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Why Plan? 

Each person can understand where we're heading

Sense of accomplishment and fulfillment 

Coordinate company-wide efforts 



50B
assets

1M
developers

20PB
bandwidth Cloud 100

company

9000 
customers

Create, Manage, 
and Deliver 

Engaging Visual 
Experiences 

at Scale

(monthly)



The challenge: a growing multi-product offering 

Data

Tech Ops
Media Optimizer

Cloudinary Platform

Different business needs and goals

Different personas

Different stages in product maturity

Developer
Media Management API

Media Editing API

4

Marketer
Dynamic Asset Management

Creative Automation

But… one portfolio and one platform



2020

6 Weeks

Plan not ready when Q 
starts

45% Done

10 Teams

2021

3-4 Weeks

Plan still not ready 
when Q starts

68% Done

18 Teams

2022

2 Weeks

80% Done

20 Teams

Plan ready when Q 
starts
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Culture

02

Planning

03

Execution

04

Tracking



Infrastructure 
is critical



But sometimes…



Planning - Starting With Objectives

9

Increase self-service activation rate

Deliver initial value to developers in minutes

Assimilate an acquired product into our portfolio



Prioritizing and Managing Initiatives





Quarterly planning along the way

1
2

March 2020
First quarter planning 

process - COVID allowing 
only distributed process

July 2021

Our first FPE 

December 2020

Adding Product overview



Alignment

FPE - Focused Planning Event
2 days of quarter planning efforts

Communication

Focus

Dependencies

1
3





Opening Teams 
Breakouts

Raising 
Flags

Summary



But also fun (== food & alcohol)



(Planning) FPE

Miro Board Example

https://miro.com/app/board/uXjVOc8TVQg=/



Execution

Taking it 
step by step
Workshops

Communication

Reducing WIP

Embracing changes

Feature leads



Tracking



Tracking 

2
0

30%
Done

40%
WIP

5%
Changes



No magic solution Find your sweet spot Manage changes Communicate!

Our Takeaways 



Enjoy 
the 
Ride

…and we're hiring ;)


