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[00:00:00] Varun Parmar
English:

Every single day, every single time somebody is pushing your code to production and you're releasing a
feature or an enhancement, you are making the product better or you're making the product worse, but
the products never remain same. So with every release that your competitor is making and every release
that you're making, you are either making chess points, moves against them, positive points, or you're
going negative. | think that framework, it actually drives an insane amount of clarity in terms of what
you're doing and what the impact is going to be.

AR ERIE:

5—X, SHBEARRBEREESTE, SARAH—THINEHNEN, REELTRESBFRELR
FE, FmKZARERERM, Fit, MERFNFNEREKHNMRECHE—REE, RREETH,
BAREHMMIES (EmBsh), BEAMBEKRS (ARER). FIANXMEREILIRN B SEMT A
REF=EF AR ERABTEHIE,

[00:00:33] Lenny
English:

Welcome to Lenny's Podcast, where | interview world-class product leaders and growth experts to learn
from their hard-won experiences building and growing today's most successful products. Today my guest
is Varun Parmar. Varun is chief product Officer at Miro, and prior to Miro, he was senior vice president and
chief product officer at Box. As | share with Varun at the start of our chat, I've always been really curious
about the product culture at Miro, partly because everyone I've ever met from Miro has been super
interesting and super smart, and partly because they've been able to grow as a business and a product in
an incredibly competitive market.

FROCERIR:

YOMRE] Lenny IR, X E, BaXPpERAEN=RASEMERKER, EIMITEEAEINEKES RN
I mERERRENERAK, SKRXMEERR Varun Parmar, Varun 2 Miro WEE~&E (CPO), A
Miro Z &, B8 Box WEABEI SHREFE"MRE. ENKEWRFIABIME Varun 123189, FE—EX Miro
NFEmXIERFE, B REREHBINEN Miro RTHIEFEEBEIRAE, 3—BoERZMITEBE—
REREHZIN IR I S RAEEIE K,

[00:01:07] Lenny



English:

In our conversation, we get really deep into the product values and principles at Miro, their product
development process, how Varun approaches competitive threats, how a bimonthly company-wide
product demo ritual led to saving months of engineering work on a feature, plus insights into how Miro
got started, how they grow today, and what their product team has learned about working with a large
sales org. Varun is amazing, | learned a lot, and | hope you find it as interesting as | did. With that, | bring

you Varun Parmar after a short word from our sponsors.
FRsCERiE:

EFRNBSIER, FHATRANRITT Miro B9~ @M EMRMERN. 189~ mAF L RIZ. Varun 0I5B
i —MNEMA—RNEABFmERMIVINAA—TIETE THANIREIFE, INESZETXTF Miro
L. MSWMEEK, UKk~ mEANES KBEHEEFNSIERFEET 4. Varun FEHE, HF
ATRSZ, REMIMEEGR—FREER, EIhBBNERENARE, 1LBAIRIE Varun Parmar.

[00:01:39] Lenny (Sponsorship Message)
English:

Today's episode is brought to you by Miro, an online collaborative whiteboard that's designed specifically
for teams like yours. | have a quick request. Head on over to my Miro board at miro.com/lenny and let me
know which guests you'd want me to have on this year. I've already gotten a bunch of great suggestions,
which you'll see when you go there, so just keep it coming. While you're on the Miro board, | encourage
you to play around with the tool. It's a great shared space to capture ideas, get feedback, and collaborate
with your colleagues on anything that you're working on. For example, with Miro, you can plan out next
quarter's entire product strategy. You can start by brainstorming, using sticky notes, live reactions, a
voting tool, even an estimation app to scope out your team's sprints. Then your whole distributed team
can come together around wire frames, draw ideas with a pen tool, and then put full mocks right into the
Miro board.

AR ERIE:

ZEATIEEH Miro B, Miro 8 —mE AEARITXFRIFIRAISITBELMMERR. HE—IEK: EHRIEEY
Miro &#R miro.com/lenny, HIFHMABERS FRIBFPLERE. HELKWREITRSEFIVEN, (ReJUFER
2ER, BHEES. LfRiHE Miro EREY, BREEMAB—TXMILR, EB—MRENHZETE, 7JLUH
eeIE. REURIR, HSRBMELEERIME. FI50, RATLA Miro Ik TMEEREBAN Mg, fRATLL
MKRIXFEFIE, ERER. KRRkN. RETR, EEERMEENARBERA Sprint ChR)) AEE, A
&, MMENDHRANEAATUESAERRT R, AEEIAGHLIE, HIEBNREEBERBA Miro &
R

[00:02:29] Lenny (Sponsorship Message Continued)
English:

With one of Miro's ready-made templates, you can go from discovery and research to product roadmaps
to customer journey flows to final mocks, all in Miro. Head on over to miro.com/lenny to leave your
suggestions. That's M-I-R-O.com/lenny. This episode is brought to you by Braintrust, where the world's
most innovative companies go to find talent fast so that they can innovate faster. Let's be honest, it's a lot
of work to build a company and if you want to stay ahead of the game, you need to be able to hire the
right talent quickly and confidently. Braintrust is the first decentralized talent network where you can
find, hire and manage high quality contractors in engineering, design and product for a fraction of the



cost of agencies. Braintrust charges a flat rate of only 10%, unlike agency fees of up to 70%, so you can
make your budget go four times further.

AR ERIE:

&8N Miro AL AIIEIR, RAIATERM A IMAMARE = mELEE. EPRREEBIRXRENSERE, B
miro.com/lenny B TFIREVEIN, ZAHEATIBIXH Braintrust 281, £IXKEEQFIEHNARMEXBREIHA
7, UEBERMHITE. BE%E, S —KRABDFTEMAEIE, MRIFERIFMLHA, RFEZLEBIRE
BBEEMIEERSEN AT Braintrust BB MNEFROIAZT R, RE]UTEXEURNE— NI DB
I, BAMEEIR, AR iudiEREREm. Braintrust (VKEX 10% MEEZER, M4
MR RSA 70%, FELLYRAILOLIRIVFRE L EER1ER.

[00:03:22] Lenny (Sponsorship Message Continued)
English:

Plus they're the only network that takes 0% of what the talent makes, so they're able to attract and retain
the world's best tech talent. Take it from DoorDash, Airbnb, Plaid, and hundreds of other high growth
startups that have shaved their hiring process from months to weeks at less than a quarter of the cost by
hiring through Braintrust network of 20,000 high quality vetted candidates ready to work. Whether you're
looking to fill in gaps, upskill your staff or build a team for that dream project that finally got funded,
contact Braintrust and you'll get matched with three candidates in just 48 hours. Visit
useBraintrust.com/lenny or find them in my show notes for today's episode. That's
usebraintrust.com/lenny for when you need talent yesterday. Varun, welcome to the podcast.

FRCERIR:

tesh, i@ —— N FMAAWNPHEEIRLE, FLEEBIRS|HEEFLIKTNRRZAZL . DoorDash.
Airbnb. Plaid R BEREMESIEKIEI ARERED Braintrust #5 2 A RETEZNEREEEANL, &
BERENFAEEENE, BERATIRRNEOD Z—. TICRERIERAITIR, IBEARIRE, £2H
BMNERTHEBEASHNET M B HAZERP, BXAR Braintrust, {RIF7E 48 NN E R =ZR3E A, 1hA
useBraintrust.com/lenny X F S XKW T B £ P H I MM, HMFREFAAHR, B
usebraintrust.com/lenny, Varun, JGEEIIER,

[00:04:10] Varun Parmar

English:

Thank you, Lenny. So excited to be here. Thanks for having me.
FRCERE:

BIEHE, Lenny, REFREIXE, RFHRAVEIE.

[00:04:13] Lenny
English:

I'm really excited to have you here. I've been looking forward to having a chance to dig into Miro's
product culture and the way Miro works for a while. We've actually had a few guests, ex-Miro... Mironeers,
is that what you call yourselves?

FRCERIR:



BHIEEEE. B—EHFENSRNT A Miro =@ AMEEAR. FATERR LB L#IE JLALET Miro
GT------Mironeers (Miro A), {RII@XAMIEEHE?

[00:04:25] Varun Parmar
English:

Yes, Mironeers.

R EE:

£8, Mironeers,

[00:04:27] Lenny

English:

Okay. Mironeers. So we had Elena Verna on the podcast, who's amazing, and Barbara who | think worked
in marketing and everyone I've always met from Miro has been just really smart and really interesting and
it just feels like you guys have a really interesting product culture that | haven't felt like has been shared a
lot, and so | have a bunch of stuff | want to dig into there. One question | have at the bat, you guys have a

really interesting history and specifically the way your company's structured, which is that you're
collocated in Amsterdam and San Francisco. First of all, is that correct?

AR ERIE:

%F8Y, Mironeers, {1z aiI5T Elena Verna, #thiiEEE, 1146 Barbara, HKidGMEETIAE TIERT. Fid
HE— Miro R TEIEFEEAEESE, BREMRITAE —MIEZRENTRXKE, BUEHEEE ZHE
i, FAIMEERZARARRINESIE. BAEBE—NE, FILBENAEEEER, F52EWA®E, 1RIE
FIRES MRS LEE 28, Bk, X2IEMNE?

[00:05:00] Varun Parmar
English:

The company is a global company, so we've got 12 different hubs. We have multiple offices in US, four
different offices, and then multiple hubs in Europe as well, and presence in AsiaPac as well. | think by now
we have a global footprint, yeah.

AR ERIE:

NER—RERUAE, HN1E 12 MFAMFL (hubs). ENEXEEEZIMHAE (ANFENDAE),
FERUMtEEZ 0, FTCXBENS, FRAERINELRE T 2IKED,

[00:05:17] Lenny
English:

Got it. A question | wanted to ask off the bat is just how has that cross-cultural approach to product teams
impacted the way that you guys built product and the way the company operates?

AR ERIE:



AR T, ZBRNE—NEERE, XMEXLR ™ mE RN T RMIAE S RE A AR A BRIEE
A?

[00:05:30] Varun Parmar
English:

The one thing that's really interesting, Lenny, around the way Miro is set up is that our product
organization is actually based in Europe and our go-to-market organization is worldwide. Our product
management team, our designers, our engineers are located across three different hubs in Europe. What
that sort of leads to is a couple of practices that we have as part of our culture. The first one is practicing
empathy to gain insights. It's not just practicing empathy in terms of customers and figuring out what
customer pain points and problems we can solve, but given our distributed nature in terms of having a
global footprint and a lot of our go to market teams, folks in sales and marketing and customer success
are in different continents or geographies, we have to make sure that we actually practice that internally.

AR ERIE:

Lenny, XF Miro BNiRE, B—RIFEEE: NN~ mABRKMREIRERUN, MM GTM (Fim#EN) 4
LNZEIRMER . BB~ mERE. RITHMAIRERMDHBERHB=ZNFRF 0. XFET HI1XUHRY
N, F—ME “BIEEOREUER" . IMMUNZBENEFNRIED, EFFERAIUBRMLES
FPR=MEE;, MEZERIARMNNDEAMR—REKEE, BiF% GIMEAR (BEE. 7. FFMT)
DHERRIMN IR —FA IR REA S BRI TZFREIR O,

[00:06:43] Varun Parmar
English:

When we are interacting with folks, let's say in San Francisco, and those folks are out there meeting some
of our large customers and stuff, how do we, in the product organization, understand their perspective,
and bring that perspective into how we design, prioritize and build products? | think that's one thing
that's unique. | would say the other thing that's less to do with the location, but | think is sort of the core
cultural value or philosophy that Andre, who's the founder and CEO has instilled in all of us, is practicing
teamwork, how do we actually come together as a team, and bring down the silos that might exist across
functions? I'll talk a little bit around how we are structured in the product organization so that it's a cross-
functional perspective we bring to everything that we're doing because we believe the best work
happens when we bring different diverse perspectives to the problem and then co-create the outcome
that the customer is looking for.

FRCERIR:

YEMN5 B WUNEEERDN, LLMMITEEIEZIRENN—LEXRTR, B~ mBRMAREBITRR
A, ARBXMAATARIZT RALRIFAWEFRNARFR? RANXRRIBEN—R. 5—HE5H
BAEXRTK, BRHERFILI1BAZR CEO Andre BHLARNTNZOXUNMERIEF, Bu2 “BITHNE
7 —HRANNAEEFA—TMERRE—EE, TIRAIEFE TR ZENMS? HERERKREN~m
POREN, FANAARENES—SESINBRERA, RARNEE, SRITEREN. ZTiAawE
EERER], ASHRFERISEEFFHHIERNEREN, RFNIIEF 2%,

[00:07:20] Lenny

English:



| want to pull on these threads actually real quick. You talked about this value of empathy and the
importance of having empathy across... because you guys are located in different locations and have
different cultures, and also this idea of teamwork. What's something that you've done that helps you do
that, either build empathy and maintain empathy across teams or make sure that people work in teams
and not like, "Hey, there's this other team over there doing something else"?

FROCERIR:

HRIMEXLELTRANRN—T. MKETRBONNE, UREFRAR. FTEXEER TRIFEEONE
2%, TEHMNSFENIER. RITREMT HAREHLUX—R? BRUHERBEEMNNRED, E2HRF
MMIUEPAFEZ IR, MAZHH IR, BUES—THNNEMRINE" BPRE?

[00:07:45] Varun Parmar
English:

One of the most powerful things that I've seen work is the questions that you ask, the questions that you
ask when you're going through product review or you are going to sit down and talk to someone and
trying to understand why did they prioritize something over the other and was it something that was
done through interactions they've had with folks internally or externally? | think it's the set of questions
to ask in terms of how did they get to where they are today and was it informed by understanding of the
insights that collectively the organization has? Was it informed by their understanding of where the

market is evolving, where the competition is going.

R EE:

RSN EERNGEZ—ME “MMRHENE o HFHITmITE, HELTREEAREK, HERHFEN
A TREASHRNAERHES —HSEZ L, FRNRAAEXER, X2EIS5NERHIMNIARNEDDS

HBEEIEIE? FTOANXBETELE—RTEE: MMRMNAERHSAX—TH? XREETHAREEREN
AROVIER? XESETMINHIEEN RS ERVIERE?

[00:08:31] Varun Parmar
English:

Was it informed through the series of insights they have, either through inbound feedback that's coming
through our different channels where customers are giving feedback or some outbound interactions that
they've had? | think just trying to double click and getting to the details in terms of what insight led them
to recommend certain things or make a left turn or a right turn is where | think is the most powerful way
to make sure that those things are informed through practicing empathy internally and externally.

AR ERIE:

XERRZLRTMMNRBHN—RIIFE, TeREIHNAEAREWENZF KR (inbound feedback) ,
EEMAT#HIT—LIMEETD (outbound interactions) ? kA, BILRNEZRAT, TRAEZMHTARR
RfEMINBINELSRE, HEMBERERE, EHARXERRBIWNANIMIEROKEM~ENTRE N
o

[00:08:59] Lenny

English:



Got it. There's this kind of cultural value of just assuming good intention and asking questions to
understand where someone came from. | don't know if you'll have something off the top of your head,
but is there a story or an example of that comes to mind where that was done well or not done well, |
don't know, in something you recently were building?

FRCERIR:

BHET. XE—M “RNAREER" HREUTHBELLRBXENER. RFMEMEEEILZEE, B
AEMREMEN~mT, BB AREHMFRERPAX —R SIS a5

[00:09:16] Varun Parmar
English:

Maybe there are certain things, for example, anytime we're trying to build a new experience, one of the
approach we want to take is very quickly validate that our original hypothesis, is that sound or not. We
are big fans of the Design Sprint framework, what Jake Knapp has done | think is really amazing. In a
short five-day window, you can get a small set of people to quickly mock up a concept, convert it into
some sort of a prototype and then go out there and get some sort of a validation. Oftentimes when we are
working on some of these new things, we have our product teams that are focused on zero to one
initiatives, run this five-day initiative, and at the end of it we say, "Oh, this is great. Who did you get
insight from?" There's a capability that we recently released, it's called Miro Talktrack, which essentially
allows you to asynchronously do asynchronous collaboration by recording audio video on top of a Miro
board.

FRCERIR:

WIFE—LEAFNER. fld, SHENZHWE—MRELEN, RIRMGEZ—MIIEEREMIIER
MNHRIBRISEE ML, FKxfi1=Z Design Sprint (iR1HHR]) HEZRAIELKIL, FIAA Jake Knapp FRIEI TIE
FET N, EEEAXRNEEE, RETLUL—NEAREZIHL—IMER, BEEUCAEMRE, ARE#H
TR, BESFRNBEXEM 0 2 1 (9HIERN, HH~RENSETXMABHERNITE, SR
2 EXHEFT, REMERRERERRE? 7 HRIE&LH T —1Ih8EM Miro Talktrack, ERIFIREIE
Miro Bk L RHI SMA MK #H1TR D H1E.

[00:10:16] Varun Parmar
English:

We had two fundamental choices we could make. One, we could go down the path of what everyone's
doing where you could do a screen recording and then spit out a series of videos, like pixels being
captured. Or what we did was we actually went down a different path and the path that we went down
was we basically synchronized the movement of the board. Let's say Lenny's presenting a board, some
template he's created in terms of best practices for PMs, but he wants to have some sort of a talk track on
top of it, an audio video feed. What we are doing is we're actually capturing the movement of the board
that Lenny's going through along with the video talk track that's on top. The reason why we did that was
because we had an insight that came through some of our interviews.

AR ERIE:

HREMNERMREENERE. F—, BMATUEARTBEENER, HTERRE, ARER—RTIRM
(HRBR) . BRINERFLET —FTENK: BNEL TERNBZR. RIK Lenny EFEER—MER, =
fthEIRAIRTF PM BRAESLEAVIER, EMBTE LEAN—EHAE (talk track) , BIEMSIR. IHATFABEIZ TR



Lenny 2{EEIRBIEHIE, ERIEMIRERRIRSTAM. B2 E, BRRANENM—ERRXRFRET 1
pLIE =

[00:10:56] Varun Parmar
English:

What our users want to do is they want to use Miro for collaboration. While communication is an
important aspect of how teams come together, where we believe our sweet spot is that we want people
to use Miro for collaboration. By making sure that they could actually use a video recording and while the
video recording is playing, they could add in a sticky note, they could add in a comment, they could
actually give a reaction. We were able to develop this insight by practicing empathy as part of the Design
Sprint framework when we went and started to show our original concept and we walled and built on top
of that.

FROCERIR:

BINNBARFAEER Miro #1ThME, BERAMBREANRE—ENEZSE, BRIMAARNNZOMSE

(sweet spot) it A1ER Miro #1TiHME, BIHERMITAILUERIIMRS], FBEEMMERET, hiIaTLL
B, FINTE, EEMERMN. BI127 Design Sprint 12T, @IHKTEEL, ERRRIBESHE
HE B EREMERRT, FAkHX—RRN,

[00:11:31] Lenny

English:

That is a really cool story. That came out of this Sprint framework, these five-day sprint approach.
R EE:

XEZ—MREERSNE, XEARTX Sprint {828, XMAERBVHR| 5.

[00:11:36] Varun Parmar
English:

Yes, that's right. Yeah.
FREiE:

T, =,

[00:11:37] Lenny

English:

That is cool. | got to have that guy on this podcast. Jake Knapp, you said, right?
R EE:

KEET o HGBIDALILETER, {FiiE Jake Knapp, *fPE?

[00:11:41] Varun Parmar



English:

Yes, yes, yes. | can text him right now and | can make the introductions, yes.
FEiE:

0, &, RMEMAIUSGMRREE, BIrI151%EF.

[00:11:45] Lenny
English:

Let's pull him right into this podcast live, tell us how the Sprint process works. That is awesome. This
connects a little bit to another question | wanted to ask around the top is, you guys are in a really
competitive space and it feels like Miro was very early in online collaborative whiteboarding space and
then I think during COVID it just became huge, with the remote work exploding. Like, "Holy shit, everyone
needs this immediately." Over the years, many companies have come into the space that you are all in
and it feels like Miro continues to do extremely well. | remember when Figma launched FigJam, there was
a lot of just like, "Miro's dead. Figma's getting into the space, they're juggernaut, game over." Clearly
that's not been the case and it just feels like, | don't know what it is internally that you all do that
continues to allow you to compete and continue to innovate in the space. I'm curious just like is there
something to how Miro approaches competition and also just, | don't know, the way they approach these
sorts of challenges that is unique or interesting that you can share?

AR ERIE:

RN BRI REEERE, SIFRA] Sprint RERWNMIE(ER. X#E T, X5IHTHRERNSZ— 2R
A AT — P REIEE PRI, K5 Miro FELMERRMUNES IFER, ARTERIEHE, EEIT
BAANEER, ERFERRR. ik, "KW, SOAREHBREXD.” XEEX, FSATHENTIRIIFR
R, 1B Miro N F—ERNFIEELF. FHiCFH Figma HH Figlam B, BZAEER: “Miro TE
To Figma #ENT XN, ITEEkL, HRERT.” BAFELRFHIFMILL, FRFEHIRNAERERMES T
2, HRIEEBEX N TR RS FHAEEH. HEHE Miro ENRHRFHERSERSZL, HEENI
X B R B IR B E BRI UDE?

[00:12:45] Varun Parmar
English:

If you look at the mission for Miro, we empower teams to create the next big thing and our focus is to
enable teams that are innovating, and generally innovation happens at the intersection of a bunch of
cross-functional folks coming together. Like we discussed, folks in product management or design or
engineering or analytics or product marketing or research. What we find, Lenny, is that there are a lot of
tools out there and those tools are generally sort of focused on a particular persona and maybe they're
trying to solve the needs of a designer and a designer has a workflow that they're trying to do and they're
using a specific tool and they sit at the adjacency of extending that core use case. The fundamental value
that Miro provides is that we enable teams. | think what's unique about our product, and we can talk
about the capabilities and roadmaps and use cases that we are investing in and we already have as part
of the product, is that we take a team-centric lens.

AR ERIE:

YNRIRE Miro B9fEss, HAR “MEEHPACIE T —TAEMHN" , RITNEREWMEINLEELHBIEN, &
®, QMAEEBREARRENTLR. mEHMNTEIs, 8FFREE, ®it. IE. 2. "mEHE



AR AL, Lenny, HTAIMTELERZIA, EXETERBRELTITHENAE (persona), LEIIE(]
BRI ER, MGTHMERENTEAHERAKEN IR, XETARZEEMFIR MR,
Miro TR EEIRAMERETRIIHE “FF” o FIAARANTT MR 2 E T — R LUTIRBATEER SR
NP mR BRI, BAEMAL —RHMNRBHNE “UEMASRL” B9RE,

[00:13:50] Varun Parmar
English:

So we're not saying, "Hey, we're building a tool that just works for designers," or "Hey, we're building a
tool that just works for engineers." Because we fundamentally believe that innovation happens when
cross-functional teams come together. When you look at the problem through that lens, you realize that
you have to actually architect your solution. You have to think about the use cases and you have to go
and prioritize certain experiences that are different and our customers see value in that, right? | think
that's probably one sort of big macro aspect of how we think about our capabilities and products and
why our customers think of us differently. I'd say that's say one point.

AR ERIE:

FRUENA R, 1%, BIIEEHE—NRESKITMNIAR” , 3E %, RIEEHE—NRESIRE
MBI TR” o BAKMNMRELERE, HEREFANRE—EN, SIFAsAkE, SIFEIXMIAETRE
B, RRFIRERG R EMAZIREIR RS S, MOREEAG, FEUTRLEEBESRTENGRE,
MEMNEZEFAMREETNE, HB? RIAAXATERRRNBENENT RN — RN AH, BEATAER
MIEANEEZFRNER, XRFE—Ro

[00:14:27] Varun Parmar
English:

| think the second thing is Miro is actually used obviously by teams that are creating these innovative
products and we actually have broad applicability across industries and verticals. While some tools might
be hyper-focused on digital experiences and Miro's has great offerings there in terms of core capabilities,
what we find is that Miro is used equally by companies in manufacturing, by companies in healthcare, by
companies in architecture and engineering and construction functions, by companies that are in
aerospace, governmental agencies and medical agencies and so on and so forth. | think the platform is
actually much more agnostic in terms of its capabilities and what we offer that actually makes it more
accessible and appealing to organizations that want to go beyond just digital experiences.

AR ERIE:

BRE, Miro BAARBLLIERIH T mBVEFRER, MARKNESMTUMEEITREE ZHERME.
BARABLETATREETFFHFHEL (digital experiences) , M Miro fE#ZOINEEA AR B H BRI, BF
%M, Miro EHFEEHIEL. EFFRE. BRIEMETL (AEC). M=MX. BRTMAMNETHSFABMME
o HIANXNFEEREN~miRE A EEKEMER (agnostic) , XEFEXN FARLAEZBHBAHFE
JpBRE AR R MEMIRE] T,

[00:15:26] Varun Parmar
English:

Then | would say finally there are capabilities that are available very, very uniquely to Miro that are valued
by our users. That again is a big reason people come to Miro. For example, if Lenny's trying to conduct a



big workshop with a bunch of product folks and he wants to facilitate that workshop and wants to have
certain folks focus on one part of the board and while others focus on the other part, then there are some
advanced capabilities that enable certain use cases like workshops. Or if you want to use Miro for some
team rituals or from some agile practices, there are core set of capabilities that you could use the product
for that are missing in some of the other capabilities. | would say a combination of all of those three
things continue to drive differentiation. | would say on top of that, we are a big fan of our community and
we believe that community love is what drives us. That's the fuel that keeps us going every single day.

FRERIE:

REFKEY, Miro A —LEAEEIMFNINEE, RZAF &k, XWEAITERE Miro W—MEBRE, g0, W
£ Lenny BEM—E~RARED AR TR, tWEES|ISXFHTIEY, HiLELEALTTTEIRN—I
2, MEMAZITFRE -89, BARNE—EESRNET U FHETESXENRERG. &, NRFE
¥ Miro BFRELEFPAMYE (team rituals) HBHELE, BB —EROINEERI S IFX LR, MEM™R
AJHERR Z X EINEE, HRIANNX=SNESHERMTHRINER K. BRILZI, RITEZEMEKINNHEX, &K
ITBRERXNARERRNFITNEN /. BRILFKITER BT ERRA,

[00:16:31] Lenny

English:

Awesome. Just to summarize and | was taking notes as you're chatting, just thinking about what allows
you all to continue to do well in the market, considering all the competition constantly coming at you.
One, as you mentioned, just there's kind of like a innate multi-functional architecture which is hard for
someone to copy if they weren't built from that without the start. Two, it sounds like you are focusing on
a wide spectrum of personas and it's not just tech employees basically. Also, just there's specific features

that end up being really important that maybe people have a hard time building and then this last piece

of the community. Awesome.
R EIE:

KiET . BE—T, FEPRNE—EEREIL, BERAALMRNEREAMEUNBR TRARRL &,
$—, WRFTR, B—MRENZIERN, MRFEM—FFERMLULLAE, JIAREES, =, WEXRMR
MXENZ ZHNAE, EXRERMUERRITINRT, i, FE-LERATEFEEENEEE, H
QB FTRERETE. RE—REMK. XIET,

[00:17:08] Varun Parmar
English:

Yep.

FRERIE:

=i

[00:17:09] Lenny
English:

Let's dig into the product team a little bit and understand how you all build product and structure
product team. How many PMs are there at Miro? Then just broadly, how many employees, just to give
people a set of, little bit of context?



AR ERIE:

BNTRNT B—TrmHA, EERMNZ2NABESmMAR~RENN. Mo BEZL0H PM (FRZi
#) ? B, REBEZVERT? AMARE—RERER.

[00:17:20] Varun Parmar
English:

Give or take about 1,800 employees at Miro globally across all of the 12 hubs, and specifically in terms of
the number of product managers, there are over 450 PMs in the team.

FROCERIR:
Miro £k 12 MO KRL9E 1800 R R T, BAEIFmIENAL, HREIEE 450 & PM,

[00:17:34] Lenny
English:

Then how's the product team structured? Is it like outcome oriented? Is it product area oriented? Is it user
persona oriented? Is it something else? How do you think about the structure of the product team?

AR ERIE:

B4 GEIPA BRI AIMZEH? BERSME (outcome oriented) ? = siEl S @ (product area oriented) ?
HRRAFPA®SME (user persona oriented) ? ERINNMA? (REUNAIZE EF- A HIPALEIRY?

[00:17:46] Varun Parmar
English:

Yeah, so | would say it's maybe a hybrid structure that we have, but the foundation of the team setup is
around persona. We have what we refer to as streams, some companies refer to as domains, but
essentially it's a set of individuals that are focused on solving the problems for a key persona. Just to give
you an example, we have a stream that's focused on enterprise, and in enterprise we are looking at the IT
admin persona, we're looking at the security persona or the compliance persona. There are a set of folks
who are creating a roadmap and innovating for that audience. There's another stream which is called
platform where we are going after the developer install base, folks that want to use Miro as a platform
and build apps that they can actually make available either on the marketplace for everyone to use or
they could be developers that are inside of a large organization and they're trying to integrate Miro with
their specific use cases and workflows and business systems. That's another sort of stream that's focused
on that, and there are a couple of other streams like that.

FRCERIR:

B, BERKRINRANE—MERSEH, BRAMNMKENEMZERLS “AB” (persona). HNITzH “W”
(streams), BLERTMZH “UF” (domains), BERER—HEZITFHZOABEREFENIA. 2
F, BINE—NEFTF “©l” (enterprise) 8, ERIAUE, HIXEITEERAG. R2ABGHENA
B, BE—EHAEEAXREZRGAIEREZEHETOH. S—RM “F&” (platform), HITHMHERALE
BHA, BNEBLEABIE Miro EAFAHMWERANA, XLENARAIULZHEDH LEAEAFER, HAIUEAE
HLARIIFLE, HENE Miro SERENAL. THERNMISRFAER. XIS —NEETFLNR, B/

MBI



[00:18:53] Varun Parmar
English:

Then finally there are some just horizontal sort of streams, if you will. We have a big focus given that we
are a PLG-led company around growth and self-serve business. We've got a stream that's actually focused
on our core internal infrastructure. We've got a stream that's actually focused on data science that's
doing all of the magic that we started to release in terms of Miro Al, et cetera, et cetera. | would say it's a
combination of those. At the heart of it is we are focused on personas and we are sort of aligning people

around solving problems and creating value for that persona.

AR ERIE:

R, TE—EEENR. £THRNE-RPLC (FREFmERK) TFHQE, HNFBEXFEKMNBPRS
W55, HMNE—NEMNARKOASERMIZIERR. HRNNEE—NTETHREMZIR, AR REHH
Miro Al FFFEMERITNAE. HRRXBXLERNE T, ROETRNETETARE, HBARNTFENZAGRE
RPN BLEN ERIB T Lo

[00:19:24] Lenny
English:

That is really interesting. One of the downsides of a persona-based approach | imagine is that features
keep getting added that solve that user's pain points. What have you learned about keeping the product
consistent and having a holistic perspective on the experience? How do you address Those challenges?

FRCERIR:

XRE®. ZEVIETHBHNAGZEN—NRRZE, DESTEEMMUERZAFRER. XTRETm—H
MHAAEREFENE, RFEETHA? (RENFARI XL ERE?

[00:19:43] Varun Parmar
English:

Architecturally, there are two sort of things that we have done that allow us to not pigeonhole ourselves
into that specific way of working. | completely agree with you, you could lead to that. The first one is
actually when we think about the product org, we call our org, it's called AMPED, A-M-P-E-D. This is
actually going back to our earlier point, Lenny, we had around what's unique about the product culture,
what's unique about Miro, and we talked about teams coming together, removing barriers or silos cross-
functionally. AMPED stands for analytics, marketing, product, engineering and design. And everything
that we do in the product org, when we say the product org, we actually don't meet product managers.
We actually don't mean product managers, designers and engineers. What we mean by product org in
Miro is this AMPED function. By having this cross-functional representation where product marketing
team is deeply, deeply embedded inside of each of these streams, what we do is that we have different
perspectives that come in where they say, "Oh, wait a second, did you think about the end user

experience?"

HRERIE:

FEEMLE, BIMETHREGSE, ERNMNFBABHRENITEER. BR2RRMNEE, BLIEISEH
MER, F—MHER, HRNBEFRARN, FKIIFFZH AMPED (A-M-P-E-D). Lenny, X[EIF T 2]

WL X F Miro =@M =, BIEMEE—R, ITHRERENMERSNNS. AMPED &R
(Analytics). B (Marketing). 7@ (Product). IT#8 (Engineering) #1i&it (Design). 7E Miro, XK



i “mdR” i, BIENARTREE, UFARFREE., ’RIHTMIRMNAS, RIENEXT
AMPED ERgE, @I XMEIRENRS], mmERBENRERNES—NRF, HM5INTFRNME, il
| MR, F-F, RERIRLAFFELE? 7

[00:20:49] Varun Parmar
English:

If you think about the end user experience, you know have someone on the team that says, "Wait a
second, did you actually think about the enterprise requirements or what's needed in the largest
corporation?" | think the unique setup of bringing these cross-functional folks allows us to sort of course
correct. The second thing is the ways of working that we have. We have these product reviews that
happen. We generally classify anything that we are doing in terms of its complexity around a small,
medium or high complexity, and anything that's being worked on is actually being shared with the entire
organization. If it's something that's small to medium, it's actually shared with the entire product org. In
fact, if you are non-product, you can actually subscribe to that Slack channel as well. Everybody sees
what the product org is working on, everybody sees what the core hypothesis is, "What is the solution for
that, what is the proposed design for it, how are we thinking about the capabilities?"

FRCERIR:

MRMRAZFERRLAFFRE, HARIBEALR: “F—T, MENZEIELEFRIERBEQTNHFETFA
15?7 FIANXMEINBIREEASRNRFIRE LIS HEITMAEE F_HFERRNOIELSR. &il=
BT miTH, RTBEREEXEEREAHNEASBINR. B 5=, FEEAEEHITHIELR
FEEMARE, MRBEPREFENTE, e5BTNTRERHE. FXLE, MREFRE~ @B,
R BT LAIT AR Slack S8, 8 MA#HBEBRIFRAREMTL, BPABEEIZORIGEMTA, “BR
BREAA, BNBNRITRHA, BATOAZEXEINEE? ”

[00:21:49] Varun Parmar
English:

Then anything that's big actually goes through a formal process like a product review where there's a
meeting and a bunch of us are in there and it's up to us, including the product leaders, to basically make
sure that we are connecting the dots in terms of having a much more holistic perspective. | would say
lastly, as Miro has sort of scaled the spectrum of companies all the way from a team that might have two
or three people and might be taking out their credit card and using Miro for their own team all the way to
a large corporation that might have 50,000, 80,000 employees, all of them are using Miro. We've come to
realize that at some point the deep enterprise requirements need to be encapsulated in a set of
requirements or best practices and we need to make sure that those get democratized across all of the
feature teams.

FRERIE:

Rig, FAEANTEHKEIERXNRIE, LI~ RITERN, BIT—BHARTE—E, GEF~RNSEE
W, BIIEMERES EESE , MTEE—TERENIA. REHENR, HEE Miro WAIEEE T ME=
MARUERERNECHEERNVLIE, —HZMESH. 8 FRET B RAMFEA Miro FIAE ML, HME
RE, ERLERE, FRENEVEABRBEWRHER—EBRARELE, RINFERFRILERNBEFREIE
HPAPEEIE Ko

[00:22:36] Varun Parmar



English:

When I'm thinking about building a new feature, | have a checklist in front of me where | can say, "Here
are the 10 things that | need to think of that | need to incorporate early on in my thinking in the
architecture, in the definition of the process, so that it doesn't come downstream." | would say that's an
area where we're still working on and more recently we put more focus and energy and there's a product
manager who's now leading that particular charter.

FRCERIR:

HBREEME— TN, HEAME—NER, LETE: "XEHREWTDH. EBEHREEXHE
BEEN 10 4F, XEEEMASHET.” HESHXBHIMMNESHH— 1T, SERIMRANTEZHIE
HMXRE, REE—MAFREEL AT —HE T .

[00:22:57] Lenny
English:

I love all these details. This AMPED structure, | love that. There's analytics, you said product marketing,
analyst marketing and then product engineering design. It's rare that you see marketing as a part of
teams, as a leadership, kind of part of the leadership group. Do you have a sense of what impact adding
that had on the team or where that came from? Or is that just historically been something Miro has
prioritized, marketing and product marketing?

AR ERIE:

HERXLE T, AMPED &KX T . BEST. FmEHE. 2ITEH, ARE~m. ITEMKT. ROLE
EHFAEN—E7, BEEFATSEN—ED. MEFMAX—TNEFET FARm? HEXZMH
FRTMRR? B2 Miro FRMIFEENEHEN~mER?

[00:23:25] Varun Parmar
English:

This was done before | got here and | wish | could take credit for it, but | can't. | think this was the result of
an observation, which is quite similar to what you're saying, which is while we might be developing a lot
of features and PMs or thinking bottoms-up in terms of what we are building, we might find that what we
have built might not be able to capture the imagination of what we originally thought it would. A big part
of that is how are you going to think about positioning, how are you going to think about competitive
differentiation? How are you going to package it up so that the sellers that are out there are able to
position it in a way that the customer, in this case the buyer, might be an IT professional, might a line
business leader, can basically see the full vision of where we are going? | think by having product
marketing as part of AMPED, we now bring that unique perspective that may be missing in certain teams.

FRZERIE:

XERAERMANZAME THY, ZFELEEMRD), BRFEE. HANNXBMENER, MMRAREG: 2ARK]A
REF A TIRZINEE, PMAIEER T LMRBERNEMEMA, ERITTESILIR, HIWENKREAIELE
REIBARAKBHER. ERRA—EOREET: RUOFAZEEMN? (RNAZERFERK? (RINEHTT
B, UEINENHEEASREBU—LIER EXMERT, EXAER ITZWATHISZLATE) %
BIFANARKBROAGNFHITENMN? FIANBEBIR~mEHEN AMPED W—E873, FfIESINT HLEHRA
B RERRREVIRAF Ao



[00:24:24] Varun Parmar
English:

PMs are more acting as product owners or more focused on core problem and solution but not thinking
about positioning, because that's so important, especially when you're thinking about a market that we
are increasingly in that there is competition there. That's one of the first things we started off with and
that's top of mind for you as well, is that everything that we are doing has to be looked through that lens.
One of the core philosophies that | have, Lenny, is that the success of a company is a direct relation of
what the competition allows you to do. | feel like not many people talk about that, but in many cases in
my professional career, and I've been at it for close to 24, 25 years, is that every single instance when |
looked at a company accelerated their growth or there was a deceleration of growth, it was a direct
relation to what the competition allowed you to do. Obviously, you have to do everything that you should
be doing, but competition is the biggest variable that allows you to figure that out.

AR ERIE:

PMEZHMETRARTANAR, HEETITTRORTENBRAE, BREEERENL. EUFFER, LH
EAMEZEIFENPAENTIRSE BRI, XRFENKRAFRMOFRZ—, BRIF&EXO, BRI
WE—IEMBIVEI X NMLIARER. Lenny, HHZOBFZ—F: —KABHNNINERENFRIFIMENE
BEEEEX, RUFEZDVAKICX—=, BRI 24, 25 FWIRIEEF, REBERT, HENR—RAH
IBRKINRSRE, XESREFNFAFRMHEEERERX. B, (REOTMFAEIRNIZMIE, EREE

IHRFRRX—RIIRAZE,

[00:25:24] Lenny
English:

| want to hear more about your core product philosophies, but let me dig into the one you just shared.
What you find is that the way you grow or stop growing is often a direct result of your competition. Is
there an example of that that comes to mind? I'm guessing maybe Box versus Dropbox is an experience
you had there, or if not, what's an example of that that you've experienced, to make it a little more
concrete even?

FRSCERIF:
BEAIFEZ X FRAZOZRESE, BitBREFENRIT—THRNADZHHED. REAMIEKSHEIERKAS

NERERRFNERER. (ReeBEIHAGIFE? )5 Box X% Dropbox FIRERIREH I —MIF, &N
REAZ, MEHINEMPIFRAA? iILEERK—R.

[00:25:50] Varun Parmar
English:

For those of us who've been in the collaboration space, and I've been doing collaboration and
productivity apps for over 20 years, over two decades, at some point, you have companies like Microsoft
that get really attracted to a space and you can see the trajectory of a business that's growing at a certain
clip and then all of a sudden there's a competitive product that enters that has the might of distribution
and the might of pricing, and that's just a direct example. | think I've seen that multiple times, first at
Adobe where | was part of the document cloud business, clearly saw that at Box as well.

FRCERIR:



T HATXEEM TR T ENARR (RELMIMENE~NINBEL 20F7), ARERRE, (RRBEIK
M EBIATE], IR FRE T REME, R UBR—MSU—ERNREEK, ARRAE,
—TMRBBADKENMENENINZETRHANT T, XRE—TEERIMF. BERAIRZRZME
M, BRETE Adobe, HIIHEXHERWSEH—R, 7E Box BERMEERTX—R,

[00:26:27] Varun Parmar
English:

I think you can, in general, sort of look at every single category and you can say that there was a category
leader and they were growing at a certain clip or a certain pace and all of a sudden there were a bunch of
entrants that get in and what happens to your growth rate? It's all dependent on how strong is the
competitor in terms of providing a good enough solution? That's one. The second is how strong is the
competition in terms of their distribution outreach? Then the third thing is how strong is the competition
in terms of the pricing and packaging?

AR ERIE:

HiAN, BRRE, RAIUMES 1L, FIRXMBLE—MEHARE, WIIU—ERREEK, KA
BE—HRFEHEN, MEEKEILEFATN? XRERTRESFXNFERM “BBE NERASESE
BZB. XRE—Ro F_RERFNFERARESHESZR? FZRERFNFEENNEESEES
5R?

[00:26:55] Lenny
English:

| really like this discussion, especially because often the advice is, "Don't worry about the competition,
just focus on the customer, it's going to be fine." Which what you're saying is that's not right, and | agree.
What do you do with that in mind? How does that impact the way you build product or strategy? Is there
some you could share that maybe tactically someone could leverage to how they're approaching their
product strategy?

FRCERIR:

HEERXMNIE, FHREABENENE: “DHEORENF, REXIER, —IBIFERN.” MR
FRRBZBHFER, HRAE. TERIX—KR, MEIEAM? XMARZMIREE” REEIEHSEENSGR? /8
BT ASAR LRI, AILALRATERIE ™~ mi iR fEE?

[00:27:18] Varun Parmar
English:

It depends on who the competition is and what is their unfair advantage here. We talked about one
specific competitor and | have a lot of respect for them, by the way, and | learn a lot from them every
single day in terms of how they make bets and how they enter markets and stuff. At some point I'm going
to write a book on them, | feel.

FROCERIR:

EXEURTREFXNFR2HE, URMIIN “FRFRBE” Bfta. HMKE T -—THENZSEHNF, MER—T,
REBEEM], SREBAZIMBMNFATE. WAHFATHES. ?kﬁ%fé\ﬁ—%&%ﬁ—ztééﬂzféﬂ]ﬂ’ﬂ
Bo



[00:27:35] Lenny

English:

Ooh. We'll have to come back to talk about that.
R EE:

MR, ABIHAVAFE T EIREEZ A,

[00:27:38] Varun Parmar
English:

That's right, yeah. | think it sort of comes down to how do you think about your unique place relative to
all of these players, and in your customer's mind are they able to clearly understand what is the unique
value that you deliver relative to everything else? Part of that is the unique capabilities you provide. Part
of that is how you're packaging those unique capabilities to them, and making sure that they in their
mind can see how you coexist in this overall sort of tech ecosystem that they might be investing in, to
enable their employees or to enable them to operate. So | think it's sort of looking at that from that lens,

yeah.
FZERiE:

o BIANAXALERN: BHNTFREXERK, MUOAEEECHIREHA? EFFOF, WIS EREME
FRARAEX T EAMFr A PR HEVRISNE? XD RTIREHEVRSINE, S0 RTIRNAmt{]eEXE
JREFIORE, HHRRMNEMEFERIMNAREFTMINREERENBIRARESREH, KMIEEEM]
MRTEHIEE. AL, TIANNZMZPIRARER.

[00:28:26] Lenny
English:

Got it. So what I'm hearing is be very clear about your differentiator and continue to invest there and then
make sure your positioning is clear around why you're... just identifying, "Here's why we're different and
we're not just a better or worse version of this thing" or "Here's why we're different”" and making sure
that's really clear.

FROCERIR:

BT, FIUKIREINE: BEIFERBIMNERCRZHFSRE, ARRRIMAOELSM, BFHREL X
RERMNFRBERR, HNFAXEZNFENEFHEENRE" , HHRX—RIEFFEHEHR.

[00:28:43] Varun Parmar
English:

Exactly. | think the other thing | would say, there's another core philosophy | have, which is products
either get better over a period of time or they get worse. Products never remain the same. | think you can
take that philosophy to a bunch of things in life, but I'm going to take the lens of products, which is my
core philosophy is every single day, every single time somebody is pushing your code to production and
you're releasing a feature or an enhancement, you are making the product better or you're making the
product worse, but the products never remain same. The lens for this, Lenny, is actually from a



customer's perspective, from the end user perspective. The thing is that if you are a player where there's
no one else in the market, that's one thing, so that's great. Kudos to you for actually identifying a blue
ocean strategy and sort of executing to that. But most markets, most products, actually have either direct
or indirect competitors that are available.

FRCERIR:

", BRERNFZ—HFER, REEF—MOEF: FREBAMENENEBEREY, BEAEREE, &

KIEARRFAL, MALUEXMEFNAREEPNRZERL, BEREMTmNAARE, HEZOE
FRE. 5K, BHEABRBERRESNE, SIAMRAT—IEENSUHEN, MEELTnEREFHE
%, BFRXERERERE. Lenny, XTMAKLMFLEMNER. MELAFPNAELAN, MRFEHH L
W—RIR, BRE—EFE, BXET, ARRHILESEEARITIUMER. EAZHHH. KSH~m=E
Fr L&A BEENEHZNR SN T,

[00:29:40] Varun Parmar
English:

From the customer's mind, you're doing something, the competitor is doing something, so in their mind
they're looking at these products and they're looking at these companies and they're saying, "Which is
better versus not?" So with every release that your competitor is making and every release that you're
making, you're either making chess points, moves against them, positive points, or you're going negative.
| think that framework, if you have in mind, it actually drives an insane amount of clarity in terms of what
you're doing and what the impact is going to be. Because every single move that you're making, the
customer has that sort of in their mind, if not explicitly, implicitly that they're actually comparing these
things. | think it brings a level of focus in terms of where you need to invest and why you need to invest
and why this is going to make those decisions.

FRZERIE:

AEEPEXR, FEM—EF, TRENFHEM—LES, FIUMERESTRRIEFRMQE, HiE: B
Bir? 7 @i, RENFHE—REHNMESHNERES, MEAREHMNMWNED, BAMBERSD.
MRRRFEEXMER, ERXRFLILMME SEBITAUNRZFEF AR ERKENEHE. FAIRME
ME—1 i, BEREMEHT (WNMRTZEMEM, hWERMEM) KR EHEHRTIR. FINAXHERT L
A, IHRAEFEEMERE. MHTABRKRE, URATAXERERIER.

[00:30:28] Varun Parmar
English:

| think it allows at least for product leaders to make some high quality decisions around the bets that
they're making and how they're going to play out in terms of eventual once the dust settles and the
market at large is going to say, "I'm going to standardize on something and now | feel | need to go get it
for everyone." Or "This is the tool that | want to use for this particular use case." That all of these
decisions that you are making ladder up to that final sort of play that you have to do in terms of the
market consolidation that eventually happens.

AR ERIE:

FIANXZEDRELLFmASERS MM EME—ESRERRER, HEZYHDIRZEE. AHZR “&K
BEXMZLATEN, BERRFRFTENSIABEZN HE "XN2REATI M ERMNIA”
B, XEMPRIMALEER. MAABHAEXERERLRSLRIPIIRLNEEP, IRKXLRENTG
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[00:30:59] Lenny
English:

This is so interesting. Essentially what you're saying is that you find that being very close to and
understanding the competition really well is really essential, versus this kind of the other end of the
spectrum almost from just like, "Don't worry about the competition, don't pay attention." | like this point,
metaphor of just like, "Are we moving ahead or further behind?" Is that where you operationalize that to
track that? Then also just how do you not over-obsess with, "Let's just catch up, get more features," that
kind of thing? How do you find that balance?

FROCERIR:

EXABBT . AREMEBAR, FEWLHRNTBERFUNFEEXEEN, X/LFS5HBH FIHELRSE, 7!
XEE” OMREABR. HERX MR “HNIEMHFIZEEG? ” MEBEIXMS R ERELH
HITIRERAING? 55, fRalfeted Bk T “LRAVERIEH, EMESINEE" XEFE? RMEHREIRD
FER?

[00:31:28] Varun Parmar
English:

I'll be honest, | don't think we've figured it out. We haven't cracked the nut in terms of how to
operationalize this, but | know you are way smarter than me on some of these things, so maybe we can-

FROCERIR:

ELR, HRANBENEETE2FERET . ANMERBECSE, RINTLER X NHER, BRAERE
XEFR ERIRARES, PRUBTFRITT U —

[00:31:39] Lenny
English:

Unlikely.

R EE:

RAFATEE,

[00:31:39] Varun Parmar

English:

... partner on this and come up with something.
FROCERIR:

------ EXAEEE, BHIME

[00:31:43] Lenny

English:



All right, that'll be something we work on. Any other product philosophies that you want to share? That

was awesome.
RS ERIE:
4%, BERITATUSHN AR, TEEMBOZNSRIEFEE? NA MR,

[00:31:52] Varun Parmar
English:

This is all sort of related to it. It's like a string of pearls. | think there's maybe one more pearl we can
actually thread into the needle right here.

FROCERIR:
XEHMBEXN. ME—REH FRELIFRINNETUBSF L—FB k.

[00:31:59] Lenny
English:

Let's do it.

FRCEIE:

e,

[00:32:00] Varun Parmar
English:

Which is we talked about how do you ladder this up and stuff, and then the question is, okay, how do you
know that everything that you're doing, is that in the right direction or not? Should you move slow and be
much more mindful about the things that you're doing or should you move fast and make certain bets
and then decide certain things and stuff? | think there are two views that are out there. My personal
perspective on this is that what you want to do is that you want to be the first one to hit the brick wall.
This is particularly true when you are in a market that is competitive. The reason for that is that if you
consider yourself as an innovation-centric company and you believe that you are building experiences
that fundamentally don't exist anywhere else and you're sort of paving the way for the rest of the folks to
basically get inspired with how you are building these experiences, speed is the single biggest

determinant, in my experience, in terms of who ends up being more successful versus not.
FRERIE:

BATKE 7 I X L BB REGER, ETRMREE: RINEMEIRFIMN—tIEEH MER? (REIZIET
¥, BEEMMNFRAABNES, RN ZIRETE), #HITREWE, AERERXEER? HIANBRIERM
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W, RERREERAENINIRARR.

[00:33:14] Varun Parmar



English:

| don't know, maybe this is a little bit controversial where people say, Go slow to actually go fast." I think |
have a lot of respect for that and there's certain areas you should do that, but when you are trying to
figure out new experiences and stuff and you don't know if it's going to resonate or not, speed is
something that you should accelerate for the organization. | think Frank Slootman talks about this a lot in
his book and how can you accelerate? | think for me from a product perspective, the fundamental
concept is can you be the first one to hit the brick wall where you have the learning faster than anyone
else in the market so that you can decide, "Oh my god, the path that | was going was not the right path. |
need to do 10 degrees west or | need to do 30 degrees east." | think as long as you're one or two or three
steps ahead of everyone else in terms of uncovering or discovering those insights, then | think you can
continue to be ahead of the pack in terms of building your product in business.

FRCERIR:

BAME, BIFXEREN, AMIEHR “GUERNFE (Goslow to actually go fast)” » HIFEEEX—=, 7
RLTURIFROZ X, EBHMAEREIRAL, HETNEERER5IRHEEN, REZIRNIZAARINE
HIZRPE. FXIAA Frank Slootman ZEYBREEREIX—=, UKRIRINEME, HHEKR, M=miIRER
B, OERZE: REFEMANE—MELRENA, NMtHs EEMAZBERMIRSEIN, XEFERE L
RTE, KRB, HENBAN, RFB@MAK 10 E, HE@RK 30 E.” HikA, RBREEREAIXE]R
EREISETHEUMA—RIHN=F, BRAEWE~mMSSHE, RIBESSRERTMIHL

[00:34:21] Lenny
English:

You're talking about urgency. I've never met a founder or a product leader who doesn't want their team
to move faster. They're always encouraging their team, "How do we move faster?" I'm curious if there's
something you've learned tactically about helping your team move more quickly. You mentioned Frank
Slootman's book. Amp It Up is what it's called, by the way, in case folks want to check it out and he's big
on just like creating a sense of urgency, constant urgency, and we'll link to that and share notes. But yeah,
what have you found helps create urgency and generally helps your teams move faster other than just
like, "Move faster, everyone"?

FROCERIR:

RIKIEHIR EE K. HMRAIWNEVIEA R RAFEFFTLEZE CHRITHEER, il 2abERA:

“FAVNEA REITHRER? 7 HRFE, EREBMEANERTHAE, MESFE T HASANEMNFRA, (RiE
2|7 Frank Slootman B9, IMER—T, MAEFEN (Amp it Up), MRAKEEETUEE—T, thIFE
RS- MRER, —MEFENEER, BRI LEEEADFEERR. B2, KRR “ARRR™ 24, R
RIEB ARG R BRI ILH A BRI TENFER?

[00:34:52] Varun Parmar
English:

My fundamental belief here, Lenny, is that every product manager... | can talk to product managers
because there is reason certain ones, someone wants to be a product manager, because in my view it's
one of the most thankless jobs, like you get to do a lot of [inaudible 00:35:10] and it's like, "Why you have
to do this?" But it attracts a certain personality and that personality is driven by challenge and that
personality wants to prove that they can solve this challenge and do something amazing. | think
fundamentally the product persona actually wants to move fast. | think the reason why in some cases we



are not able to move fast is because of roadblocks that we run into and those roadblocks can manifest
themselves into technical challenges, they can manifest them in cells of organizational challenges, they
could be priority challenges and so on and so forth.

AR ERIE:

Lenny, EMEXESE, B—1NT@mEFE - HATUMSREENTPN, BAXABRAIFREEZEREA
B, ERERK, ZERIEATIFNIEZ—, GREHRERE, AlzE: “MAFAERFIN? 7 BER
51T EMEFEMERBIA, ZMIERIEIEEIKEIN, XMIERBZIERM]A LR X MR ML —E T R
ENEE. BINAMBELR, o ANFRER LZBERETHN. FIANTERLERER THINTERET
NREZHRNVEE TR, XLREFARERMATAN L. ARG, AR EFS.

[00:35:52] Varun Parmar
English:

My fundamental approach to solving that is to ensure that the product leads who are working on these
capabilities can instantly raise their hand and call out that there are challenges that they are running into.
Then the job of the leadership team, the product management team, is to essentially go and quickly
resolve those issues. | think if you are able to resolve those issues, then what it does is it actually starts a
virtuous cycle where you can actually start to see those wins. Once you see those wins, you actually
create that courage to do more things. Maybe because you've seen how that specific roadblock was
solved and you have a pattern matching that you've developed now, you can solve a lot of those things
on your own and it's the next level of challenge that you now going to raise your hand.

FRCERIR:

HBRX AN RENE RS ZRHRATX LN RO T ARBIEETF, HHMIMTERIMkE. A5, &
SHEAN~REEARNTEME R RERRX LR T, FINN, NRIMEBFRRXLRR, EXFLEMEH
B—1TR&EEF, iLRFIRERIREMF. —BEMEITHR, MMSTEMEZFENES. HIF2ERNAMR
BELERTAMIENER U AIRERRE, MIEELT AT —MIENLE, (RAIUFEE CHRRARZXENR]
A, AREIREAT—MRANTREEREF,

[00:36:41] Varun Parmar
English:

What that does is it starts to build this organizational competency in terms of how you can figure out what
to build. We all find these people in our organizations where there's someone somehow is able to do
certain things in one-tenth the time that it would take a normal person. It's not that they are 10 times
faster, it's just that in my observation that they've figured out which part of the core base they should
build in versus not, who should be part of their team and who should not be, how they need to define
that from a scope perspective, what does success look like, and it's the architecture of bringing all of
these things together that actually brings that magic formula line in terms of "Hey, we are able to deliver
faster."

FROCERIR:
MR —MARES, BNAFEREERAA. HNMBIEARRLAIFHIAN: EAFH@TH
REBEAEBA T2 Z—BNEISTTRREESE. HAZRMIIR 10 %, R2REFEFZONRE, WIFERTNIEE

ZOERNB—ER D HWE, WEARIZIMNER, WEARNZ, MINAMKEENAEEXES, MEHA
BFR, ERXMIBFIAEXERREGE RN, AHRT 18, HMIEBXMFER" vHaazl.



[00:37:19] Lenny
English:

| really like this topic. What I'm hearing is one of the biggest roots of slowdown in a company and product
development is blockers not being unblocked, and | always feel the same thing. | feel like a PM's number
one job is to unblock their team because their job is basically make the most out of their team that
they're marshaling towards some outcome. The way you do that is just figure out what's slowing them
down. You just talked about this idea of a PM raises their hand to leadership, "Hey, we're blocked by this
thing." Is there a process you've come up with there that helps you do that, it's connected to-

AR ERIE:

HRERXMES, RIFFINE, ARANTRARZENRAREZ —BERLSAERER, B—EHEARRK. &
W15 PM BKS TEMEB NEITERER, AAMMNIERR LRI ERRAEENBRA#ENERANLELHE

ABIRMEE. MBEIX—RBAEMERFRAERMHARIET MITMEE. RNAKET PM AMSEEFHR
IR, BARXHEFRET” L (FERBERLAAREREPLAX—R? cBEERE—

[00:37:51] Varun Parmar
English:

Yeah, | would say we are trying to sort of systematically ingrain this in the culture of the organization. We
have a motto in the product org, it's very simple, single sentence, deliver customer value faster with high
quality. That's it. Everything that we do, and when | say everything, everything, Lenny, from performance
and reward system and measurements, everything is based on this one single statement and it has three
attributes. The first one is deliver customer value, and we believe customer value is only delivered when
customers use it. Anytime as a PM at Miro, when you ship something, we are looking at, "Well, what was
the metric you were going to move and how much did it move?" We have some original targets that we
can go back to. That's the first aspect of what we're doing, deliver customer value.

FRCERIR:

2, TRRENERBRASMEX—RENARXF. BMEFRBRPE—TELAH, EEESE, R
E—HiE: USREERMRXNELME. MX—a. FHNFAMEI—1], Lenny, FRHZ—], MEEEHIRE
HEIGERE, —HMETX—61E, EES=TEE. F—1T2 "XAFFNE" , RMEERELEEF
fEREN, FRMEARR. £ Miro, S PM AHELERAERN, RIWME: “MEBNETEMA,
EBETZA? 7 BTE—EALUEMBRIBET. XRRNITENE— 1 ATEH: XAEFNE.

[00:38:35] Varun Parmar
English:

The second one is move faster, and there are certain cycle times that we are measuring across the
organization. From the time you came up with the idea to the time that you actually pitched a solution to
the time you actually shipped it, to the time we actually moved the metric, it's information that has been
collected and is being made available to the organization. You can say, "Hey, if it was a small, medium or
large, what's the average? What's the medium, what's the variance?" And you can say, "Hey, looking at
this data, what can be improved?" That's on the faster aspect of it. Then the last one is around high
quality, which is we want to build best in class collaboration experiences, so we are always getting
inspired by what we find in applications and experiences that we see around us and we are saying, "Hey,
when it comes to designing, sharing flows, we believe that these are the three apps that have best in class



sharing flows when it comes to designing some synchronous capabilities like this. These are the best in

class apps that we should look at."
FRERIE:

FINE THER , BNEBRNMARPHEFELFE (cycletimes)o MIRFERE, EIRKIRR LR
ARBE, BIRKR AT, BEIFAIEFREoIIsIRAIATE], XEEBEMMUTERRARMLALR, (RATR:
IR, MRB/NE. REIARLE, FHERSZD? PUBEZD, FERSZD? T RAILUR: IR, BE
XEE, MEMBGRAILSHE? 7 XRXT “BiR” WAH. &E—1TEXT BRE" , RIEEME—MR
BUMBEMALTS, FRUFRTSRMBENRAMERPRRRE, R TR, FRITDEREN, FHITAR
X=RNARBE—RANDERE;, FIRITXERTINEN, XEBHINNIZSEN—RVA.”

[00:39:31] Varun Parmar
English:

We are always trying to make sure that we are benchmarking ourselves against that and we have our
design team. On a regular basis, like when we ship stuff on a monthly basis, our design leadership team
does a triage of everything that got shipped into high quality or not high quality. It's just like a binary
function, and we're doing that and we're saying, "Hey, the reason why we believe it's not high quality is
because A, B, C, D, E and we're making it available to other designers so they can actually start to build
that telemetry in terms of some things are more subjective." But you can start to see some patent
matching and say like, "Hey, this is what great looks like."

FRCERIR:

HNEBRXEHBRUAEE, BOEIRITEAR, EEH (WNSARHAREN), RIRITATEANSIIFR
BAHNARAH#ITHE (triage) . SHREHIFEHE. XME—DToRE, RHITXEEHR: T8, &ITA
NERERSHNREAZA. B. C. D. E , HEXERFHRMHLEMIZIIN, XFIIRA e I3 M
BN (telemetry), REBLERALREN, BIRFATUFBER—LERALE, Hii: I8 XMEMEH
BF”

[00:40:06] Lenny (Sponsorship Message)
English:

This episode is brought to you by Linear. Let's be honest, the issue tracker that you're using today isn't
very helpful. Why is it that always seems to be working against you instead of working for you? Why does
it feel like such a chore to use? Well, Linear is different. It's incredibly fast, beautifully designed, and it
comes with powerful workflows that streamline your entire product development process, from issue
tracking all the way to managing product roadmaps. Linear's designed for the way modern software
teams work. What users love about linear are the powerful keyboard shortcuts, efficient GitHub
integrations, cycles that actually create progress, and built-in project updates that keep everyone in sync.
In short, it just works. Linear is the default tool of choice among startups and it powers a wide range of
large established companies such as Vercel, Retool and Cash App. See for yourself why product teams
describe using linear as magical. Visit linear.app/lenny to try Linear for free with your team and get 25%
off when you upgrade. That's linear.app/lenny.

AR ERIE:

AHERT B Linear #Bh, BRI, (FSXREANIEBIETER (issuetracker) FIREHATH, NHTAELERE
RREEMIREX, MAREREIM? AT ABERRBRIEGEZEMEESE? Lincar IRE, SERERR, &t
X, HEEABANIER, JUBKMRHNEN=RALRE, NITREER—BHEEEmELE, Linear @4



MAREE AN TIEA XTI AP EZ Linear WRRABIFRAWERIRIER. SUH GitHub &£k, B
IEREHESHIHEERIERR (cycles), UNIIENMARSELSHABMEEH. BMs2, EMEFH. Linear &4
SIATIMBINENET R, B Vercel. Retool #1 Cash App ERZSABMANTRMI . FEHEEENMT
A= mEIBAEER Linear #1A 7“4 o i4iA linear.app/lenny & &idA, FARNAES 25% B0,

[00:41:15] Lenny
English:

Okay, so every month or so the design team looks at everything that's shipped and puts things into a

bucket. Either this is... It's like a binary thing, high quality or not high quality.

AR ERIE:
W, FRUARAETA, RITHPAKEEFREATHNARA, HREE(3E, XnG—1MTmidE: sRExdF
%J\%O

[00:41:24] Varun Parmar
English:
Yes.

FROCERIR:

[00:41:24] Lenny
English:

Wow, that is so cool. Then, one, what do they do with that? Do they send it out to the product team? Then
two, is this just like FYI or is it like, "We need to fix all these low quality things going back"? Or is it more
just like, "For the future, please be aware these are not high quality"?

FRCERIR:

B, XKET. B4, F—, HNEXLERBIA? SXETmEINGE? £, XRE2—
(FYD” , 2% “BNFERKEEMEXERRENKA" ? AEEZRRE “UERIFIE, XEFET

i
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>
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[00:41:39] Varun Parmar
English:

Yeah, so it's actually both. Generally what happens is that the design leadership team is doing this and
there's one particular design leader who's the designated person to make sure that this is happening on a
regular basis. Right now the way we're using it is that we are actually using it to calibrate and align
around the design leadership around what we mean by high quality. Because it's one of those things, it's
like if you've never seen colors and | ask you, "Lenny, describe pink and compare that to red," and if you
haven't seen colors, how do you describe colors? You can't. But if | show you and | say, "Lenny, these are
three examples of what pink is and these are three examples of red is," then you're like, "Oh, | get pink
and | get red." There are certain things that you just like when you write it's very, very hard to describe it,



but if you show specific examples, it's very clear, "Oh, | get it. | get how pink is different than red." But if |
try to describe it, it's going to be very hard.

AR ERIE:

2, KELEREHRE. BEBRAZRITASENEHXAE, B—URENRITHASERIEE HRBRX M
EERRE. BRRMNNERSNE, MAEERITASREZEHITRENMNTT, BHILIIMRYN “BHRE”
IREFTARE. RAXMGE, MRMCMRDIHE, MIEILIR “Lenny, HR—THIGBHIGHSIEHTT
EbR” , MRIRLRIEE, (REAHER? (RMEAE, BMREETLMNE, H: “Lenny, XR=TMIERN
BlF, XR=TIaHFF" , fMaiR: B, HABTFARKHL, F4ARLT.” BERFELRE TRIHR
sEfER, BURFRREENGF, MIIEEEW: M, WET. REBHINIHXKFT,.” ENRKIXE
RIESHER, BRIFEEM,

[00:42:35] Varun Parmar
English:

So we got into these endless conversations at some point about a year ago where we were saying, "We
need high quality, we need high quality." And people are like, "Let's just go and define this thing." We had
a bunch of our leaders go and write documents, really long documents in terms of what are the attributes
and how do we define those attributes and how do we measure those attributes and how do we enable
people to do that? It felt like it's a good thing because we are trying to codify it, but it also felt like it was a
very heavy way of solving that problem. Then we just came up with this approach, which is like, "What's
great versus not great" and just start classifying it. As you know, it's like modern Al systems are
classification systems and we [inaudible 00:43:12]-

FROCERIR:

REO—F7], FIBANTERLERNFEE, HN—EHER: “BINFTESHRE, RIIFTESHE.” ARAR:
BEATAEENZNFRAE” HNNL—BHAREEZEXHE, 5TIFERIINE, XTFRMERA. AEX
XEREE, NAEHEXEREEURMAHEANELR, BEXZ—HFE, AARNEZLFEEINEN, B
BREEXE—IFEAENBRETENG . ARKNMNABLT XML, B “HFABRTH vs AR
A7, HAEHITHE. WRFAED, MR A RAEXRR LMD LRYE, MAI]—

[00:43:12] Lenny

English:

Yeah, | was going to say, sounds like reinforcement learning approach here.
FROCERIR:

TR, HIERR, XIFERGRERUFINGE.

[00:43:14] Varun Parmar
English:

Exactly.

R EIE:

o



[00:43:14] Lenny
English:

Defining cost.

R EE:

TE X P Ao

[00:43:15] Varun Parmar
English:

That's right. That's right. | think it's worked decently well. | would say with most things we need to
operationalize it and we need to make sure that now we are democratizing it and everybody has access to
it and so on and so forth. But | think it's been a good start and now we are sharing this more openly with

others in the org.
R EE:

Rito HWIANNXEFSHEIEFHE. AR, WTASUFER, BMNFBRFEERFEL, FRARRERINEERKH
XM (democratizing) , LB MATEEBREEFS. ERIANXZ—NMREFHFSE, RERMNEETELFH
S5HAFHEMADE,

[00:43:37] Lenny
English:

When | said that, | imagined you... From the outside, you have a very unique culture and approach your
product. That's a great example of that. I've never heard of a process like this. What I'm hearing is
essentially you're trying to build the muscle within the organization of what is quality. It's like this
continued heuristic of, "Okay, | get it." So PMs on the team start to understand in their head what that
means.

FROCERIR:

HIEIFEIX RS, T MINGEE, (RIIBE—MIEBIRFHXXUNT @A %, X2 —MREFFFo
BMRITREXFERRER. RTERE, ARLMRIEBEARNSRI—MXT “HARKRE" BNAIRIEZ.
MG —MFENERNFES, M@, HIET” o XHEFKFR PM TR EERETEFERERE T 40

[00:43:56] Varun Parmar
English:

Right.

FRCERIE:

xo

[00:43:57] Lenny

English:



Super cool. You also talked about, in the middle part of that sentence, of moving faster and that you track
and measure that somehow. Can you talk more about that? Because that's something every product
team is always trying to understand. "How do we know if we're going faster, if we're going as fast as we
could?" How do you actually do that? How do you measure these things?

FRCERIR:

BREE, MNATRET “TEHER” , HRMRMNUEMASANEHITRENGE, RESRKX—RID?
NEXRBETTmBASBETHENER. “RNNEANEHCEEERT, BEELRETRREE? 7 RAMK
BEAME? fHEXLEERE?

[00:44:13] Varun Parmar
English:

The core philosophy there is velocity is more like the game of golf where you're just playing against
yourself. It's not like if Lenny and Varun are out at the golf course, it doesn't matter. I'm not competing
against you, I'm just competing against myself because that's the only... I'm going to just hit the ball, so
it's like how much better can we get? | think our core philosophies around that and what we're trying to
do is that on all the product teams, the feature teams that we have, we're just collecting all the
information and we are making it available to everyone so that they can actually see what the cycle times
are. What we are interested in is from the time that you have an insight, from the time you believe "I can
do something unique for my user, for my persona," how long does it take for you to actually deliver that
value?

FRCERIR:

ZOBEFRE: FEEGE—IERRE, (MRARENBCIERE. X% Lenny M Varun EE/RERIKF £, i
RERAFERE, HARAENMES, RARENECRES, ANPEHE - - HRIAREEHK, FIUXER
HMNEXRFZF? FNPZOBEFERZEX—R, KIEEBNEEFRBER~mE. e R EREE
B, #ARERESES A, XEMIIMEEIARRERZ D RNENE: MIRFERB—ZIE,
MIRABIE “HAIUARZRBAR. HNAGH—EIRENER" B2, RERZABRMEFTESKIE?

[00:45:04] Varun Parmar
English:

We have a product process that we follow, which starts with a P-strat, which is a strategy, and then we go
into PO, which is definition of the problem, then we go into P1, which is definition of the solution, and
then we go into P2, which is once the solution is shipped, are we hitting the metrics that we originally had
defined upfront before we decided to work on this. You have all of these stage gates and then we basically
classify everything that we are doing in small, medium, large. You can go in and you can say, "Hey, |
thought this was a small thing," and small thing is something you can get it done in less than a month,
and so on and so forth. There are 50 other product teams that are shipping these features, and what's the
average, what's the variance, what's the median?

FROCERIR:

HNVER/—EFmiRIE, M P-strat (5B8) FFE, ARHENPO (RIEEN), HEHAPL (BRARERE,
RIEHN P2 (—ERAELMT, BNBEEETHEREMXMHEZRITRE XBIET) . REFIEXEM K
X+ (stage gates), ARTHNNEAELRHRNEEMHIFAEEED NEL FEL KB, fRAIL#ER: I8,
BUARR—MHNE" , TNERBEMRAIUERE—TBATRBER, LU, T8 50 MEM~REIPAE
EARHAXEINE, FIERSZLD, FERZL, PUMESL?



[00:45:48] Varun Parmar
English:

"Oh, wait a second, actually it seems like | took way more time in the problem definition stage. Let me
actually try to go talk to this other product team that actually did it much faster," or "Oh, | actually did it
really, really fast, and the reason why I did it fast was because of this. Let me go share this out with the
broader team." Usually the product ops function, we call it product excellence internal, sort of product
excellence function, is recording some of these things. | would say getting reliable data, and then because
we have some things that are going through meetings and there are some things that are going through
Slack, we could do better on some of those dimensions, but all of this data is available and we provided it
openly and folks can benchmark themselves against that.

FRERIE:

‘B, F—TF, KR EREANBEXNERENEEIZES, iILREMI MRS SN~ RE BB , &
‘IR, BT EMEBIERERR, RRERNXD. ILREME ZHEANSZE—T.” BE~REERE (&
IR Z A= REMEREE) RICRXLEHE, B, ANARNKE, AEEARNELESEREIRN
HITH), BLRET Slack #1TH, BRAVERLLE RIS EIT, BB XLEHIBHIAIAN, BIAFH
IRALXLEHIE, ARATULUEAEEHTERE S,

[00:46:34] Lenny
English:

So cool. Okay, so you have this P-strat, you called it, document which is kind an initial concept and then
it's interesting you use the PO, P1, which is often for bugs, but it's cool that you use it for defining your
products. So P-strat is just an idea pitch. PO is a spec, basically, like a one-pager for the product, and then
P1 and P2 are basically getting to "Here's the actual product we're building." And you basically track time
per step and map it to, "Here's how large this project should be." Over time you track per person, it
sounds like, just like are you matching the benchmarks of how long a small project should take across

each step?
FRERIE:

KEET o 8, FRUAARIBEX DY P-strat WXAS, EREREOEHMS, BBNEMRIEAT PO, P1, XEEMA
F Bug %, BIRITAERENGR, XBEE, FTLL P-strat RR— 1M EIERZE (pitch)o PO EZAR L 2HMA&H
BB (spec), MEFmBRETIME, AEP1H P2 EAERHN “XMERNEMNRNLR~m" M. R
MNEEX LRES—PHEE, FEERNE “XPMMENZEZK” . FEREENENES, (RISRERE
™A, BMEENE “—MIBEEE IS KT E" WEE?

[00:47:13] Varun Parmar
English:

Yeah, exactly.

R EIE:

T, =,

[00:47:14] Lenny



English:

Wow, that is extremely cool. Whatever templates you can share, these things that we can include in the
show notes would be awesome.

FRSCERIE:
B, XIEFEE, WRFEIZEEAER, RMNTLUEESITRETBERE, BHMAET,

[00:47:21] Varun Parmar
English:

Yes.

FRCERIE:

99,

[00:47:22] Lenny
English:

Because people are always looking for just like, "Ah, | want do some of this stuff." If they can just plug and
play, the more, the merrier.

FRSCERIE:
RAAANNNBRESH, ‘W, HRBHXLEE" , MRMIIEEZEEENE, BMEFAE T,

[00:47:28] Varun Parmar
English:

Yes.

[00:47:29] Lenny
English:

Shifting a little bit, it sounds like you guys are doing Scrum in some form. Can you just talk about just
broadly the product development process? How long you or your sprints, how long do you plan for in the
future, in detail specifically just like high level, how does the product development process work?

AR ERIE:

FERIRNER, ITERIRIIEUREMAZNET Scrumo REERBUXKF s & AZr3? {R{7EY Sprint (FF))
BER? MMIMRENAMMESZK? BFERE, MBERELE, FafLmiielnmisEry?

[00:47:43] Varun Parmar

English:



There are certain things that | learned at Box and that inspired some things that we do at Miro, and there
are certain things that we've evolved. One of the things that we've instituted is our roadmap process, so
that's sort of the first thing around how the different teams are looking at the things that they're going to
work on. We have a rolling six month roadmap, it seems large, but we've got, like | mentioned, a number
of enterprise customers. If I've learned one thing that large enterprises is asking for a roadmap review.
That tends to be my favorite meeting of sitting down with the enterprise leaders and walking through
what we are working on. What we've done is we've tried to architect something which actually allows our
customers to get what they're looking for, but at the same time does not remove the agility that is so
important for us to deliver value faster.

AR ERIE:

FXTE Box FE| 7T —LEARA, XEKRARBKTIANE Miro B —LEFHF, SARMTEETHT —EHARA, )
BUN—THIEEREAERE, XEFRAEAMNERMITEEARNIENE -, RINE—NRBEINTAR
KE, BEXRMERK, BEMNKERRN, RIMNERZSEUEF. OIRHKZFET—HE, BREBAEELE
RERSITHRELETH, PEERREERNEWN—SEIATELE—E, MERINEEMOIE )
FHSRI R R IR ME -, BELEPREMNEENEE, ENXAIERNHNRERLGNMEEXEE
OB

[00:48:41] Varun Parmar
English:

What we do is we have a rolling six month roadmap that gets updated every three months and the first
three months of that roadmap, we have a 80% position level, which means that 80% of the things that we
claim to be on the roadmap will get done. That's the target. For the next three months, because it's six
months, so the first three months is 80%, the next three months is 50%, so we have a much lower level of
resolution in the next three months after that. What that allows the product teams to do is actually have
flexibility, which is based on what the customers are asking for and based on what the competitive moves
are, based on some technology breakthroughs that happen around large language models, they can
pivot and they can pivot and move towards that and they won't get penalized either by the customer or
internally in terms of doing that. That's what we do and that's all at on the backdrop of an annual strategy
that we publish.

FRZERIE:

BIMERE: ME—ITEB=ZTAEFH—RBRINTARBRLE, EXMREERNRI=1H, (1A 80% KIHE
MK, XBEREREMERLE LNSEES 80% 27f. XEBF. WFETRN=AA (EABHER
™R, BI=TMAR 80%, BE=1TAR 50%, FIUE=1"ANEMEZREZ. Xit-mERBE T REH,
ALUREZFANER. REXNFHEE, HBEBRNESEEEFRARBHITIZE (pivot) , MR LARRXLET
[, MAZEREZFPHRERIET . XMESHNOEE, MX—IBEERNLZBNFEHEE R THT
B9

[00:49:34] Varun Parmar
English:

Every year we publish a strategy white paper that it gets published internally available to every single
Mironeer across all functions that clearly articulates the key bets that we want to make. Why do we want
to make those bets? What is the expected outcome and how does that ladder up into the overall business
outcomes that we are trying to drive from an OKR perspective as well as the overall business strategy that
we have. So people take that product strategy, white paper or artifact, and then against that they're



building their roadmaps which get updated every three months. Then inside of the teams, we enable
teams to be quite autonomous in terms of some of the rituals that they're doing. We want them to
obviously embrace best practices. We've got a team of agile coaches that share best practices or are
available to help if there's certain specific needs that teams have.

FRCERIR:
BERNMBRZH—HHEEERT, EASEREIREESRINE—{L Mironeer AFF, BHtER R TEEH
THERKET. BIMNATABEHTXERT? MIANERZMA? URXELERIMNAM OKR YA E AR

ikl SR A, TRIEREISHRD. Fit, AMMNEEXD~RABARBIARY), BEiaRtilE
=PMREM—RHBREE, ERARER, HMNAFEAERITREMN (rituals) TERIFEIRBIBEEN.
BINEAREMIIRARESR. (18 —ZBEHELEI, o ZERELE, EZRANERERKE
RILERE.

[00:50:31] Varun Parmar
English:

Then | think on top of that, there are certain key, | would say, rituals that we do that maybe are unique.
For example, we have something called as Miro Connect, which happens every other Friday. Every other
Friday, for example, in our Amsterdam office, you can go in there and at 4:00 in the afternoon, 4:00 to 7:00
or 8:00, and sometimes it goes really late, you've got a bunch of product teams sitting around tables and
it feels like, "Oh, it's like a pitch or something." And people are coming in, they're having a good time,
you've got a drink in your hand, there's maybe some light music playing in the background and you're
going from table to table and you have teams that are actually showing all the amazing work that... If
done right, it happens once in a while, but if done right, it's magical in terms of the outcomes that you
can get.

FRZERIE:

ESh, BOARFATES —LERAFRIRBMNN HI0, FfI1E—1M Miro Connect B7EE), SR—MERET—
Ro LEINTERNTHMABIRANAE, BR—TAENTF4RE 7. 81 (ANSIFEEIRE), (fREE—
BHrmE\ERER TS, BREMGREHITEMRRET. AMIEH#EK, R RAL, FEZENH, 5%
BEAURBERER, MA—KKFEIS—KRF, HANEERTMIIFABE T RENIIE - RIS
(BARRBRRE), eEFHERSEEERHEN.

[00:51:20] Varun Parmar
English:

I'll tell you, there was a team that actually was presenting at our Berlin hub and they were saying, "We're
working on this feature, and there's an engineer who walks over to that desk and says, 'What are you
working on?'" The team describes it, "Oh, we are trying to do something like this." And this engineer had
actually worked on that particular problem in their prior life, literally they had implemented this. So he
says, "So how are you going to implement this?" And the team, the engineer that's sitting there, says,
"This is the approach I'm going to take and it's going to take me three months." He's like, "Oh, would you
mind if | go and help you with this?" They're like, "Sure, more the merrier. Go ahead." So this person puts
down their beer and says, "Okay, I'm having a good time. Let me just head back to my home." And in the
next three or four hours goes and codes the entire thing, makes a poll request.

FRCERIR:



BRGNS, E—TERERNBEAROHTER, IR “HOEEFAX N6 XE—UT
RIMERBRKREFZR:  RIERTA? ” FERE: 192, HNESEHEEXFE—NRE” MXUTEN
EZRB LRSS LA BEIX M ERE, FESEX LMBELIMEX I8, FEME: “BRITEE
AR|Me? 7 LEPEVHARILRIMR: “XZHITERDNGE, ABFE=TAE" ix: &, M=
HEORMF—TE? ” iR “SHA, ASHEKX, BE.” FTEXTABTEER: “F, ZRWERFC,
BIMELERF—T." EETRO=ZWNNSE, MESTENINEERNNRES, HiZRXT—1 Pull Request (G
BEX)o

[00:52:10] Varun Parmar
English:

Next day in the morning one of the engineers from this core team that was exhibiting at Miro Connect
looks at the poll request, reviews the code and says, "Yes, something that would have taken three months
for this core team because they didn't have the expertise literally got done in three hours because there
was another engineer that ran into them and said, "I know how this is done. I can actually help you here,"
and went ahead and did the right thing. We are trying to create these magic moments. It happens once in
a while, but we have one success story and | like to tell that in every opportunity that | get. But that's
another sort of unique thing that we've done in terms of book-ending things around how we operate
here.

FROCERIR:

EZRE L, 7 Miro Connect LEREAMZOBEIPAR—R TZIMEET Pull Request, BBE T HIBHIH:

R, MFXMZOEPAKY, AARZEUAREAFTE=""AFETHNIIE, EATE=/NAMTRK
To BAS—UTIERIMBBTMINHR HRAMEEAM, KAIUEBMRIT , AEMIFHFT.” BITES A
IEXLEMEFEZ], BRARRBREE, BEINEXE—TRIIERG, BERES—MEPHRE, XEH]
FEEARN LB —FZ 4k,

[00:52:50] Lenny
English:

That story is like a dream for any PM. Just imagine saving months of work with one conversation. |
imagine people were like, "How do we replicate this often?" | love that. With these meetings, just to
understand, if their team is in Berlin, let's say, there's a screen there in front of a table and they're talking
through a screen, like a video conference?

AR ERIE:

XN EER PM RRHEE—F, BR—TF, BE—REKERTET/LIENIEE. RBANBEER
B “BNMELESHXFEIN? 7 RERZX D XTFXERI, FRTHE-T, WREAKEHEM, KFa
SE—TRES, tIRBIRERRG, MEMMRINAE?

[00:53:12] Varun Parmar
English:

Yeah. | mean, right now what we've figured out is that it is really hard to do these events over audio-video
conferencing and stuff. So generally what happens is that you have an audio-video bridge that's playing,
but mostly it's people walking up to the respective teams and then having a live conversation. That's
usually how these things are operated. Yeah.



AR ERIE:

. HHERE, BREMNANEIEMMWRENXFEDIFERE, FIUERERRZE, B 1TEM0
SEETERSL, EXERANERSENENERNEITENERNM. XEEEXEEEEA .

[00:53:34] Lenny
English:

Got it. Okay, so you have six month rolling roadmaps. You have a yearly vision strategy for the company,
two week sprints. Is there also a quarterly OKR sort of process or is it-

FROCERIR:

BBET. %, FRLURIIBRTBRIREIREE, AABNFEERRMKE, BMEA—XH Sprinte ESEEEE
9 OKR i, ERW—

[00:53:48] Varun Parmar
English:

Yeah.

FR3CEiE:

B,

[00:53:48] Lenny
English:
... those or not? There is, okay.

FROCERIR:

[00:53:49] Varun Parmar
English:

There is, yeah.

R EIE:

B, =i,

[00:53:51] Varun Parmar
English:

Yes, yes, yes. At Miro, we practice OKRs and it starts off at the company level, and then those company
level OKRs are taken by the AMPED organization. Like we describe, it's the AMPED organization, and then
we break it up and | would say we have refined it over the period of time, the two years that I've been at
Miro. Early on we were doing OKRs on a quarterly basis, and | would say more recently we've actually



evolved to six month KRs. What we found was that six month was the right cadence in terms of giving
enough time for teams to basically push forward in executing these KRS and minimizing the "overhead"
of doing replan every single quarter. We found that it was much more effective and efficient for the entire
organization to do it on a six-month basis. However, we are doing traction on a monthly basis. So every
four weeks, as AMPED, we are looking at our KRS for the AMPED organization on a monthly basis doing
traction. However, the planning, the targets, are done on a six-month basis.

FROCERIR:

EM, £ Miro, FAEIT OKR, EMNABIEEAE, AIGH AMPED ARFEIZXLLENTIR OKR. TG THER
B, ©2 AMPED A4, AREBITVEHEFME, TN Miro IXHER, BITFHMEH#ITRE, RHEINZE
BEEHIT OKRIY, MRIEHNTEFRLEETASNTA—RI KR (RBLER). HIMAM, SN TAR—IEEN
%, BRAELAFIPAE BRIET | RN KR VRTT, NEERAREMR DS IEZEEMALN “BEFE
BNED, MFEMARRG, UATNBABRETANEMERESR. 7, EIESAMSHTHERER
(traction). Ak, £} AMPED, EA1EMNEASEE—X AMPED A4K KR HE, B2, MY BEIRNIEE

EBERTMAHRT R,

[00:55:06] Lenny
English:

I love how OKRs could just be anything, could be every six months, could have objectives, could have key
results. It's just such a term that just applies to anything that people do with goals, basically.

FRCERIR:

HEX OKR A URERFN, AUEENTMA—R, AIUEBRMN, AUAXEER, EEALME—NERT
AT E B ERSBENRE,

[00:55:17] Varun Parmar
English:

That's true.

FREiE:

FaSCanLL.

[00:55:18] Lenny
English:

And it works. It's great.
FRERIE:
MEEREN, EEE.

[00:55:19] Varun Parmar
English:

That is so true.



AR ERIE:
AT

[00:55:21] Lenny
English:

Again, if there's any templates that your team could share of the way you do that stuff, that would be
amazing, and we'll include that in the show notes.

FROCERIR:

BRI, MRMRIIHMEED ZERXFIRMMNAEXEEENRTR, BRAET, RMNSILENEEETE
ZigH.

[00:55:27] Varun Parmar
English:

Yeah, absolutely. Because | think, as you would expect, we run Miro on Miro, so there's a lot of things that
we could share as templates in terms of how we are running things on Miro, not just as OKRs, but in terms
of product reviews. We have ways of how we are doing asynchronous reviews combined with
synchronous reviews and there's this blended experiences that we have, and so we can definitely share
out with the community how we do some of these things.

FROCERIR:

e, FAEWMIRETRL, FA17E Miro Liz1T Miro, FRUABREARBERNTAILMEARIRD E, XFRINEE
Miro £EiEfTUkSS, MNE OKR, BB MmITH, RiIEEaRIITHENREITHENSGE, XR2—MESKL,
BAVEM P AR X D ZE R TR A EE R,

[00:55:55] Lenny
English:

Awesome. That's a great segue to another question | was going to ask is just what other tools, what's in
the stack of the product team's workflow? So Miro, obviously. Maybe talk about what use Miro for, but
then what else is in there? What do you use for task management, bug tracking, things like that? Design?

AR ERIE:

KiET . XIEHFSIHTHBAANS— N FRENIERFEEBEHMTA? E2%F Miro, tBIFA U
BWIRIRIA Miro it 4, BERLLZINERFA? RITBHAHITIESEE. Bug RERZENEE? &itE?

[00:56:12] Varun Parmar
English:

Starting from the bottom-up infrastructure view, so all of our tickets are handled in Jira and we are using
some of the newer capabilities in Jira in terms of coming up with roadmaps and coming up with the
priorities and stuff. On top of that, all of the specs generally get recorded in Confluence. Having said that,
we're actually a big fan of tools like Google Docs as well as Coda that allows us to track our KRs in a pretty
effective way. On top of that, obviously we use Miro a lot, | would say for a lot of our things, especially on



the product and design side of the team. Generally all of our insights get captured inside of Miro board, so
when we are going and conducting user experience interviews and stuff, we will record those and then
those recordings get added to a Miro board, so Miro access the content hub or a team hub for a particular
project.

FRCERIR:

MNEERNEMISHEARE, BITFAENIE (tickets) EBTE Jira IR, FATEFEEEM Jira FI—LEHTHAEES
HERAEMBEMTRF. FRILZI, FAERIMKRIREA (specs) BEHRICRTE Confluence . iERMILL,
Ff1SEFR_E B2 Google Docs #l Coda RYESEHr 22, ERELLIXANIFEBRIMIRER KRe HA, HNKERER
Miro, HRRARSEELER, LERFRIMKITHEI. EEIHNFAEBRRE T Miro BiRE, FrLL
HEMNFTAPERIEDHKE, RMNERE, ARBXLERZTAHME Miro BiRF, EIit Miro B THETE
REFOEHEPAF O

[00:57:20] Varun Parmar
English:

Once you capture all of those insights, then generally all of the brainstorming and team ideation happens
on the Miro board as well, so Miro's actually also used as a tool to facilitate meetings and workshops.
Once all of that is synthesized into a set of recommendations and outcomes, so when we go into these
product reviews that we were talking about, Lenny, the same Miro board then gets manifested into a set
of presentations, so we use Miro for presentations. We've actually made some really amazing updates in
terms of our capabilities there and if folks haven't checked them out, | would strongly encourage them.
There's a capability called Showtime that basically abstracts out the Ul and lets people focus on the
content, but do it in a way that it's interactive so everyone that's on the call can have reactions, can share
their comments and leave comments while the presentation is happening without actually disrupting any

of the flow for the user, so we use that a lot for presentations as well.
FRERIE:

—BriiREIfrE X LR, BEFERARXZMNE G EHEZTE Miro BR L#1T, PRI Miro KRR EHAK
BERAZWMNTERNIR, SFMEXEHREEN—EBNMERRE, SFAHENNARZEIB~miTH
B, Lenny, E— Miro BEIRMEEMR—EETR XS, FiUAFANE Miro #1758, KER EFANTEERINEE
HEE T —LIFETFENER, MRARELED, FBNEBWNEEE. H— 10 Showtime B9ZhEE, EEA
EH&ET U, IEAMNEITFAR, BERU—MREANANHTH, XHEEEFNEDAEAIUEETH
TRMERN. 2ETEHETITIL, MASIEETHARPRE, FRUEMNEEERERHITET.

[00:58:15] Varun Parmar
English:

| would say more recently what we've started to do is that we've started to move some of our
synchronous meetings into asynchro view. | talked about this Talktrack feature that we have, and a lot of
teams, what they would do is that they would actually send you five minute, 10 minute Talktrack in
advance and it's just a link to a Miro board, you click on it and then you just sit back and relax. Then you
have this magical experience where you're sitting back and the Miro board is automatically moving
because Lenny was recording it like that. Then you have the video play and then you can pause it
anytime, you can add in your comments and stuff so that the next time when you meet, instead of
actually providing context to everyone, those synchronous sessions are lot more deliberate and focused
on driving outcomes or achieving consensus, so people are just focusing on the comments that were



added as part of a async product review so that when they meet synchronously they can use that. Miro
boards are used for that as well.

AR ERIE:

SRR RENRE LR SWNENRIES, FRIREIIRKH Talktrack IhEE, REBAZRERAL
LLR— 5 D8PEL 10 ¥PAY Talktrack, ERR— Miro BIRHVEEE, RREE, AELTREN. EERE
BE—MEHFNEE: L5, Miro BIRZBEIEE), ERN Lenny SIZABHERFINT, MMSTHEMRET, (REILABERYE
2, D™NTLE, IETRAZN, AABASIANEERT, BERASIWNILFEMRBNE, TE
FHEDERIEM IR, AMABREEART = miTE—82 R MNTE, UEERTSWNFER. Miro &
MR A T It

[00:59:06] Varun Parmar
English:

| would say now a lot of our dashboarding shows up in Miro boards now. We recently released data
visualization capabilities around most popular VI tools. At Miro we use Google Looker a lot, so a lot of our
dashboards are in Looker, and what you would typically find is that our analyst team and product teams
will just grab a link to a Looker dashboard, put it on a Miro board, and it unfolds into a full visualization.
Unlike a screen grab, you never have to go update it because right there on the Miro board, it's always
updated and you can refresh that, so you basically have this experience where Miro acts as that single
source of truth for a lot of the teams across the entire journey of product development where a single
Miro board is meeting the needs of multiple use cases there.

FRCERIR:

HAY, MERKNNEZMNERE (dashboarding) HEERTE Miro EIR LT, FKi&EEAT 753 &AIT B
T EEIETTMLINEE. 1 Miro, FZE @A Google Looker, FrlAFAIHIRZNFREHRE Looker 1, R
BESEM, BN TR~ REIARFIME— Looker (XREZHHEE, IBEME Miro BiR L, EMS
BAR—ZENAACER. SEREERR, MKEFRRFEEZENTE, AAME Miro BiIRL, BEHRERE
B, (RelARERIRIHT. FRLMRER ERE 7T XFE—MER: EBNRALEEHR, Miro ZETFZH
PABYEE—ZFLRIR (single source of truth) , —4> Miro EIRFLEEFHEABENZ AT K.

[00:59:51] Lenny

English:

Then for the road-mapping, is that in Miro, each team's roadmap, or do you use something like Jira?
R EE:

AAXTFELLE (road-mapping) , S MHIARERLERTE Miro B, E2FERE Jira XEFENTA?

[00:59:57] Varun Parmar
English:

Yeah, so | think we've got a couple of tools for road-mapping, and our observation is that while those
tools are great for the unique needs that they're solving, we haven't found a universal solution for road-
mapping. So there are some teams that use Miro for road-mapping and they would use the Kanban
widget in Miro for that. What are they working on? What's coming next? What's in the backlog? But |



would say it is a problem that is not completely solved in terms of how do we actually bring these

artifacts together at scale.
R EIE:

2, IRBRNMNEMATREAENTIAE. HMPUNER, RAXETAFFRAMTERTRKAERLE, B3]
BRI — M ERNREAERRS R, FrUELEFAER Miro #1TEREEMY, fiT=ER Miro REIEIR

(Kanban) #Aff. IEMHA? ETREMHA? RENILIE (backlog) BEBEMA? EHBN, FMAK
MR XL RYBESE—REAE, XNAR—NMEARTEERII,

[01:00:27] Varun Parmar
English:

What we are starting to see, and this is actually a unique use case of Miro, is that we actually enable our
entire field organization using Talktracks. What happens is that we have our entire roadmap published
out as a Miro board for enablement purposes, so that that's a artifact that is approved to be shown to a
customer. What you will see is that you'll see five or six recordings in there, and the leader for enterprise
has done a five-minute recording on everything they're working on. The leader for platform has done
that. The leader for end user experience has done that. The person who's driving some of our Al
experience has done that. So you can go in and you can just click on that video and you can meet your

needs by using Miro and this capability that we have.
R EIE:

HANFIBERNE — XK LR Miro I—M R AH — FAT&ET Talktracks IREETAT IR NN ENAR

(field organization) . EAERE, HITEEMNRLAEEN— Miro ERAHHRATHAE, X2— Mt
ERTATFIRRY. MEFIEEBEAIRE, BURISHTAMMNEEMB—IHT — 5 28
MRE, FTEARABMTRE. RLAPKRATABMTRE. AN A FENABHMTRE. IR
BILUH# A R AR, @I FER Miro M HE RIXTLhEE K B IREVFE Ko

[01:01:09] Lenny
English:

That's awesome. It sounds like each team can basically choose the tools they want to use. There's no
standardized, everyone needs to use Jira or Miro for their roadmap. I like that. | like how teams do that
often. Maybe one last question around the product org, and then | want to shift a little bit to growth and
how Miro grows and things you have learned about growing. Question | always try to get to is how do you
think about balancing new bets and innovation with maintenance and just general incremental work? Do
you have some sort of philosophy as a product leader broadly, and then maybe at Miro specifically, of just
how to balance investments in these two buckets and maybe three buckets, bugs, incremental work, and
then just big bet? How do you think about that?

FRCERIR:

BT, IERSMEMER LT LUEZRMITERNT R, RENEMHME RSN AEBLHA Jira 5 Miro 3K
MEREE, HERXE, RERAREEXH M. XTFFmAR, WiFRE—NEE, ARFBEZEEKR, B
P Miro dM{MIE K A RARTEE KA EFEINARE. H—ERARNRER: (RIFEZ ST EREEEN I 5 4r
UR—REETIE? fFA—RFmlSE, MESE M/ ZHEE, HERFIZEE Miro, XFUFFEX
AME (BE=ME: Bug. IBETFMNEART) NKRHA? REEAERN?



[01:01:55] Varun Parmar
English:

We have some rule of thumbs in terms of how we want to allocate our investments across these buckets. |
would say a lot of it, Lenny, actually depends on the state of the team. There are certain teams that have
more tech debt than others. There are certain teams that are actually working on some really big zero to
one features than other teams, and so | think there is a variance. The standard deviation actually is
dependent on which part of the spectrum that you're in, which is are you a team that we believe needs to
create the next generation experience on the platform and hence we have to prioritize innovative work or
are you the team that's actually so critical to actually meeting our objective around better board
performance or any of the other things that we believe are important and hence we need to invest in
those critical areas?

FROCENIR:

XFNEEXERZ B DERE, BITE—LEZWEN, Lenny, FERXERAZE LEUATHMNRS. B
LHARNBRAGLEEMEAN S, BEFAREEFR—LIFREERIIM 02 1 89T, ARITINNEEER. 7
HEERFR EBUR TR TR —in: MEHMVANTELIRF AT —RERENEN, FINIBRLTE
FREIFIIE; ERMB—THEIAKNKTEHERMEENEMEZBTREREENHEN, RLKNFERRA
TR ?

[01:02:41] Varun Parmar
English:

But | would say in general innovation versus not, varies on a spectrum of anywhere from 60 to 80%. |
would say about 20 to 40% of the available capacity at any given time is either getting allocated to
architectural initiatives. There's a technology roadmap that our CTO is driving that we believe is
extremely important as the platform scales, and now as we have over 50 million people on the platform,
so we continuously have to invest in making sure that the platform can scale. There are certain teams that
probably have 40 to 50% of their allocation towards that because they're a critical part of the component.
There are other teams that are maybe more end user focused and are more Ul focused where that
allocation is lower. But | think general rule of thumb is 20% is always a given, but it can go as high as 40 to
50%.

AR ERIE:

BESY, SBHIKE, BIFSIECIFRILLEITE 60% I 80% ZEKl. HKait, EEMALERIE, K29 20% 3
40% NEI AR EBADELLRMIT. TRy CTO [EFEHTI— M RARREE, HINPAAKEEFEMRNT KX

(MEFELEBBIE 5000 FAF), XREEFE, FUKNBITFEEEURERTESEBYT B, BLHNA
REH 40% 2 50% W ECATIL, ENMNREHRXESD. HtbEATREEXEIRLAAN U, BENS
FELbBISER. BHRIAN—RIZIEENZE 20% BRERN, EREAILUAE] 40% F 50%.

[01:03:30] Lenny

English:

On bigger bets and longer-term thinking?
R ERIE:

ERTEARIMKHARZD?



[01:03:33] Varun Parmar

English:

Yeah, 20 to 40% goes on the technology-related initiatives and maintenance and stuff.
R EE:

=8, 20% E 40% AFEABXRAIITR. %P5

[01:03:38] Lenny

English:

Oh, got it. Infrastructure, maintenance, making sure everything's there. Got it.
FEiE:

R, BAET. EighE. %P, BIER—YIEREIE!T. BRT.

[01:03:44] Varun Parmar
English:

[inaudible 01:03:44] Exactly, yeah.
R EiE:

o

[01:03:44] Lenny
English:

Then what about just big, long-term bets that you're not expecting to pay off anytime soon? Do you have
a heuristic of just what percentage of, say, total resources you put there?

FROCENIR:

Ba, WFBEMFAERRMERSOARNVEAKBRER? FEEE—TEAANE, WIRIKRANEEA
REVB D ZIL?

[01:03:53] Varun Parmar
English:

You've probably seen this, the framework of three horizon, it's quite popular in McKinsey and Harvard
[inaudible 01:04:01] school and so on and so forth, is horizon one business, which is the thing that's
delivering food on the table. Generally there's about a 70% allocation of resources that we have, give or
take. Then there is horizon two, which is an adjacent thing. With the next 12 to 36 months we believe it's
material. Usually that tends to be around 20% of the allocation. Then there's horizon three, which is three
years out, three to five years, next generation things, and that's about 10% of the ratio. So it's like
70/20/10 across horizon one, two, and three.

FRCERIR:



REJRE M XA “=#1F 4L (Three Horizons)” &%, EEZEBNRHRFREMIEE RIT, HFL 1

(Horizon 1) W B RAEFEITHARA, BEBRIIDEEALY 70% WER. REEMTFL 2 (Horizon2), B4
WPILNFRA, FMTARERK 12E 36 P ARASEREE, BE S 20% WO, REEMTFL 3 (Horizon
3), BR=FFE. =ZIHENT K™, HARAZ 10%, FrUMTLE 1. 20 3 B9EEHIZ 70/20/10,

[01:04:30] Lenny
English:

Awesome. Any other thoughts along the lines of just how you think about product before we shift? | only

have a few questions around the growth story of Miro and what you've learned about growing.
R EIE:

KiET . ARABKIEAZE, XTIRNTmEEEEHAREL? XTF Miro BIEKEEURIREEKSE
FREINARA, HRBELNE.

[01:04:41] Varun Parmar
English:

In terms of product leadership and what we believe is the way we want product leaders to be developed
and | think it's more of a people philosophy. We have our product leadership which constitutes of all of
the folks who are running all of these streams, and | always tell them that you have two personas that you
have to think about. Everyone who's on the product leadership team is a product leadership team
member. The fundamental thing that you have to do is drive accountability. The number one thing that a
product leader on the product leadership team needs to do is drive accountability with others in the
product leadership team. The other persona that they have is that they are a stream leader. They're
actually responsible for delivering value for the respective persona and respective customers and stuff.
So when you put on the persona hat of a stream leader, which is different than the persona or of a

product leader, your number one metric, the number one goal that you have, is drive improvement.
FZERiE:

XFERASHURKNANE=RASERZIAIER, RINXEZE—MAAETE. RINN=RNSEH
FREfR XL R WARAR, REEHFMI], RBEAEERIMEE, =RASEAFHNENATZE™R
TSEPAR TR, REAMBINRASIER “Wahins (drive accountability)” . =RMSHAFNF~RASES
EMHAFAREZSEANFNEMALE#REEFE. NS —1MEEE “RATRA (stream leader)” . fi
MNKfr EARTAZENABNERIMNME, FIUSAMRE ERAZANEFR (X5~RR0SENEERRE),
REK S8R, kS EMRME “Hahc# (driveimprovement)” o

[01:05:42] Varun Parmar
English:

When you go back and you work with your team, always have the lens are you improving things and
whatever you want to improve, but you always have to ask yourself, "Today compared to yesterday,
tomorrow compared to today, have | improved things? That's the yardstick you should think about. When
you go sit in the product leadership team every Monday afternoon at 1:00 in the afternoon when we meet
together, your number one goal is actually to drive accountability around this and are you making sure
that we as leaders in the organization are doing the right thing for the company?" | think that's a



philosophical construct that I always remind people in terms of what they should be doing. As an

example, tomorrow we have calibrations, we have our annual review cycle happening in the company.
FRERIE:

SIREIZFAR IR, n&BFE “MEBSENHEY BNA, TRMBESA4, MERERBC:
“SRUEERBEHTIE? BRESRIBHITIT? " XMEMNIZEENEERE MAMEA—TF 1S
M mASE RN, REVES B ERESX—RiERRS, HBEREMNEANERNAFEETAR
BIMIERRIER. TANXB—TMEFWR, REBREANZMA 4. BE0M0F, BRENEHTEHR
#, REIEEHITEENEEH,

[01:05:42] Lenny
English:

Good times. Always a blast.
FRCERIE:

gFESE, BEERRIE.

[01:06:23] Varun Parmar
English:

Yes, exactly, always fun and so critical as a leader, because it sets the tone for everything that you're going
to do. In my opening remarks, the only thing I'm going to remind everyone in the room is that "Your
number one goal here is to be a product leader and accountability is what you have to write. That's it.
Just hold each other as accountable, including myself in terms of making sure that as we go in, that's the
key thing." | think once people understand the duality of how they need to operate across those two
specific goals, it actually leads to really high-performing teams and teams that actually are able to create
somewhat of a magic if they are open and there is trust that has been built in the team.

FRCERIR:

2, =i, SERES, MEFNASEEEXE, BNEHTRERN—EETEF, £HRNAZE
B, ZAE—EREEENESIANGME: “FNEXENLSEMRERN - RWTE, MRIEFIEIR]
E5W, mEXF. BHERR, SENKES, BRENEHEEIEPHEIX—K, XEXHE.” FiAN, —B
NIRRT AXR M EBIRZEIEFRNEN, XM EEZTERESMBER, MNREMNZAREIBRIL
TIEME, MfmeERIE LR ET T,

[01:07:07] Lenny
English:

When you say accountability, what does that look like? Is it pointing out, "Hey, you didn't achieve this
thing we were trying to achieve" or "You didn't do a great job leading this meeting"? Is it just direct
feedback often or is there some other way you see that manifested, and what do you like to see?

AR ERIE:

HIrRE R B, ERREMARFH? Bisd TR, MSBERRFNLIELRINER HE RERFX
REWHEABLE 13?7 B2BMNERRIR, T2REMKRIF? (RAEERIHA?



[01:07:24] Varun Parmar
English:

Yeah, | think it's basically practicing feedback in a very open and constructive way and focusing on what is
important for the business and not shying away from having some of those observations and
conversations, not shying away from them. But it's all in the lens of what is the right thing to do for the
business, and if you feel that that one or more members of the leadership team are not living up to what
needs to be done, then just voicing it. It's not like you're complaining or anything, it's just like, "I have this
perspective. Is this the right perspective or not?" Because actually it ties very well with the overall cultural
values that we have.

FRCERIR:

B, BANXER ERU—MIFEFABMBIRMNAINEITRE, TETHUSEZNER, NOEABLEI
FMIfiE BEX—EEM ‘WL SHKRTARERNE HNAEHLN, MRMEEFSASANPH—1HZ
TRAEEREINENER, BRiibR, XFEREEES, MEKRR: “HEXIMEZE XTEENAX? 7
E X KR ESBEANNBAEXMERIEERZE,

[01:08:02] Varun Parmar
English:

If you do things with the lens that you are being empathetic, then you pose it as a question as opposed to
a statement. | think that's one of the things that we practice a lot at Miro is that | believe that | am seeing
there are certain things that are happening that it could be just me that I'm not seeing the other things.
"But what is it? Can you help me understand? Can you help me figure out that why certain things are
happening? Because | might just be missing the perspective." But because you bring it up, and that's part
of practicing accountability in an empathetic way, it actually gets the entire team in the right mindset in

terms of how they operate.
FRCERIE:

MRMFERREONABENSE, MIIPEFA—TREMAE—NRRRER, FIANXEHAE Miro 2F
HIN—m: HEGRBI T -EEELRENSE, BEARIRBHRKENHMSE. “EBBI2M4? (REEH
RIMEND? REEBHFBRAMTARERR/ELEL? ANKAERERE T EMIA” BERNMELFR
7, MXERUEROETRRGFIN—ED, ELFLLIEBEMENEEES N AT EBROS.

[01:08:39] Lenny
English:

Has anyone given you some sort of direct feedback recently or pointed out something you didn't do well
that held you accountable that you can share?

FRCERIR:
RIIA ANGIMEH I EMER KRR, NERLRMSAFRMTS, MM RETRRS? EOE—T1E?

[01:08:47] Varun Parmar

English:



All the time. Yeah, all the time. When we do our offsites, this is actually a fun thing, is that every offsite
that | do with my leadership team, usually there is a one to two hour session where it is feedback to
Varun, and | actually do it openly. | will have about eight to 10 people in the room and | will force people
to be very honest and | want to show my vulnerabilities to everyone, that | am not perfect and | have lots
of areas to improve. Every time people do it, it's interesting that they open up in very amazing ways and |
think | love it because it helps me become better. It helps me identify my blind spots. But what it does is,
because | do it in an open way, it brings a lot of trust. It brings trust that | do it openly and I'm an open
book and they can share whatever they want, not just with me but openly in front of everyone.

AR ERIE:

—EH#B. B, —HEH. HEINH#ITEAZE (offsites) B, XEfFER—HREBNE. RE5WUSEH#TT
WE—RHEZE, BEHE—T—EWNENET, R "4 Varun IRE" , MAKRAFHTH. 5iE
BERAARYBE 10PN, HIBEARRFRFNE, ZRBOEMARTRINESS, BTIEAFTE, RERSE
BT, BRARXEFME, BENZMIZUIEES ANZNHNS A ORE. RERXE, ANEHE
BRTEEY, ERIAGIER. BEEEENE, ANRURAFNAR#HT, EFRTRESEE. BILAREE
REAFZERY, R2—FITANSE, UL EZEEAESIZNARAE, FMUENTK, MEREFREABRRNQ
ANE.

[01:09:43] Lenny
English:

Are you willing to share one thing they suggested that they pointed out that they wish you did differently
or better?

FROCENIR:
MEEDZE—HTRINS. BHNFETHEIEHEFNERD?

[01:09:48] Varun Parmar
English:

Yeah, | think in general, finding time with me tends to be a bit of a hard thing, and generally there's
always this feedback, which is need more time, maybe more responsiveness over email or Slack or
something like that. That's an area that I'm constantly working on and improving, so yeah.

FRCERIR:

B, FIANBHRE, REBLHEEETERM. BESIEXHENRR: FTEESHE, HETMF.
Slack LA EREFEE R, XEH —HESICLHAITMH,

[01:10:11] Lenny
English:

That feels like a cop out. That doesn't feel too painful to hear. I'm like, "Yeah, yeah, | know. | don't have a
lot of time. I'm sorry." But | get it, and that comes back to your point about blockers and how important
it's to unblock teams because that leads to a lot faster progress.

AR ERIE:



XITERGRERED (K. IMERHAFTKRES. HW: “BW, HHNE, FLKBAZHRE, WFE" B
HAR, BRI TRXTERNUR, UWRAFMREREREZAEE, AAXSHRERIHERE,

[01:10:26] Varun Parmar
English:

That's true, that's true.

R EE:

R, Ko

[01:10:28] Lenny
English:

Okay, so let me shift a little bit to Miro's growth and I only have a few questions here. | know it's getting

late on your side so | don't want to keep you too long.
FRERIE:
9%, iLEFEREFEM Miro FIBKIER, HRAB/LNEE, HIEMFBALEZRE T, PRUKRFEBINRITAA.

[01:10:34] Varun Parmar
English:

Sure.

FCERE:

N o =)
/ch—’.lﬂﬁo

[01:10:35] Lenny
English:

The first is something I'm on this constant quest to understand how companies got their first users, and |
haven't actually heard the story of how Miro got its first thousand users or customers. | know you weren't
there in the early days, but you happen to know how Miro initially grew and got their first thousand users
and customers?

FRCERIR:

FNRERR—EERIN: QARRNAREE ALK, HEZITI Miro RINARFII—FTRAFXE
PRV E, RAEMREIRERE, BIRIEGFHE Miro RIS KHREFH—TBHAFAMEFHG?

[01:10:53] Varun Parmar
English:

| think the fundamental thing there is that we always had user first approach and reaching out to certain
communities that were relevant to what was a key part of lighting the fire, if you will, the proverbial way
people start to talk about the product. Given the collaborative nature of the product, some of the early



adopters invited people who were also early adopters and the flywheel started to work. I've heard that we
did a fair amount of content marketing and listing the product on sites like Capterra sort of helped. There
was some early investments in terms of SEO and organic growth, so there was a focus there, which was
the main source of driving traffic. The top of the funnel came through that.

FRCERIR:

HIANREREETRIVELRRE “BRE—" A%, ARMIREAXNRERK, XZ “SMAM” BIX
BED, WEMRANFERETRBRFABMNAR. ETF-mEINELR, —ERHEXBERZBETRFER
HIRAENA, VR, RITRENMT KENRNES, H1E Capterra FMih L5~ mtBBFRAERD,
£ SEO MIBNIE KL EEE—LRMRE, FUBEINNER, BERENTIEFRR. K} NEMBRIX
L REE TR,

[01:11:43] Varun Parmar
English:

The product teams were very intensely focused on building vital loops as a key mechanism of driving
growth, once the traffic came in. Every interaction that actually introduced barrier, they looked at it and
they looked at the data and they said, "Let's reduce this barrier. Let's remove this thing so that the
product could be effectively embraced." It was an evolution over a period of time. There was also the fact
that early on in the journey, some of the features were presented on a trial basis and then later on the
model was evolved from a trial basis, time limited to a premium model that further accelerated the
growth for the business. | would say those were some of the approaches that were taken to get to the first

thousand users or so.
RSz ERIE:

—BRE#HRK, FmBEIATIEEEETHMERSREIF (viral loops) fERRNEKIXENE, HTFE—15IN
RIS E, MEIMBEHIEHAR: “LENTBEDXNER. ILHNBFRINARAE, UEmeEmE Mtz
2" XR— M EREIRENEE. EE—1TFLE, EREVH, —LEIRRMNHATIURMY, ERREAM
REVIZAEZENREIEE (freemium) H, XHF—TINET WSHNERK, HIRXERBREHA—TFTRES
PP PR EREY—E75 7%,

[01:12:34] Lenny
English:

You talked about how Miro grows, where it has this magical loop of "l use Miro to for myself, then | share it
with my team in whatever way I'm using it." They're like, "Oh, Miro, this is cool." Then they start using it
and then they share it with people that they want to work with, and it creates this loop of growth." |
imagine that's how Miro mostly grew initially and continues to grow. Is there anything surprising or
unintuitive about how Miro grows that is beyond that? | imagine sales is a part of it and we can talk about
that, but is there anything else that is interesting that is worth mentioning?

FROCENIR:

fRIKET Miro BI0fE KR, EE—IMHEHER: “BRABCEA Miro, ARURERNEAARARES=E
LTBHEI” 1= IR, Miro, XRES.”™ ARMINFBERE, BEXDZLAMITASIENA, KM
BE T X MEKRBEIF. HIFXFMZ Miro RAMNEEE KA, HFERMEMEHRS. BRikzI, XF Miro BtE
K, BERALARIRAERIMSE? FRHEBRHERN—E, FATAILEIARA, BB At
EBESF—RENEEZAE?



[01:13:07] Varun Parmar
English:

No, | think that's the key of the growth. | think there are specific use cases where they are uniquely sort of
geared towards inviting a lot of new people. For example, Miro is loved as a workshopping tool, and so
generally one person is using Miro, but they invite 10, 15, 20, 50, 200, 300 people to that workshop. There
are specific use cases where people get introduced to the product and then go and sign up for it and then
start to use it for that use case or other use cases. | think the other accelerant in all of this is the templates
that we have, in particular the role that Miroverse plays in all of this.

AR ERIE:

T, BIANPBRERBX T HNAE—ERHENAL, SlIREMEGEBFRERA. HIg, Miro fEATE
BIARRER, BE— T AEMEA Miro, BftfJ=®&I5 10. 15, 20. 50. 200 £Z= 300 ASMABTIIF
o AXEFENALF, AMIENEBLTm, AREEM, AFBEERTZAMNSEMA. TS —
MNEBEZFRNMABRIEIR, 1552 Miroverse EEHHENAE,

[01:13:49] Varun Parmar
English:

Just to give you an example here, there was a template which was created around FIFA World Cup, so
there was a FIFA World Cup diagram. Cornelius, he's the founder and managing director of a Canadian
strategic service design consultancy firm. He created this Miroverse template and it had over 100,000
views and about 15,000 copies were made of the single template. Given the popularity of all of this, it
actually got indexed by Google. When you went in the search, you actually saw the Miroverse FIFA
template show up when you were trying to search for FIFA World Cup, and that was another sort of
acquisition channel top of funnel that actually drew a lot of users to it. So | think | would say the

Miroverse is also a key accelerant to this.
FRCERIE:

EANOF, B—1ES% FIFA ERFRIENER, BIE— FIFA ERFER. Cornelius B —RIMEALELILAR
SR ZENEINOIBAREETZELIE, tAIE T X Miroverse 1y, ©IRE T 10 FRNE, BMER
WEFITL 1.5 5k, $TEHSIDEE, ©LFr L Google B3| T, HIRIEE “FIFA HFER B, {REFRL
A& F Miroverse By FIFA IR EIM, MBS —NKRIMEBHNRERE, W3 TKEAF. FILESR
Miroverse tE@— X ERVNIEES.

[01:14:45] Lenny
English:

If you had to think about the pie chart of how Miro grows, what percentage roughly would you say is word
of mouth, organic, versus what you just described, which is essentially a CO versus sales, outbound sales?
How do you think about that? Is there a way to model that simply?

FROCENIR:

NRIRBE & Miro IEKHGHE, REHOE. BHUEKARNEETDZ/L, MR #ERS (4F_EL=Z SEO)
UNSHE. EHHEENSBDZ/L? MBEAEZEN? BRE—MERENERSIV?

[01:15:02] Varun Parmar



English:

Without getting into specific numbers and stuff, | would say fundamentally Miro is a product-led growth
company and product channels are one of the highest contributors for growth of users. As the business
has evolved to serve the needs of some of the largest corporations in the world, the enterprise segment
and the enterprise persona when they're trying to provision Miro for tens of thousands of users who then
go conduct hundreds of thousands of workshops on Miro that invite millions of users on the platform, is a
key part of the flywheel that we are seeing. | would say product channels are probably very strong and
increasingly enterprise is a key part of that acceleration.

AR ERIE:

ERIRAGRHFHERT, BERWUMBELH, Miro BE—HKEREEK (PLG) A7, =mRESHAFIE
KOEARTMEZ— ELSHEAR, NTHEER—EEARBEEUHNER, tUASHHMElAE (B
=A% A EAFEE Miro, MXLAFMGETE Miro E#1THR+HHIEY, BIEREHAFRHATES
B) AT ERAFAEZIR VERXBED . R~ mREIFEBRA, MARIWRISSIE B =M AXMAER
KEEEBDo

[01:15:53] Lenny
English:

A great segue to our final question, which is the idea that you started a product growth, sounds like
clearly it's a big part of growth today, but as every product growth company does eventually you have a
large sales team, | imagine, what have you learned as a product leader working with sales, especially at a
product growth company about how to make that relationship work and have a product work effectively
with a sales org?

FROCENIR:

XRGFHSIH T HRNOEE—NEIEA: RIUFREMEKES, EARTESKDEEKNEERSSD, BIEN
B8R PLG RE)RAHMEMHBME, RBMNUEEE—ZRANHEER. FA—RTE PLC AR LI~ m
B2E, ESHEEANSETE, FFITHA? NENLXMXRLIZER, HilFaSHEEARFRMMN
E?

[01:16:15] Varun Parmar
English:

There are a few learnings and | would say maybe this is one area where we are working on how we could
be doing better in terms of bringing ourselves closer to our high-touch and bringing high-touch closer to
self-serve, in terms of how we operate overall. It's a lot of hard work, | would say first of all, basically, to
bring both of these organizations together and you have to be very deliberate around the points of
intersection and you have to make sure that these organizations don't consider themselves as
competition. It's one product, one company, just two channels of how we are serving our customers.
There's some things that we've done which is have the product marketing team that basically works
across both of these functions and make sure that they are bridging what we are hearing from the sales
organization in terms of what directly customers need on the enterprise side, and then what do we need
on the self-serve side.

FRZERIE:



A0, REW, XTERRIEESHMISEFN— 0, MEREEESE, DMLRIaCEE
B (hightouch, SEABFHE) , HiLBEMBEE ‘GBS (elfserve)” . B, BERBHD
AR EE—RREARRENIIE, FUAMETAERRBAE, #ENFRRXEARTIANHEIRE
$XFR, BRA—FR, B—RAT, RERSEFORRE, BIRT —LEE, LS EHEmn
EXF RN, MIRMIEBRERR, BRIMBESARRINCLHEFERER, 5EHBSHY
BREBERK,

[01:17:23] Varun Parmar
English:

There's a full process in terms of how the handoff happens across the maturity of the account. It can start
as a self-serve, it drives adoption, and once there's adoption, there's a hand raiser that happens and then
there's a sales rep that gets engaged and you go through the qualification process and then you have an
opportunity to expand the account. We've over the years sort of architected and built the entire funnel
and what the process is, and that's also sort of a key part of how all of this operates. But like | said, | think

there are a few areas where we could further streamline how we operate and think of it as one single unit.
R EIE:

XTFKP RBREMEH#ITRE, B—EXTBNRE. EUUMBBRSHG, RohRBAR, —BEFTXRAX,
ML “¥EFE (handraiser)” , ARWEARNN, #ITERFZRE, BETMENIYT BERKF. X
LFR, RNWEHTETENRINRE, XUERX—UNEERIXREE D, BEMBAY, HINNERLR
BIHATEI LS EHIEEA N, FHBEEAN—TR—EE,

[01:18:05] Lenny

English:

I imagine that is true for every company out there.
FRCEIE:

BENBRABTRGE L.

[01:18:07] Varun Parmar
English:
Yes.

FRCERIR:

[01:18:09] Lenny
English:

One maybe final question before we get to our very exciting lightning round. What are some features that

people could look forward to that are coming with Miro?

AR ERIE:



EHNEESANERABRRRZE, EE— &AW AT LEARF Miro BIR #H RIMFLETHRE?

[01:18:19] Varun Parmar
English:

We recently, about a month ago, announced Miro Al, the backdrop of all the amazing work that's
happening around generative Al and large language models and stuff. | think it was really, really exciting
to see all of the community enthusiasm around the use cases that we launch. So we're going to be taking
it across the finish line and doing a general availability in the coming weeks and months. | think that's
one big thing and we'll be adding more capabilities there. Just today we actually announced a bunch of
really deep enhancements and updates around how Miro can be used for team rituals and agile practices.
Now you can actually do retrospectives in Miro where you can have a private mode where while Lenny's
typing his feedback during retrospective, nobody else can see it and then one click you can reveal it. | just
saw some of the results of the feedback and it was rated as the number one feature people saw.

AR ERIE:

ARY—1 AR, BIEENAIMKESREET PENTHEERTAH T Miro Al, BEIHRKMEANELA
PIRIMHBIRARE, ERNFEESANE. EHit, BITEERK/LBAMNLNBATREENITEHEX RS
(GA)o FINNIXB—HASE, HNVFEMESINEE. MESK, BIKFLEEH T —RFIXFUEE Miro A
FEABMY SR LB AR E L2 M o IAEIRAILUTE Miro F#{TEIFEIN (retrospectives) , fRAEJLAFFE
PERI, & Lenny EREIFMAAEMARIGE, HEtbABZARE, ARRE—TEAQHF. KRER—ERIGE
R, ERTNANREFHIKLSINEE.

[01:19:14] Varun Parmar
English:

There's also some deeper integrations in terms of bringing an entire program board from Jira to start to
do dependency mapping inside of Miro in a fun and collaborative way, to use this dependency mapping
along with program board to start to do program increment planning, which is essentially scrum of
scrums or big room planning that's happening. There's some really amazing capabilities that we've
added there, which is on the backdrop of some of the updates we've made in terms of estimation of
sprint story points and so on and so forth. Now there's a whole plethora of capabilities and apps that are
available as part of the platform that allow you to have your entire team conduct your team rituals in Miro
and you can automate certain things, you can streamline things, you can do certain things in async and
then do the rest in synchronous ways, so | think that's been a big update as well.

FRCERIR:

EE—LERERNEM, LM Jira SINBDMEFR (program board) , FFIA7E Miro FRIABEBEMMERT
LHITHRBXRBH (dependency mapping) , FIAXMHMGMBEFRABSITEFEENL (P
planning), XAB LR “Scrum of Scrums” SIEEHITHARESINAL. HIVEIRELM T —LIEEIRAN
TheE, XRAEFKNF Sprint HEREEEFFEHITERNE R TTAN. WE, (FATFEN—7, BREN
RENFRZ B RIMRER, AWRIENEIPATE Miro R#HTHEIAN, REJUBIHELERE, BrRiE, BPx
BFELERS, RAEURFHFRTRERED. HIANAXEE—PERNER,

[01:20:12] Lenny

English:



Amazing. With that, we've reached our very exciting lightning round. I've got six questions for you. Are
you ready?

RS ERIE:
KET, B, BITEANTIEESANMNENRNER, KENIBAERR, HE&FTI?

[01:20:19] Varun Parmar
English:

Yes.

FRCERIE:

EEEFT .

[01:20:20] Lenny

English:

Allright, let's do it. What are two or three books that you have recommended most to other people?
FREiE:

4%, FHag, rEi ABERSNR=FBEMTA?

[01:20:26] Varun Parmar
English:

One is, | love this, When Breath Becomes Air by Paul Kalanithi. It's one of those really emotional books
that at the end of it, you might have tears in your eyes, but really, really amazing. We talked about Frank
Slootman's Amp It Up, and then Satya Nadella's Hit Refresh. | think philosophically some of the things
that we talked about today are inspirations that | found in some of these books.

FROCENIR:

—ZAREBFHIEEZERM Paul Kalanithi BY (HMER{LAZTSRY (When Breath Becomes Air) o X2—ZANIEEREA
HF, EEEMRAIgEBERIE, EEMNIERE T Akt EEENTHEIA Frank Slootman B9 {(Amp It Up), X
KiERTE - AERIRY (RIFTY (Hit Refresh) . FIAABNSKIKEN—LEHFZEEMHIARA, RBMRKE XL
H,

[01:20:49] Lenny

English:

What's a recent favorite movie or TV show?
R EE:

IR ENAVER B BMRIRTA?

[01:20:52] Varun Parmar



English:
Ted Lasso. | don't know if it's a recent one or not, but something-
FRCERIE:

(BEk#Z) (Ted Lasso)e HAMBEREARRRER, B—

[01:20:55] Lenny
English:

It's a new season.

R EiE:
EHH—ZFT,

[01:20:57] Varun Parmar
English:

Yeah, I've enjoyed a lot. | think it's a very positive and uplifting message. | think the performance is huge.
It's humorous, the characters are well-developed, so | think overall it's a treat, at least for, me to watch.

FROCERIR:

BH, RIFEER. HANERETEBRRMLSARENER. REFZHE, URBR+E, ABEERSR
Fil. BHER, EONTKN, MWBER—MHER,

[01:21:13] Lenny

English:

What's a favorite interview question you like to ask?
R EE:

fREREXPBEI PR T A?

[01:21:16] Varun Parmar
English:

| actually ask a math problem. For those of you who interviewed with me, | have this math problem,
which is based on how Adobe created its first Creative Suite bundle. | was actually part of the team that
came up with the pricing and packaging for the first Creative Suite post-acquisition of Macromedia. It's a
math problem that allows you very quickly to figure out people in terms of their problem-solving skills.
Usually I give that problem to people. I've given it to, | don't know, 700, 800 people, so | now have a very,
very well established standard distribution of how long it takes for people, where do they get stuck and
where they've gotten stuck, for those people I've hired, what evidence do | have in terms of using that as
a framework in terms of them being able to solve things? So that's my favorite question.

FRZERIE:



KL LR —MFET, FFRLESMEFEMANARR, REXE—HFEH, ©2E T Adobe MBI
HEE— Creative Suite 81, FHIFrLE Adobe I8 Macromedia G5 — Creative Suite HlEEMN
MBEENENEG. XE—ME™R, AJLOHRIERREM T HE— N ANRBERRET. BEEIIEXRE
“LmidE. HESBEATABME/\BAT, FIUBREE N EERENINES S, MEAMTBEEZ K
B, EMEsRE. JFFBLEREAUA, KEIHERAERXMERA UGS RRIFEEST. FILUX

EREEWHAH,

[01:22:08] Lenny
English:

So you're saying you've mapped back people that have done a certain way on the problem with their
success and you've kind of found that it's a good signal of their performance?

FRCERIR:
FRURZEW, RELRANBRAXNIZENA RS HEHRINHIT TR, HANXZ— M EEMIIRANER

FES?

[01:22:17] Varun Parmar

English:

Yes. Not directly, but yes, correlation and stuff.
FRCEIE:

T, TEEENRER, EEEEXIE.

[01:22:21] Lenny
English:

That's amazing. That's one of the biggest problems with interviewing. You think you're asking all these
amazing questions and it's such a good signal, you have no idea. No one goes back and is like, "Oh, this
person sucked. This person didn't... " That's really cool to get that much data on that one question. Two
more questions for you. What's something relatively minor that you've changed in how you do product
development that has had a tremendous impact on your team's ability to execute?

AR ERIE:

KA T o XREIAPERANRBMZ—: RUAMRETARAAXLET NERRE, EfRRENES, BIRESE
RERHE, RAZELER, M, IPARRARE, BIAE 7 BEE—TRELREXAZHIEAERN
REE. EBEM NI, EmARAR L, RMETHBEENBNNRE, DXEARNRITEAFET EXF
Ma?

[01:22:44] Varun Parmar
English:

We talked about some of that, sort of removing the roadblocks. | think having this motto of great
customer value faster with high quality, just the simplicity of that and it's actually part of our evaluation
rubric, it's part of how we measure ourselves and stuff. So | think just coming up with these simple



concepts that you can rally the organization around, and | think it's still a work in progress, but something

that | believe is leading to positive outcomes.
R EIE:

HANRE T L, LLNHERR. TANRAE UeREERINEFAMME" XTEAH, SRIENEYE, UK
ERFFLEREANHEENN—E7, BRINGEBSHN—D. PR, ﬁlkﬁ?mtﬂﬁ%"aﬁ'ﬁﬂ’ﬁfﬂiu, FitHR
BESElRASER, BAXMER—TEEHITHIME, ERBETCEEHRIARNE

[01:23:07] Lenny

English:

Final question. What's your favorite Miro template?
FEiE:

&E—NR#, REREWH Miro iRiREHA?

[01:23:10] Varun Parmar
English:

It's the FIFA World Cup actually. | am so fascinated with what was done. Yeah, it's the latest one, but |
think there's a bunch of them in terms of retros as well, and | think... like your template as well.

FRCERIR:

KPR EE FIFA HEMAT. M ENFIEIRIFEER. B0, BEREN—1, ERIAAEEMI K
(retros) AEMERZRENIRIR, EF- - LLIIREIER h1RE,

[01:23:21] Lenny
English:

Amazing. We will link to all of those. Varun, this was amazing. Everything | expected and more, your team
is as interesting and unique as | thought, and | am excited for people to learn from you and we're going to
share a lot of links alongside this episode in the show notes. Two final questions, where can folks find you
online if they want to reach out and learn more, and how can listeners be useful to you?

FRCERIR:

XET . BA=M EFIEX %‘éu%o Varun, XRKIEREF T BHT BT, (RITAEPAHSENRERE
BEEBERY. HESHARERNFFES, RNEEFPTENELCTLIERZHEE. REHNMEE: AR
AKBEKRGHTHESZER L,LT‘ WREFREIIR? LARPIRAR AT A fRER A+ A 7EBh?

[01:23:43] Varun Parmar
English:

Thank you, Lenny. It was a lot of fun. | enjoyed our interaction. You folks can find me online on LinkedIn. |
think that's probably the best way to connect with me. | think in terms of one or two things | can ask
everyone is that, one is if you are an existing Miro user and you use the product for something interesting,
| highly encourage you to contribute it as a template as part of Miroverse. There's a lot of folks who use



that and we would love for you to contribute there. The second thing is, | know a lot of product
development teams, PMs and designers are big fans of you, Lenny, so those are also the users that use
Miro. If there's anything we could do to make the product better, if there's things that you feel like we can
expand the platform into, we would love to hear from you and just reach out to me directly over LinkedIn,
direct message or connect with me there and yeah, and let us know. We're here to serve.

FROCERIR:

BHgHR, Lenny, XRAE®, MEERHNER, AKFILTE Linkedin E#EIF, BAIERKAKNRTS
o XTFRALUMAKIBERNY—MHE: F—, WRMRBREH Miro BF, HAEME~RAT-LEEBNE
185, FIBZABIREEEARIRTIERS Miroverse, BRZAEMEAE, HNFEEFEIMRESSTM. F_MHF
B, BRAERZFMALXE. PM Mgt MEREIREVEL 2, Lenny, fhfi1tBZE Miro BIAF. WIRIATEE
MEAALFREREL, NEMERREINTAILUGS T REIMLIUSN, FITRBIFFMBIELN. BFEZED
LinkedIn FAMEHEEIMESHIKR, FiFF(]. KFERESHARRS.

[01:24:40] Lenny

English:

Amazing. Varun, thank you again for being here.
HRCEIE:

KT, Varun, BRREHREVEIR,

[01:24:43] Varun Parmar
English:

Thanks, Lenny. Awesome.
FRCERIE:

HHgt, Lennyo K#ETo

[01:24:45] Lenny
English:

Bye everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcast, 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.

AR ERIE:

B, & FEREAKNET. MRAEFXETHEBNE, BILIE Apple Podcast. Spotify SIREWHY
BEMNALITH. o, EZEAHINNTIXE TITIE, XeeEEHEMEMIARIKIXMES, RAILUE
lennyspodcast.com #EIFIEEHTTER THESZES. THTEL.



