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Why Plan?

Each person can understand where we're heading
Sense of accomplishment and fulfillment

Coordinate company-wide efforts

@Cloudinary
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The challenge: a growing multi-product offering

Media Management API

@ Media Optimizer
Different personas Tech Ops
Different business needs and goals ®
-
. . . Marketer
Different stages in product maturity Dynamic Asset Management
Media Editing API
. @®
But... one portfolio and one platform )
- _

@ Cloudinary Platform




2020

45% Done

6 Weeks

10 Teams

Plan not ready when Q
starts

2021

68% Done

3-4 Weeks

18 Teams

Plan still not ready
when Q starts

2022 @

80% Done

2 Weeks

20 Teams

Plan ready when Q
starts

L
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Culture Planning Execution Tracking




Infrastructure
Is critical




But sometimes...




Planning - Starting With Objectives

Increase self-service activation rate

Deliver initial value to developers in minutes

Assimilate an acquired product into our portfolio




Prioritizing and Managing Initiatives

New customers

»

Key features by quarter

- DAM

DRIVERS
Customer Leadership & Service integrity
satisfaction Strategy

Status

K Q2/21
@ Folder Decoupling
CSM feedback +3

@ Metadata Rules - Self Service Ul

key-feature

@ Media Library Localization

key-feature commitment

@ Metadata dependencies (M1)

key-feature

X Delivery backlog

Internal Test your setup for MO
efficiencies

Share presets in public apps - Phase 1

AV1 support in f_auto

client hint

Glohal Access Control

key-feature

&

X Q3/21
@ Folder Decoupling
CSM feedback +3 &

@ Metadata Rules - Self Service Ul

key-feature &

@ Upload with Structured Metadata

key-feature &

. Video Preview Original

key-feature &

Support HMAC hashing in signatures

K Q421

Video Preview Custom Transformations

key-feature

@ Apps for DAM (Custom Actions)

"Marketplace"

key-feature

@ Filtering collections

key-feature

. Manage page new layout

CS most reque..

key-feature

Share © Viewed Settings

K Q122

@ Folder decoupling readiness for new
customers

key-feature &

@ Multi Product Experience - New
console navigation

key-feature &

. Split Media Library views - Assets, Folders,
Collections

key-feature

Search UX improvements
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Quarterly planning along the way

o5 AL

March 2020

First quarter planning
process - COVID allowing Adding Product overview
only distributed process

July 2021

Our first FPE

"



] FPE - Focused Planning Event

2 days of quarter planning efforts

Alignment Focus

Communication
Dependencies
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Teams
Breakouts



But also fun (== food & alcohol)
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Storsge Manager

Coding "

~

Legend

S-low probability and/or damage

- i Lstermenl Sl )
L - high probability and/or damage
Async in MMS Engine Wrapper - Requirements + Design + PoC Engine Wrapper - Coding.

Damage = delay, scope change,
dependency added, more capacity,
project dead end (tech issue for
example) and more.

Status: New, Resolved, Owned and
Accepted,
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Risks

1

Big Rock Risk

Classic Multi Product Navigation  Automation re-write of test and rollout decision risk timeline

2 [Billing Billing Buy evaluation requires team members that are not
=

Wo spare e i un 70nth expements

Griboarding 2 new people (o4t of team capaciy of 31
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Execution

Taking it
step by step

Workshops
Communication

Reducing WIP

Embracing changes

Feature leads



Tracking
N




] Tracking

9%

Changes




Our Takeaways

No magic solution Find your sweet spot Manage changes Communicate!
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Enjoy
the
Ride

...and we're hiring ;)




