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[00:00:00] Tanguy Crusson
English:

Been in the product management team at Atlassian for roughly 10 years now. | worked on HipChat and
Stride, and more recently | started Jira Product Discovery.

AR ERIE:

K7 Atlassian = REEHPATIEARL 10 £ 7, HE M I HipChat A Stride, s&iAFKAFET Jira Product
Discovery (Jira F=@&I) WH,

[00:00:09] Lenny Rachitsky

English:

Why is it so hard to start new products, go zero to one within large companies?
R EE:

N ATFERATREBBEHTm. SSIM 0 B 1 JHtbE¢E?

[00:00:13] Tanguy Crusson
English:

The company has a tendency to over-invest. Startups have the benefit of starving, and so you need to
create scarcity. What we try to do is remind everyone things are going to fail, let's not drag the rest of the
company into it.

FRCERIR:

ARBEFHETFIERA. DIQBHNRBET “NER (starving)” , RAMRFEANSIERRME. )
ZHABORRES A, FRRARIKY, FILGBABRNEME IhEHK,

[00:00:24] Lenny Rachitsky

English:

Sounds like one of the biggest lessons is super silo sort of team.
FRCEIE:

IFERSEANBIIIZ —RFE—HSERS (silo) NEIER.



[00:00:28] Tanguy Crusson
English:

| needed the rest of the company to go away so we could get the autonomy to test the things that we
needed, but it's not going to scale. That is not going to respect all design guidelines.

AR ERIE:

REBZAREMEN]EIZR, XFERNAERFEENEZNRENFTENRA. EEDH, X (WL~ m)
REENRNY, BAEREPIERIZITHEN,

[00:00:35] Lenny Rachitsky
English:

The biggest challenge | think a lot of companies have is just, it's been six months, no one wants this, we're
going to kill it. How do you protect that?

FROCERIR:

HANRZATEBHNRARLEZ: NTASET, RABREXN =M, RIIERIEE. ROAERPXFHIR
8?

[00:00:41] Tanguy Crusson
English:

Be very clear about what we're testing, doing that with data, doing that with personal customer stories,
give people a sense of velocity and speed. No one wants to fuck with a high-speed train.

FRCERIR:

FERBENENLINAS, BEENEINEFRERIE, SA—TERER. RAREHE-TIESRTRHOX
*

[00:00:54] Lenny Rachitsky
English:

Today, my guest is Tanguy Crusson. This is a really unique and important episode because we get into
something you don't hear much on podcasts like this, the real talk challenges of trying to innovate and
build zero to one at a large company like Atlassian. Tanguy has been at Atlassian for over 10 years and has
worked on a bunch of internal big bets, some that have worked and some that have not, including
products like HipChat, which | was a huge fan of back in the day, also a product called Status Page, and
most recently Jira Product Discovery, which is one of the fastest growing products in Atlassian history
that Tanguy led from idea to launch. We go through each of these stories, and Tanguy shares what went
wrong, what went right, and everything that he's learned about creating space for innovation within a
larger org, including how they structured their internal incubation program called Point A.

FRCERIR:

SRHEER Tanguy Crusson, XE—SIFEMEEFEENTH, RARITEHFIIER Atlassian XEFERIAR
S BEACIFAM 0 Bl 1 9E=RELHE, XTEREBEFHAZN, Tanguy 7 Atlassian TET 10 %



F, ARI—RIRMEKRITE, FLMTT, BEWSE, HPSEXSFIEEENRW HipChat, EH—1
Ny Status Page 97 5, IAKRERILAY Jira Product Discovery—3iX 2 Atlassian [F % L KRRN~= R —,
B Tanguy HIMMEBER L. KITEEFXLRE, Tanguy SOZMEEMEE T, WLBX T, URMEKR
HARLNELIFTIBFAFEIN—T), SEMITNEERER7 “Point A7 BIRERREILITL.

[00:01:45] Lenny Rachitsky (Continued)
English:

There's a ton of gold in this episode and a bunch of really interesting stories, which is part of the reason
that it went this long. It's the longest episode I've done yet. If you're looking to create change in your
organization and foster more innovation, this episode will be worth your time. If you enjoy this podcast,
don't forget to subscribe and follow it in your favorite podcasting app or YouTube, the best way to avoid
missing feature episodes and it helps the podcast tremendously. With that, | bring you Tanguy Crusson.

FROCERIR:

XETEEERZTEMIEEEBNNSE, SLERFINEXAKNERZ—, XEHXBRIRFINEIRKN—
o MRREIREARRNCNSTEEHEHBE L0, XETBEMEEMENE, WRIFENIMER, 7
STEREANERENALN YouTube EITHMXE, XEEBREIARRTENRIFAR, BXEIEEER, T
M, 1EFEAIWD Tanguy Crusson,

[00:02:13] Lenny Rachitsky

English:

Tanguy, thank you so much for being here, and welcome to the podcast.
R EE:

Tanguy, IFERSREER, JOLREIAHER

[00:02:21] Tanguy Crusson
English:

Thank you very much for welcoming me here, Lenny. I'm actually super proud to be on this podcast. I've
been a huge fan. Whenever | get the chance, | listen to you when | drive somewhere so yeah.

AR ERIE:

IFFERGREIET, Lenny, EESMXTEZTRRIFEER. H—EHEMHEEHL, RBZGHS, LAE
AR, FERIARBTIE.

[00:02:31] Lenny Rachitsky
English:

What we're going to be talking about in this episode is we're going to be talking about building new
products and going zero to one within larger companies, and in particular, the pain and the challenges
that come along with that, but also the lessons that you've learned from doing this many times and
seeing it done many times. You've seen a lot of this happening at Atlassian, you've been there for over 10
years at this point, and Atlassian has, | don't know, over a dozen different product lines at this point,



something like that. | know a lot of people come to you asking for advice on how to build zero to one
within a large company. So let me just start with a general question of just could you just share a bit about
your history of building zero to one and just seeing zero to one happening within Atlassian?

AR ERIE:

FNMEXETEPETICHNREARATIASWER~MAMTILM 0 2 1, 155 24MEMmRNEEPGL, URIR
ZRERHBEX—SEEDERHI, (RTE Atlassian 57 10 Z&, IIETX—1], Atlassian IEXREEE+
AN FRENFE R HAERZ AKMESENERERATTHEMM 0 Fl 1, FRLL, FTM—NEBENEEAFS: R
BED E—TRTE Atlassian M 0 E 1 AR IREX— 3 F2RIFA 2052

[00:03:14] Tanguy Crusson
English:

Yeah, so like you said, I've been in the product management team at Atlassian for roughly 10 years now,
and I've been working mainly on bootstrapping new things. Initially, | joined to start the cloud developer
ecosystem so developers can build apps on top of the Atlassian platform and sell them on the Atlassian
marketplace. | worked on HipChat and Stride. HipChat was well-known, Stride less so. We were trying to
win the enterprise communications market before Slack and Microsoft Teams came about. | did lead a
business case to invest more in IT operations, got nowhere with it than we acquired Statuspage,
Opsgenie, and something | tried to do with didn't quite get off the ground. More recently | started Jira
Project Discovery, which was part of our internal incubator for two to three years, and came out of the
incubator and generally available a year ago.

FRCERIR:

=0, [EIRFAYL, FRTE Atlassian =GB R TIET AL 10 £, FEARTMSHBBEHIEY. =9,
BMARAT BohcmFABESRY, ILFFAECTLUIE Atlassian & EWENBHERNNTH LHE, K
faZ3id HipChat # Stride, HipChat fRE#, Stride 12 E#H K. 7E Slack M Microsoft Teams I Z 71,
N XEmEEVENTT, FEGESTE—MIKITEZERENE WG, BUERK, ERENRET
Statuspage #1 Opsgenie, EE—EH RN MEBLREZFMITE, &, HAEKT Jira Product Discovery, &
EBINABELBRPEFTHR=F, —FaEXLH (GA),

[00:04:13] Tanguy Crusson (Continued)
English:

My track record at Atlassian has been 50/50 at best. Jira Project Discovery is actually my first, what |
would call big success here. That one worked, but it was hard and all the ones that | worked on before
were really hard to, and that's the kind of stuff that really bothered me for a super long time. The good
thing is working on a product for product managers, | got to talk to a lot of product managers and across
all sorts of industries in the past three to four years, and | realize that 50/50 is actually not that bad.

FRCERIR:

IK7E Atlassian SR HE R AR F. Jira Product Discovery SEfF LR REXBE— M REL “BARIN”
WIMB. XTKINT, EI3EREE, Z2aHXSs5NNEMEBRARS, XERITEERLT RRKEE, F74&
AARAFREEBEF LA™ MR, EIE=ZAFE, HENKS5ZTSUN~REFERR, EEIRE 50% HIKIHE
HILBEBRAET.

[00:04:46] Lenny Rachitsky



English:

Awesome, and | know there's going to be a lot of real talk in this conversation. I'm excited to share and
hear all these stories.

(00:04:52): [Sponsorship break for Vanta and WorkOS - omitted for brevity as per standard transcript

practice, but can be included if needed]
FRERIE:
AET, BAEXIAMNESEREEWIM. KRATIIZIXESRE,

(00:04:52) : [Vanta #1 WorkOS B9 HIF 1]

[00:07:04] Lenny Rachitsky
English:

Just broadly, why is it so hard in your experience to start new products go zero to one within large
companies? What have you seen are the biggest challenges and hurdles generally?

FROCERIR:

MARFBRERE, RIFBMOZE, ITATERRBRAREBEHFmASEIM 0 2 1 JIEME? AN S BEER
AR 2 A2

[00:07:14] Tanguy Crusson
English:

Yeah, so on the opportunity side, so Atlassian, 300,000 customers. We play in a whole bunch of different
markets, everything in the collaboration space. We have a lot of markets that we play in, which means
that we've got a lot of competitors. But basically when we look at the areas we could go in, there's an
endless list of areas that we could go in, play and have a decent chance to win. Much harder to do if
you're a startup. The breadth that we've got makes it easier to try find areas where we could expand into.
We're not starving like a smaller company, so we can actually afford to try to play somewhere, to do some
bets, to have some of them fail and some of them succeed, so that's amazing. Now our customers, | said
300,000. The thing that | admire the most about the Atlassian business model is it's very broad. It's across
small and medium-sized companies. We have startups using our products, and we've got also enterprises
and very large enterprises using the same products, which means that there's a lot of areas where we
could find a niche and go after it and expand progressively into all these areas so there's a massive
distribution potential that comes with that. When | worked on Jira Product Discovery, | didn't start with,
okay, I'm going to need to start finding product managers and it's going to be how to find them. No, they
were already all using Jira. Atlassian is a company that has a relatively deep organization hierarchy but
relatively flat decision making. So it's more like a, imagine a network of key decision makers across the
organization. It doesn't really matter the job title or whether you are a manager of people or not. The
decisions are made by people who drive change.

FRSCERIF:

2, MaAERE, Atlassian 1E 30 AEF. RITHTRFSAENTE, RETIMEMEMN A AE
Ho XEMRERININERZRZENF, BHEKRERITTUHNNTEERELTHT RN, MEBEHRYANKE
B, MRMREVAT, XBHEBZ, RITNUST EILRIERZ IV KFE, RIIFENADHBERIG
EFEH (starving) , FRUFAIRIBERASRIN. XiFE, B9 —LAWM—LLRT), XBR%E, XFTHB30AE



P, ERERHM Atlassian W SEXHN—m2 TR 52 NF/NEIBLRIEIAS, BRBARSWEREERR
B, XRERERNEBRZTASRTLIKEIFIET (niche), REEDT K, XwRTEANDELE
$1. BIEF K Jira Product Discovery B, AZBEAREMER~REFIE, ANMIELEA Jira 7o
Atlassian FVAAREMRAMEITER, BRRIEETRET. EERE—TMBRE2ARNXEREEMLS, RE
HEEHENHAEE, RREHBLH T ZAA ML,

[00:09:02] Tanguy Crusson (Continued)
English:

So there's a lot of empowerment that comes from that, but also it's a mix of top-down, bottom-up
happiness I'd say. And so it can feel really chaotic at first, but once you know how to navigate it, it's
actually pretty easy to try to go after something that you care about. And of course, we're a big company,
so there's lots of ways we can get help. Corporate development, research analysts that we can talk to
whenever we want to explore something, thousands of customers that | just have to put something in the
addressable community group and get hundreds of people applying to talk to me from one day to the

next. So that's amazing, any startup would want that.
R EIE:

FRUX®HRTRZMAN, BHESTHEMTHE T LARRER, EVHRSEFREL, BE—BRIE
AIBNRE, RERMXONBEELBLEEZ. S, FA—RAQE, HMNERZRNEBPNER: B
REER. RO, EERTLEANER —HRRAFTEEMXBHARLNERS, FZRXMEB/LEARIBR
HZRe XXET, EEFIEIATEZIRUK,

[00:09:45] Lenny Rachitsky
English:

This sounds like how can anything not work when you launch a new product? You have 300,000 potential
customers to launch it to. You have all the resources to build it. It sounds like decision making is efficient
relatively, it's flat. You have all these different customer segments that use all these different version
product lines of Atlassian. It's just like all of the opportunity possible to launch new products and still,
many things do not work out, so | think this is a really important point and | think many big companies
are in this. We have so much opportunity. Everything we're going to build is going to, it's going to grow
like crazy because we have everything we need, but still it doesn't work out. And that's why I think we're
going to talk about, it's going to be so important.

AR ERIE:

Icsk, HIRRMHmE, EAREARRINE? 716 30 HBERF, BRENAR, ARENSNERTF,
EEEMANEFE. XEEEATHMTmNTENS, BEMENL, REFEEESZM. FTIANXE—IE
FEENR, REARFMATIMNRE: HMNEXLZHS, RINHEN—IBIRIEERK, EAENEE
—t%& M, BERERKMT. XMERMNBITENER.

[00:10:27] Tanguy Crusson
English:

It's going to be a little bit of therapy for me. Hopefully some people out there could go, "Okay, it's not just
me having a hard time." It can happen in companies like Atlassian too.



AR ERIE:

XMFERAE REE—T “DIEET o FEMARERIRT: “WE, FREX —TAEEL.” & Atlassian
EEFNAFHERIBEXLE R,

[00:10:38] Lenny Rachitsky
English:

Amazing. Let's do it.

R EE:

KT, BBEAFIEE,

[00:10:41] Tanguy Crusson
English:

Yeah, for that. So you want to start a new thing. This thing is going to take time, and you need to be able
to have that time for the time it takes until you can prove whether there is a thing or not. The thing inside
Atlassian is that the path for success is super high for a new bet. If you come in and you create a product
and it's got 100 customers, it's going to look cute. Remember, we serve startups and enterprises, we have
self-service and sales, we've got all these motions that are in place for our bigger products. A $100 million
business is a good start basically. In most companies out there, $100 million business is a home run. For
us, it's not like that. We're trying to build businesses that grow really big and keep growing big over time.

FRZERIE:

¥, FERH— I HIME, XRERE, MERFENEEAEEERAXMNEZE 17, 7 Atlassian A
I8, FEERRINIERS. MRMEFLT —N@m, RE 100 1MEF, BEERRZE “NMI/NFE o 8,
BENRS TR ATMAE B, EMNENANEMRSMEERR, — 1 1 ZETHENLSER EARZE
N ‘REFNHIR » BAZHAE, 11ZETISHMEE2Y], BXRITREAR. BRITEKRNZEMKIIRK
S IR AL 53

[00:11:36] Tanguy Crusson (Continued)
English:

Now, evaluating success can look very different between early stage and established products. For a long
time at Atlassian, we were treating everything a little bit equally in that the metrics success for the same.
For example, things like monthly active users is the way that you, for a long time we looked at you go, is
that product being successful on it? And what if you are building an "internal startup," your monthly
active user number should look very low for quite some time up until you know that your product is ready
to serve the vast majority of the customers that you want to put it in front of, so that they don't just look
atitand go, "It's not ready for me." They're going to try it and then they're going to churn and it's going to
take forever to claim them back, so that makes it pretty challenging to try and start new things unless
we've got the right metrics and processes and everything internally that can give room and breathing
space for the bets to succeed internally. And for many years, we were not there. We started getting there
more recently with the start of Point A, which was our internal incubator program, which is one of my
latest that was successful. The ones before didn't have that, and | really struggled from that, and | see

many companies struggling with that exact aspect.



AR ERIE:

S HARY XA R B B AR ThITEAT/EIE B REl, 1E Atlassian IREK—EEBTEIER, FIIXFAE =R EE—LR
2, ERERNRIIERR. fitl, AERKBFE (MAU) BRERINEE MBS MMMKIIRE, BIIRIRE
fig— “AELILIE” , R MAU EREK—BRIERTSRK, BRMBE~mBELEEFRSTARE
Fo &M, ERPRRAEAIM “XEKESE , ARAKE, RATEXZHHRAEMMITT. Hit, FRIFNIHE
[ERBIERT. ARENZELAXERIUEENNE, SNEHHMBIESIFEEYE. SERBNEMLMEIX—
=, BEIREEET RS Point A, ISR A FLARI. ZRIBIBRBXMIE], HHEIFE
#iL, HLBEIRZSAFVEX—R LH.

[00:12:58] Lenny Rachitsky
English:

Amazing. Let's dive into an actual story. There's three that | want to talk about. There's HipChat, which
you mentioned. There's Status Page and then there's the product you're working on now, Jira Product
Discovery. So with HipChat, funny story, | loved HipChat. | was a huge user of HipChat at my startup back
in the day. | can never forget the billboard that you all put out promoting HipChat where there's this little
stick figure meme guy and it just said, "Why use HipChat?" And | thought that was the funniest thing, and
the product was so delightful. There's just all these little emojis in there, and the idea with HipChat for
Atlassian was basically to become the Slack killer, that was the vision.

FRCERIR:

KET . IERINTRNRT— PN ELSE. HEW=1: {RIEEIA HipChat. Status Page, EERIMERTH
Jira Product Discovery, x7F HipChat, B 1MEBHHKE, KURIFEENRE, ERZANIIATERZEE
NWEERF. BKEESR TR S, TEEMAERAREE, 5F “NHAER HipChat? ” &
REPBXBET, mRtBRITE, BRZ/\KRE, U Atlassian 3t HipChat WESEA EZMA “Slack &
F o

[00:13:39] Tanguy Crusson

English:

You just killed me. We were way before Slack.
R EE:

fRXIERHLIO T o FATIEE Slack B8 2,

[00:13:43] Lenny Rachitsky

English:

Okay, so first mover advantage, amazing product. And it was an acquisition for Atlassian.
FREiE:

98, TR, MENTm. MEER Atlassian YRR,

[00:13:53] Tanguy Crusson

English:



Yeah, it's going to start right there. Me and everyone else from the HipChat team | can tell you. Okay, so
yes, HipChat was an acquisition, team of 20 people or so. It was Slack before Slack was there. Great
traction and lot of, it was a darling with startups. It was a new way to collaborate back then. There were a
few of these smaller apps that were trying to do this thing. | remember actually joining Atlassian. Before
that, | was working with financial services, banks and stuff like that, and we were big meeting to talk
about stuff, or going to someone's desk to talk about stuff. I joined this company where my colleagues
who sit on the same floor as me and on the same table, we talk over the computer via chat. | often felt
weird at first looking over my shoulder to the person I'm currently talking to and we're having an
argument, but we're doing it over text. Anyway, it might seem a bit cute to the people who had been born
in the Slack world, but it was a major change back then.

FRCERIR:

=R, ENB 0BT M) LFARIE, FEJLIARE HipChat EIFARIS—1 Ao HipChat XY Z#R U
B9, EIPAKREY 20 Ao 7E Slack tHELZ AT, EMEHIRY “Slack” . EEFEIQABRFIEEZRE, EHE—F
EMBMELR. FHISFRIMA Atlassian B, HZHIEESMRSMRITIE, ARIEARIREREIAR
FEKRE. BRMARXRAT G, LEA—EREEF—KRFHNES, BABIEBMIR, ENKXEERE
1R, HEKEFESEERKIHIENA, FIMEEHFIE, BHNRBIXF. WFE Slack HAHEN ARG XA EE
B, EEIRNE—TERNEE,

[00:15:10] Lenny Rachitsky
English:

Yeah, | remember that. | remember that, | was in the same office with my team and we're using HipChat to
chat and it felt strange. Now it's completely normal.

FRSCERIF:
2/, Ri2B. YRRMEAMER—MDAZE, #H HipChat IR, RBHERFIR, MEXEERLEET,

[00:15:10] Tanguy Crusson
English:

It's just normal, and Hipchat was one of the first to move there. Slack came out of nowhere. Company
actually initially was focused more on gaming and they really took the market by storm. The growth
numbers were dizzying when we're looking at them. And so at some point, Hipchat was left relatively
alone for a while inside Atlassian. You're doing something good, so keep going after it. But with Slack, we
now had to try to go bigger, so we started this thing called HipChat Go Big, the team, they recruited-

AR ERIE:

XIRIEE, HipChat ERFHAX MU, 5K Slack E=HI, MITRAELESMEHEEHN, ERRFEET
iz, MITRIEKEIES AR, EE M, HipChat 7E Atlassian RERRIRE B 7 —ER B ie] —BESAMMIS
T, MBLEMIE, BAT Slack XPMMF, HMNBAZHMEA, FrUFNBEsT—10 “HipChat Go Big”
BImE, BETRSZA -

[00:15:44] Lenny Rachitsky
English:

That was the name of the project? HipChat Go Big?



AR ERIE:

WMEZF#HAM “HipChat Go Big (HipChat fiAf5z8)” ?

[00:15:46] Tanguy Crusson

English:

Yeah, HipChat Go Big. And then it was HipChat Next Gen, there was a few different. Anyway, yeah.
R EE:

EHM, HipChat Go Big. /EXXM HipChat Next Gen (T—fX), ZI/LRBE,

[00:15:51] Lenny Rachitsky
English:

Very clear. HipChat Go Big, | love it.
R EE:
RER, &

O

Ko

[00:15:55] Tanguy Crusson
English:

Go big. But it was really a go big, lots of new developers, lots of new product managers, designers, the full
company behind this product kind of thing. We tried to grow it very aggressively for a product that did not
change that fast before it had reached good product market fit already, hundreds of thousands of users
on a daily basis, and all of a sudden that you get a lot of people who want to make changes to it, to
compete against this new threat. The platform is not so ready for so many people to work on it. And so we
got to the inevitable, okay, it's too much tech, we can't do much about it so we made the decision to
rewrite it. There's lots of literature around there around should you do rewrite? Should you not do
rewrite? You ask me now, | tell you never. Trust me.

FRCERIR:

K. MERENRAEKR, RENFAXR. FREE, KT, 2QEHEFFXNTm. NI F—1TELXER
FrrmmizpiEe (PMF). BEHTHBEEENEREHFRE~m, HNZHHATIEFERANER, AR,
—RHEABNEHITEN, UNNHHNRSEED. BEREFEEESRITILXAZ ABRDE FEHNBA
TRANEER: RAGRKE, TN, FIUEITREES, XTFTRENZEFHERZITIL, MNRIFMER
#, BEHFR: KEZFABES, BEHK.

[00:16:44] Lenny Rachitsky

English:

That's what most of the advice is, never do a rewrite, and people still do it.
R EE:

REHRWEZ KXEZAEET” , BEATERESXAM.



[00:16:46] Tanguy Crusson
English:

Never do a rewrite, and there's good reasons for that. But basically we did that and out of it came up
actually a new product called Stride, which was initially "HipChat next gen." The problem is that the
product was great, but by the time we were done, Slack was just miles ahead of us. At that point,
Microsoft launched Teams. | don't know if you remember this moment where Slack put an ad in the, |
think it was The New York Times, copying the Apple versus Microsoft thing from ages before going,
"Welcome to the game, welcome to the party, we'll welcome you competitors," and stuff like that and
Slack got pretty much destroyed by Teams. We started coming because it was like Microsoft distribution
advantage. Everyone in Office is going to get it. They're giving it for free as part of Office, it was unbundled
| think a few months ago.

FROCERIR:

KEAEEES, XAERDHIER. BRINERMT, EREET—1M Stride B9~ m, RMEMZ “T—HK
HipChat” . [EJ&UE, RAFmiEE, BN, Slack EEMARIFILRET . MAEME, HEAH
7 Teams, ARBERIEARIEF Slack £ (HLEHR) L&A &, RESEERMEHIBIOMIE “WEMAR
F” , &R Slack ZR# Teams ¥R, HIHRB D AN, 81 Office BR#EEREIE, {FH Office W—H%7
SBREM (RBATLDAFINFD)

[00:17:38] Lenny Rachitsky
English:

Which is ironic because in theory, Atlassian also has that same advantage, right? You have all these
products, you could bundle it.

FRSCERIE:
XHENRIE, FERIEL L Atlassian thBERFMRTE, WE? MMEXAZ~M, REAILUREIHEE,

[00:17:46] Tanguy Crusson
English:

We are going to talk about that actually in a minute. Because that was what helped us, how we thought
we would win, and it was how | think we lost.

FROCERIR:
HNFR)LSWEZX D EABRZHNVANECZROER, HEFIANFKTRERKHIRERR,

[00:18:00] Tanguy Crusson (Continued)
English:

So anyway, this all happened, and in the end we executed the market. We sold HipChat and Stride to

Slack and basically exited the enterprise communications market.
R EIE:

Bz, X—UEERET, RARITRE TH7. IR HipChat 7 Stride 324577 Slack, E7A LiRH T k@
W17,



[00:18:10] Lenny Rachitsky
English:

Just to double down that, but you sold that to Slack and now Salesforce basically, that's the word ended.
I don't know if people know that.

FRSCERIE:
sRiE—T, fR(I132487T Slack, MEEZA_LETF Salesforce To EARFEAREETHEXNMER,

[00:18:19] Tanguy Crusson
English:

Yeah, actually, it was noticed by the market in that as soon as we did that, our stock price went up. | think
it was $60 back then and it went up to 70. | mean, that really sucked for us, the team working on it. First,
no one tells you, but failure, everyone tells you failure is great because you learn so many things, but
failure to start with really sucks. None of us here were really happy about this on the team because we
had spent years, on my part, it was three years, but the people who were before that on HipChat was
longer than that. Obsessing over it, obsessing over every detail, every customer conversation, every
solution, should we rewrite, should we this, should we do that?

FRCERIR:

=, MPLEIZBETRE, BM—EBEXNER, RNMKT. KICTHREMN 60 ZTHKET 70 £, X
AT ELEF AR R FKIRETNEE T . B, RASFMRRVHSLRER, BARKEBRRKNEFE, £FE
FA, BRMAEZENRERE. ARERARLRESEN, AARINRATZE0N—RXMARZE, mH
LEFMA HipChat WAREERK, HITFHEFE—TAT. 8—REFPMNE. 8—1MAR: &R ZES, &
T2 THBA?

[00:19:07] Tanguy Crusson (Continued)
English:

So many intense conversations, and from one day to the next, it didn't matter anymore. We had worked
on something and that's it, that's the end. I'm sure many startups have been through that before. For me
it was the first time it felt that personal, and the market the next day went, "Oh, you're stopping doing
what you're doing? Awesome. Yes, 10 more dollars to your stock price." So yeah, there's a personal side to
all the stories. For us, there was a bit like the seven stages of grief after we shut down HipChat.

AR ERIE:

ZRTWAZHZNITIE, ER—KRZE, — M AEET . BMNENWINFAMXALERT . FEERZH
BIRBRMEAHIXME, WHFKR, XBRF—RBEAMLYIRZE, MhipE ZRANERE: 18, (FIFF
T? KET, RNMBKI0R” FrLL, XEHFMARMEN—ME. WK, XH HipChat RERT —KBE
W “REBENMNER" BIEE,

[00:19:38] Lenny Rachitsky
English:

How long was that period of mourning and stages for you and the team?



FRSCERIE:
RANEIBARYXER “RIH” H4 T SR?

[00:19:42] Tanguy Crusson
English:

It lasted a few months. | was not part of the decision making team for shutting down HipChat. | was one
of the product managers on the team leading one of the three pillars. | got brought in, | think it was a
month or two, a month before it was announced for the team to go, "Hey, Tanguy, by the way, just so you
know, HipChat is no more, and now your mission is to find a new mission for the team after that." We
basically spend the next two, three months trying to make sure that the squads were created to fully own
what they do there, to make sure that they're the ones talking to the customers... | think it took about
two, three months before we got back to a new rhythm. And some people, when we talk about it, were
still scarred by it basically.

FROCERIR:

BTN A. ZERAZEXHA HipChat RREM SR, HEARZAIHEZ —H~mEE, FEXEHAI—
TRER, HWAUSESER: IR Tanguy, IREIR—T, HipChati&T, RIENESENEIHIHBE
.’ ETIRB=TA, HNETHRSVNAETLEEBCHIE, BREMNEZRSERBE - FEKRY
BT =ETAAREFNTR, HEHE, BEANREXHER, DEERERR.

[00:20:51] Lenny Rachitsky

English:

What are some lessons from that experience?
R EE:

ARZFHEWLEZN?

[00:20:51] Tanguy Crusson
English:

Yeah, so the main one that | personally got from this... is just myself, don't eat your own bullshit, which is
a mix of two things. We've got a company value that says open company, no bullshit. So we need to be
able to talk about the things like they are... I've noticed that sometimes there are things that we do while
we tend to believe stuff because it's worked for us before, and we have this assumption that it's going to
keep working for us forever. The founders keep telling us what took us here won't take us there. That's a
thing we keep hearing over and over again. But it's very easy for teams when they see success of
something to think that it's successful because of X, but X is not validated.

AR ERIE:

BIMABINSEENRIIZE —XZ2HECHNE— “FIEFTHREBHHALL (don't eat your own
bullshit)” » XEETHHE: RIMNWATNENE “FHRAE, R (Open company, no bullshit)”
FILERINEBERLRERZE. BHIRE, BERNBIEAELEREZUFIZENE, minTEEERKERH. Bl
ABH “HIRRIEXER, FEWMERKRK" , HMAZEHR. BEANREZEEIIRINN, BZHARIA
AR AREZE X, X EEMKREIIET,



[00:22:43] Tanguy Crusson (Continued)
English:

We made the bet that we can apply this playbook to this market, which is basically we can, from people
to use Jira, introduce HipChat, and then people will go into HipChat first in tech teams, and then it will
expand into business teams... The thing is we didn't, in my opinion, do enough to validate that
assumption early enough. We did a lot of work... even when faced with signals that this might not work. |
do remember talking with a lot of customers who were like, "Well, we've got, the IT is on HipChat, but the
business prefer Slack." ... Slack managed to create a very strong fund base in roles that were not tech and
IT.

FRCERIR:

BAHHRERTLUBZ IR “BIA" ZAFIX M. BILA Jira BWAFFIARA HipChat, FSEMIRAEEE,
BY BEWSHE. BEEEFR, RIVTKEREMEBNITEREIEXMRIZ. BMEEXN “XAJgETRE" /Y
55, HIMNZERMTRKEIF. RISFERZEFH:  “IT ZITJ7EA HipChat, BALSEITTEER Slack,”
Slack BRIITEIRRARTIE IT ABHPEIL T — N EERARIN L8,

[00:24:23] Lenny Rachitsky
English:

Just | understand what you're saying, which is really interesting that Atlassian was really successful
selling basically to the buyer within the org, the IT team because they had everything they needed. They
checked all the checkboxes, but it turned out in the Slack case, it was the users that ended up having the
most influence over what tool they'd opted.

AR ERIE:

HEFMHERT, XREB, Atlassian ZFIFFEMT), BRNERALTAHRRNER—ITHR, ERAMR(]
HE T HATIFIERIER, B7E Slack WESIF, RAWNTRERFERAFMIZRIHAF

[00:24:42] Tanguy Crusson
English:

I'd actually phrase it more as both were going after the users. Atlassian was going after the users in tech
teams, Slack was going after the users in business teams. And in both cases, what happened was a
bottom-up adoption. ... Business? Eh, not so excited by this. Emojis, a lot of other things that may at some
point | remember we were thinking those things were trivial. No, they were not trivial. It was just a
different approach for using the tool by a different set of users that we did not talk enough to.

AR ERIE:

HEFF LR ERMR AN EEFEA . Atlassian FEXRIZEAFIABIAF, M Slack FEXBIZ L S5HEIPARY
AR, AXAEMERT, RENBEE TMLARA, WSEIINENHNNEREAKE. RIFFS (Emojis)
URRZEMAT, RICFARKRNEETXLRIE, &, EMNHARIE, XRAZRFEAFEERTIANTE
A, MIHXMNSXERFEBAE,

[00:25:36] Lenny Rachitsky

English:



So is the lesson here, don't underestimate the challenge you'll have convincing a new segment to buy

your thing. You may think they're close or similar, but they're probably not.
R EIE:

FRAXERNZINRZ: FERGERR—THAD B EWEIR mpIkit. RAIERSMIIREIENEAEM, BH

[00:25:46] Tanguy Crusson
English:

Yeah, that's one of them. The other one is what took you here is not going to take you there. And so go
back and try to explain why you are successful today, and then if you think you can use the same thing on
the next thing, find ways to validate it, find ways to test it. Don't just go and build on those assumptions.

That's the main thing | got out of this ordeal basically for the stuff | did after.
R EIE:
Eh, XREPZ— F— TR “FIRKIXER, REHMERRK" o FIUZERIEKEBREIRS KA

Ay, MRMINARTUBRENGZAE T —HFEL, HFEERIEE, ZHE, FENNETXER
RPN, XRHRMIDREREPFEINEAKIR, HANAETHRZEHIER,

[00:26:22] Lenny Rachitsky
English:

How would you do that? How would you go about and test it? Is it use research? Is it the PMs talking to

potential users? What would you have done there?
FEiE:
MEEAM? FRWMEAENAE? EAPHARE? EEFREBENBERFI? REARE?

[00:26:22] Tanguy Crusson
English:

For example, when we started Jira Product Discovery... It's a product for product managers, which is
mainly used for prioritization and roadmap. ... Instead, we did things like before we brought a single line
of code, put an ad inside a Jira newsletter going, "Hey, we've got this thing for product managers coming
up." And then we had a website that before we had any line of code written that said, "Hey, product
managers, your job is hard. We want to help, put your name here if you want to join us on the journey,"
that kind of thing. And that's when we saw, | think it was in two weeks, we got more than 3000 signups to
that waitlist. We're like, "Okay, cool. Validation of demand."

FRCERIR:

g0, HFATZ50 Jira Product Discovery BY (X@— 1 EIBE~MEE, BFRALHIFMBREEN~M). &
(T&EEEFLY, MEESTE—TREBZH, KE Jira NRNEENER T E: 12, RIEH~REZFIESH
—PMARAET.” BIIEMT — W, ER5ERACEHNERTESE: ‘B, FaEFEN], FIMINIIERFE
o BAEEIC, MRMEBMAZKNNRE, BEXEZTEF. AREMAA, FHIUREIT 3000 2 @4
ZEAE, BHEE: “XF7T, ERWIBELT.”



[00:28:26] Tanguy Crusson
English:

I've got two, I'm going to do them quickly. The first one is competitive myopia, don't fall for it. At some
point, the Slack was really gaining round... And everyone on Twitter was always loving them. ... And we
ended up reacting to whatever the competitor was doing, which | think is really, really bad because that's
when we lost basically what made HipChat successful so far, which is to serve some users really well. And
instead we ended up fast following based on what the competitor was doing...

AR ERIE:

BIEEHMNEN, BREH, E—NE “EHEM (competitive myopia)” , FABIMBHZE, BT Slack Hk
FI&E, Twitter EEMAEEMAIT. RITRATH T HRZEWNFENE—IEIEME RN, FIAXIEEFERE,
AEEFEKA 1K ZET it HipChat FIIMZO—ENRRSIFSERF. KR, RINERTETFZSNFNEIEHTT
“PRIERERIE

[00:29:44] Tanguy Crusson (Continued)
English:

And now whenever | work, | tend to try and ignore competition other than watching every three months
or so, seeing what came out... But really just try to disconnect all the creative process and the research
process from what competitors do, because you can't compare. The market is huge. ... We would do
better learning from them to then expand to the others than watching what competition is doing.

FRCERIR:

MAESYHRIEN, RMARTRRRESNF, RTES=TAEEE—RUNLHE T 4. RENZHXEHAER
IEIRRMARIES RSN FHEMERD, BARTELR. THEXR, SHITERSFXNF, TIOMBEH
BReEFS, AERIMN R,

[00:30:58] Lenny Rachitsky
English:

| love that. So you're finding that when there's a big announcement and everyone's like, "Oh my God,
look what Slack's doing," or "Look what this company's doing." It's like, "Okay, now let's spend a little
time reminding ourselves what our customers have been asking us to do and let's watch a couple of user
interviews."

FROCERIR:

HERZ MR FMUASMEAMBENEALRS, AREIFF “KWP, & Slack EMHA" HE “BRRQEE
4™ B, MMORNZ: “6F, BELR(NERNERESS, RINER—EEXRENMHA, iLE&I1E
TR IRk

[00:31:37] Tanguy Crusson
English:

Yeah, the last one, startups have the benefit of starving. Right? We're a big company, we can throw a lot of
resources at something that we're excited about. So this notion of we rebuild the HipChat, was coupled
with we rebuild the HipChat and we'll do this on a new platform, which is microservices and everything



that we built can be reused across all the other products. ... Where it's really difficult is when you try to do
the two at the same time. ... | think we thought we will win. Interestingly, | think we were convinced that
we had a great shot at this market. And at the same time we thought that we could tackle the rewrite and
we could tackle the platformization. All these things were necessary, but all of them at the same time was
probably a bit too much to bite.

FROCERIR:

=8, &E—1EI DR8N ET NERE" . HMNEBARE, AUNBMEBHNIBERAKRELR,
FREL “Ef4 HipChat” X3k, HHEE “BINEBE—NHTELEN, EAMRS, BFMEAMERETEEM
FmRER” . REMNMAETMERNTRIMRAEE. BENE, RMNENEEESEXIIHTHAEH
7, EREUIARIMATUEBEESNTFa . XEFHMELEN, ERNEITAIRERASEN=T,

[00:34:04] Tanguy Crusson
English:

Yeah, so this one is actually a success story, but became a success story after | was gone... That's more like
a story of big companies can play the long run and for you individually inside that process, it might look
like a loss and you might feel like you're going nowhere, yet the company stays on the opportunity for
long enough to make it happen. So what we're going to talk about here are my own challenges working
through it for something that ended up being very successful in the end, but | felt as a failure personally
back then. So Statuspage...

FRCERIR:

;EHY, Statuspage SEFfF ER—TAIINEE, EERBARAEERY. XEGRE—TXTAARATUNKE
MR E—WRPATMS, EBDIREFAEEERGRK, (RESTECELHE, EARNER ML
FETRBKNEE, RELILERNT. FMUARMNERNZREXINNE RN IABLE, BRACRELIFER
I, EENERFECSKMT.

[00:36:14] Tanguy Crusson (Continued)
English:

Shit hits the fan, and then what you see is teams just scrambling and everything gets mixed up all
together in trying to fix the problem straight away, but at the same time questioning what happened,
arguing over why we got there. Your boss is pinging you to go, "Hey, what's going on? I've been hearing
that the app is down. We're losing money." ... And what Statuspage was offering is something seemingly
super simple, which is, well, what you should have is a status page for your services and you tell your
customers about it... It's going to build trust with them because basically you are open in your
communication with them.

AR ERIE:

HERRE, MEBREREIE—E, AR—OIREIZEMEERE, —URRRET A, FILEATARE
X#. ENRZZERR: TR, BalE? HIFRNAET, HESH.” Statuspage IRHHIRAERMELR
B8 REIZAMERSEI— MRS, HFENEF. XSBIUEE, EAMRSHNERE AFERN.

[00:39:49] Lenny Rachitsky

English:



What are some of the things that you learned from going through this experience? It sounds like basically
it was really painful when you were a part of it and then it ended up being really successful. What are
some lessons from the pain?

AR ERIE:

RMEREFHHRFET HA? INERSMSS5HPIIFERE, EREZLNFEA. NEEHFET ML
e

[00:40:02] Tanguy Crusson
English:

My learnings from it were on the acquisition side. So big company, we've got cash, we can buy a
company, it will make us go faster, is not always the case. In my case, there were quite a few things that
were not as easy as | would've thought. The first one is the culture shock of a startup that joins your
company. ... The CEO, maybe you become a product person. ... Big companies look much further out in
the future. ... | do remember how daunting it was for the Statuspage team when they joined, to
understand how to navigate that. ... Integrations are mostly about people. They're not about technology
as much or product vision. All of that stuff is the easy stuff. The hard part is the people.

AR ERIE:

BB EBERW A E. KATEK, AUEXAF, REXELFENBEER, EFLHIFL2MLE. EHK
MEFD, BREEFFEHRERVBAT . BEEVEIQABMARQB G AL, CEO AIEESZM—
F@miA. RARERFER, FKiSS Statuspage EIARININGY, BRBRINAITEAATE ‘S BF4<
£Ro &M (Integration) FEXFA, MARKAH~mER. BLEHZEBHES, ERET Ao

[00:44:03] Lenny Rachitsky
English:

That's a really interesting point, that one group is keep doing what you're doing. We're going to leave you
alone, you're the experts. And then other people that are on the ground actually building it are like, "Hey,

build with this component. Hey, we need this process, we need this document."
FRERIE:

XE— M EEEBNUR: —HAR “BREMIRMNEERNE, HNF=TH, MIZ2ER" ; MB—4HELE
F—LMBOANR: TR, BXMAGFR. R, BNBFEXNRE, RIIEEXHXE."

[00:44:15] Tanguy Crusson
English:

And it's the things that you used to be able to focus 90% of your time working on your product, and all of
a sudden all of that stuff may seem parasitical but comes in and interrupts you all the time. ... One
warning, if you're planning to do acquisitions, make sure you factor all of that in... because going to be a
big slowdown before it accelerates again.

AR ERIE:

LARIARAEIE 90% BYBS Bl e E = m L, A6, FrERXLEEMN “FE" NARBAFEANFTIR, — &S W0
KR RFTHE, BSUEXERFEEERN, RATENRNERZE, SEH—R™ERREHR,



[00:48:35] Tanguy Crusson
English:

| misread the appetite and sense of urgency around that topic and the fact that Atlassian being Atlassian,
we invest in so many markets, we have many opportunities like this that sit on a shelf. ... Someone did the
analysis, someone created a business case, that thing makes sense. There may not be a trigger for the
why now. So we need a very strong trigger for why now to go after it. And | did not do a good enough job
at articulating this. Why now?

FRCERIR:

HIRH T QB MERRSHBMNRBR, Atlassian RERXAZ ™), BREXMINSWBEEERR L. B
AT D, BATTEHLES, XF)LUFERESE, BRIEGRZ— “AHARRE AR, &IFE
BT IFERANERRRERABDNEREM. HEREER “NHTARIAE" X—R LEBEFBT,

[00:51:42] Lenny Rachitsky
English:

This reminds me of my chat with Mihika, who does similar work at Figma... She described it as your job is
to keep the flame alive and help it spread throughout the entire business if you're trying to get everyone
on board with a new idea. ... I think of it as why is it perishable? Why is this opportunity perishable?

FRCERIR:

XL HAREEIRM Figma B9 Mihika BI33iE, BB IER “REANHAX” , AEPERBRINLSHE
IE, MRMBUERARER—HRENE. RIBEEFEN: AFARXMERE “SEIE" 9?7 NRFWET
&, AftARPMEMEHEK?

[00:56:00] Tanguy Crusson

English:

Atlassian at that point had recognized we are innovating in our big successful products all by doing
acquisitions, we have to correct that and start building new products ourselves as well. And so there was
a huge push from the founders to go, "Hey, we need to restart that." Out of it came Point A, which was an

internal incubator program that was meant to fix that. ... Innovation is like a muscle. Unless you exercise
it, it becomes weak...

FRZERIE:

LY Atlassian BEEEIRE, HAIARRMIINS REIEIHAZ2@EIWMESEIE, HNFRUERX—=, FHEE
CHENTm. TREBAKRSER: IR, HNFBBEESEELIH.” TREAET PointA, XB—EEMRR
ZIPE AR LT BIFTRLRANEY, FRIFRRIAE, BNEREFES.

[01:00:35] Tanguy Crusson
English:

We're trying to launch a new product, enter a new market. Our goal is to get to $100 million businesses. ...
Remind everyone, things are going to fail... The reason | was saying that is that, otherwise, yes, you get



the help, but the help always comes with condition and the condition is usually things slow down. ...
"Hey, we might not exist in six months. Do you really care that much about this process right now?"

AR ERIE:

BMNZHALKBIT M. #ANFHT. BANNETREEIL 1 ZETHRNIS. BiRESTA, SHERAESK
Mo HZFALUX AN, BRRNMRMERTHEE, BIEEHERN, MFHFEEIILERTE. H3R:
IR, BNV BEAEMAEE T, (RREENIBAEEXNRERS? 7

[01:04:27] Tanguy Crusson
English:

Point A helped. We had four stages called Wonder, Explore, Make and Impact... Wonder was all about
proving that there was a problem area we could go into... Explore was about exploring solutions... Make is
about making it happen in stages, starting with an alpha, then a beta... and Impact is that stuff is actually

ready to go GA.
R EE:

Point ATRBE#EI. EMNBENME, 250 : ¥5F (Wonder). #ZFE (Explore). ##E (Make) MM
(Impact)s “F&F° BIUEBAEE—TEINETUANRSTNE, “RR BRERIAFR; ‘G 29PN
I, M Alpha | Beta; “®M” MRFHREXEFE (GA) HE£USMNE,

[01:09:08] Tanguy Crusson
English:

Second one... your teams will need to break a lot of rules that are established. But they need to be able to
have that time for the time it takes until you can prove whether there is a thing or not. ... I've got these
chips and | decided on this bet, "You know what, I'm going to go all in." ... | decided not to have an
engineering leader in the team, and to do it myself. So | was the product leader and the engineering

leader.
Fh>CERIE:
[ -Junl = EERREE VRPN EEBITHRBEZEEM N, REENEEBEINEEXGERT,. RIRET—L “E1F (5

£)” , MREEXMEL “2BFEN . WREHANEFREZNNIEATA, BEFRE. FIUKERE~m
aRA, BRIEATA.

[01:13:45] Lenny Rachitsky
English:

This is a crazy story you're telling me. So you're leading this team, you hired a team of contractors to build
this product. You're in a whole different country from the rest of Atlassian, basically. And the whole idea
here was just to do stuff that wouldn't be necessarily allowed at Atlassian. ... you're just going to be this
pirate working on this thing in France and it worked out?

AR ERIE:

RARIX NEERRIE T RAFXMER, BT —8NEARRMEm. FEA LERZE—15 Atlassian &
tE TR RNER. ZOBEMEBM—LEE Atlassian REBR—EWATFHE. FRE—MDEERX AT
BRYBE, MERBEMRINT?



[01:14:18] Tanguy Crusson
English:

The Point A emoji and Atlassian is a pirate flag. ... | was not the only one. There were quite a few of us
working on new bets, basically operating like that. ... The end goal was not to question the rules, the end
goal was to get to the stuff that we needed to do, which is we just need to clean this space, to work with

users to test prototypes up until it works...
FRCERIE:

Atlassian &R Point A BIRBASHME—NEHE. HRABHE—H—1, SRNBEF/LTAELTHEE, &
K EMEXHEIEN. REXBNABA TR, MEAT TRHINFEMHE—FEE— =6, 5
BR—ENRXRE, BEIEREN.

[01:18:06] Tanguy Crusson
English:

How can we innovate in a way that doesn't fuck up existing customers? Jira, 120,000 customers... We
can't just go in there, start experimenting, breaking a whole bunch of shit... So what we needed is to
create this area where we could experiment that's away from Jira while being inside Jira. ... incubate,
iterate, integrate.

FRCERIR:

BINEZELIFNRNREEREEF? Jira B 12 A% F, RITFERERAEIIRER, FIUKNZEE Jira
RERBIE— MR Jira ORIRIX, XHE: L (incubate). EM (iterate). £&AY (integrate).

[01:21:16] Tanguy Crusson
English:

Safety Funnel... You basically put a hard stop and you limit the number of people who had bad
experiences. And you do that for a while, up until you can prove it's amazing and then you invite more
people. ... don't fuck existing customers' first principle.

FRCERIR:

Z2im (Safety Funnel) - REX EIRE T —MEELE, REPTEEFEERAIRAIAL. RXFM—ERAY
8], BENEPRERE, AEBBEEZ A, XME “TREREEF" NE—RE,

[01:23:56] Tanguy Crusson
English:

Lighthouse Users Program... The first stage is we work with 10 and we prove that the problems that they
had are the things that we solved... We then have this stage from 10 to 100... Then we get to a stage where
we're like, "You know what? It's good. It solves people's problems, but it's not self-service." ... Now we
need to get from 100 to 1,000...

FRCERIR:



JTEEE PR (Lighthouse Users Program) -+ F—MMEERES5 10 MR EE, IERRENRRT M98,
ARG 10 B 100 NP ER. BERNTHEN—IMER: “REHENS? FREL, AT, EFREEE
RS, FRIEMNFEEM 100 ¥ EEZ 1000 NAHF,

[01:28:02] Tanguy Crusson
English:

What we do with that is we recruit 10 people and we put these people in front of the whole team, not just
the PMs... What I've seen going fast is that the engineers would go into a planning meeting and the PM
would say, "So we should work on X," and the engineer will go, "Wait a minute. We've had a talk with this
customer and they struggle with this so I think we should work on that instead..."

FRCERIR:

HNEERES 10 DA, iILENENENEN, MARETREE, REIERERANKIRE: Aits
£, FREEE KON X , TSR “FF, RONBIZAEE, wiEX MR LREL, PR
AN AN Z A A7

[01:30:44] Lenny Rachitsky
English:

How do you protect that because that's the biggest challenge | think a lot of companies have is just, it's
been six months, no one wants this, we're going to kill it. How do you protect that? ... Pixar people call it
an ugly baby.

FRCERIR:

fRIDEAMRIFXMINE? BAFIAARSAFEGHRAREME: NTBIET, BRABREXT, HiIERE
Bo RINAIMRIFE? RHBIAMZA “HIERE)L (ugly baby)” o

[01:30:58] Tanguy Crusson
English:

Internal comms is everything there. ... Be very clear about what we're testing... give people a sense of
velocity and speed. No one wants to fuck with a high-speed train. ... | was even saving features for one
week to the next just to... have something to show this train that keeps moving.

AR ERIE:

REDEEXRER, AHRENEBNLHAST, SA-—MEER. RAREETJIBRTRINE, REERIT
—ENEERE T A%, RRATRBRXVINE—HER#H,

[01:35:19] Tanguy Crusson
English:

One of the founders, Mike went, "No, you're not. That thing is ugly. | do not want to look at it. It needs to
level up with the rest of the Atlassian design standards." ... So we went and fixed it. Took us two, three

months and then we were okay to go.

AR ERIE:



BlIaAZ— Mike ¥i: “F, fRIIERESET. XABAXAT, HEFAEE. ©HFERAE Atlassian BIIKITHR
7 FREMNEZBETE, BTHENB=18, ARARELT,

[01:38:32] Tanguy Crusson
English:

Be careful for yourself as well and make sure that you're doing this in an environment that's ready to
welcome it. ... I'm deeply convinced by the fact that we don't need so much top-down leadership. What
we need is a lot of autonomous leaders... but you need to do that in an environment that's safe for you to

do so. Ifit's not, I think it's okay to consider alternatives.
R EIE:

BERIFIFTE D, BRERE—TRBREEAFHNIFEPHXEE, HRAERINAEENRALZE LM THM
S, BNFBNEREEENASE, BMROAE—NRENIFRPXFM. WRIFRRARN, RRFEEHM
PR R LAY,

[01:41:36] Tanguy Crusson
English:

You need to surround yourself with people and environments that can help bring out the best in you,
otherwise you can turn bad. | myself have been cynical in the past working in environments that were

cynical and | then decided it's not me. | do not want it to be me.
FpERIE:

REEILB CES TRMAIMREF —ENE MRS, SNRSTF, JURERMKRENFRRIEL,
HBEREMEE, ERBREBFEH, FAERABFIIA.

[01:42:23] Lenny Rachitsky

English:

First question, what are two or three books that you've recommended most to other people?
R EE:

B, REANABERSHR=RBEMTA?

[01:42:23] Tanguy Crusson

English:

"Who: A Method for Hiring"... "Hakim's Odyssey"... and "Vivre avec la Terre" (To Live with the Earth).
R EIE:

. HBEEMEY (Who: A Method for Hiring) . (FAEIBAYEREZE) (Hakim's Odyssey) , EF (5Ait
) (Vivre avec la Terre) o

[01:44:32] Lenny Rachitsky



English:
What's your favorite interview question?
FEiE:

RERERNEHIXERAZTA?

[01:44:32] Tanguy Crusson
English:

When people describe an experience, you ask them the name of the person that they worked with back
then. And you ask them, "So when I call this person after our call, what do you think they're going to say
about that?"

FROCERIR:

YA R —EREHE, (REMMNERNEGENANRT. ARME: “NRFETERERELHXDAITEIE,
MEFUSEATNXEE? ”

[01:46:08] Lenny Rachitsky

English:

Do you have a favorite product you've recently discovered that you really love?
R EIE:

MEEERBERIMHAFEERNDAZm?

[01:46:08] Tanguy Crusson

English:

Hydrofoils... you basically just fly over the water. ... zero friction between the board and the water.
R EE:

k& (Hydrofoils) - REAR EREKE L% IRFFAKZELFESER,

[01:49:43] Lenny Rachitsky
English:

You were ranked number four worldwide in a form of free diving. First of all, can you briefly describe what
is free diving and then can you share one thing that might surprise someone about the sport and the
skill?

RSz ERIE:

RBERMEANERZEKPHRMREN, 5%, FEEERE-—THARBEHEABKG? FI, XFTXILE
hilfehE, B ARZIULARKBREIRIFH?

[01:49:43] Tanguy Crusson



English:

Distance you can swim in a swimming pool without fins... 167 meters. ... | actually went to 300 feet
underwater deep... Everyone is much more gifted at it than they think. ... At the end of the weekend most

people were able to hold their breath for two to three minutes and to go to 20 meters deep.
FRERIE:

EARHMBERIER FEXhEFNESR - RFT 167 K, HEBTHERKT 300 %R (H91XK) R 8PA
XA EELLE SRR EXRE, BEEARREZERE, AZSHAMEBEIMI=0%, HTER 20:XKK.

[01:52:44] Lenny Rachitsky

English:

Where can folks find you online... and how can listeners be useful to you?
R EE:

ARKEIATER R IELIRER- - DT AR AJ AN B B R 2

[01:52:44] Tanguy Crusson
English:

LinkedIn... if you are using Jira Product Discovery and you have ideas for how we can improve it... I'd love

to connect.
FR3zEiE:
LinkedIn, SNR{RIEFESER Jira Product Discovery FEBBGHEIN, HBFRESIREER,

[01:53:39] Lenny Rachitsky

English:

Thank you so much for listening. ... See you in the next episode.
R EE:

FERISHERIT, THATE o



