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00:00:00 Lenny Rachitsky
English:

| want to dive right into talking about your advice on having difficult conversations, where like in
performance review season, what do you suggest when someone's being told they're not going to get the
promotion?

AR ERIE:

HEERUINEZR, WERXT “REME" BN LEMAESHITEE, SEARSHUINAIREEH
B, REHAEN?

00:00:10 Alisa Cohn
English:

Hope for the future is so important. | know this is going to be challenging for you to hear, not going to
promote you, but | want you to know this. It's really important to me that you're able to succeed in your
career here, and so | want to continue to help you find opportunities to build your skills and to advance.

AR ERIE:

MARNFBFREEE. RAIUXFR: “BHNEXTERAEILMRER, RIIXXFRKMR, ERFE
RAEX—R: NHEFKGR, REEXBERF[RRURINEEEE, FrABRHERETBIIRI IS RIEF 56
REEA.”

00:00:24 Lenny Rachitsky

English:

You're big on helping leaders understand that their job is not to make employees happy.
FRCEIE:

RAEERAEILASERD, MIINIEHRZRA TILRI .

00:00:29 Alisa Cohn
English:

They're trying now to be the leader who everyone loves, but what really needs to happen very often is, we
need to drive towards results. This employee continuing to not really do a great job at their job, you don't



want to push them because you don't want to upset them. You don't want to give them difficult feedback,

so you're just going to keep hoping it works out. Ultimately, that leads to the demise of your company.
R EIE:

RNENASFEBERNBIMRAEAZEOA, EEBEREFTEMNZHEDER. MREITRT—ERIAF
I, MREAAREILBITEIMAEERMEN], FRAEMINTFEIRE, TRARRFARETERZEAT.
RE, ZRFHARNKT.

00:00:50 Lenny Rachitsky
English:

You have some cool advice on just how to make meetings more effective and how to especially end the
meeting.

FRSCERIE:
X FIMRESINNE, LEHRNAERSIN, RE—ERENEN

00:00:54 Alisa Cohn

English:

My three questions to end the meeting are...
R EE:

BERSWHN=1REZE

00:01:00 Lenny Rachitsky
English:

Today my guest is Alisa Cohn. Alisa is an executive coach who has worked with C-suite execs at both
startups like Etsy, Wirecutter, Venmo, and DraftKings, along with Fortune 500 companies like Microsoft,
Google, Pfizer, and the New York Times. She was named one of the top 50 coaches in the world by
Thinkers50 and the number one startup coach for the past four years by Global Gurus. What | love about
Alisa is that she gives her clients very specific and actionable advice. In her conversation, Alisa shares
specific language and phrases that you can use when having a difficult conversation with your reports to
make these conversations go much smoother and be less difficult. Also, three questions you should ask at
the end of every meeting to make the most possible forward progress after each meeting. Plus, why your
job as a leader isn't to make people happy and what you should be focused on instead, and a set of
questions that she calls the founder prenup that you should talk through with potential founders to make
sure that these are the people that you want to be working with for a long, long time.

FRCERIR:

SRMZER Alisa Cohn, Alisa B—umE#H Lk, B9 Etsy. Wirecutter. Venmo # DraftKings Z#I 812
al, UK. A Fimf (AR FWME 500 BAFHN C AEERME M, i Thinkers50 92K
50 58¥ %z —, FIELEMR Global Gurus WAHIR E—RIFIEI QB Lk, REME AlisaN—RE, S
EFIFEBEARHRENEN. TEXER, Alisa DETHES TEHAITRENER A UERNEKIESNEE,

IEXLETHESE . FREM. Lbh, MERZT MR IWNERNMREZBN =1 EE, UHRRIEERERA



R, 55, WERETAFARFENIERZBILRIIAC, URIMRNZXEFA, EE—E/IEZH
‘BB AR BURER, fREIZSEBERNGSRARARY, DHFRAETNZ2IMEZERAHEZNA.

00:01:59 Lenny Rachitsky
English:

There's also so much more advice. If you're a leader of people or a founder, and especially if you dread
hard conversations, this episode is for you. If enjoy this podcast, don't forget to subscribe and follow it in
your favorite podcasting app or YouTube. It's the best way to avoid missing future episodes and it helps
the podcast tremendously. With that, | bring you Alisa Cohn. This episode is brought to you by Eppo.
Eppo is a next generation A/B testing and feature management platform built by alums of Airbnb and
Snowflake for modern growth teams. Companies like Twitch, Miro, ClickUp and DraftKings rely on Eppo
to power their experiments. Experimentation is increasingly essential for driving growth and for
understanding the performance of new features. And Eppo helps you increase experimentation velocity
while unlocking rigorous deep analysis in a way that no other commercial tool does. When | was at
Airbnb, one of the things that | loved most was our experimentation platform where | could set up

experiments, easily troubleshoot issues, and analyze all on my own.

FRCERIR:

REEZEN. NRIRZEPANASHOIBA, TEHRMNRFEERENINE, BAX—ERBAMESN. W
RIRERXMER, IS THEEHANEZNAD YouTube EITHEM X E, X2#RihdkkTENSTFAR,
BN IBEEE AN, WE, LFEAIXID Alisa Cohn, ZxETIEH Eppo # 81, Eppo 2 Airbnb
Snowflake WK K NI AL KERITEMN T —HK A/B WIXFINEEEIE T A, Twitch. Miro. ClickUp 0
DraftKings A E&R&# Eppo RZIFMIAINI, IO FHIEKM T MM INEENRIERMEE, Eppo
BEMBEBNTIRE L RIRE, FRHEEME L T AT ALIMN™ERED . HIKTE Airbnb BY, EREMRHIR
AZ—MERINWLRT S, EHRERTUBCIRELR. BIRHRRSIEHETI.

00:03:00 Lenny Rachitsky
English:

Eppo does all that and more with advanced statistical methods that can help you shave weeks off
experiment time and accessible Ul for diving deeper into performance and out-of-the-box reporting that
helps you avoid annoying prolonged analytic cycles. Eppo also makes it easy for you to share experiment
insights with your team, sparking new ideas for the A/B testing flywheel. Eppo powers experimentation
across every use case, including product, growth, machine learning, monetization, and email marketing.
Check out Eppo at geteppo.com/lenny and 10X your experiment velocity. That's get E-P-P-O.com/lenny.
This episode is brought to you by Rippling, a single platform to build and scale your startup on. Rippling
handles all the, can't get it wrong admin work of payroll and benefits giving you back hours every week,
but it does a lot more than that. Rippling is a game changer for the entire company with tools for HR, IT
and spend, all built from the ground up and designed to work together seamlessly.

AR ERIE:

Eppo B LHNFIT AL, IEIRIEEEE NI E, T8 5B Ul BT RARRMEE, UNFHEEIA
WiRE, BWIREEMARNERKDTEAR. Eppo REEILIFEMSEMNS ZLIAR, H A/B MR CRHEAHT
X, Eppo ZIFEMAGINLLE, BiF~m. K. H28F3. TIMMEBHEE. 1R geteppo.com/lenny &
%& Eppo, iLfREYSEIOEREIRF 10 f3. MR get E-P-P-O.com/lenny, Z&&T5HMH Rippling %81, X2—1
BFEILNT BV ATNSG—F&. Rippling MIEFrE “FAREE HWITEHIE, NTIHLBRANEFEE,



SRANRT ALV E, BEENEERARLETFL. Rippling @B NABIMRNMNNEE, HEANEIR.
ITHXHEETR, 2EBMNTHGEWE, SELENF

00:04:01 Lenny Rachitsky
English:

Just hired someone? Rippling makes onboarding easy. Whether your new hire is sitting next to you or
halfway across the world, in just a few clicks, Rippling automatically generates an offer letter, ships a
laptop with the necessary apps and permissions, and even delivers a corporate card. An employee needs
to update their benefits contribution. When they do it in Rippling, the change automatically syncs to
payroll. CTO forgot her laptop in an Uber? Lock it remotely with Rippling. Many startups I've invested in
like Sprig, [inaudible 00:04:30] and ClassDojo, use Rippling because it's a force multiplier for lean teams,
helping them eliminate major headaches and operate their business more efficiently. For a limited time,
Rippling is giving Lenny's listeners three months off. To redeem, visit rippling.com/lenny. That's
rippling.com/lenny. Alisa, thank you so much for being here and welcome to the podcast.

AR ERIE:

NI#BT #H A? Rippling it NEIREZEEE, TICHAIRENRELEREFE M ERZ I, REAF/LT,
Rippling M= BohEMRARE, FEEEVENBNNENEICZEABR, EELARAT . ALEEEMEF
HNEN? 7E Rippling Fi2Ele, ERX=BoIRPETEE, CTO IBBRTE Uber £ 7?7 H Rippling iZF2 81
Eo BILZEMFZWEIAT, W Sprig# ClassDojo, #TEMEA Rippling, EATEIETHIPBIMBE SIS, 88
BEMITEREEMNHAESBIEE WS, EREREA, Rippling & Lenny HIFRIEH="AH%EXA.
518) rippling.com/lenny ENET 523, Alisa, EERSIRAER, IIDFKEEHER,

00:04:54 Alisa Cohn

English:

Lenny, it's so great to be here and thanks for having me.
FZERiE:

Lenny, REXRKEIXE, HHRREVEIS,

00:04:57 Lenny Rachitsky
English:

| want to dive right into talking about your advice on having difficult conversations. | personally dread
difficult conversations. | feel like | practice ahead of these things. I'm like, "I'm going to say these things.
It's going to go like this," and it never goes as well as | hope. | always say the wrong thing. | feel like this is
very relatable. They're called difficult conversations for a reason.

AR ERIE:

B EEFGIIMRX FIREMNENE N FHDAFESIREAINE. HREHRFESIELS, OB &
iR XEE, IEIEXFH , BERMKKERTBIBAIRF], F22WHEE. HRSXREZIEH
15, EfMRIEA RENE 2ERE.

00:05:18 Alisa Cohn



English:
Totally.
FEiE:
L EH.

00:05:19 Lenny Rachitsky
English:

I know you work with a lot of execs on this specifically, and what | love is you've actually come up with a
bunch of scripts that help people make these conversations less difficult. So how about we talk through
some of these scripts that people can actually start applying?

FROCERIR:

BANEMRENHIX—R5RESEGHEY, RESNRNEMEMFRLEEH T —RY SEREA" , "ILUEER
AR EXENEAIEE . ABA, FAIRIEEF—LE AR LBV A RYIEAR N ?

00:05:32 Alisa Cohn
English:

Let's do that. I love that idea. And also Lenny, as you just said, very relatable and also, so you're not alone.
If I could ask you a question, if you're picturing a difficult conversation that you have had, should have,
might have, and you're nervous about, it's hard for you, can you sum it up? What's hard about it? Because
it's helpful to clarify what is hard about it?

FROCERIR:

W, HERXNER. ME Lenny, ERNIAFRY, XREHD, RHARME, NRFLEIR—DELE: 40
RIFBR—NMREHIN. NMIZHETHAIEHITRRENIE, RRFREK. TER%E, MESLE—TE? X%
REME? RAFERIREETBEZREEIN.

00:05:56 Lenny Rachitsky
English:

Great question. | just don't want to make people sad and upset, and | worry about their reaction, how to
deal with that, and them just getting really upset and mad and just like, "Oh, man. This really made things
worse." So | worry about the reaction, | guess.

FROCERIR:

g, HRARARULAREMEIAET, HEBOMNRE, BOMMNEY, BOMIISER[IFEESN
B, AETERE: B, X, XENILFBEREEET.” FUZRE, FBOHNEXN IR,

00:06:11 Alisa Cohn
English:

Okay, about making things worse or about their reaction?



AR ERIE:

4, BEOILEFEEE, EREBOMIINRE?

00:06:13 Lenny Rachitsky

English:

The reaction, just making someone upset and sad. | don't want to do that.
R EE:

REZ, FRILFEANRECERMMED, HABABEH,

00:06:17 Alisa Cohn
English:

Making someone upset. Okay, good. And again, you're not alone about that. Just one more question on
that. What's the problem if they're sad and upset? What does that mean to you?

AR ERIE:

AR, o BiR—R, MARIIRE, XTFX—REBR—NRE: NRMIIZREEIFAR, S84
[EE? XIRBRETA?

00:06:26 Lenny Rachitsky

English:

Oh, I love this life coaching we're doing. Yeah, so it's like what happens if they get sad and upset?

R EE:

MR, RERBMNETHITOXM “AEHEL ATE 20, MEENRMITEEIF AR REHA?

00:06:33 Alisa Cohn
English:

Yeah.

FREiE:

=i

00:06:36 Lenny Rachitsky
English:

| feel like it's stuff that I'm going to have to deal with. It's like this drama all of a sudden, this new fire |
have to think about. And yeah, it's like the additional work it creates and also just, | don't know. Yeah, it's
a good question.

FROCERIR:



LS AR MENIENEE., MERALIMNFE], HOMEZENFMM. B, MEEEHTRNES
IT’E) J\ZEE """ ﬁ‘@?ﬁ%ﬂﬁo U,%!, ﬁﬁ/ﬂﬁlﬂﬁo

00:06:48 Alisa Cohn
English:

You can think about it some more, right? I'm not going to put you on the spot right now, but just to say for
all of us, the reason they're difficult, to your point, they're difficult. But we're putting meaning on things
all the time, every day, all the time, and I think it's important, it's actually helpful in motivating you to
have difficult conversations, but also in helping them go well. If you can get to the bottom of what you're
putting on top of it, what you're weighting it with, because | can understand that again, you are not alone.
| don't want to make people upset. Totally.

FRCERIR:

RAJLIBRE—T. FMEFILIRMEE, BNRNAEARN, REXNEZFLORME, EWMIRFTL, EEA
ENESAEEREHE. BHIMNEX. BRESZMELITBEMTENX. RUNFERMAXMHEMMT 4R
1B, HSBBTRRBRE#ITRENIE, WETFIEIRF#HT. EAKERRE, MRHAFME, HBREILA
2o TTEIEM.

00:07:20 Alisa Cohn
English:

And also, | would just say on the other hand, when you're enlightening someone or you're working out a
situation with someone and it's difficult, if you don't give them the opportunity to hear what you have to
say, if you don't bring this up, then you're never going to have the opportunity to help them see
something differently or help them improve or help you improve the relationship or whatever it is you're
trying to do. And so, | can understand it's a natural thing. | don't want to make them upset.

FRZERIE:

S—FmE, FTEY, SFRREBAEANSEALBRBRREEDEY, WMREREMIIVNSAIRMREE, W0
RIFFRER, BAMMATLKBVNSEHMIMIMARNAESRRE, HERZMIIREH, HEBPIRAEX
%, TRIMFNBIREMT4. FILl, HEBXE—FRE—FRILAER,

00:07:51 Alisa Cohn
English:

No one wants to make anybody upset, but through that upset on the other side of that, can often be a
whole new possibility and a whole new revelation, and actually a lot of joy and freedom. | think that we
forget about all the other possibilities that come out of difficult conversations and we just land on these
really uncomfortable parts about like, "oh, it's going to be a lot of extra work" or like, "They're going to
get uncomfortable or even maybe cry." And | think it's just really helpful to tap into what you make it
mean and then also what other possibilities it could mean.

FROCERIR:

RABILAAMES, EEEINS—H, FERBEESTNAEENET, EESERSRFMAER. FIAN
BATSIE 7RI IE A RET R FAE HMATRENE, MR FERLEILATRETRBVERSD, thal “1R, XZEMRS



BONT(E” 3E “IRBEBMEERIL o FIANWRANERFBFENEX, URERIEERENEMA]
REME, BIFEEEHR.

00:08:23 Lenny Rachitsky
English:

| love that. And it's one thing to hear that and say that, it's another to actually feel that deeply and feel
like | shouldn't be as worried as | am. | think part of it is doing these enough times where you're like,
"Okay, it's actually not so hard." And the other is having some of this support. To make this even more
real, let's give some examples of what we say when we say difficult conversations. There's like, "You're
not getting a promotion that you thought you would, we're going to let you go." What other examples or
common difficult conversations that you run across?

FRCERIR:

HERX MR WE—EFE, RE—E%E, EEERZAFARIARFESFZMEONES—OFE, &
FHORAETEHR[RES, (RENFT WK, HIEPAK" . Z—E0NRRE—LEXF. ATIETE
BEERR, FANZETLD RMEIE" BIGIF. tbin: R RGMIMEBNEA" HE “HNEFERIIR" o (R
BRI P E A F 50 WAIRRMEXSIE?

00:08:50 Alisa Cohn
English:

Those are two very common ones. And then of course, the most common one is just difficult performance
feedback. Or [inaudible 00:08:56] what we say, quote unquote, "constructive performance feedback,"
which we never made positive. It only is the sort of things that you're not doing well. | think there are two
flavors of that. One is, "You're screwing up" and the other is, "Developmentally, 1'd like to see you add

something or change something."
FEiE:

BENEEHE, S, RENNEEENSHRB. HEKRNFBN “BRMSHMKRE" , EERFEMNMERSR
BEZRRT, SENIARMMSAFIMG. FIANAXERMER: —ME “RBIET" , 5—ME Mk
BRNAEE, RAEEEIIREM—LENHRE—LEHE -

00:09:12 Lenny Rachitsky
English:

Yes. And as you say that, one of the other fears | have is them just disagreeing and me feeling like maybe
it's not right, maybe I'm wrong and feeling shit maybe. | didn't see something and then just looking worse
after the whole thing.

AR ERIE:

Bl HMXARN, NS —NRERMINZERRY, AREEF/HFEAFN, HIFHKET, &
Ko WIFRIFIET T4, SERBEHGZEREHRELCREENT,

cIRAE

=13

00:09:27 Alisa Cohn

English:



Yeah. And so then | think what's also really helpful to, and part of the process that we can talk about this
for sure is getting a difficult conversation is number one, tapping into what's uncomfortable for it, for you,
about it. And then number two, also getting your mindset right. So to say the obvious, are you doing this
to hurt someone's feelings? No, never, right?

FRCERIR:

TW. FMURIANIFEEEYN—R, BERITTLONIEHIEN—7, MEHITREENE - £1E
IHRBEIRETFRNER, £=F: ARBFOS. ROEMZRNL, RXEFMEANTHENARRBLE? K, 4
e, XE?

00:09:49 Lenny Rachitsky
English:

The opposite.

R EIE:

tatatER.

00:09:50 Alisa Cohn
English:

That's not the reason that anyone's doing it. Sometimes people are giving the performance feedback or
talking about something that's been bothering them in order to express themselves and vent. And
actually, that is very helpful to identify for yourself, that's why I'm doing it. And then, maybe not do it
then, until you can transform your reasoning. But at the end of the day, the hope is as a manager, the
reason that you're giving someone this so-called constructive feedback is because you're helping them
get better. You need them to change the behavior. They'll never get promoted if they keep doing that.
They'll never be successful if they keep doing that. And so, it's your job as a leader and as a manager, to
help them out of that problem and help them do something different.

FROCERIR:

BAZEMANNR. BRANGESRRITHRERMMBINEB/REN TRABSMA M, Lrt, R
“BXEFHEANT KM BRETZHN. MREXE, BIFLRF M, BERIRERTIMRIEIN. BIFRE
[, fEA—REE, (RAEAFMBN “BIRMRIR" BIFRNIZEEBMNER[ELT. REEMWIINETH.
MR —EIFY, MKTAZREET, KEFAZM. FrL, (FAMSENZE, REVRIIFEEM)
BEIREE, 51SMIMHAZ,

00:10:33 Lenny Rachitsky
English:

The best story I've heard to make that really real for me, | think it was Kim Scott when she came on the
podcast. She told a story of, | think it was Bob, where everyone just knew he was terrible and it was like,
everyone's was just like knew he was not good and eventually, the boss had a conversation with him
eight months into it and told him, "It's not going to work out. You're just doing a bad job." And he's like,
"Why didn't anyone tell me? | didn't realize that. If you told me, | would've changed." And everyone
assumed he knew. And so | think to your point, this is to help the person. It's not not to hurt them.

FROCERIR:



T sRAEIE TR E B R AV Z Kim Scott REBZRSHEY. T —1XT Bob B ZE, AT EFIE A
BHRIEE, KREOAR. &L, ERE/\TARKMIKE, Skt “XHERT, MESKET.” ftb
P “NHARASFR? RREIRX—R. NRMEBSFHE, RI00.” MECABMUAMAE, L
RIS EIRFRY, X2ATEPEBIAN, MARHT HhEM.

00:11:05 Alisa Cohn
English:

Yeah, a hundred percent. One of my clients, he was running a division and one of his people was not
doing it right, not doing it right, not getting the right kind of data, not having to do the right kind of
analysis, whatever it was. We were talking about it and | said, "Well, how come you have another
feedback with her?" And he said, "You know, she's just going to cry. She's just going to cry. She's older,
whatever, she's just going to cry. It's going to be too uncomfortable, whatever." So we worked, we talked
and talked and talked. | gave him a script. We really worked it out and he agreed that he would go in and
have that conversation with her, which he did.

AR ERIE:

=, BOZBEER. EN—IEFR, EEE—TH), NP TREEMAXN, EXREEREE, &
AHEIEFEIDAH, B, FAVNEXAERN, iR “RATATHRBKIKRRZE? 7 K. “(RAEs,
WMEESR, MFLLLIRK, TIMAMEZRN, BIEZAEMT.” FERNREITIE, FiaTH—MF
AR, FAVFAMER, MRLRBEEHMIXK, HEHIIXAMT.

00:11:40 Alisa Cohn
English:

And he reported back to me and he was shaken. She cried. Of course she did. She cried. That's what he
knew she was going to do. And so she was upset and she went home early and the whole thing. The next
day she came in and she said, "Thank you so much for telling me that. | wish someone had told me that
15 years ago. | think | could have had a different career." And I think that is so meaningful for all leaders
and people who are responsible for other people to understand that you're uncomfortable when they
start crying, of course, or they have this difficult reaction or whatever. But honestly, the only way you're
going to be able to help someone grow in their career and become the best person they can be is by

leaning into these tough conversations.
R EIE:

ftERALRIGE, BIABRER. wRT, EMOMFREERE. wRED, RAIEXT, Btk E%
“RipERIMR . FERSREIFRXE, RERE 15 FaimBEASIFR, BERORLEERERT
AEL” WINAXMAERSENEEEHIEEEEN . AWNHFBRUNEHIIRNE, RYASRIIRET
AR. B1EEN, BHEATRVEETRKARARIFNECHE—ER, MEBEEMHITXERENTNIE,

00:12:23 Lenny Rachitsky
English:

What | love about the scripts we're going to talk about, which we probably should transition to, is it's
again, one thing to hear that and be like, "Yes, okay, | need to do this. | need to get better at typical
conversations. | need to have that talk without someone that we should let go." It's another when it's like
tomorrow is the meeting and you're like, "Oh, my God. | have to have this conversation now." And so, |



love that you actually give people a really simple approach to how to lay this stuff out in various different
contexts. So let's talk through some of these approaches and scripts you've come up with. What do you
think would be a good one to start with?

AR ERIE:

FAEEERFANEVFITICHNEARMZA, Bii—RK, ITEEAHRRF B8, RFEXHFM, HFEBRERRENE
B—H%E, BEHBEXMERS, ROER “XP, RIMEMFRZD” B, XEF—OFE. FURRERMES
MUE#T —EFEFRENGE, BUNERRBRTOEER. BA, FITREERESEHXLEST AN
B, fRUESMIB— N IFiEEEERGF?

00:12:55 Alisa Cohn
English:

Well, we can start with performance feedback and we can just sort of take a typical example. So first of all,
once you've done your work to get your mindset right to kind of know what you're doing it, and then you
just really want to really be able to wrap your mouth around the words. So what that looks like is
practicing, and the script could be, "You know, Matilda, | want to chat with you about the way you're
interacting with your peers. So what I'm hearing from them is that you're missing deadlines on a regular
basis and not letting them know you're missing the deadlines, and that also you're not fully keeping your

team up to speed.
FRERIE:

BHATAIUMER 1G98, E—THEPMF, B, SIFRRGFOS, BT BIFE, MEEILXEEEIR
R O, XFEELS, HAFTTURXEN: “Matilda, FEFMRIMIMIRSRISEEMNSER. FMMITERE
IREIRYE, frEBEdsiEaE, MERBRNEH, ZIMIMELEILENTED TRHEE."

00:13:27 Alisa Cohn
English:

And so they're kind of confused running around. Now, we both know that the most important way you
can be successful here and also achieve your goals is to make sure that you are working with your peers
in a way that's consistent and that they can count on you and you can count on them. So | wanted to let
you know about this. | want to certainly hear what you have to say, but the most important thing is that
we leave this discussion knowing how you're going to make sure that you're keeping your peers in the
loop and also your team in the loop."

FROCERIR:

PR EIRER, BEXBR—1F, RIIHANE, MEXBREMIIALNETHNREESN, MEH
RIFSEEMIMER—EEY, ILBNEEKRENR, MBEEKREMT] PRUREXAHZEEIFIR. HRBIAFIRER
%, BREENE, RIERRITIEH, ERERRKNEHERLLESME AR T BER."

00:13:55 Lenny Rachitsky
English:

Yeah, there's so many elements there that are really interesting. Just focusing on what I'm hearing versus
just coming from you or something you've done wrong. It's, here's what I'm hearing from multiple

sources. | think that helps people. Okay, it's not just you and just like, "Oh, my manager hates me."



AR ERIE:

20, XEEBRZIEEEBIITER, bIIXE “HIAFIWER" , MARNMNR “BEF HE “(RMEE
T o R "XREMBNIRERER” , REGXREBY. WHIERT, B, XIRRZMTANRR,
R M, RNZEWREK .

00:14:14 Lenny Rachitsky
English:

It's like, "Okay, other people are saying this." And then I love this phrase of, we both know where it's not
just me telling you this. It's like, "You also know this. | know you're smart and you also know that this is,
something is wrong here." And then this goal of, here's what we need to [inaudible 00:14:31]. You're like
very clear call to action, almost action item, like leave this meeting with, "Let's just be aligned on this
thing."

FRCERIR:

MAEE: DR, EMABXAR." HIFEER “RNMPAE" XMEIE, XFARIZHERIIR, M= “MR
WX —R, RAEMRER, MEMEXELRTRE . ARRERN, A TIFERBTHSE, J1
FREFNED, b0 “BAXTRINEY, BINEEXNHELER—E .

00:14:36 Alisa Cohn
English:

Yeah, thanks for calling those out. | hope, and again, what I'm trying to convey in my tone is also, "You
know what? It's Tuesday. We got to have this conversation. I'm sure it's going to end well. I'm not mad."
The whole point about my manager hates me, right? "I'm not yelling at you." The more even keeled and
even matter of fact you can be about something that's kind of just run-of-the-mill feedback, the better.
And | think it's just also what | didn't say before, and | think it's also important is that, as you are
recognizing that one of your jobs is to give this feedback, is that you have to build a relationship with
people so they can hear you through the lens of, "Oh, Alisa wants to help me." Not, "Oh, Alisa hates me.
It's always a problem."

FRCERIR:

B8, BHEREHXE, REBEIEB|SPEENE: “FE, SREAZ, %K. FBEERIRIT,
HRES” XMBATEE “FIEWRE” XML, WB? “FKERR.” MFXMERRE, REIRF
HTER. MLEREMT, RE—RFKZZRR, BERER: SMERIARIFRMIVRTZ -, Rem
S5RTEUXR, XEMINAMRRIENSEE 1R, Alisa BBERK” , MAE ‘IR, Alisa itXE, B2IRE

”»”

TN

00:15:21 Lenny Rachitsky
English:

How did you start that phrase again? Because the starting is always the hardest part for me. How do you
kick off the conversation? What was the couple sentences used?

FRCERIR:
RNIA BREIE R EAFKRY? RANHEFRR, FFREBRMEED . FIOAABRXMIE? B/LEDIEREARN?



00:15:28 Alisa Cohn
English:

| wanted to have a conversation with you about some things I've been hearing from your peers about the
way that you all are interacting together.

FROCERIR:
“FABFNIRENED, KXKFEMIRHIBESEBERZIN—LEXFRIIER B RER”

00:15:35 Lenny Rachitsky
English:

Awesome. So there's an element of, don't make it feel like a huge deal. Just like, "I want to have this
conversation with you about something." And it's just like, "Let's have this conversation and here's what
we want to leave this conversation with."

FRCERIR:

AiET. FIULXEE—ITER: FRULEBERGHERANE, mEE "BWEREGSNFRRK , AR
“FfIRKK, FHRERTEEERTASER .

00:15:46 Alisa Cohn
English:

Yes. And | can't stress enough that it's actually really helpful to also have spent some time with Matilda or
whoever saying, "Great job on the way that project landed." Or, "Hey, launches, when they happen on
time and they're smooth, sometimes we don't notice anything. | want you to notice, we didn't notice
anything. That's fantastic. You did a good job in that launch," or whatever it is. Because then, you've had
the conversation with them to give them positive feedback and point out what's working, that builds the
relationship so that you have the lens of, "Oh, yeah. When something's working, they tell me. When
something's not working, they tell me, too." That's how you build trust as well.

AR ERIE:

Bl BRI, FEIEEEX Matilda SHEMAR “BIREEFMSEEE HE TR, XRRHBERE
%7, BRI EIFAEBERREE MR, ZBEBMERE, RITKAIMEMRE, XXET. FEXR
REPEFRE Z2K80E, BIREEFEN. RNMRIRFILG IR R EFHIEHILEM 5 MSE, PetiE
TR—MXER, LIRS R, 28, BISFRMSSFE, #ENFRMiIEsERR.” XMERIL
EERNH

00:16:23 Lenny Rachitsky
English:

They want to be criticizing them [inaudible 00:16:25]. We need to have another conversation what we're

hearing about, problems [inaudible 00:16:28].
FhERIE:
(KE) 1A RER22EHATE. BMNFEERAREIRYR,



00:16:27 Alisa Cohn
English:

Yep.

R EE:

00:16:29 Lenny Rachitsky
English:

Obviously, if you say it the same way every single time, they're going to feel like this is weird. Do you
recommend it's this kind of Mad Libs approach or is it make it your own as much as you can? What are

kind of the key? Or is it like, here's actually how you want to say it every time?
R EIE:

E2, IRrERMATLERNANR, WINSEFRER. MEBNAXM HFEN 5%, TR
FIREMBE R ECHIES? XEREMHA? BN, MBS REXAN?

00:16:42 Alisa Cohn
English:

In my book and when | work with my clients, | give specific scripts and what | will regularly say when I'm
working with my clients is, "Okay, so this is how | would do it," and then I'll land it for them. But they have
to make it their own. You always have to make it your own and | don't think it's a problem of doing it the
same way every time. It's not like people are going to notice you because you're talking about different
topics, theoretically. If you have a formula that can work for you, that's going to motivate you to do it, that
is what's important. And what's important is that it's neutral, not loading on or not venting on someone
and not unloading on someone.

FROCERIR:

ERNBEURSEFEFN, RIRHAGHEE. REEIWETFAYR: “UE, NIRER, REX4
B, ARAMBITETR. BRIMSTBEZRRBECHNIES. MERFERAKE. RFINASREBARFHNAS
Bt 4am@, AMIA=RAFATREENFZAMERFEE, HAELLMITHEHNERZRE. MRIRE
—ETZARNAN, EHRERTHE, BFRREEN. XBETERERIL, FEFITARBE, FER
RALMEAE S BEE

00:17:19 Lenny Rachitsky
English:

| love that we started with this one because it feels like the most common one of just your employee is
underperforming and you want to make sure they understand and adjust. What if you're not hearing
something from a bunch of people? What if it's just your perception of their writing? You need to work on
your writing skills or you're coming in late. Is there another way you phrase it where it's not, "I'm hearing
it from other people?”

FRCERIR:



HRERKNMZXNIFHE, BAXMFEERELNER: ITRIANE, MEBEROEFEFEZ. B0
RIFARZM—BEABEIREIFIE? MRIABIMRDANMNEEEANEZR? bl “rFBRRSGFRIT &
& “RBRET” . BRESMEREAN, MARH “HRFIAR ?

00:17:43 Alisa Cohn
English:

Oh, absolutely. Absolutely. So I'll talk about writing. | think it would be something like, okay, "Matilda,
part of your job is to be able to create these documents and | appreciate that you do them on time. What
I've observed is that they can often be not as structured as I'd like them to be and they also lack a
conclusion. So what I'd love you to do is look at these three or four examples of some folks who are doing
them really well and see if you can model your writing on theirs. If you need to take additional classes or
if you need help in any way, let me know. But ultimately, | want to get your writing to the level where
everybody is appreciating what you bring to the table because the level of your writing really reflects the
level of your thinking."

AR ERIE:

IR, LSRG, LG, USENF, STLUXEH: “Matilda, fREIEEH TIERIEE XSRS, RIBMEIREER
BI5Em. BMREINZE, XLEMMLEMFERNETANIBIEEN, MEMRZEL. FIURFEMEEEX
ZNERIEEFNGF, BRESERAMITNEENE. NREEESMTINGRIERBEEMEE, BS
. BRE, REEMRNSIEKTRATIEMNABMREMTURNEZEE, EAGIEKFELRMRT IRIE
HKTFS”

00:18:27 Lenny Rachitsky
English:

Mm-hmm. Wow, | like that. I'd want to follow your advice if | got that. So the way you started that is what
I've observed, which also is not like, "Here's what | think" or "Here's what you just need to do." It's more
like, "Here's what I've noticed, here's what I've seen, here's what I've observed about what you're doing."
And then it reminds me of, what is it, nonviolent communication, that whole framework of just focus on
what you see, not what is wrong with them, not what they've done. | guess, is there anything there you
want to say of just the importance of focusing on what you've heard from people or what you've observed
versus maybe what people often do instead?

AR ERIE:

i, E, ZRERXD. MRFWEIXFHIRE, REREEWMMEN. TMAZANE “BHARIINZE” , XF
& “HET WE RYIXFY . EERRE "XRFITEN, XBHEIN, XEBFHMIRFIESEHIN
£, XiLFBETIERDE (NVC) BIELR, BIRXEMERN, MABXNAMEE T M1 T 4.
AW, XTFXE RN % MR FX, MABANNEEREOE, MBETAENTHG?

00:19:05 Alisa Cohn
English:

Yeah, | mean you just really said it and | think it's such an important point, observable facts. The idea that
this is not a judgment. This is not... Sort of as less judgy as possible is also very helpful. It makes it
neutral. It's observable facts and it's also sort of based on expectations, right? So the writing is, we expect



it to be at a certain level and it's not that way. And here are the reasons it's not, the specific reasons, it's

not.
AR ERIE:

=8, MRARET RFLE, XR—MEFREEENMR: AIMENEL, XBETFTXAZ—MITH. ReJgeR
IMFABERIFEEEYN, XZIUMEREPIL. eRETEEN, BEETHRN, WE? LS5 E, &
MEVFHIR R RIRKF, EBIRERRE, RRFNAKRREXSE,

00:19:35 Alisa Cohn
English:

The way you interact with your peers, it's important to be at a certain standard, and here's why. Because
when we all work together, we're going to be able to execute and when we don't, unfortunately we won't
be able to. So you staying in sync with them is important and the observation is that they don't feel fully
in sync with you. And so every time we talk about this, it doesn't become this, "Oh, | don't know. I just
feel..." By the way, some things you have to give feedback on and they are kind of a feeling and those are
more difficult, but so many things if you do the work to really think about what is the observable data, |
always ask my clients, what's my evidence that this is happening? And you have to spend some time
thinking about it, but it's really worth it because it makes the feedback easier for you to give and easier

for them to hear.

AR ERIE:

RERIFEEMNAFREERI—ENINE, REWNT: AALHFKITESDIER, FITARERITES, WREK]
RinfE, BIRBPERINNATLETR. FAILURSMITFRFRFZREE, MURIINBERE, tMNREELERESE
REE ., XESRIKIEH, MASTH ‘M, EFRHME, BRERSG 7o IREIR—TF, BERIRHLEE
FEMRED, PLEHLIE, BEXTFAZHERS, NRMBELEEBEMFAR “AUMBHHIE —H2EN
BENER, IEBXHEEELEMNIEERMA? MEERXNEEE, EXEEERS, AATCIHETRERZLAER
5, WX FERZIES,

00:20:20 Alisa Cohn
English:

Is there anything else along the lines of this specific type of feedback that is worth sharing before we
move on to a different type of feedback?

FROCERIR:
ERmS—MRIRERZ A, XTXMGERBENRE, EBFTAESSIENG?

00:20:29 Alisa Cohn
English:

Well, | think just that the reason, one of the many reasons that people have gone uncomfortable giving
feedback is that somebody might get defensive or they might start crying as we talked about. And so |
have a script also, which is if someone gets defensive, which is it's like I'm giving you this feedback and
you're getting defensive and | say, "Well, let's pause for a second. First of all, | want you to know that I'm
telling you this actually, just to make you better because | know how important your career is to you. |
know how important the success is to you and it's important to me too as your leader. The second thing



is, my observation is that you're getting a little bit emotional. | want to know if we can continue having
this conversation now or if we need to kind of pause it. At the end of the day, we really have to have this
conversation and | really want to see you make changes, but | understand you might need a few moments
to digest it."

FRCERIR:

FRRNE, AMZAUERARE, RRZ—ENAAESFEREOE, HEGRIMTCIRIEFIRR
Ao FRAFBE — PR BIEOIERMIAS, MRBALMRRIGMIRFAEHAE, HRR: “F, FIkE—T. B
7o, WHREBMAE, FEFFXEELEZNTILREEEY, EAFMEMONRLEEMTESERE, ZAE
RINFHRREE, FAMHMNS, XMEBREE, £, RAMRIFNEBEE B, BEIMERKNIE
REAUSRGRTE, ERFEEF—T. FRERK, BMIDIHITIRKIE, HEOHFEFIRMENE,
BIIEMEIRA] REFE — R ESRH K

00:21:18 Alisa Cohn
English:

The importance of that for you is not even what you say, but that you have prepared and you are
prepared for if someone has that kind of reaction and that you don't have to, yourself, react to it. You
know, "No, I'm not doing that. No, no, no, no, whatever." And you can say, "Yes, you are." Now we're in a
fight and that is not cool for anybody. It's certainly not cool for you as a leader. So it gives you the

opportunity to recognize that you have another tool in your toolkit rather than just react.
FRCERIE:

EMMNERHEERETIRR T A, METIRERG T ES, MRETHAAIREXMRE, XFRMAR
eI R, EEINX 5 A, ORI , RINRE K, /RE” , BORIIMERT, XX EERK
g, WRXNASEBERMIULL, PRIXILREIREIFN TABRELRES—MIA, MAMUNZAEER .

00:21:48 Lenny Rachitsky
English:

So if you find yourself feeling defensive or they are just not hearing and just fighting back, the tool is just
pause. Let's just pause for a moment and it feels like there's kind of two parts to which you just shared.
One is, remind them why this is important to them and why you're talking about this. And then two is, if
there's just emotions kind of taking over, give them a chance to like, "Let's just pause and maybe come
back to this because maybe you're not in the right state right now to listen."

FROCERIR:

FREL, MRREAIME CRBEIMAGENE, HEMIREFR. RBRE, TERZ “EF . LRHRINE—T
MUA DENABTUFEERNBD . —SREMNATAXNMUIRER, URMFATARRZ; 2
RBELET LR, Stl—NMH=, b “FlEF—T, BRB%X, RABFRAEERESFRX

1te”
_— o

00:22:18 Alisa Cohn
English:
Yeah, exactly.

FROCERIR:



T, =,

00:22:20 Lenny Rachitsky
English:

Sometimes people get upset when you mention like, "You're getting emotional," or I don't know. Is that a
thing that you deal with of just like, "How dare you say I'm feeling emotional?" I'm just...

FROCERIR:

BEHRYIRRE “IREEHEIT” Z2E80E, AMNEES. BRFHE, (RIBEIXMERD? LLAOXEHR IR
EBABURRIEERE? ” BRZ2

00:22:29 Alisa Cohn
English:

I'm not emotional. Why do you think [inaudible 00:22:31] emotional? Right, exactly. Yes, of course. Now,
when someone's crying, they're obviously getting emotional. When they're defensive, it's possible that
you might want to use a different word. I can see that this is really upsetting you or this is really triggering
you, or | can see that the temperature between us has just changed. You could say something like that. |
do think also it's helpful to know your people because sometimes you could realize that actually they can
deal with that, but then sometimes you have to really [inaudible 00:23:00] the delicate words that you

need to use to pause the conversation.

AR ERIE:

FRHED! REFARTIRA? 7 X, &, SRR, HEARNNE, BRAMIBERET. EM()
R TFRIEPASES, fRAJRERRIRME, Lbil “FRREBUHRXILRRAEFR ;E XM TR , HE TR
REIFNZBN[RET” o RAILUXEFR. FIANTHRFNRTHREREE, RABRMRIAIMITESIEE
NMAXMEANYE, EERRHLEECR —EEHEMNIERTENE,

00:23:05 Lenny Rachitsky
English:

Yeah. And | find, to your point, it's helpful to you too as the person giving it. And | feel like sometimes, you
may be feeling like | should just pull back and maybe I'm wrong, maybe they're right, maybe | should stop
and instead this gives you a chance to know I'm actually, | can't. | need to stay strong about what | believe
because ... You put so much thought and effort into this already, it's unlikely you're just like, oh, totally
wrong about what you're saying.

FROCERIR:

2. MEZKRLIM, EWMRAL, XMNAEHRBNABRERE. HRESEHMERFAUERIES “BRNMZE
HWIFRET, WIFtIIEXN, WIFRRELE" , MXPNITAESLTHR—ME, iLRME “F, HFER
REBERRNEZL , AAMEERANTXAZRENES, MAKXAETERE,

00:23:30 Alisa Cohn

English:



Yeah, exactly. There's something going on. There's something going on. And then also, the whole point
about it being a conversation is that actually it's a conversation. Actually, Lenny, if you have a different
point of view, | would like to hear it. Let's talk about it, but we can't keep going on like this, where | don't
feel | can count on you for whatever it is that we're talking about. So we need to have this conversation
and recreate a set of expectations between ourselves. Ultimately, that kind of conversation has the
potential to really build the relationship and build trust, and that's another reason | encourage everybody
to get over their discomfort and to lean into having these conversations because on the other side of that,
is a much better, stronger connection.

AR ERIE:

EHY, K. BERERAN. MA, MENERETERER—7 “WE . FXL, Lenny, MIRIREFRRE
EZE, HRBIAIT. FATALOTE, ERINFEBXFTET —AREFR LRRERF/LIAKEM. Frli
MNFZ%, ENBIURNZENTH, &2, XMNEEBHEERLXAZNERE, XBEHEMAKR
&, BFHITXEMNENS—NER, BANEFENS—H, BFEF. EFEEE,

00:24:09 Lenny Rachitsky
English:

And especially if you do them well.
FRCEIE:
LHERBMRIROIEFFHIE,

00:24:11 Alisa Cohn
English:

Yes.

00:24:12 Lenny Rachitsky
English:

Following this advice. So okay, so again, if somebody's feeling defensive, can you again say how you start
that, if you notice that? And then I'll highlight the two elements again of the...

FRZERIE:

BIEXEEN i, BABR—K, MRIMEIEEEARIGE, FIMNEHFRERRIE? ARKEBRRIFA
ﬁ/l\gi ......

00:24:25 Alisa Cohn
English:

So the way to pause is to actually say, "Let's just pause for a second because I'm feeling the energy has
changed and | can see that you're getting a little bit heated by what I'm saying and | want you to know



that | have no intention of upsetting you. | just want to be able to talk to you about the things that are
going to help you in your career."

AR ERIE:

HENAARERZR: “Bi%EFE—T, AARBREITRET, REBLRZNHEVELFE R, &K
RERAE, FELEBRILFERHNER. RRBBNREIXIBL R BIRER L & RIVER.”

00:24:45 Lenny Rachitsky
English:

Awesome. And | love, again, just the reminder of here's why this is important to you, here's the benefit to
you and why this will help you. And then it's like, "Okay, let's just maybe take a pause and come back to
this conversation if you're feeling like this isn't the best time." Awesome. Anything else along that line

before we go to another type of a hard conversation?
R EIE:

KiET. ERERE, RIFEENXMEE:. "XRNTAXMFREE, IMNREHAFL, IFAXEHE
BifR.” RRER: ‘W, MRMFEEAEFERIFHEN, FMEIFALUEEE, BRBK.” X% T. 1#
AF—HIRERIEZH], KT X—RIEBTAEATEHE?

00:25:02 Alisa Cohn

English:

I mean, | can talk all day about this [inaudible 00:25:06], but I'm happy to move on.
FREiE:

XFRXMERATUI—EX, BRERESET—MER,

00:25:07 Lenny Rachitsky
English:

Well, let's pick another topic. | know you have kind of five buckets and types of conversation. Maybe the
promotion one. That feels like | think we're in performance review season. It feels like these are
happening a bunch. What do you suggest when someone's being told they're not going to get the
promotion they expected or wanted?

FROCERIR:

BEAES —MEE. HAEMBALRENE, BIFFTUHIEARD. NEERSRTLE, IMES
ERZ. HBEAWSHNMITLERSTIHEAR, (REFARN?

00:25:24 Alisa Cohn
English:

Of course that's challenging. So again, getting your mindset right, recognizing they're disappointed,
they're going to be disappointed, recognizing how you felt, the time that when you didn't get a
promotion or whatever. And so kind of coming to it with some compassion. And also, you have to get your



reasoning right. So sometimes people think they should get a promotion because they were here for a
year or whatever. Sometimes people think they should get a promotion because they're the only internal
candidate who's qualified for this or they might have a sense of themselves succeeding or achieving that
is more inflated maybe than you see them. So trying to think about where they're coming from.

FRCERIR:

EYAREREM. PR, BXREE, BREBIFOS, RREMNSBREIRE, OE8—TRESRFBHEAN
MR, FEREOERK. I, RNBEHAFULSER. BNAMNTESTE—EMZEHN, HERFECRE
M—ESRIREMREN, HEMITNRIHNBRBALMEIINES. FIUZREMUITNAERE,

00:25:56 Alisa Cohn
English:

And then the conversation is just, "Matilda, | know this is going to be challenging for you to hear. | know
you were hoping to get that promotion, but | want to let you know that we are going to actually be
looking for an external candidate. | want to give you a few thoughts about why. First of all, in discussing
this with my peers, I'm realizing that we need someone who has done this role multiple times in the past
and has that experience. Number two, | think it's really important that they have an expertise in a specific
realm that we've identified as really important. So for those reasons, we're going to bring someone in
from the outside, not going to promote you, but | want you to know this. Number one, it's really
important to me that you're able to succeed in your career here. And so | want to continue to help you
find opportunities to build your skills and to advance. And then number two, when we bring this person
in, I'm committed to finding someone who's a great people leader, who is going to help you build those
skills."

AR ERIE:

MIEA LI AF#TT:  “Matilda, FAEXITERAEILMRER, ZANEMR—EFZEERASHRITEA, B
MEIRIR, FAEFREITEIFHINBIREN. HRSIFMLRERER: Bk, E5RFWEE, HRIRAFKNFE
BT EZREAIXTABHBEFELENA. £, BIANBEREAERNNAENENFEEENEE
TEABETIWAIRREXEERN, ETXERE, HMNIMIMNBBAN, FRHEMR. BRFEFRNE: F£—,
MK, MEEEXERGRWAIIIFEEE, REBEHEMIWRAKENEANNS. £, HRHN5IA
AR, HEBESH—MIBHENAS, tEBEIRETFXEREE.”

00:26:54 Lenny Rachitsky
English:

So a few elements there that stood out to me. One is just being very upfront and not bearing the lead.
Telling them very early, "Here's what I've decided." As you said it, | could see my heart sinking
immediately when | feel that. So at least that's over and then it, here's why. And that starts to help you
feel like, "Okay, | get it. | understand at least how you thought about this." And then there's the hope for
the future, your painting of, here's how I can get there eventually.

FROCERIR:

XERMERNRRLNER, ——FIRW, FREF, REMSFMIT: "XBRBORE.” SIRXAR
B, BEERDEEOEMAT—TF, BEELDRILERT. AR/RE “NT4” , XiLARE: “iFE, HAAT,
REVERTRNBREIR” REENRRKNFE, MEL7T “RELNFEAREEBTET -



00:27:21 Alisa Cohn
English:

Yes, that hope for the future is so important and | think sometimes we're such in a rush to kind of deliver
the bad news that we forget there's a human being over there who needs hope for the future. And
hopefully. If they're a good employee, hopefully they have hope for the future.

FROCERIR:

2H, WARNFEFEEE, HUNERBRNAITEERHES, UETFSRETHAR—IEERKFEN
Ao MIRMIZRAFHNET, HEMINEREIRENFE,

00:27:35 Lenny Rachitsky
English:

| love that. Is there anything else to that script that you think is really highlighting or do you think |
touched on the key elements?

FRCERIR:
HERZ N XFIME, MESEETATERFNG? ERRKELMR TROER?

00:27:41 Alisa Cohn

English:

I think you touched on the key elements.
FRCERIE:

BREMEEMKR TRUER,

00:27:43 Lenny Rachitsky
English:

Okay. And again, the way you started is, | have some bad news for you or | have some disappointing news
foryou.

FRCERIR:
o BY—R, AZER “BRE—NMHERESFR HE “RELELAKENERES KR -

00:27:48 Alisa Cohn

English:

Yes, because it's just [inaudible 00:27:50].
FREiE:

0, EAELRMENLE.



00:27:48 Lenny Rachitsky
English:

Just get right into it. Yeah.

R EE:

BEEIIANEH, =28

00:27:51 Alisa Cohn
English:

Yeah, just get right into it. Yeah. By the way, the other piece on that might be, if it's appropriate, I'd love
you to digest this information and then let's talk about it again next week to see what you've come up
with or see how you feel about it because you want to send, this is not the script, this is for me to you. You
want to send the, | care about you message because that's the other thing. In the workplace, people,
they're going through all their feelings, all their emotions, disappointments. They're going to go home
and tell their spouse, didn't get the promotion or whatever. It's going to loom large. It's going to be
demoralizing.

FRSCERIF:
=1, BEEYIA. IME@R—T, B—Ho00ER NREERE): “HREBMFEEHL—TXEES, TAF]
Bk, BEEMEFAEERRS,” BAREEE—XAEMAER, SHRIMFRN—FEEL “BRET

1" BER. ERGH, AMIZLEHBIMBEENKE, MIIZERSFEBLRFBEEHN, XSMH—HKSE,
SUEATSE

00:28:24 Alisa Cohn
English:

When you, as a leader signal a lot, | care about you, | care about your feelings, | care that you're
disappointed, | care about your career, you are always going to be able to help people stay resilient in the
face of setbacks and ultimately, do extra work, do the right work for you and be engaged in your company
because you've spent the time and energy making sure they know that even when things are not going
their way, they have an ally in you.

FRCERIR:

SMFAMFERL “HEFIR. EFMOER. EFRIOKRE. EFRRRLEE" BNESH, (RIEERE
RTE#ITERFREIE. &2, WIIEENRAEGINLE, MEBNIE, HANARRFRAN, B
T HEFBAILAIIE, BMESEANR, REEMMNNER,

00:28:56 Lenny Rachitsky
English:

What do you do if they just disagree, if they're just like, "But | do have those skills and | don't think this is
fair." Thoughts on responding to that sort of feedback? | guess, that's the defensiveness stuff.

FRCERIR:



MRMITAZBAERE? WRMADR: “ERMLASPLERE, REEXFAF.” WTFXM&E, REHA
EINVAYAE? FARXE TR0 IERIERS,

00:29:06 Alisa Cohn
English:

Yeah, that's the defensiveness stuff. And again, | hope you've done your homework to identify that
actually that person doesn't have those skills and if there is a [inaudible 00:29:16] for example, but | do
have those skills or sometimes people, | think more, even more often, they don't respond to what you
just said. They will instead explain to you that they've been here for a year or they're the only internal
candidate or their peer got promoted.

FRCERIR:

B8, BEBECE. BRRE, RREFREZME TR, WA ARLFESBLEREE. NRMNFHR
“ERHLEWPLERKE , HEEEANBERE, WIFEZENRNZAHE, MEEMBRREMIIELSEX
BFT7—F, HEMNEH—HRBEREAN, HEBINNREEHT,

00:29:31 Alisa Cohn
English:

Right, they'll sort of explain to you things which are not part of your decision-making process and then it
helpful for you to say something like, "Yeah, listen, Matilda, I really understand that you were thinking
that after a year, you'd get promoted around here. And in the past, | do think because of the stage of our
company, probably people have been promoted at that period. That's not the place we're at right now. As
we scale, we really need to think about not just what we need for today and tomorrow, but for the future.
And that's why | want these specialized skills in here. | think it's going to help the entire company."

AR ERIE:

X, ISR —ESMIRRIBEXNER. XBY, FETLXEFR: “Matilda, HIFEEBREESTR—
FMZEF. E3E, ZRIATNME, AJERALEAERTNEREART.. ERNAENERFTRET. M
ENRT K, FNFANBZESRMARNER, EBZERK. IMENTARFEXLELZIKE, HiIAN
BN AR EEIFL.”

00:30:02 Alisa Cohn
English:

So that's an example of a discussion that you could have. | do have the skills. That's kind of interesting.
I'd love to hear what you see as those skills. And it's not a problem to have the conversation right there
then, but if there's a "Yes, | do, no, | don't, yes, | do, no, you don't," that pushback is never productive.
And so, that's where you want to probably again take a pause and say, "Listen, | totally hear you. You and |
have a different point of view about this. I'm not sure if it's productive to continue to discussing right
now. Let's talk about it again in a week. But | also want you to know this is a decision that I've made."

FROCERIR:

XL IRE] LUEITRITIC A, SIRMAH “HHEXLEREE” , FETblE: “XREE, FRREFFMHRINE
XERRERMA” HTiegn@, BUREMT “BE” . REE" . RENE . TENRE X
MRS, XMERS LB ERAMRN. XRNZBREE, i “hE, RT2RETIROEE. REE



XHELERENEZE. RTAERERLEITIERTEAN. HlM—AEEK. ERFEMIE, XEREL
M ANRTE "

00:30:39 Lenny Rachitsky
English:

I love though, when they come back to you and like, "But here's X, Y, Z." And you're like, "That's not what |
was saying necessarily." | love that you basically mirror back. | hear what, | understand you believe, |
understand you've been here for a year. | understand you're the only internal candidate," like making
them feel very heard. That's a really powerful mechanic there. That is a good tool. Is there another script
that you think might be helpful to talk through that is a common hard conversation people have?

FRCERIR:

BRIFEERXMAEF: SRS “BEX. Y. Z7 B, FHEAZRHR “‘BRAEHBIER” , MEEEL
BAMNERSEIE. bl “HIAET, FREFMIAN--, RERFELEXETT—F, RERREM—
FIRERMRIEN" , XiLMTREREA T . XR— M EBERANNG, —MREFNIR, TEEMMRERFER
TWICHYE IR IE I A0S ?

00:31:05 Alisa Cohn

English:

Well, the hardest conversation is firing someone.
FRERIE:

i3, ERENMNERITFHRERA.

00:31:09 Lenny Rachitsky
English:

Let's doit. Let's get into it.

R EE:

SKIE, TEEATRNEIEDX AN,

00:31:13 Alisa Cohn
English:

[inaudible 00:31:13]. I'm willing to get into it. | just want to say two things about that. First of all, when
you're firing someone, the hope is that it's not a surprise to them. You've had multiple conversations with
them that they're not living up to your expectations. It's essential because the truth is, you want to create
a culture where people are not surprised by being fired. And that's not even true for this one person
you're dealing with. That's true for the entire company. So just kind of getting in the mindset of
recognizing that if you shied away from those conversations, kind of like, "You're the problem here and
you have some catch up to do."

AR ERIE:



BEBIZXT. XTHE, HRBRRR: Bk, SFBEEEAN, BRBEREXANZILMITREIEIN (R
ZESMMNETIZRKIE, SHMITKERETE. XEXEE, RAMMBERL—MXL, iLANFR
EARERMEAEIRMER, XAXENTIRETLENXIAN, HERATENRE. FIUERROE, BiR
BUGNROREIEE 7 AR “RIME BRI, FEH LR BIHE, BRMEIREIRER.

00:31:43 Alisa Cohn
English:

The second thing is that before you fire someone, | think it's helpful to have the conversation before the
firing conversation because something you said Lenny is like, "Oh, but maybe I'm wrong. Maybe I'm not
sure." And that bleeds into, "Maybe | haven't been clear with this person." Regularly with my clients, I'll
say, "Okay, have you been crystal clear about what you need from this person?" And what they always do
is the hand motion like well, sort of, but well, maybe. Which means no, which means no. You've not been
crystal clear or you don't perceive even crystal clear. The way to make sure that you're crystal clear is by
having the conversation before it comes to that.

FRSCERIE:
BIAE, TERBEBIKIEZR], BT AMBKESEEEN. ER Lenny fRNIZAH:  “ME, HiFFKE

T, BFHEAHE.” XS "BITFRERRITARBRE . HEERRNEF: “TEEEZIFEHRHt
HIFEXPAREFEHFA? 7 IIS2HMFRR 1B, EFZE, B, LiFE . XEKE &8 , BEK
BiRgBRER, WEMRIFRREE. WMERRBSENTEMEBEERI—T ZKIK—Ro

00:32:23 Alisa Cohn
English:

What that looks like is, "Listen, Matilda, we have to have a difficult conversation right now. I've talked to
you multiple times about coordinating with your peers and not having them surprised about missed
deadlines, and I've talked to you multiple times about keeping your team in the loop on different things.
After six months of these conversations, | want you to know that the peers continue to feel like that you're
operating on your own without coordinating with them. And | continue to hear from your team that
they're not fully on the same page. | need you to know that this is very important. | need you to fix this
within the next 30 days. Otherwise, I'm sorry to say, we're going to have to find a way to part ways
because | can't keep this going with you. | know you have it in you to change. | value all you bring to the
table, but if you don't fix these things, we're not going to have a future together."

AR ERIE:

BRBEN ZEXFHN: &, Matilda, FHITMELTHAITRBENNIE. HELSRNMXIESEE
hiE, AEILMNENEIHEBRMERIES; HBSRXIEILFARTBEIHEBNHE, THT T
BWERWIERR, RAEEMAE, RENDARSHRERITRY, 2ESMIME. B MIREIEIBE
IFEIM TR e EEHE, HFEEMNEXIFEEE, RFZ2METE TR 30 RAFRXNEE. BN, K
R, FNBATFDEZR, BABRTEEXFRETET, RAEMBENINE, KIFEEERD
ok, EBIRAAFRXLERER, HlILBHEBNRKT”

00:33:19 Lenny Rachitsky
English:

That is very crystal clear.



AR ERIE:

XHSEIFE B,

00:33:20 Alisa Cohn
English:

Yes, crystal clear.

R EE:

=0, IFERR,

00:33:22 Lenny Rachitsky
English:

Yeah. Okay.

R EE:

=0, o

00:33:22 Alisa Cohn
English:
What do you think of that?

RSz ERIE:

00:33:24 Lenny Rachitsky

English:

Yeah, that was great. So it starts with being upfront. This is a difficult conversation, just to set

expectations. They're like, "Oh, shit." And then it seems like you come back to, again, multiple times this

happened, observing here's what's happening. It's happened multiple times. | keep hearing from

multiple people, [inaudible 00:33:44] be a problem. And so it's just like, "I need you to know," and you're

just very clear. "Here's what will happen if this doesn't change."

RSz ERIE:

B, XHET. BEEFIINW, % “XB—EENIE , MULSE#E, dAHRE:
REZEER: XEFELKREIZR, AR THABER. ERETEZR, R—EMSPARERE,
—MNEE. FRUFE “RFEMAE” , ASIEERR:

00:33:52 Alisa Cohn
English:

Yes.

‘R, BT, Ale

MBXARRE, SREFA



AR ERIE:

=i

00:33:52 Lenny Rachitsky
English:

Yeah. And | love that you also give them a little, there's always that hope for who they are and how you
see them as. They're not worthless. It's just like, "You are great at a lot of things. You have these skills.
You're great at blah, blah, blah, but still this is a big problem." And it's communicating how critical this is.
[inaudible 00:34:08].

AR ERIE:

Bl RERMREL T M —RFE, XTHMNBEURMNEEFMI]. WIIHFTE—TEL. ME=E:
“MRFERZLEBREG, RASXERKEE, (MEXESEMERIE, EXMNAR— IR XEETXMH
E2EZE S B

00:34:08 Alisa Cohn

English:

Yeah, and it's a deal breaker. It's a deal breaker. Right?
FRCERE:

2, X2 “REMFER” (deal breaker), XEKLk, XIIE?

00:34:10 Lenny Rachitsky
English:

Yeah.

FEiE:

=i

00:34:12 Alisa Cohn

English:

If you have so many talents, but if you can't do these two things, then it's a deal breaker for all of us.
R EE:

MRIREXAZAE, BNRIEHAEXHEE, BXRIIFAEARGE BT EEZR,

00:34:16 Lenny Rachitsky
English:
Yeah.

AR ERIE:



00:34:16 Alisa Cohn
English:

And | think it's important to really sort of see that both. Sometimes people think, "Well, but I'm so
talented." Yeah, but your talents are not going to make up for these two deal breakers.

FROCERIR:

BRINNBBEXRAREE, ARAMNEA: B, BREEAEWN,” 2/, BIRNAET AR 6
ﬁ;&lzﬂo

00:34:25 Lenny Rachitsky
English:

Yeah. And | feel like | know we were going to talk about the firing conversation, but | think this is even
more important than that because hopefully, this addresses the problem and you don't need to fire
them, which is more valuable.

FRCERIR:

T, WRFRARNEREBRBREIKE, ERABX AT REEEUBIERE, ANFEXEERRR
&, ILRAFEREMI], XEENE.

00:34:36 Alisa Cohn
English:

Yes. Yeah, hopefully. But even if you do, it's actually easier because you've already had the conversation.
Right? They're not surprised. It's clear. We've had the discussion.

AR ERIE:

B, HEBNL. BRERATRERE, UTBERS, FAMEZKIT, HE? ti]FBEIEM.
FEREH, HMNELTILI T,

00:34:46 Lenny Rachitsky
English:

Yeah. So basically the script is like, "There's going to be a difficult conversation. I've seen multiple times
this thing and we've talked multiple times and it's still not fixed and here's what | just want to be very

clear about." Is there also a script you have for just actually doing the firing or is that less scriptable?
R EIE:

BH. FRUMIAREAER: “HMNEBHIT RORERNNIE, RZREBEXMGE, BIERKIZR, BELE
R, XEHEERERAIER." A, S(TH: “SERRHITRERET BUGE, RBEMIAE? EERBIAREE
fias?



00:35:05 Alisa Cohn
English:

Well, the script for doing the firing is again, please everybody, talk to your HR professional. Talk to your
lawyer. Okay, I'm not a lawyer, I'm afraid. So you have to make sure that you're all buttoned up on what
you're going to do. But the conversation is actually very simple, which is just, "Matilda, we talked about
this multiple times. The last time we had this conversation, | told you | needed you to make these
changes. You haven't made these changes and we're going to part ways. So | have here, Sarah from HR or
whatever, and we're going to talk through the logistics of that. I'm happy to have a longer conversation
with you, but | want you to know we've made the decision to terminate you."

FRCERIR:

KT HRENMZA, BRREAR. FE8RE HR TRMEM. KRR, FRLURBABERETIRIBITF A2
EF, BIREFFHLRER, M2 “Matilda, RIELZRKIXMHF, LRKIER, REFFRFEMR
XD E, (RRBMEXERE, FRUENEDEDR T HRE Sarah 17517, BATRINERLEMIES
Ho HRFAEMMHITERANRZLK, BERALEMRIE, HRMELEHETRIERMAXANRE.”

00:35:42 Lenny Rachitsky
English:
Feels very reasonable to me. Is there anything else along these lines?

FRCERIR:
BRUERFXEEEE, XTXHEEEHAE?

00:35:42 Alisa Cohn
English:

| think what | want to say is that the conversations you need to have at work are not just difficult
conversations. What | call them is sort of delicate conversations because what | think people also shy
away from is just simple praise, specific praise. And | think it's really important to get in the habit of
pointing out what your people are doing well as carefully as you need to prepare for pointing out what
they need to improve. And sometimes leaders feel like, "Yeah, it's all working. It's all working. | don't have
to tell you." Or if I do tell you, it's kind of like "Good job." Right? One time a leader or a manager | was
doing in a training program, she said, "I don't like getting positive feedback. | only like getting negative
feedback." And | said, "How come?" And she said, "Oh, positive feedback is just like, oh, good job.

Negative feedback, you can learn something. You get something from it."
R EIE:

BEANE, (MELFERRIEHTHNERNUE BENIE o BITZA “FxiE” , BARIAAANGE
FhEEERNXE, TEHRAFNERD. RUNAFAELRTHSFIANIRERTEE, XMNMES
BHMEZRHM S —FFEAD. BRASERS: “—UIEHRIRF, TBESIFR.” HERER
T, BREBO— “MRY o BoREERIIPER—ULIE, ik “HWASRWIRLRRE, HBRE
WO HRAHA, it “TRRRERGRE 8, #S% , MERRIREILRFRERA, LREFR
WiR.”

00:36:40 Alisa Cohn



English:

So the positive feedback should have the same standard, which is, "I saw the way you ran that launch, it
was fantastic. All these different benefits came from it. You're so organized, keep doing that." Or "The way
you're keeping your peers in the loop, considering you've only been here three months is extraordinary.
I've never seen someone so communicative. It's fantastic. Keep doing that. That's really working for you."
If you do that often enough, you do get in the... First of all, it's positive, obviously. You become in the
habit of getting better at positive feedback, which is extremely motivating to people at work. It helps
them see their progress because that person | just mentioned, she's barely keeping her head above water
and she's having trouble fitting in or whatever, but you come around and point out the things that are
working. Again, it's very morale boosting. She knows where she stands, and then one day, if you have to
give her these difficult messages, you've already sort of laid the reservoir of goodwill.

FRCERIR:

PRI Rt N 2B R BARE, thal: “HERTIRARPREHIAN, FEHE. EHFRTXASZIH
g fRAFEBEFRIE, BHSRE.” HE “FRAMART=ZTA, MILAFETHREENSRIEE T L. FTM
RITBERENXABBIN KIFT , IBRERSE, XWNRIFEEE.” MRMEBXFY, BAXEAZN
By, REFRERAMRRIFHING, XMRGALREHHIER. XEZMMNEZBSHHD, LLNIHR
FREIBARTA, A REIEMSRAEFIVR, LR, BIREREH TMMIEsts. XFEFEELS, ik
wAEE R E L, XFE—RNMRFAFIAAMEERENEE, MELELT—EN “WFREES .

00:37:37 Lenny Rachitsky
English:

| love giving positive feedback. It's obviously so much easier, but to your point, it's like you have to really
think about how to do it well. It's not just a, it's not that easy if you do it well, which is a really good point.
And [inaudible 00:37:49] needs scripts for how to give really good positive feedback and have great
conversations.

AR ERIE:

HRERATRRR G, XERBHES, BIENFRAR, MBIUAEBZMEAIEEHIr. MRBEMSE, ELH
B4R, XE—MREFMR. BIFANEREXT AL LERERR&R BRI TRIRI BRI 45,

00:37:53 Alisa Cohn
English:

Yeah.

R EE:

=0,

00:37:53 Lenny Rachitsky
English:

That's interesting. There's less demand for that. How do | have better great conversations or

compliments?

AR ERIE:



XRE®, XHEBF/RER D b “FafEEITEFB R &S H#E? ~

00:37:59 Alisa Cohn
English:

Right, right. True.
FRCEE:

XF, X, HESLEOLt.

00:37:59 Lenny Rachitsky
English:

No man. Today's episode is brought to you by Liveblocks, the platform that turns your product into a
place that users want to be. With ready-made collaborative features, you can supercharge your product
with experiences that only top tier companies have been able to perfect until now. Think Al copilots like
Notion, multiplayer like Figma, comments and notifications like Linear and even collaborative editing like
Google Docs, and all of that with minimal configuration or maintenance required.

FRCERIR:

)itH1, $XATE M Liveblocks 28, Liveblocks @—MERFH~RERAF BEZHNTE, EiZIK
HIMELDRE, (REILAAIREIF= @EANTRR QB A BEFRENAELS ., 1848 Notion BY Al BIZ L. Figma WZITRIE
. Linear BiTEHIER], HEER Google Docs MMEMRIE, FiEXLEHMRAFTER DN EH LR

00:38:31 Lenny Rachitsky
English:

Companies from all kinds of industries and stages count on Liveblocks to drive engagement and growth
in their products. Join them today and give your users an experience that turns them into daily active
users. Sign up for a free account today at liveblocks.io/lenny. | want to go on a little bit of a tangent,
something that it's kind of touches on all the things we've been talking about, which is, you're big on
helping leaders understand that their job is not to make employees happy. What is your job instead? Why
do people think this is their job to make their employees happy and what should they be thinking instead
is their job as a leader?

AR ERIE:

BT8R BTHERBQEEKEE Liveblocks KR mAS S EMIB K. SRIMMAMA], AIRBAFEMH
REILM IR A E BIERRA P 9%, IZBN7E liveblocks.io/lenny Mt 22k, HEWNEA—TiEH, X5
HNMN—BEAEREHABTEX: MEBBALATERD, WNNIERRILRIFC. B4, MHIEIRE
F4a? AFAAMIZUNRILRTHAOZMIINERSR? (FHMSE, MINZIANBECHIRIEEA?

00:39:09 Alisa Cohn
English:

[inaudible 00:39:09], | work with a lot of founders and so, don't forget that the entry-level position for a
founder is leader, and they have it, they often not had a lot of other experiences being a leader or a



manager, and so they're just doing the best they can. It makes sense, right? And they kind of get all this
information from other people and their HR leader wants to have a happy engaged workforce and they
don't want to upset people for all the reasons we talked about, why you don't want to upset people.
Nobody wants to upset people.

FRCERIR:

HERZEBAGTE, 3IST, SIBARNATIRUMZ “OFE" , MUNEFELERSEATASENRZEN
Hth4230, FRUUMIIRZBRAMA. XREGE, MWE? WIIMAIABRBERESEMESR, HIHHR ATABE—
PMRR. RANRTIAME, WA RILAES, RREMZFHRNTZANHETHIAL, ABEAES

00:39:40 Alisa Cohn
English:

And so there's this idea of, they're trying to now be now be the leader who everyone loves and makes
people happy. So they would often bend over backwards to make people happy, to keep people, their
morale up. But what really needs to happen very often is, we need to drive towards results. And the way
this system is working is not going to drive us towards results or this employee continuing to not really do
a great job at their job and not really pushing themselves. And you don't want to push them because you
don't want to upset them, you don't want to give them difficult feedback, so you're just going to keep

hoping it works out.
R EIE:

FRURAE 7 XML MIXBERAR NS TASBEE. LS TABFONARE. AL, WIFERIER
ENLRTIHC, HFE[. EEFEEFTERENE, RINFEHAEEREH. MEFANRREEANARE

TAHERNMFLER, WERTRIT—BERUFF, REEEEA L, RAREM], EARFEILM
MR, MABGEMIFEIRE, FIURRERSEHFETEERTFE.

00:40:23 Alisa Cohn
English:

Ultimately, that leads to the demise of your company. | mean, ultimately right, as you're a startup? If
you're not in a startup and you're a large company, it still is very subpar performance, obviously. And
you're dancing around hoping and praying they're going to get there and they don't really know there's a
problem. And so, | think it's very misguided for leaders to have this notion that their most important role
is to keep people happy, is to create this high engagement workforce. High engagement workforce is
great.

AR ERIE:

R, ZRSHABHKT, HE2WR, WRMRZVEIQE, REAZEXF. NRMRAZVLIATMERAAE,
XEAZFERNFE. (RNOEBEMBFRE, HEIIEEZIBR, MUEMNEERNEFERE. RAlt,
HIANNAFEANNECHREENABRIULATHO. SIEERAENRINE, XMEZEZZIFEIRSAN. B
BNENR T AEERF.

00:40:56 Alisa Cohn
English:



| think what that comes from is winning culture, which means we're set up for success. We've got the
structure for success, we have the culture for success, everyone understands their role, they know the
impact of their role. So doing the work to figure out and help them figure out the impact of their role and
that when they work together and achieve these milestones, they win and then we celebrate the wins and
then we do it all over again. And when you create that kind of a workforce, | think it's much more
dynamic, even though sometimes in doing that, you have to redirect people and ruffle their feathers.

FROCERIR:

HIANNBRANERT “REXNW” , XERERNNOEINRGT T EE. KNBRIINEN, BRIHXK, &
TABTHECHAR, MEBCABNEMA. I, BRNEFBERAZDMNFEREECABHNFM
71, AENAESARTTOM AL LR, tiImmT, ARRNKIAMF, ZEAMER. SRl
EHXF-—XRTAEN, WANEIEREZN, REAIBFIFRENAEAENRIISRI, EESZEMMt
il

00:41:26 Lenny Rachitsky
English:

Essentially, the way | think about it is you think making people happy is not having hard conversations,
not pushing them, when really, it's almost working backwards from, if we win and are killing it, people

will be happy and what does it take to do that?
FRERIE:

AL, ZNBEFERE. (RUNILRTFOMBAHITIEENE. F@iafth(], BXirtE, XLFE—MEmE
SHERE—UWRENTRT, RMRELE, AMIBASHL. BA, ATEEBIEFFTEMTATE?

00:41:40 Alisa Cohn
English:

A hundred percent. And then the right people are going to want to join your team, people who like to win
and like to get results.

FRSCERIF:
BHOZALER. AR, EHRHNASBEMNIRIERA, BRLES2HF). BEIEERM A

00:41:48 Lenny Rachitsky
English:

Is there a story, an example of a founder you worked with or that comes to mind of this kind of where they
thought this was their approach and then they shifted? Or is there kind of a pattern you see often?

FRCERIR:

BEREMMREEIREIAEA, HEMRMEFHIMBGF, KPS XMEE, ERELT? HEMEEE
B ETC?

00:41:57 Alisa Cohn

English:



One company comes to mind. One leader | worked with. Sometimes | think to myself, if I'm writing a
book, the book would start with, "It all started with the avocado toast," because he wants to do right by
his workforce. And so they have avocado toast at 10 AM, like tea time kind of a thing. And it became this
great ritual where people would kind of hang out together and that was great. And then that turned into
other longer periods of just hanging out together. Again, these are good things. And that turned into
evening socials and everybody was enjoying spending time together, but they continued to be not fully
clear on what they were actually supposed to do. And there began to be kind of a cliquey, gossipy culture
of who's in and who's out. And that would take up a lot of the socialization time discussions. So rather
than talk about expectations about the work and about results, and again, the results were not showing.
So it wasn't a lot to celebrate.

FRCERIR:

BEET —RQA, —UIHEEINASE, EREE, MIRERESEH, ALeE: “—UEHBETHHRL
Bl EANMBNETY, FRUMIISXREF 10 REBEFHRUENE, METFR—1F. XRT—MREN
N, ARBE—RENW, XRF. ARXEEZR T EKRENED, Bi—R, XERGEHE, BENE
TR T BB SRS, ARBRERE RN, BREE, MNAFTTEEEECEREMT 4. 2F
FahI - LK. REMIEHIXML, HSEERFE, #EBFH. XEHETAENARITIENE, X
XABEN TIERFRAMSER, MESRWAHIIKEFR, FRUMRTAFRTE,.

00:43:05 Alisa Cohn
English:

They started at a culture committee. So they had a culture committee to talk about how we can make
people happier around here. And you can imagine there's now layers and layers of things where we're
trying to focus on engagement and we're trying to focus on the employees having a great experience. And
the leader I'm working with is completely sincere. It actually want to have a great workplace. But | think
the misguidedness was that he hadn't done a great job setting expectations. He had not done a great job
of quote unquote "codifying their culture" because culture is not just avocado toast and working together
and having socials, culture is things like, we go the extra mile or culture is we make sure, or it could be,
we measure twice and cut once. Those are kinds of things that are really about the way we get work done
around here. And certainly, a focus on results is like, are we following the process to then get the revenue

and to then build a profitable company or are we just kind of hanging out together?
R EIE:
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00:44:07 Alisa Cohn
English:

So he had to come to terms with his own discomfort of addressing this with employees and his own
discomfort in being a corporate drone of, "Oh, expectations and in the workplace and how we do things."
And it turned out that's the whole thing with coaching and with working with people is that you kind of
see what their underlying assumptions and beliefs are and there's a reason everyone does what they do.



So there's a reason he's doing what he's doing. We had to come to terms with that and then he had to
really courageously make some changes about the way he was operating. And ultimately, they had to part
ways with one or two really toxic people who were creating this gossipy culture and making people feel
not included and not focused on results. And then when they all got on the same page, they were able to
gain a lot more traction.
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00:44:56 Lenny Rachitsky
English:

| feel like a lot of leaders and founders can relate to this, of wanting to create a great culture and keep it
nice and friendly and everyone's a family and then things don't quite work out often in those cases. And
there is a shift to, "Okay, we actually need to make a business that works."

AR ERIE:
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00:44:56 Alisa Cohn
English:

Right.

R EE:

R o

00:45:12 Lenny Rachitsky
English:

It always reminds me, Sheryl Sandberg came to talk at Airbnb once and people are asking, "What do you
do with all this...? We're just constantly in chaos. Things are always reorging or changing, just never... I'm
on different teams every six months. Our goals are shifting. What do you do with all this... Our culture's
changing as we grow." And she's like, "That is a sign of hyper growth and success. And the opposite is
even worse when you are not growing and you don't want that. And so you should be happy this is the
challenge you're running into."

FROCERIR:
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00:45:40 Alisa Cohn
English:

| love that. It's so true.

R EE:

HERZ ML, KWNT

00:45:42 Lenny Rachitsky
English:

So along these lines, you talk about how a lot of founders have to come to terms, and it's not just
founders, it's just execs and leaders you work with, have to come to terms with, "Here's what | thought
leadership was going to be and how to be a great leader, and here's what it really is." Is there anything
more there that you find is commonly what they're wrong about or what they miss and what they have to
realize?

AR ERIE:
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00:46:01 Alisa Cohn
English:

Yeah. And | think as we grow as leaders, we all have to realize our own blind spots and the difference
between what we thought and what is actually going on. So | worked with a founder who she wanted to
be was a visionary leader, which is fantastic. | would love that. And she was an incredibly visionary
person, very inspirational. But what she didn't see is that what her company needed was somebody to
structure and hold people accountable and help them create goals and achieve milestones and course
correct when they got off course. And she'd be very frustrated when all those things happened. People
got off course, people didn't have goals, people weren't structured to work together. But what she didn't
realize was that was, in one way or the other, her job to make that happen.
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00:46:49 Alisa Cohn
English:

Now, maybe she needed to have, and | would talk to her a lot about this, a partner, like a COO or
somebody else who could be the person who would be sort of managing the internal while she got to be



more visionary, inspirational, but ultimately, it was her job to make sure that that was in place. And she
didn't sort of see that and she did not adjust her style. And so there's a lot of wheel spinning that happens
from that. Even though, by the way, she was an incredibly inspirational person and incredibly
inspirational leader and she meant so well. There was nothing malicious about it. It's just that she didn't
see the situation for what it was and then adjust.
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00:47:30 Lenny Rachitsky
English:

It reminds me, we had this coach on the podcast, Joe Hudson, and he had this phrase that | think a lot of
people use, but it just stuck with me. What you resist, persists. So if you hate confrontation, you're going
to have much more confrontation. If you hate structure... Actually, this reminds me, Joe Gebbia at Airbnb.
He was very anti-process at the beginning of Airbnb. He's like, "We're not going to have a process. | hate
process. We're going to run... That's the big company stuff." And then it just chaos constantly. And then
eventually it's like, "Okay, we need to have some process to how we build things."

FRCERIR:
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00:48:02 Alisa Cohn
English:

Yeah.

R EE:

=0

00:48:03 Lenny Rachitsky
English:

And so it's interesting. A lot of people have to realize the thing they think was bad is actually, | see why
people do it this way.

FRSCERIE:
FRUXBEE®, REAMTEIND, MIPBAATEFNERAE, HLSEHEEEEN,



00:48:10 Alisa Cohn
English:

Yeah, totally. Actually, I'd like to say something about that because so many... Founders are kind of
mavericks and they come into a situation or they start at this company and they want to do things their
own way and that's fantastic. Otherwise, they wouldn't be a founder. That's actually fantastic. And so
many of the founders I've worked with want to reinvent leadership. Right? They want to have it with no
process, they want to have no hierarchy, they want to have autonomy, whatever it is.

AR ERIE:
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00:48:37 Alisa Cohn
English:

And my feeling is like, "God bless. You should absolutely try to do that." But at the end of the day, what
happens is, they kind of invent for themselves the understanding that they need to have process,
hierarchy, roles and responsibilities, goals, OKRs, whatever it is. And | think it's helpful sometimes to go
through that fire of thinking we can do it a different way. But ultimately, | think that the ways to structure
a group of people and get them organized so that they can win, are kind of well trod. And | would say that
it's helpful to get through that stage quickly so that you don't have to constantly reinvent the wheels of
leadership.

AR ERIE:
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00:49:19 Lenny Rachitsky
English:

Such an important context. Obviously, one of the... The most successful founders come up with, have first
principles thinking into how to do stuff, and oftentimes they find something no one has ever thought
about. So it's always this balance of try a bunch of stuff, a lot of it won't [inaudible 00:49:34]. Some of it
was, what will help you win. And | think that's a really good point. | want to get into a couple more tactical
things that you often work on with founders. One is, running meetings. Meetings come up a lot on this
podcast. People hate them, people love them. There's some are great, some are bad, most are bad. You
have some cool advice on just how to make meetings more effective and how to especially end a meeting
to help you move forward. Talk about what your advice is there and just generally any advice for better

meetings.
R EIE:
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00:50:01 Alisa Cohn
English:

Yeah. I'm one of the few people that loves meetings. Or | should say | don't love meetings. | love the
potential for meetings. We have all this smart people in the room. We have the potential to talk about
these great things and make decisions. And unfortunately, they don't go that way. So what happens
often, | mean there's so many downfalls with meetings, but one thing that happens is, we keep meeting.
Either we make decisions or we don't make decisions, but then we come back to meet again and we
don't have any continuity from the last. So then we re-meet, we re-decide, and that is a big problem. So
my three questions to end the meeting are, what did we decide here? Who needs to do what by when?
And who else needs to know? And if you can capture those, articulate those as deliverables, | promise
you, you're going to have better meetings.

FRZERIE:
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00:50:51 Lenny Rachitsky
English:

Okay, so it's, what did we decide here? Who's going to do what by when? So basically, action items with
dates. And then, who needs to know about what we decided here? Is that how you put it?

FRCERIR:
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00:51:01 Alisa Cohn
English:

Yes. Who else needs to know? There's so many executive teams that I've worked with and at first, they go
into their room, they have their meeting, they make their decisions and then they leave and they don't
tell anyone. "I made this promise for my team that you guys need to kind of go do." Or, "We decided on a
policy of some sort and we forgot to tell everybody." And again, no, absolutely no maliciousness, just that
they forget or they're too busy and there's not part of the protocol and the process inside of the company
that encourages and really insists that people share important information, so cascading that down.

FROCENIR:
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00:51:37 Alisa Cohn
English:

But even the first question, what did we decide here? If you really go around the room at the end of a
meeting or six people in the meeting, let's say, and you say to everybody, "What did we decide here?" And
they all write it down, you will get six different answers, even though we're in the same meeting. | love
that it's so powerful, but also, so helpful to really raise that up, to surface that and then to figure out what
to do about it.

FRCERIR:
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00:51:58 Lenny Rachitsky
English:

I love that you highlighted that. | was going to say exactly the same thing, that everyone in their head has
the thought of, "Here, oh yeah. Here's what we decided." And to your point, it's often not the same. So is
the advice here, is this like a template or something you fill out at the end of a meeting or is it someone's
job to make sure these three things happen or how do you operationalize these three questions?

FRCERIR:
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00:52:19 Alisa Cohn
English:

I like it that it's someone's job, the person that | sort of think of as the meetings are. And typically, that's
somebody who enjoys follow-up, who enjoys putting lists together and putting things into boxes and
whatnot, and there's usually someone like that on the team. And so then it's kind of exciting for them to
be the follower upper. But one way or the other, so you could use a template. | think that actually baking
it in as a ritual to the meeting, because the other thing about meetings is that we never have enough
time. We go right to the end and we don't leave the five or 10 minutes at the end to make sure that we ask
these three questions and make sure that we have an understanding of what the follow through is on
these meetings.

FRCERIR:
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00:52:57 Lenny Rachitsky
English:

What I'm imagining is, say it's the product managers. Put this doc on the screen in the meeting as the
meeting's ending and just have it filled out basically, and just confirm, "Does this look good to everyone?"

AR ERIE:
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00:53:09 Alisa Cohn
English:

Love that. That's a great way to do it. By the way, with... Well, | just would say what's interesting about
that is that if we ask people what did we decide here, | think there's value in just asking that question in
particular because somebody might say, "We decided," | don't know, "Something." And other people
would say, "No, we didn't. But that's actually a good idea. It sort of crystallizes what we did talk about in a
more comprehensive way." | think there's value in raising the differences and | think there's value in
stitching those together. So just putting it up on the board is good, especially if you're running short of
time. | worry that somebody might not weigh in and say, "Actually, | have a very different point of view of
what we decided here." So maybe it's also about building the culture to break in and say, "No, that's not
what | see. Let's spend some time on that."

AR ERIE:
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00:54:03 Lenny Rachitsky
English:

Let's actually spend more time on this because this is really, | think, really this specific detail I think could
be really powerful if you do it right. So say you're the PM in the meeting, who do you ask? Do you say to
the room, "What did we decide here?" Or do you look at the most senior person? Otherwise, it feels like it
could just lead to a whole discussion the last couple of minutes, which | guess could be valuable, but who
do you point this question to?

FROCENIR:
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00:54:24 Alisa Cohn



English:

Yeah. So | picture this for let's say, a six-person executive team meeting, which means everyone go
around quickly and say, "What did we decide here?" Now, if you're in a meeting with a large executive
team, which | do work with sometimes or non-executive team, like a group of some sort, then you
probably want to get a few people just to... | would just even say as a facilitator, two or three people,
"Okay, two or three people, what do we decide here?" And if you can kind of get common, great. That's
fantastic.

FROCERIR:
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00:54:52 Lenny Rachitsky
English:

Got it. Okay. So if it's a small meeting, go around the room and everyone just shares, here's what we
decided here. And they could just be like, "Yep, he's got it or she's got it." Awesome. Okay. This is great. So
the advice here is, next time you have a meeting, especially an exec meeting, just at the end of the
meeting, you, the listener of this podcast, just ask, "Okay, everyone. Let's just make sure we're on the
same page. What did you decide here? Who needs to do what by when?" And then everyone chimes in
and you're writing this in this doc, and then what else? Who needs to know about what we decided here?
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00:55:22 Alisa Cohn
English:

Yeah. Lenny, | love that because also, do you have to be the leader of the meeting to do that? No. You
could just be the person in the meeting and just chime in and just start it yourself. And if you do that and
everyone kind of picks it up, it can become a ritual just by virtue of your own agency. So | love that you
just encouraged everyone to do that.

AR ERIE:
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00:55:42 Lenny Rachitsky

English:



And this is how you become a leader, is you just start doing these things and people are like, "Oh, Alisa is
so helpful. She's just on top of it. Every time she's in a meeting, the meetings go better. We get things
done." So I think just doing the thing that is useful to everyone is how you move up.

AR ERIE:
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00:55:56 Alisa Cohn
English:

Exactly.

HRCERIE:
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00:55:57 Lenny Rachitsky
English:

Amazing. Okay. Another topic that | know you spend a lot of time on is something you call the founder
prenup. And what | love about this is, a lot of the problems that a company trickle down from the
founders having their challenges with each other. And | started a company in the past and | don't think
people realize how significant this decision is in your life. It's basically, you are marrying someone in a
business context and you're stuck with this person for a long time and you basically came up with a
prenup, which is a set of questions of just things you need to talk about to make sure you're aligned
before you start this company. Is there any context around this thing before we talk through actually the
questions that you recommend people talk through?

FRCERIR:
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00:56:41 Alisa Cohn
English:

Well, I just want to reiterate what you just said. Exactly right. And it turns out that according to Noam,
Noam Wasserstein, 65% of startups fail because of conflict with founders or the founding team. So it's
really essential to get this right, and | agree that people step into this relationship with a lot less care than
they should. And bad things can happen because you haven't done the work of getting to know each
other before you decide to co-found.
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00:57:12 Lenny Rachitsky
English:

Yeah. It's so easy just to like, "Yeah, I'll start a company. We have this cool idea. Let's just do it. It's going to
be so awesome." And then you don't realize how much you're committing to and how often things don't
work out because of that quick decision. And oftentimes, it's like friends and then it becomes even more
challenging because | want to be friends, but we're in business together. So yeah. Let's talk about what

you recommend folks talk through as much as we can on this podcast.
R EIE:
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00:57:36 Alisa Cohn
English:

So | do have kind of an extensive questionnaire, so we just touch on a few things, but one thing | think
first and foremost is, what are your values? And | think it's really essential to do some sort of values
clarification exercise. You can find a ton of them online. You can find a list of values and just pull out your
core values and just compare them with each other because when you are aligned, it's great. Or when
you're adjacent, it's also great.
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00:58:01 Alisa Cohn
English:

I might care a lot about excellence, Lenny, you might care a lot about learning. Fantastic. Those are great
values that we can kind of, go together. | might care about excellence and you might care about work-life
balance. Wow, let's talk about that because I think it's going to be really important as we go through our
startup journey that we understand both of us, what does work-life balance mean and what does
excellence mean? Because those two things can at times be at odds with each other, just as kind of an
example.
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00:58:30 Alisa Cohn
English:

So talking through those core values in advance and updating them regularly, even as you go down the
path together is so essential. Just so you know where the other person's coming from. Because the other
problem is, someone acts in a certain way, you don't know them that well maybe, or maybe you've
known them as an eighth grader. A lot of founders do know each other from their youth and they've
matured into different kinds of people. And so you think they're acting strangely, but actually, they're
acting in accordance with their values. And so getting a handle on that upfront can solve, | would just say,
solve a lot of problems before they start.

FRCERIR:

FRURRIIIEX EAZ O EM, HEHRRHNIRZTEREN, BEEXEEN, XHFMAENENFHEHE
Ro F—NEEE, EANTABAATRILREEEE, BIFRRAMRAE TN, SERNITRENRIE
FREVN . RZEBANNIAR, ERERERT RNEBIA. RAIEERSMIITHERES, BXiHF LMt
MNABEERESHNEM. FILURRIEEX LR MR — B R EREA ERIRUHPRME Z R,

00:59:08 Lenny Rachitsky
English:

So signs that your values don't align. It's basically you both can't be true is almost the way | think about it
as we talk. It's hard to be the excellent, focus on excellence and also not work long hours, which it's
possible, but it's hard. Those are challenging and worth the conversation.

FROCENIR:

FRUMEMRA—BHNER, BEXEHRE “WEAARS . mERNNAWS, REZERRBHEHE, XF
KBTI, BABARE, BRE, XLEHZEFRGMEEEFINERNIED,

00:59:26 Alisa Cohn
English:

Yeah, worth the conversation because in fact, as you say that, I'm like, "Well, | guess you can do that.
Right. You can do that." And so therefore, that's where the conversation has to figure out how you're
going to marry these two values, which might be at odds or might be aligned, but let's talk through what
work-life balance means to you and let's talk through what excellence means to me, and let's see if we
can have a meeting of the minds about it or at least | know where you stand.

AR ERIE:

EHY, BRI, FXLE, HRXARN, FE: B, FEESUTUEER. X, RAyUEEL” Fib, 3iEs
FFBRMAEESIHMMEMR, SRR, WATEE—H. BiLFIMNKK “F&” MEE®REFA, “=
B WNEEHRETA, BERNETERIIR, HEEILIHAERRIILT.

00:59:50 Alisa Cohn
English:

One of the founders | worked with, he would text or Slack his co-founder on weekends and the co-
founder wouldn't respond. And that was extremely frustrating to the person, to the co-founder | was



talking to. And it turned out, after they finally addressed it, it really was about wanting to have some
downtime and some, quote unquote, "Balance." Nothing wrong with that, but because they didn't talk
about it, both sides made [inaudible 01:00:20] big assumption about it and then it caused this conflict
that didn't have to happen if they'd had the conversation in advance.

FRCERIR:

BREEIN—ULIEA, MESERRLESIKARIERES Slack, EXHRE, XitFHEEZXIIULIIEARE
FEHEK. EREY, EMIRLRFARE, WHHLIAZBE—LEARSE, BWMEMEN “F& . X&5
=i, BRAMINERE, WAEHM T RANRIE, MNMSRT XIHZAA LHE#RETHZ,

01:00:25 Lenny Rachitsky
English:

Comes back to where we started of having these conversations is necessary and almost helps the other
person because this small issue could become a huge issue over time, if you just start assuming and it
keeps happening and it keeps scratching and scratching at you. And letting that person's [inaudible
01:00:45] is screwed up because you're, "I can't do this with you anymore." Right? So it's just another
reminder of how it's good for the other person for you to engage in a difficult conversation.

AR ERIE:

EXEET FAIFIRRE . HITXEMNERVER, MALFEEBINTG. BANRIFRAZRKE, MEHE
TErRE, NETMITER, XNNREMEERENERZERARE. REIRAURSIBL: “FABNRHE
F7.7 WE? FRUXERIZER(], S5REMENNHGHERFLE,

01:00:54 Alisa Cohn
English:

Yes, very true.

FCERE:

21, EEER.

01:00:55 Lenny Rachitsky
English:

Okay, what else? So values. By the way, is there a values framework you most love that you can point
people to or there just a bunch and don't worry too much about which one you go [inaudible 01:01:05]?

AR ERIE:

9, ®BEFA? MMEW. RER—T, BREMEERNNEMNERTUEFELAAR? E2REREM, TH
KGRI —?

01:01:04 Alisa Cohn

English:



| mean, the one | use is super simple, which is on the thing called the internet. There's a lot of lists of
values and | think when you see a list of values, you can pull out the ones that are most meaningful to
you, and that's a very simple and helpful and free tool.

FhSCERIE:

BANENMEBEER, MEEKN L, BRZNENFE, SIMREIFEN, (R USENIFRE R XA
u::t'o E%—/I\ﬂlfﬁﬁi\ ﬁﬁﬁﬁ%%mlﬂo

01:01:19 Lenny Rachitsky
English:

Got it. So you just Google list of values, there's a PDF, and just circle the ones that are most and pick
whatever small number, don't... Half of [inaudible 01:01:27]-

FRSCERIE:
BHET. FFIUREATER “NEWEE” , 1 PDF, BHEEEM/LA, E—/IED, FEEKZ -

01:01:26 Alisa Cohn
English:

Actually, well, just to give you the process, right? It's helpful to pick 20, for example. Great. And then you
winnow them down to, let's say, 10. And then you do the difficult work of winnowing them down to three
to five that you feel are core to you. And that's a good exercise for everyone to do actually, every year
because things can change. It also forces you to make the difficult decisions about when it comes down
to it, what are the things that really are important to me? The more you know your values, the more you

can operate in the world with just more clarity for yourself.
FpERIE:

KRR E, HRERMX NI b0k 20 4, RiF. ARTMIEER 10 1 FEHITREN—D, HikE 325
MRIAARZOR, EfiFLE, XREMASFEHZMHNES, EABREE, SBERBHRENRE: )3
RERK, MERANREEER? (RETRECHNEN, RERF EITEMIEEH,

01:01:58 Lenny Rachitsky
English:

Awesome. All right. So values. What else?
FRCEIE:

KiET. 4, HEW. EHHA?

01:02:01 Alisa Cohn
English:

Yeah. So another one is, vision of the company. So when this company is successful, what does that look
like? And what that might look like is, we're in control of our destiny and we are able to operate this
business independently and we have a lot of freedom. What that might look like is a big venture outcome



that we all read about. And if you are both assuming that you both think the same thing but aren't talking
about it explicitly or talking about the trade-offs you need to make inherent in that, then what often
happens if you have differences is they come home to roost while it's too late or when it's too late.

AR ERIE:

B, Z—1TRABNER. SAXRATKIIN, ERTAEFE? AJNEFEFE: RiIZEECH®IE, &
BIRILZEWSS, BBERANEH, WafeR: RINEBRIIHNBHERNNILIRHERLIR, NRIFFHER RIS
FEN—F, IKEHETIEY, HFLEVIECIHPEENNE, BA—BEFEHK, FESTENNEY
B &

01:02:40 Alisa Cohn
English:

So an example is the two co-founders | worked with, one of them would said to me wistfully, this is like
five or six years into the company, and the company was going well, but it was challenging and they had
all their growing pains and like you mentioned about Sheryl said all the chaos. And he said to me, "Gosh, |
don't see why we have to grow. | just wish we could actually have fewer employees. And | used to love it
when | knew everybody's name and | would just much prefer an environment where we didn't have to
grow." Well, unfortunately, they were already venture backed and also, the other co-founder had a very
lofty ambition for a very big company. And since they hadn't talked about that, it was way too late to even
have that conversation and it was a very painful reckoning for both of them to realize they were not on
the same page.

FRCERIR:

EBNMF, REMEIHMAEKSEIBA, EP—(IEARMIANE. KERRIFERAERL (BL& Sheryl 5AEY
ESREEL) B, BKtxIXR: KB, RRBEBRNNTAERY K. HEFERTED—<R. HUARIENEE
MEESTANRT, REER—IMAREY KR F=0NE, tIIELET ik, MAS—{IEIBAXNE

TI—RALXEBERSHIRA. BABIMRRIEIRX—R, FERRITFLA—HHELKBT, XWNAG
KR —RIFERENER.

01:03:33 Lenny Rachitsky
English:

Totally, see the value of this one. | could totally see how people would have different goals. | imagine it
also changes over time, so there's probably an element of, if something has shifted for you, you should
probably also have that conversation. | don't want to build an IPO venture scale business, | just want to
build something chill. So basically, a line on what is... How would you phrase that? What does winning
look like to you?

AR ERIE:

TR ERX—RBME. RTEEBRANZERENER. BHRXURMEREIMAZE, FrUMRIREREL
ETTM, FTRRBNZHFITRRKE. il “BABRI—MELETHIMREEL, RREBHRBEMRNE
B o FMUBERLERXRTF - MRIEATE? “WRFKR, REEFAEFH? 7

01:03:52 Alisa Cohn

English:



Yeah, what does success look like?
FR3ZERIE:
=, ‘BB AETEN? 7

01:03:54 Lenny Rachitsky
English:
What does success look like to you?
R EE:

FHRFIL, AN AEFRY? T

01:03:54 Alisa Cohn

English:

Or what's the vision for the company when it reaches its full potential?
FRCERiE:

HERE ‘HARKIELHLEEBENN, ENERETA?”

01:04:01 Lenny Rachitsky
English:

Okay. Great. What else?
FRCERIE:

¥, KT, EEG?

01:04:01 Alisa Cohn
English:

Another one is, it's sort of a two part question. How do you handle conflict? So how do you handle
conflict? But then, you might want to ask your spouse, someone close to you, "How do | handle conflict?"
Because you might think, "Oh, | handle conflict with such an enlightened person. I'm so neutral about it.
I'm so great at bringing things up." But the person who's close to you might say, "You seethe until you're
ready to bring something up and it's really uncomfortable in the seething period." So it just gives you a

little more self-awareness about how you actually handle conflict.
FRCERIE:

S—TREEERED . RINERIEHRR? HhRIBS, ARIMRAERRIEMIEBIFENA: “REN
EIIEHRH? * AAMRARERSE S AREFIEE. Pz, FEBERREHRE, BFOHARTESR:
“REFOZAIZ—BEENS, BERENSWEEILAFEER” XEILANNALEIREESHERE
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01:04:42 Alisa Cohn

English:

And that's really important because | might be the kind of person who wants to bring up conflict and talk
about it immediately. The other person might be a person who totally wants to talk about the conflict but
wants to let it settle first and wants to also go through their own thinking process about what's important
to them and might actually feel like they've resolved it themselves without having to have a conversation
with you. And if you're the person who's like, "Let's talk about it, let's talk about it, let's talk about it." And

they're like, "I'm working through it myself." Now you have conflict over the conflict and it just turns into
dynamic that's not necessary.

FRCERIR:

XIEEEE, FNKAREEIMEIZEAMEEHITIEHARIA. MA—TARGEEHLER, BBZLFH—T, 8%k
EEACHER, EEURESAFTENMRKRMEE CHER. MRR—EES WKL, WXL , MNFRE
T “REFBCHENK , BARIMEREN “WRMESRR" MEERRR, XeeRBE,

01:05:22 Lenny Rachitsky
English:

As you go through these questions, it's absurd to imagine people don't do this when they find a co-
founder and work through stuff, and | know nobody does. The percentage of people that do this sort of
work ahead of time, it's very low. And so | love that we're helping this percentage go up, but it also
reminds me of just how crazy it is people don't have these conversations and how it explains why so
many founder relationships don't work out. So these are awesome. What else? | know you have a whole
list and we'll link to it, right? There's a PDF we can link to?

AR ERIE:

IR EE)E, BR/RAMTERESUARREINEXEFHERT RN, BRAMEHLLAZAM. RATHXLE
DREIALEBIFEE R FAUFRRSMBANTEETBREX LA, XWRET K, AMFHITXEMNERZA
PIE, BERTATAXAZNBAXRRRREH, XERWNKET.. £EE? RAEMRE—NTENEER,
B=R S, 8?2 H— PDF ##%n3?

01:05:22 Alisa Cohn
English:

Yes.

FREiE:

=i

01:05:53 Lenny Rachitsky
English:

With the questions or-

R EE:

BEXLERFNEE, &



01:05:54 Alisa Cohn
English:
For sure.

FROCERIR:

o

01:05:55 Lenny Rachitsky

English:

[inaudible 01:05:55] post. Awesome. Let's do a few more.
AR ERIE:

XiET, HNBZHIL1

01:05:57 Alisa Cohn
English:

Another one is, how do we decide when we disagree? And that is a very good thing to explore because
there's actually a lot of different ways to decide when you disagree and they're all good. And if you have it
sort of upfront and it's just for an ongoing discussion, but if you have it up front like when we disagree,
because that's definitely going to happen, let's assume that the person who cares the most can win that
argument. That would be a great way to do it. It might be, the person who's got the best perspective and
the most expertise can win that argument. It might be, we'll go back and forth when we really disagree.
First you win and then | win, like that, back and forth.

FROCENIR:

F—1E ENFEDKE, NAHRAE? XR— M EBESRVNEE, RAMESEEREMAN,
BEITEE. IRMEAIIEF —READKEESAE —MBATAIUNE: ERESXHSE, EMR.
XE—MREFNAN. HE: ERAZL. &T L, ERR. HER: SRMNENTEER—HEY, HITER
E, XRIFIREY, TRIAEAEY.

01:06:41 Alisa Cohn
English:

There's so many different ways to handle it and if you talk about it upfront, you'll be much more likely to
be able to actually put that into practice when you do disagree because you will definitely disagree.
There's no way around that. And that's not even a bad thing. You're smart people. You have this dynamic
tension in the relationship. You bring different things to the table. You've got different perspectives.
Disagreeing is normal. Working through it and having a practice and a process of working through it, will
help it be a good conversation rather than this sort of sulky difficult conversation.

FRCERIR:

RIBFNERZM, WRIRERNXKLT, SRERBEIDIKE, (RMERAEMERLER. BADERLARN, T
ELLE, XEERZHITE. MITMIBIRBA, XEFEEDEKN. RMIZEMRK, RAERE. FEDIKIR



EE. BIAIMMIZRMBROE, SEZAA—RRIENIE, MASIBIENSIBIRAEXE,

01:07:12 Lenny Rachitsky
English:
| love it. Maybe one more?

FRCERIR:

01:07:14 Alisa Cohn
English:

Yeah. So another one is, what kind of company culture do I think is important? People definitely don't talk
about this before they found the company and they assume they're on the same page. So one founder
might be, "I want to have this great company where everyone loves it and we're all loving together and
working hard together. And it feels like a..." To use your word before, "It feels like a family." By the way,
that's great. That's fantastic. "I want to have a get it done, results-focused culture where we're just
executing the hell out of everything and that we're just focused on winning."

FROCERIR:

Fo BE—TE: AN LAENRABXUREERN? AMIEIDABREXN AKX, WIMRIZKILE
BE—H. —UBIIBATEE: “BEE-RFBANAFE, STABEXE, ARBEXE, RSN, B
" BIRZAEEYE, “BEMG—IRE" o IMER—T, XREF, X#ET. MHE—UAJEE: “FE
BN WBEMES . ERSANXL, RKNEStGHT, JRXRERE"

01:07:52 Alisa Cohn
English:

By the way, those two can actually exist together. But if you're pushing in one direction without the other
and your co-founder is pushing the other direction without yours, it really can feel like two different
companies. And that's... When | go into a situation at one of my client sites, often | will hear from the
employees, "It feels like we have two different companies and two different cultures depending on whose
team you're on." And that, of course, leads to lack of coherent working together and certainly even just
lack of different standards and expectations.

FRCERIR:

IRER—T, XMEEKLAIURF, BMRMIAE—IARE, MIRNESUARES— SR, BREEMLEG
EREXAENAF. HHEABREHENTFAATN, SERIRTR: “BERMNERKQE, WK, B
RFREENEAER.” XUASTSBRZINEERY, EESEUREMTUABYEEL.

01:08:24 Lenny Rachitsky
English:

Awesome. Okay. To kind of start to wrap our conversation, | want to take us to a recurring segment of this
podcast that | call, Fail Corner. We've talked a lot about failure at this point and just all the ways people



fail. I'm curious if, in your career or life, there's a story that might be helpful for folks to hear when things
didn't go great and you've failed, and if you learn something from that experience. And the reason this is
something | do is | feel like people listening to this podcast, everyone's like, "Sounds so amazing,
everything's always going great. They're killing it." When in reality, that's not actually how things go. So
these end up being really helpful for people like, "Oh, wow. Even Alisa had a really hard time sometime."
Is there a story that you could share?

FROCERIR:

AK#ET. 8, BERBENOMIFZR, RBHAANFTBEEN-—TEERT, HMZH “KKAEE" (Fail
Corner), E|ERINLE, HMNELWTRSXTFRMBIER. HRFE, FRORWEEREER, 256 —
WEAUDBLAR —XTERHEAIM. MR THER, URMFMFZEET 4, FEXNMFTHRER
B, BRURSIARARERERS: “IMERXNET, —UIERIEF, WIIKFT.” EISEHIEMILt, FrliXEiE
SANVREED), LI585 1R, i, FERE Alisa UEIREZ.” fREEDF—MEED?

01:09:04 Alisa Cohn
English:

Absolutely. | mean, so many examples. I'm going to give two quick examples. One is, when | first started
my coaching practice, | just kind of started and so | just did everything | could to get clients, to build a
business, to build a practice, to build my brand, all the things. And | was working so hard and | think I'd
had this conversation with somebody that didn't go very well. And | just thought, in my mind's eye, |
thought, "Well, what will become of me?" That was my voice in my head for quite a long time, "What will
become of me?" And | was living in Boston at the time. | got onto the floor, my hardwood floors in my
Brookline condo, and | just balled in the fetal position. | just balled and balled and balled for an hour. It
wasn't 10 minutes, it was an hour.

AR ERIE:

HAALL, FIFRZT. WREERNMIF. -1, HHENFRBEEEN, RBRENERMEL. &
TS, TiEmE. HIFEESE I, B—REMEANKEEITERAAF . HARMAER: “HITMAT
28?7 PREAMFERK—RNENES, “BWITMAAE? 7 AEREERIT. RPEEHERRIQ
BREEAMIR b, B8R LBVEE AR, HRT—NNE, F=Z2 10 58, BEE—NNEL

01:09:50 Alisa Cohn
English:

And | was so frightened and just upset. Am | going to be able to make this work? And it was a while and |
got into the couch and took a little stress nap. And then | got up from my stress nap and | just started
making more calls and doing more things. And that was definitely a rock bottom moment for me. And |
think what | learned is, you have to literally pick yourself up from the ground and pull yourself forward.
And when you keep taking action, action, action, win or lose, win or lose, you'll get where you need to go.
And that turned out to be true. But in those moments, | was not thinking that was going to turn out to be
true.

FRSCERIF:
FKUNIEEEHAER. REMIND? ZT7—=2)L, BRECEDRETD “FEHFRE” . BXRE, BRFIBITES
MR, MEZME, PBEMNESRNARNZ . RERFINIE: MATEMMI_EICESR, #E B A,

HIRABTRENITED. 1780, BiTE), Tithm, MERZXHEIEAREEEMT . FLIUEPRMSSILL, BEBD
B%l, BAARFXZME,



01:10:32 Lenny Rachitsky
English:

Wow. Amazing story. | imagine many people feel those moments and it's empowering to hear that it can
all turn out really well, even when you're lying in the floor crying for an hour. An hour is a long time to cry
on the floor.

AR ERIE:

I, RENKE. ZRRZSAMLEIPENNZ, IFEIEMEENIR ERT M, REHEFHFNER, X
ReGANT1E TER ER—/ NI IHSSRAR,

01:10:45 Alisa Cohn
English:

It is a long time to cry. It really... | thought about it because most people just cry for 10 or 15 minutes. |
was crying for an hour. I'm positive. Yeah.

FRSCERIF:
FRRAR. BREFRET, KEZHMARRI0E 1598, BEREERRT — M), EMH,

01:10:52 Lenny Rachitsky

English:

Great story. You said you had another story.
R EiE:

RFRVRE, RRfTEE S — TS,

01:10:56 Alisa Cohn
English:

Yeah. I'll tell you a second story, which is more focused on actually my work life. So one thing that | dois |
do coaching of course and | do off sites. And this was early, early days of my coaching career and | was
doing this off site and it wasn't going well. And | was debriefing with my client during the breaks and at
one point she said something like, "I just think we should end this offsite. | just think we should just
decide it's over and it's not working." And I felt horrible, obviously, humiliated, certainly, and just like
that's a failure. That's like, "Oh, fail." And I know that what | took away from it was that | can improve my
skills in every aspect of running an offsite.

FROCENIR:
B, BINMHEEMETHAERWEE, ML, BEHEAZE (offsite) s MERARBGLEENTH, HE
R —XEARHITEAIF, HREMMEHRMNZAEE, MRANR: “BRESHINYZERIREAZ. HREFE

SRR, REIAEIE.” HYMRERTES T, BEAREMR, HEXMEYRARK,. BERMPEIRE, KA
DAEEFHENE NS EEA B SBEE.



01:11:40 Alisa Cohn
English:

So getting aligned with the client in advance, making sure that | had the right activities getting us to our
goal, being very goal-oriented and focused, and making sure that | had kind of understood the rhythm of
what it takes to bring people together. So | took some training on that. | worked my mentor on that, and |
got so great at offsites after that experience. I'll tell you that was a real low because in the moment, in
that moment, I'm not thinking, "I'm going to get great at offsites." In that moment I'm thinking, "Oh, my
God. I'm going to get... What will become of me?" But | turned it into, in my mind's eye, or | should say, |
turned it into the ability to build my skills. And | just want to tell everybody, even at your lowest
moments, anything that you're learning from that, can then be turned into fuel to build your skills to get
great at the thing that you're not great at.

FROCENIR:

EEINRRI S B AR —, WBRESEREDNFEKRBNR, ®RIFEEMSANETE, HWRKIERTRERAOMR
ENTER, TERSMTHEXEI, AMSMEH. ERRERHZE, BEFEBEREIFHHAR, REHBEN
MRS, AAEBINZ], FTBI “RIBFERXDY , HBHE KW, RITMA4E? 7 B3E
ERUKTIRAKENTI . BRBEIFAR, BMEERESHNZ], (RMPEEINEAKREERA UL ATH
71, BIREFAEE, HRERANMEKNER LEFHE.

01:12:31 Lenny Rachitsky
English:

What | also love about this is there's this feeling of imposter syndrome, is specifically this fear that | do
something wrong and it'll all crumble and everyone will see | suck and | never... | don't know anything
and everyone will see it. And | love both these stories are like, it doesn't go well and doesn't crumble. You
build from there. And no one's like, "Oh, Alisa's terrible forever." No, it's like move on to the next thing.
And then you use that as fuel to become really good at this thing that didn't go great.

FRCERIR:

HERENX—R: B—M “ERESSL HRBE, HHIEPMEOE CHMEFTE VSIS, ARB=
RAMBERE., HEL-—BTENTE RERXIRIMUENRERZ, FHHENIN, EFLEH R, MULtRN
BB SE, RARTRE M, Alisa KZEHRED" o X, ARKSUEFNH, ARIREXIEAEN, TEIRME
BAFNEB LEREBEMS,

01:12:57 Alisa Cohn
English:

Yeah, that's really well said.
R EE:

=, WERET.

01:13:00 Lenny Rachitsky

English:



Amazing. Alisa, we covered a lot of stuff. Is there anything that you were hoping to cover or you think

might be useful for folks to hear before we move to our very exciting lightning round?
R EIE:

KiETo Alisa, HMNNPTRZAR. EEANSAMENHABRERTZH], TEFAMGFENEHERFIHK
XERNGE?

01:13:10 Alisa Cohn
English:

The only last thing | want to talk about, just sort of circling back to your role as a leader, | was one time
working with the CEO who was handling the fact that this launch was not going well, as in the launch
wasn't happening. [inaudible 01:13:25] foot off, foot off, foot off. And his point of view was, you need to
have patience with it as it goes. And my point of view is, because I've talked to a lot of the people around,
was that there was a massive process problem going on that he was not kind of touching into and really
investigating because the product manager wasn't experienced, was kind of hiding it because he knew he
didn't have the skills, was fighting with engineering, it just wasn't working.

FROCENIR:

EEREBPN—RE, RIASENHEE, BB 5 CEO &1F, ANEIE™RAMHERIRNEM, LR
EREHBRAERKE, HHURZE: “RMNFEREFWO, WEBAR.” MENAR (AAXRSEAERS AW
o) B, FEMFENRENE, MEHLIERNRE. AARINTREELALR, RANMEESEAREM
HEEEE, EMIRESIWER, FHRETRE,

01:13:53 Alisa Cohn
English:

And when the CEO was telling me, and we really had a long discussion about this where | kind of
enlightened him about some of the issues that he needed to get involved and fix, he kept thinking, "I
need to have patience." So what | want to say to everybody is, sometimes you need to have patience and
sometimes you need to look at the process. And | think you, as the leader, need to have the wisdom to
know the difference, but also your finger on the pulse to recognize, is this an issue with patience or an

issue with process?
FRCERIE:

YA CEO MIXATIKAY, FMTHITTRNINIE, RBAMBIRABLERAFTEMNANFER, EM—EHRET
HEERFMLO” o MUAEBREIFAR: BRMFEMS, EERMFEERWMRE. TANFEIATE, R
FEREREOURENKS, RHRHHIMRT . XBRSMONRE, EERIEEA?

01:14:22 Lenny Rachitsky
English:

| guess, is there a sign that you're like, it's probably a process thing and you're just ignoring a glaring
problem that everyone else sees?

FhSCERIE:
8N, BRAEMHATKRREXFER—NRENE, MRREEZM— B ALBERINENS WAYRE?



01:14:30 Alisa Cohn
English:

| think the sign is when, if you search your mind, you don't really know how this thing is going to come
together. There's no plan in your mind. You haven't touched in with people or talked to people about
what's going on. You kind of hear this uncomfortable silence about it. Those are symptoms that you just
need to dive deeper and just be a little more in touch with what's going on and talk to some folks and
look at some data. And by the way, it might not be a massive process problem. It might just be one little
thing that needs to get unstuck but you, as the leader, need to recognize that and figure out a way to
make that unstuck. And if there's, of course, a big problem that needs to somehow be just surfaced.

AR ERIE:

HIANNBRET . WRIFMFARE, (RELSHAMEXMHFERAIMAER. MRFELEIH. RgEHE
KAGIE, RETHHE, MBREE—MSARRENIR. XEERXBEEERNBE, STHRER, %
AKX, BREVE. IRER—T, XAEAZ—TEANRRNR, JEIKE—NNTRET, EBIREAS
SEFBEIRGILRHARDEER, S, MRE—IKAE, BRERIELEFHKE.

01:15:09 Lenny Rachitsky
English:

So if there's this hope this'll work out versus | see a path to this working out, it's probably a problem.
Awesome.

FRSCERIF:
FRrLL, MNRER “BFEXEET MAR “BEITHITHEREZR” , BB T X&E7T,

01:15:16 Alisa Cohn
English:

Yeah, well said.

R EiE:

=8, WITEH.

01:15:17 Lenny Rachitsky

English:

Is there anything else that you wanted to share or touch on that you think might be helpful?
R EE:

BEGTAMROIZSREN. SFEHEBHAEE?

01:15:21 Alisa Cohn

English:



We talked a little about the co-founders prenup, which | think people would think, "Well, I'm not a co-
founder, | don't need that." | just want to invite everyone to also think about a different tool that | have,
which is called the Personal Operating Manual. And it helps prompt you to talk about working style
together because you may not be co-founders, of course, but you're working on a team with a bunch of
people and they all have their different working style.

FROCERIR:

ANV T I ANIERIIN, ATRRBASR: “HXAZERA, HAFERD.” HBHBFARBEHNSZ—1
TH, g “MAREFM (Personal Operating Manual) o E8ESISAFITICHUELN TIERME, RAMRITA
BEREEARBA, BRE—TENFIE, SMAHEREIEXR,

01:15:42 Alisa Cohn
English:

So it's kinds of questions like, what communication style do you like the best? How do you like to work?
Do you like large uninterrupted blocks? Do you like meetings here and there? When I'm trying to get a
hold of you for something important, what's the best way to do that? What is one of your pet peeves or
some of your pet peeves? How can | get a gold star with you? Also, this is my favorite. What's your
delegation style?

AR ERIE:

EEEXEET: MESRTAFRABELRN? REWNEFTLE? RERKIRTRITEIREE, EEENEFE
ZW? YEATEEFHRMRNY, RIFNARAZMHA? (FR&RITRTA (pet peeves) ? REAMABEIFXE
[ "2 XP? TERRENHY. RERNKIEZTA?

01:16:10 Alisa Cohn
English:

Do you want me to check in with you regularly, like once a week as I'm working down the path of a
project? Or do you want me to just let you know when it's done and just tell you at the end that it's been
complete? So lots of different ways people assume other people work because it's like your style, but
actually it's just your style. So those kinds of conversations can be great for working together and also be
a great team activity.

FRCERIR:

REZBHRATMEHITIERER (LA BIRCHRE? ERFERIETHREEIFM? AMIEERIR
AANTEAXMBES—#, BELBIAZMDABINE, FrUUXEMNENFHAMMEIFE SR, tBRREFH
Ei[NE

01:16:34 Lenny Rachitsky

English:

So this kind of what goes into these READMEs people put together, here's how to-
R EIE:

XMERANER “BAXHE” (README), XFa0f----



01:16:37 Alisa Cohn
English:

Yes.

01:16:37 Lenny Rachitsky
English:

... work with me. | really love the gold star concept because | feel like people want to know how do | be
super awesome? How do | be really successful working for you? And | like that visual of the gold star and
the pet peeves. | feel like a lot of people will identify that. What are my pet peeves so that people don't do
these things because they don't know, right? They don't know until you tell them.

FRCERIR:

------ 5% HE. FFEEER 27 XMER, AARTEANBNE “ROFA seRNSBRE? RNETA
RETENIRIIERRIGAIN? ~ HthER “F8” M “EX” (pet peeves) XM KRHWZE. RRFREAZE
Hg, HNBEXEHA, IFEARMAZEANFHEMEIRE. R, RAZHE,

01:16:55 Alisa Cohn
English:

Nobody knows what's your operating style until you tell them. And the more you can showcase, the more
everybody will be able to do it right for you and you'll be able to do it right for them. And then you'll be
able to have better workplace harmony and save your conflict with things that are really important. Not
just because like, "Oh, you didn't text me when | wanted you to text me."

FROCENIR:

R, RAREREVRIENE, MBTREES, REKMEEUERA AR, RBEEUERBYA AN
ftbfile XEMRNMEREEFHIRZINE, BARBLEEEENER, MABEN 18, MLERFEN
REFATEE XMF,.

01:17:13 Lenny Rachitsky
English:

Being clear. What do you know? Is there anything else that you think might be helpful to share before we
get to a very exciting lightning round?

FRCERIR:
FREFEH. EEMAMREEHANS AHEHNBREFESDZ03?

01:17:20 Alisa Cohn

English:



No, just that.
FEiE:
BT, XL,

01:17:21 Lenny Rachitsky

English:

Well, with that, Alisa, we reached our very exciting lightning round. Are you ready?
R EE:

4%, Alisa, BITHENT LAXENABRIZH T, HE&FETTIE?

01:17:24 Alisa Cohn
English:

| can't wait. I'm ready.

R EE:

BARKERE, E&EFT.

01:17:26 Lenny Rachitsky
English:

Here we go. First question, are there two or three books that you find yourself most recommending to
other people?

AR ERIE:
Fia, E—Na@: BRER=-BMTEERZAMENF?

01:17:33 Alisa Cohn
English:

So we already talked about Kim Scott, the wonderful, amazing Kim Scott and her book, Radical Candor, is
one | recommend a lot to people. It's fantastic. Working Backwards by gosh, Colin Bryar and Bill
something, is about sort of the Amazon way of working backwards from the customer. Super geeky and
tactical. | love it. | slurp it up like Harry Potter. It's so good. And | definitely recommend to my clients
about Amazon's Management Science. And the third is Walt Disney by Neil Gabler because it really shows
how Walt Disney, sort of it's everything about his youth and how he turned into a very bad entrepreneur
and ultimately into a fantastic inventive entrepreneur. And it shows all the origins of how he invented
these different pieces that now make up the Walt Disney Company.

AR ERIE:

HITELIRET Kim Scott, 7 ARiEERY Kim Scott, #hpy (#IKIEZE) (Radical Candor) B@HELEHER, IF
&, EARE Colin Bryar 1 Bill Carr &8 (M I{E%E) (Working Backwards) , HEIETSHMEF
HAFRESHNITELAR. IFEEZERENARYE, HIEBEN, FERGIR (BF - BE —#dE. 5T



SAEFRETDHNEER T, E=AF Neil Gabler 58y (445 - @t /E) (Walt Disney), ERRTEL
S LEREE, URtiIfAIM—MERRNEIRKEZA—MEAN. BREIENHELR, ERRTHAIR
it R ARNE MBI RUER,

01:18:26 Lenny Rachitsky

English:

The first two recommendations we've had on the podcast, Kim Scott and Bill Carr, is the other-
FREiE:

BIFRMEF R IEFEIEE, Kim Scott # Bill Carr------

01:18:29 Alisa Cohn
English:

Bill Carr.

FRCERIR:

Bill Carro

01:18:30 Lenny Rachitsky
English:

... co-author. He's been on the podcast and people love that episode. | haven't had Walt Disney on. | got
to work on that.

FROCENIR:
----- S—IfFE, EdEE, RRRERB—K. HEKBFIES - 8L, HEEH—T FnX.

01:18:37 Alisa Cohn
English:

Or the writer, Neil Gabler
FRCERIE:

& Z1E#& Neil Gabler,

01:18:38 Lenny Rachitsky
English:

Or the writer. Yeah, yeah. Good tip. Okay, next question. Is there a favorite recent movie or TV show you
really enjoy?

FROCENIR:
HEZRFE. BN HEN. ¥, TR RABRKEMIEESREVBRZBRE?



01:18:44 Alisa Cohn

English:

Yeah, | enjoyed Inside Out 2. | thought it was fantastic, the idea [inaudible 01:18:49].
R EE:

B, HEW CKRFIPA2) (Inside Out2), HEFBMEIRIEERE.

01:18:48 Lenny Rachitsky

English:

| could see why you love it. | feel like it's for all coaches in the world.
HRCERIE:

HEEEBRNTAERE. HRGBEHELURFAIEHREEN.

01:18:51 Alisa Cohn

English:

Totally. Just the idea that like, oh yeah, we're all this complex stew of emotions and it's okay.
FpERIE:

Lk, MERM “BITHESEMERBENRESHE, XgXR"™ 1%,

01:18:56 Lenny Rachitsky
English:

Mm-hmm. | also love that movie. Next question. Do you have a favorite product you recently discovered
that you really love?

FROCENIR:

iE, HWERIHER . TR REEERERRTAFESRE=m?

01:19:03 Alisa Cohn

English:

Yes, the Ninja Creami. So good.

R EE:

A, NinjaCreami (ZGHMH) . KIFAT.

01:19:07 Lenny Rachitsky
English:

Say more.



FRZERIE:
B iAo

01:19:09 Alisa Cohn
English:

The Ninja Creami turns anything into ice cream. So you can actually make ice cream. Good, God bless.
But | take my protein shake, which is okay, and turn it into ice cream, which is delicious. And it takes 10
minutes and very little prep, and it's simple to use and it works as expected, which so many things do not.
The Ninja Creami, go get it.

AR ERIE:

Ninja Creami EIBEAIARFE L L ACH M. (RA] LEMHACHMK, EERIJIBBNEEMNE (RE—MK) TAK
AN (KERE). RFE L1098, LFAFELE, FHEE, MAMRE2FEMH—INERZHRAR
HARZ)X—=, Ninja Creami, A&3EME,

01:19:28 Lenny Rachitsky
English:

That's the first for the Ninja Creami. And | love, the holidays are coming around, so this is going to be
good for people. Do you have a favorite life motto that you often come back to you find useful in work or

in life?
FRSCERIF:

X HE—RE AHTE Ninja Creami, HREWR, BREARET, XNARREA. MEKEFTALEREN. &
FEIFREEPREBNELGH?

01:19:41 Alisa Cohn
English:

This quote by Joseph Campbell animates my life, which is, "If you can see your path all the way through
to the end, you are following someone else's path. Your path only becomes clear moment by moment as
each foot hits the ground."

FRZERIE:

958K « WI/R (Joseph Campbell) BIXANEHFHEZRNEE: “WNRIRE—IRBZERNI K, BPARE
A5 ARIEE, (RAVES RBTEIRAVBIEE EERA—Z, A e—FSHLREM.”

01:19:57 Lenny Rachitsky
English:

Wow, that's so good. It's so empowering because it helps you realize if you don't see where it's all going,
that's normal and that's good. Wow. Great one, good one. | need to do something with all these mottos.
They're so good. | need to create a poster or something.

FROCENIR:



I, XiET. XIEBLANE, BAEILMEIRE, NRMEFRBRRNER, BBEEDN, BRIFSE. H,
AREHT, FEEXEELGRRERR, ENXEFT, RS TBR2ER,

01:20:14 Alisa Cohn

English:

That's a great idea. Or your newsletter.

R EE:

FEE. HEBOHAMINEER (newsletter) £,

01:20:16 Lenny Rachitsky
English:

Here we go.

FRCEIE:

X% Ak

01:20:16 Alisa Cohn
English:

Send them out.

R EE:

RHE,

01:20:18 Lenny Rachitsky

English:

Yeah, that's the easy path. Okay. Last question. So I'm curious, and not to create more competition for
you, but | feel like a lot of people think about becoming a coach of some kind, like a product coach, exec

coach. If someone is thinking about going down that path, is there one piece of advice you could share to
help them pursue this path, even explore if it's right for them?

FRCERIR:

B, WEFER. i, RE—TRE. ZREFFT—FABRATHAMEMREENF —RRETRSASEEZE
FUAREMEE, L m#isk. 8RS, IREABERFR, IEBREXRTESHS, METAEN
AR ERS?

01:20:38 Alisa Cohn
English:

If you think you want to become a coach and you immediately want to build up your coaching skills,
listen to people more deeply and ask deeper questions, not just respond to what they just said, but why
do you think that? Or where is that coming from? And you will see if you enjoy that process of really going



deeper with people. | think that would be helpful for everyone to do. But certainly if you want to become

a coach, | think that's essential to be able to get really beneath the surface.
R EIE:

SNRIRAE R A BERH B AR AR BE, FBMERANMAR, RIERERETRE, AER 20NN 5
BYIE, MR “RATABRER? 7 HE “BIEEEMMILRE? ” (REAIBECREERXME ANRAR
AR, FIANNZHNFPIABEFL, BORIREMRAELE, EERNKRZ TRYUARAILDE,

01:21:13 Lenny Rachitsky
English:

| love how your energy just changed into coaching mode when you said that. | love that. That was such an
interesting thing to see and that was great advice. That's easier said than done. And it's interesting, you
could tell people are so good at that specific skill versus not. And so | love that that's the thing to work on,
is ask better questions, think deeper about the person and what they're coming from. Alisa, this was
incredible. Two final questions. Where can folks find you if they want to reach out, maybe work with you,
what kind of people do you work with in case people are interested in that, and finally, how can listeners
be useful to you?

AR ERIE:

HERMNA IR BRETIRE “BERI” BT, XFT, FEEERE, BiltRE XRERSZME
X, BEEZE, MEFLALEAFEEBRIIURE, MELEAMNFR FIUFRERIMIAR: FEHFH
B, ARANBEXNHG URMITAE L R Alisa, XXEFT. ERNEE: NMRAKBEKRARISIREIE,
FILIEMREHREUR? REBSMEAGIR? &G, IARFLUNAEEERIIR?

01:21:47 Alisa Cohn
English:

Oh, thank you. Well, | work with executives at startups and also at large public companies, so feel free to
reach out if you want to have a conversation about coaching. And you can find me at alisacohn.com. And
actually, I'm going to take some resources and put them at a special link, which is alisacohn.com/lenny. If
you want to download the Co-Founder Prenup. | also have a Personal Operating Manual and a few other
resources | will put there. So alisacohn.com/lenny and you can also join my newsletter from there.

FRCERIR:

2, . EWEIATURKE EHRARNEEEEME, FIUMRIFBIMINAARS, WIDBKAK. ReTLL
7£ alisacohn.com %K. FTbrt, EIIP—LXZFRE—NEBHEE: alisacohn.com/lenny, WMRFET
# (BIBAERIINYDY, BESRE (DAREFM) MEM—LRIR, FRLAEER alisacohn.com/lenny, R
WA ATEAB TR AVBT F B

01:22:20 Alisa Cohn
English:

And I think in terms of helping me, | guess there's two things | want to say. My life's work genuinely is to
make a difference. When | became a coach, it was because the music in my head was to make a
difference. And so | hope I've made a difference for all of you today and | would invite you to try one thing
that makes you uncomfortable, this week. As soon as you hear this, this week, try something that makes



you uncomfortable and feel free to let me know on LinkedIn or even send me an email and let me know

what you did that made you uncomfortable.
R EIE:

ETMEERRE, BERARR. H—ENBLZOME FHREE" o RZAUBNAELE, BRAEROBE
BEIFREMBERXINE, FAIURRESRELRUFR—LENT, RBBFAXERFRHA—HLRRER
FRNEE. WEXBATE, mAESRE, 2H—MILAETENSE, JWE Linkedin EHIFF, HELTRKRHER
f, HIFRFIRMET FALLIRRENE,

01:22:51 Alisa Cohn
English:

So that would be very meaningful to me. And the second thing that would be very meaningful to me is if
you would go find my podcast called, From Start-Up to Grown-Up and give it a listen. Maybe give it a
rating and review because as you know, Lenny, the way people find your podcast is when other people
are interested in your podcast.

FRCERIR:

BHERRSEEEEN. EHNEERXNER, BEIEERIER, W (MEIZIEFY (From Start-
Up to Grown-Up) , BR—f, SNREILIENIE, IBLA-MESFITEN, EAELRERED, Lenny, AIARIMIRREZH
AR ERHMANE R,

01:23:09 Lenny Rachitsky

English:

From Start-Up to Grown-Up. | love that title.
R EiE:

CMADRIZIREFRY, BB MR,

01:23:11 Alisa Cohn
English:

Thank you.

R EE:

5T

01:23:12 Lenny Rachitsky

English:

Alisa, thank you so much for being here. This was awesome.
FREiE:

Alisa, FFERGHREER, XXET -



01:23:15 Alisa Cohn

English:

Thank you so much for having me, Lenny. It was great.
R EE:

EREZGHRENEIE, Lenny, XIRMWIR,

01:23:17 Lenny Rachitsky
English:

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

learn more about the show at lennyspodcast.com. See you in the next episode.

FRCERIR:

BAEN. IEBRHKIT. MRRHEESXEATEEMNE, "ILUTE Apple Podcasts. Spotify SIREIRAIREZ R
FiTiE. tesh, BEEERABINTPRBTITFIL, XERAMEDHEMARLMINMEER, R UE
lennyspodcast.com #EIFIEFHITTEHR THRESZES. THTEL.



