech company. | know there's an important distinction here. These are
tech, software first, product first businesses where their business is the software they're building, and a
lot of the companies we're talking about here are not that. They're banks and telecoms, pharmaceutical
companies. | get that it's a very different world, but | think it's important to highlight, "You can become
very big." Google has no product owners as far as | know, Amazon, Microsoft, Netflix, no company you've
heard of that's a tech company has a product owner. They're all product managers, they're all product
managers.

FRZERIE:
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[01:02:56] Melissa Perri
English:

Yeah. | don't want people to think that there aren't people who build great software in these large
corporations too because there are. There's pockets of people who are doing it super, super well. If you
are one of those people who's been pushing the boundaries, doing great work, and your title is a product
owner, what | always tell people on your resume, if you're looking for your next job so that you're not
pushed out, let's say, of these large corporations like a Google or somewhere like that, and that's where
you want to work in a tech firm, make sure you describe how you did your job from a value perspective.



Do not talk about your agile cadences. Get Scrum out of there. Talk about what value you brought to the
users and what metrics you moved, and that's how your resume should be laid out.

(01:03:40):

| do read tons of resumes to hire people, and also chief product officer, same thing. If | see immediately
implemented Scrum processes across the organization, I'm like, "No, that's not what | need. That's not
what | was looking for." | was looking for what are you going to do to push the strategy in that part of the
organization? What are you going to do to actually build better products for customers? Then when you
get into the interview, you can talk about what things you did to do that, but you want to make sure that
you're focused on really understanding the customer and translating that into great products, and the
outcomes that we were looking for when you do it on your resume, | think that's important.

AR ERIE:

Bl HAREMBANKABEMEARMEFRAENIA, BNHEE, AL ENEFIFEIFEHE, W
RIFEARLEAUTR IR, MEEHTENAZ—, MIRPEERE PO, RERBHFAK: ZEMFNEH L, WX
R T—RIIE, FRRERXLARKATEZII, —EEM “NME" BBERRIFNIE. AL
fREVEUIETIZR. 48 Scrum BRLEIR) LB, RRIRNBRERT HANE, (RERDT 48R, X2 IREHN
ZEMHF .

(01:03:40):
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[01:04:15] Lenny Rachitsky
English:

Okay. | want to spend more time here because this is so important. This is highlighting here's the
difference between a product owner and a product manager. If you want to move into product
management and become a great PM, if you're a product owner today, even if you're not a product owner
and just want to get into product management, can you again just highlight here's the big difference and
here's the skills that people value most in a PM versus a product owner.

FRZERIE:
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[01:04:38] Melissa Perri
English:

Yeah. When | see product owners write out their resumes or describe their job functions, they always
approach it from a process standpoint. | prioritize the backlog, | worked with the developers to break
down the work, | checked the developer's work and did the acceptance criteria, | wrote the user stories,
all those functions is what | see over and over and over again in product owner resume. What you want to
do instead is say, "l led the," we can even do the login APL,"I led the work around the login API. The
problem that | was solving around it was trying to enhance security for our login protocols to meet



regulatory requirements. | interviewed a bunch of users, | got up to speed on the regulatory
requirements, | worked really closely with our legal teams and our compliance teams to translate that
into something that was going to secure our bank, and when we launched, we were able to meet our
compliance, save our bank a couple million dollars, and we smoothly transitioned into these new security
requirements without disrupting any service for customers for four million customers."

(01:05:40):

Way different story than | prioritized backlog and | shipped it off to developers. Take it a step further. If
you're working on customer-facing things, who are your customers? Did you go out and talk to them? By
interfacing with customers and understanding them, | was able to solve XY, and Z problem with them,
which resulted in a measurable amount of XY and Z metric going up for the business. | ran this function, |
ran this feature, | launched this feature, | watched it through, | iterated on it, | did the stuff that was
needed to make this successful. That's what | want to see on a resume.

(01:06:15):

Even if you have a product owner title, I'll still read the details and everybody else will too, but | will say
there's sometimes a poor connotation when you have that title unfortunately because of the baggage
that's associated with agile. Even just on resumes, | would say do product owner/product manager in
there just to let people know that | know how to do this and I've been doing this well. If you do that in
your bullet points, that shows up as well. There's also this whole concept that we didn't even get into
about certifications. People keep asking me if | want to transition into product management, should | get
a certification, an agile certification?" | feel like these were bigger a couple years ago, but they're still big.
If you ever see somebody with a CSPO on the end of their profile, which you probably have seen on
LinkedlIn, it's a certified Scrum product owner.

(01:07:05):

Now, one thing to remember, and this is about all agile stuff, is we call it the agile industrial complex,
agile coaches and agile trainers, the whole Scrum team, scrum.org, Scrum Inc, SAFe, everybody, the way
they make their money is through consulting to teach you these processes and by having people be
trained to get these certifications. They come in and they say, "All your people need to be certified Scrum
product owners. Give me 2,500 bucks per person," and then they get a certificate at the end of a two-day
class that says they're a certified Scrum product owner. It doesn't necessarily mean they could do the job,
it doesn't necessarily mean they could do product management, but let's think about when we're talking
about too should we adopt SAFe in general, should we adopt these things, think about how these
organizations make money.

(01:07:56):

They're selling certifications. Of course they want more and more people to adopt it. That's the idea here.
They're selling you this dream that you just certify all your people and then you could be working on it.
They take all these people, they put them in two-day classes or whatever, and they turn them out and
then they say, "Go, you're a completely new role." It doesn't work that way. That's not in the best interest
of your company, that's not really what we're looking for here, and that's why all of this stuff needs to go
deeper. If you've done a CSPO class and you have that certification, it may help you get hired at another
large enterprise that is adopting Scrum and SAFe. That will probably help you there.

(01:08:36):

If you want to transition into tech and go into the companies that we talk about, they're probably going to
look at that and say, "This person doesn't know what they're doing. This is not here." If you do know what
you're doing and you did that for a reason, because some people need that to get promoted, some
companies actually require it, which is crazy, but to get promoted or be that thing, | have tremendous



sympathy for that, but you're going to have to do a lot of work explaining in your resumes and stuff as you
transition that you know more than that. You're not just a CSPO with a two-day class, you have done the
work. That's where all of this building up on your resume becomes really, really important. It's not just
about getting certified.

(01:09:14):

| had people ask me, they're like, "Can you just certify product managers?" I'm like, "No. If people take my
course, | give them a certificate of completion and as a completion." You finished a course just like any
other course, but | will not certify product managers because | do not think you can ever say somebody is
prepared and able to do their job from a short class. Now, there are some agile agencies that do a lot
more training where you have different levels, and what they would do is they would train people, but
then they would make them go do work and they had a coach that they worked with, and they go back
and forth and they could demonstrate that they could do the work over time to get to the next level.

(01:09:56):

It's almost like the PMP, the project management certification where you have to have time actually doing
the job. That's different, that's a different type of skill, it's a different type of certification, but if you see
any CSPOs, it's typically a two-day workshop that they went to and then got certified. That's the
difference with this.  would say be careful if you are a product owner wanting to be a product manager of
just certifications. All the large tech organizations | know too, they're not looking for certifications in
product management or product ownership to hire people, they're looking for experience, but the
organizations that might not know what they're doing, they are looking for CSPOs, they are looking for
that.

(01:10:37):

If it's required by your organization, you might have to ask, "Are we all well set up here to do our best job?
Is this the place where I'm going to learn how to be a better product manager?" | also feel bad though for
people because it's hard to be a product manager, it's hard to get your foot in the door. I'm so torn on it
because there are organizations that hire people with a CSPO and they require it, so of course if it gets
your foot in the door and it helps you do it, but if it's not going to help you and it's not going to put you on
the career path you want, | don't think it's worth money.

AR ERIE:
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[01:11:14] Lenny Rachitsky
English:

| think one interesting thread throughout this whole conversation is rarely is a plug-in play-ish easy
solution going to be the answer to your problem, whether it's plugging in SAFe and it's going to help us
build great software, taking a class helping you become a great product manager, be skeptical of that.

R EE:



FIAANBNER—TEENARZE: ROBHM “BHEENE" R85 RERRIRAIRE. TILZ5IN SAFe
FEEBRNRHRRM, TR LE—TIRMEELLIRR AT PM, EERIFIFER,

[01:11:31] Melissa Perri
English:

Yeah. There's no quick way to doing any of this, there's no fast track. You don't get to skip over all the
hard things.

FRSCERIF:
M. MXEELERR, REREE, M EBGIFEIRLERMERES .

[01:11:39] Lenny Rachitsky
English:

Yeah. Bummer.

FSCEiE:

%, HiiE,

[01:11:41] Melissa Perri
English:

Yeah. | wish.

FCERE:

=M, RBBRER,

[01:11:43] Lenny Rachitsky
English:

Yeah. One question | wanted to clarify. When you come into an org and they have product owners, do you
encourage them to get rid of product owner as a title and role and make them product managers or do

you keep product owners?

FRCERIR:

o FADFB— NI, HIRFEN—MHE PO VAR, REEmMtIEUE PO X KEMAGHIBMIIZR
PM 13?7 i*2{RE PO?

[01:11:53] Melissa Perri
English:

| say that we should have a hierarchy. You would have all product managers on a team, they would be an
IC, individual contributor, so they're either an associate product manager and that's if they don't have all
the discovery experience or maybe they know basic Scrum, totally fine, you can be an associate product
manager, but if they don't know how to talk to customers, digest what the customers are saying and turn



that into a feature direction and a backlog and this is how we're going to work, all that stuff needs to be in

there. If they don't know how they should be measuring things, you're not quite a product manager yet.
(01:12:28):

Associate product manager, and then product manager, and then a senior PM. A senior PM can work on a
Scrum team as well or a development team. | do encourage them, | say, "Get rid of these two different
titles because it's confusing everybody." | help a lot of people with career paths too. I've seen companies
with 47 different titles for product managers because somebody in this organization is called a product
associate and somebody over here is a product manager and that person is a platform product manager,
and that person is a platform product owner, and this person is an APl product owner. You can have
product manager, senior product manager, all that stuff, but | would not confuse people with the two
different titles of product owner versus product manager.

AR ERIE:
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[01:13:11] Lenny Rachitsky
English:

But importantly, there's a bar for who is called a product manager because if you take a product owner as
you've said, and say you're a product manager, they're going to be a terrible product manager. Your
advice is make them an associate PM, and then once they reach a certain level, they've graduated to
product manager.

AR ERIE:
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[01:13:28] Melissa Perri
English:

It depends. | don't say this as a hard and fast rule because there are product owners out there who've
been doing their job very well. Just because they have a title of a product owner doesn't mean that
somebody can't do the job of a product manager. There are plenty of people out there who were just
named this because a company names them that and they know what they're doing, so don't look at that
hard and fast. When we do this, we typically will say everybody's got product owner on their title, change
it to product manager, but we will go back and look at what is the actual skillset.



(01:13:56):

When I've come in to work with companies on transformations, what we typically do, the way | get
introduced usually is we come in and they're looking for some kind of training for all of their product
teams, and then we bring in Product Institute and we do our online training, Then afterwards | work with
the organization, | say, "Now that everybody's been baselined and trained, we have to figure out who is
going to be a great product manager and who's not," so there's an awareness. You know what's
interesting? Once people figure out what the job's about, a lot of them opt out.

(01:14:24):

When | did the transformation at Athenahealth, we had 365 product managers and they all had different
titles too, product innovation, all over the place. We turned them into product managers, we trained
everybody, we gave everybody the opportunity to learn, which | think is great, and then we gave them
opportunity to practice their skills. What happened is at the end of the training, a lot of people raised
their hand and said, "Oh, no, no, this is not what | wanted to do. | thought it was very different. | did not
realize how much people work it was. | have to go influence these people, | have to do all this stuff. This is
actually not really what | wanted to do."

(01:14:59):

We found other roles for them that were what they wanted to do or they decided to leave. That was up to
them, we didn't cut anybody, but we moved some people into operations because they wanted to be a
little more heads down to find process. That was their thing. We moved people into data roles who were
good with SQL and were good with data analysis. We moved people into user research roles because they
wanted to talk to customers, but they didn't want the responsibility and the accountability that came

with the product management piece because they realized it was so intense.
(01:15:29):

I've seen this happen a lot in large organizations. You baseline everybody, you show them what the role is
and then you let them go practice it, and then at that point some people will opt out and then you have to
go back through your people and say, "Okay. How do we level-set now? Who's doing really well? Who's
not doing so well? Which teams need to have more experienced people on it because they don't have
anybody to learn from?" That's where we would say, "Hey, let's hire some ICs over here or a director of
product management who can help train these people and help them keep growing." That's been super
successful. I've seen people bring in some more directors, scattered them around, and they've leveled up
these product owners who were not necessarily doing great product management and now they're doing
fantastic.

(01:16:13):

I've watched fantastic leaders in these organizations that are not software native or doing these
transformations. Bringing the right person, you can make amazing product managers. Give them a year
or two and completely turn it around. It's totally possible. It's totally possible to take people and train
them, and | firmly believe in that, but you got to get them exposure to what good looks like. If you are in
an organization and you cannot see what good looks like anywhere, that's a red flag. That's where leaders
need to look at their organization and say, "Do | have people with these skills interspersed around so that
everybody can start to learn, so that everybody can actually be on the uptake of this and make sure that
we are well-balanced?"

FRCERIR:
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[01:16:56] Lenny Rachitsky
English:

That was an awesome nuance and addition. I'm just looking back at all the things we've talked about.
We've covered so much ground, the history of agile and Scrum and SAFes and product owners, we've
gotten into all kinds of advice on how to do this better as a company leader, as a product owner, as
someone thinking about even moving through product management. Is there anything else that we have
not covered that you think might be helpful to touch on or wrap up on?

FRCERIR:
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[01:17:25] Melissa Perri
English:

I think I would tell people to remember that when you look at agile methodologies, and if you look at it
with small agile, what we are really saying there is we want to be able to move quickly and deliver great
value to customers. If you embrace those principles, you're going to do well, but if you think of agile as
just a defined super cut and dry process where you have to follow every single little step here and there,
that's not going to serve you because you're not getting back into why are we doing this.

(01:17:54):

There are some great agile coaches out there. There are first principle approaches to doing great product
work and doing great development work. They're there because they are not just selling Scrum, they are
there to make people better. Those agile coaches | think can make great fantastic teams, and I've worked
with a lot of them, and | think they are really there to just make it a better environment for the people
who are working and to help the company produce better products. That's their whole goal.

(01:18:21):

Then there are people too who are wedded to this is SAFe and you will do it by the book. This is Scrum,
you will do it by the book. I'd be very skeptical of that because what's the end goal? What's their end
goal? Like | said, a lot of people out there get paid by certifying people and by consulting on these
processes. McKinsey made a huge division to do this, and a lot of SAFe was actually introduced to
organizations from McKinsey and from large organizations, consulting organizations like that. They came
in and they said, "Yeah, this is what you do. I'll teach you how to do SAFe, I'll teach you how to do Scrum."
They have been building those consulting agencies off of agile transformations.

(01:19:03):

We always laugh when | talk to other people who've been doing transformations and coaches. | go, "Why
is McKinsey always coming in here and doing this?" I've followed them into so many organizations and
I've been like, "Oh, wow, they screwed this up. Let me go fix it." There's always a saying that nobody gets
fired for hiring McKinsey. McKinsey's big, people trust their name. A lot of the people at McKinsey haven't
done this before, they've never been inside the organization trying to transform it and stay there for a
long time. That's why I'd be really skeptical of who's selling that.

(01:19:37):

If you approach agile from a perspective of | want to be agile because | want to release things quickly and
get feedback from customers and make sure that that's great, look at all of your processes like that and
say, "lIs that serving the best interest of our company and our culture and our customers? Is this making
our customers proud of us? Is this helping our customers receive good value?" If your processes aren't, fix
them, change them, inspect and adapt, ease a lowercase agile principle. We should be looking at every
process we do and saying, "Is it working?", and not be afraid to change it.

FROCENIR:
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MNEE#HIRSAR, 08 M8, F, MWIHEX)LRIET, tHRREWNE” BiFR RASRNRBZEES
MHRFE" - EEHRA, AMIEEXTNEF. EXEHHRSMALANEMIXT, MIIMKREERETA
LRERIAKERREE, XMENT ARIIEHEXEREIARSE R,

(01:19:37):

NRIRM “FETGHE, EARBRELHHREEARER, BRERLEE” WAEL.L, BBABTXFHEN
REFBERYARE: "XERENERNQE. XUMELNRENZ? XESUENVELAENBEESR? X2
BHNEFRF T REFNNE? * MRMEVRIZEAE, AMEEE. ATE. REHRARE —XFE N5’
EEERN, HMMIZEARIMMENE—TREHR: “eBRF? 7 , #EFEFHERZE,

[01:20:15] Lenny Rachitsky
English:

I think it's important to highlight this can work. There are ways to reorganize the way you build product at
a very large company where you can actually deliver great product consistently. You've seen that happen
a lot. Anything you want to add there to give people hope?

AR ERIE:

FIANRRIE “XERITHEN REE, TARRE, BWELANEZERARWE~RIIA, NMEEBREEH
e~ m. MASREXFNEG. XTFX—R, FEFABKEIRLEAK —LRENT?

[01:20:30] Melissa Perri
English:

Yeah. The biggest pushback | hear from large organizations, especially ones that are not software native
as banks or insurance companies, whatever it is, is that we're not like Google, we're not like SaaS
companies. It's true, you're not a SaaS company. The way that you do it is going to be slightly different
than the way that Amazon runs or the way that Google runs. | don't see many companies actually run the
same, and just because it works at Google doesn't mean it's going to work at an insurance company
that's a hundred years old. That's okay, but you could still learn from people who've been producing
software at scale for many, many years. You can still learn what makes them successful, and then you
could take some of those principles and apply them to your organization and then figure out where we
need to adapt. That's what | would look at.

(01:21:21):

| see software strategies and digital strategies becoming so intertwined into the strategies of companies
in general, whether you're an insurance company or a bank or anything. They're becoming so heavily

entwined in the C-suite strategies. The first thing | would say, and where | see a lot of companies struggle



with this is you have to make sure that it is thought of at the C-suite. What some organizations do is go,
"Oh, no, that's IT work. Let me push all the software strategy down." If you're doing that, you're missing
out on innovation, and this is where the product role comes in and where | think more organizations need
chief product officers because they're the person in the C-suite saying, "How can software enable us to be
10 times better and crush our competition, whether we're a bank or insurance company or a
pharmaceutical company? What can we do with our software that's going to put us ahead of the
competition, that's going to put us ahead of the market?"

(01:22:16):

If you're not having those conversations when you're thinking of your long-term company strategy, you're
behind, you're behind because that is what every small high-growth startup is doing that's coming out to
try to disrupt these big companies. The big companies are successful, they have a lot of money so they
don't have as much urgency as sometimes these smaller companies do to change or somebody who's
failing to change. That's why things are going so slow, but at the same time, if we don't pay attention to
that and we're not considering it, that's where the danger comes in.

FROCENIR:

EH. AMAAR (LHRRT. REATDFERERHAR) WEMNKRABENZ: “HITFEGER, KIF
& SaaS AF),” &I, MHKARE SaaS A8, MHEFENAAZSTIDRBREEFR, FZNIWHERLQ
AN FAARTRE— . XXEAEMSAEAREN, HAFEREEE—KBFHENRRQAFHE
Mo K&K FRo BIRIATTURAL ZFERAMREFREBIAF S, RIDARTUFIZHALLMIIMT, A
IR ESFHN—ERNNAZIRIARS, BFEEMEFTRFE, XMBRRERRo

(01:21:21):

HE A HBENRF URERES ABNBAMBEERSR, TRMERLARZERRT. ENERERAS
BRSBTS, RERANE—R (WEREIRSQEHILAMS) B MOIABRSEREEETE—Ro
BEARNBUER: B, &, B2 ITE)L, BB SREREE T MREXEM, MmERT e
o XMBFRABNIIAR, BRATAKIINNESHRFZTEGE~RE (CPO) WREHA, Bl CPOBEE
BBz RN IEREE 10 EHEMREEXNF A, BRENZ2RIT. RIEZHAQE, K
MAVER BB AR AR T RENF. T Hi7?

(01:22:16):

RRERE AR KM A HTXEMNE, FMERT. MEERRANE—MHEFBERATN. SiE
KEVNEF QI RABRMEXF M. KABRKI, BREH, FIUBITERNMNATRERKKBABIREE R
BRENE. XMEANFTAEREZENRE, ES5LHEN, MRENFXIX—=, FEEE, ERMEEZ
ko

[01:22:46] Lenny Rachitsky
English:

I imagine people are going to have a lot of questions and hope to get even more advice. A couple of final
questions. Where can folks find you online if they want to ask more questions along these lines, maybe
get your help on some of this stuff? Then finally, how can listeners be useful to you, Melissa.

FRZERIE:

REAKBEZARZAE, AFEEFIHESEN. REM MR MRAREMXLESZERER, NEET
ROREVERE), BILATEMBERER? &f5, RARIIEENIREERA?



[01:23:02] Melissa Perri
English:

You can find me on LinkediIn. If you go search for Melissa Perri with an I, P-E-R-R-1, you'll find me there. My
LinkedIn is /melissajeanPerri. I'm happy to connect with people there. My school is called Product
Institute, so if you're interested in doing product management training or getting help with some of this
stuff, go to productinstitute.com and reach out to me. | run a podcast too called The Product Thinking
Podcast. We answer questions every week, and a lot of them are around SAFe, agile and all these topics,
so if you have a question and you're saying, "Hey, how do | do this?", definitely reach out and let me

know.
Fh>CERIE:

fREILATE LinkedIn £ EIF. 1€ 3 Melissa Perri (RER |, P-E-R-R-1) #EEIE], FHY Linkedin kS 2
/melissajeanPerri, HEBREEBES AR M. HHFERN Product Institute, FrLAMNRIRX = mE B
RO, sEEEXEESESKRER, 548 productinstitute.com FEE R, FtEH—NEFM (FRE
SREE) (The Product Thinking Podcast) . FEIEAMKEIZR#, HHPRZEXTF SAFe. SHEMXLIEZH
. FRLUIRMRERESER 1R, HZEAM? ~ , —EEBEKEHK

[01:23:35] Lenny Rachitsky
English:

Awesome. Melissa, | learned a lot. | feel like a lot of people who listen to this podcast, they're like, "I had
no idea about any of this, and now | understand all these terms that | kind of hear occasionally." Thank
you for coming and sharing all of this with us, especially the advice for folks that are in this world right
now.

AR ERIE:

KiETo Melissa, HFETRZ, HRGREBMXMEFNAZE: “HURNXE—FTFRN, REHRLTE
BT BEBRIAEIBARIE” BRIRSHNDEX—T), Kil2LARLEEREL T XM URBIANIBIEN,

[01:23:49] Melissa Perri
English:

Yeah. Thanks for having me.
FROCENIR:

T, RRSEEIEH.

[01:23:51] Lenny Rachitsky
English:

Bye everyone.

FRCEIE:

AKB.



[01:23:52] Melissa Perri
English:

Bye.

FRCERE:

B

[01:23:55] Lenny Rachitsky
English:

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

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

FFERGERIOR, MRETFATEENE, BILUTE Apple Podcasts. Spotify SHEEIRAVER N AT,
tE5h, BEERAHNTIDNE TITIE, XEERAMAEBEMITRZMAEREER. ERILUTE lennyspodcast.com %
AFFERTEN THRESERS. THTEBL.



