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[00:00:00] Annie Duke
English:

It's so incredibly necessary in improving decision quality to take what's implicit and make it explicit. It's
not that intuition is crap, your intuition is sometimes right. If you don't make it explicit, then you don't

get to find out when it's wrong.
FRERIE:

ERERERRENIIEFR, KRR (mplicit) RAZEKAINE (explicit) BHREMBEN. XHRZRER
—XNME, MVERENZERDN. BINRIRMEERERELER, MM ELKRE T ARERZHEIRN.

[00:00:12] Lenny Rachitsky
English:

When you look at companies that have read your book, what do you find are the brainwashing tactics
that really stick?

FRZERIE:

HIMMEA L FIRBRIQEE, AWML MU R ERAAOHED) EEXRETRANE
F3?

[00:00:16] Annie Duke
English:

People generally think the purpose of a meeting is for three things, discover, discuss, decide. The only
thing that's ever supposed to happen in a meeting is the discussion part.

FpsCERiE:
MIBEIAASVNHNENE=R: R, 118 RE. BEF L, SWNPR—NZEAENERTRE Wig” X
_l::lzlgﬁo

[00:00:25] Lenny Rachitsky
English:
Something that comes up in product a lot is this idea of pre-mortems.

RSz ERIE:



EFmiUgE BERREMN—MESZE “FrR15IH (pre-mortems, XMEFIILS) o

[00:00:28] Annie Duke
English:

So a pre-mortem, it's great only if you set up kill criteria. Commit to actions that you're going to take if
you see those signals.

FROCERIR:

FrRiEITEEE, BaiREMMGIEE “RIEEN” (kill criteria) o fRTUEE, —EBFPLERERES, 7
ZKEVENZ AT,

[00:00:35] Lenny Rachitsky
English:

You have a very interesting framework for how to think about decision quality when the outcome is very
long-term.

FRCERIR:
MNTFHERFERKNEAEEIN, MABERRRE, ME—EIFEEBIESR,

[00:00:40] Annie Duke
English:

There is no such thing as a long feedback loop. And the way you choose to shorten the feedback loop is to
say, what are the things that are correlated with the outcome that | eventually desire?

FRZERIE:

R EFREFEMEN “KRIBEK . BERREINGZEERE. ANMERRESHERABENEREE
FRXAY?

[00:00:53] Lenny Rachitsky
English:

Today, my guest is Annie Duke. Annie is the author of the bestselling book Thinking in Bets, and also her
more recent book Quit: The Power of Knowing When to Walk Away. She's also a special partner at First
Round Capital, which we spent some time on and is incredibly fascinating. Prior to this part of her career,
she was a professional poker player. She's won over $4 million in tournaments, including winning a World
Series of Poker Bracelet, and she's the only woman who's won the World Series of Poker Tournament of
Champions and the National Poker Heads-Up Championship. Currently, she spends her time helping
companies make better decisions. In our conversation, we cover the many lessons that she's learned
from her friend Daniel Kahneman, who recently passed away. What simple change she's found has the
most impact in a company's ability to make better decisions, how to make better quick decisions when
the feedback loop is very long, and also why she doesn't actually believe in long feedback loops, how she

changed the way that the partners at First Round Capital make decisions, which is incredibly interesting.

AR ERIE:



SRNEREELYE « 115 (Annie Duke), RIEZ#HPT (XMWY (Thinking in Bets) UUBIAE (HEFHIAE)
(Quit: The Power of Knowing When to Walk Away) B9fE&E. #hifR First Round Capital BIRFRIEA, K
MR RFIETX—R, RBFEBER. TABXBRVEEZH, E—RRWibmitF, MESmES
PRI T 400 HETT, BERE—MERIbEAFE (WSOP) £F 5, thEW——(IRF WSOP EE18
MEMEEFI T EHBIRENZ . B, SN FEQARMEEFIRE, ERNNOIER, RITRET
MM EBRIEEHHEARER - £EE (Daniel Kahneman) 5 EFZMIEZHI; R IAVREIT ABIRERARE
FERATMNERNT,; YRIFEFMRKEIAHEEFHRERE (URATAMER ERBEKREGTE
If) ; XEMINAHRZET First Round Capital BIKANTENREA R, XEBHABKEGHE,

[00:01:51] Lenny Rachitsky (Continued)
English:

Plus, why when you're thinking about quitting, that probably means you've already waited too long and
you should have quit a while ago. | learned a ton from this conversation and this is definitely going to
change the way | think about a lot of things. With that, | bring you Annie Duke after a short word from our
sponsors. And if you 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.
This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast.

FROCERIR:

tesh, FHATEMET AT ASMREEBRFN, EEEREMELFHFAAT, FRAE—KREERIMBEF. M
RRMERFETRS, XENSHERNITFSERNEL. ARNBRIBNEENERE, RITEAETERR
I - MR, MRMMERNXMER, ST EEEANEZFNAE YouTube EITHMKE, XZ#tGRiEd
ARTBENREAN, UNATEEEANTER. £ETEMA Vanta %), SNEBEASHENANLE
SKEET, ERERIMITFESR.

[00:02:27] Lenny Rachitsky (Sponsor: Vanta)
English:

Now you can assess risk, secure the trust of your customers, and automate compliance for SOC 2, ISO
27001, HIPAA and more with a single platform, Vanta. Vanta's market-leading trust management platform
helps you continuously monitor compliance alongside reporting and tracking risk. Plus, you can save
hours by completing security questionnaires with Vanta Al. Join thousands of global companies that use
Vanta to automate evidence collection, unify risk management, and streamline security reviews. Get
$1,000 off Vanta when you go to vanta.com/lenny. That's vanta.com/lenny.

FROCERIR:

WE, fRAJLUEE Vanta X— M FEaRIHEXE. MISEFEE, FHETITTA SOC 2. 1S0 27001, HIPAAES
FIAUE, Vanta ii7MANEEEET S AIHEMMFEGESMIER, RNRGMBEX, I, RERTLL
BT Vanta Al B Z £iRE, MMTEEVNERETE, MASIKETRER Vanta BRIREIEHE. £—NRE
EHECREHEENLQEME, 48 vanta.com/lenny BIRIZ5 1,000 o0, #iEE vanta.com/lennys

[00:03:11] Lenny Rachitsky (Sponsor: UserTesting)

English:



This episode is brought to you by UserTesting. Get fast feedback from real people throughout the
development process so that you can build the right thing the first time. Companies are being asked to do
more with less. They need to move more quickly while building experiences that meet changing
customer expectations, all while minimizing risk and costly rework. With UserTesting, you have a trusted
partner who provides user research teams with the skills, tools, and data to be able to articulate the value
of user research to the business so that you can make an impact and build the best experiences with
confidence. Get started today at usertesting.com/lenny. Annie, thank you so much for being here and

welcome to the podcast.
FRERIE:

AETIEH UserTesting B, EEANARIEPRNELAFWIRERE, BERFE—RREM =R N
ENATRER “BARER . MNEEERETHNEN, WEHETHEUNEFBHZNGEL, HRER
DREMBRAET, BT UserTesting, REIAE T —MESERNSIEKEE, ERNBFPHAREIMRERREE.
TEMBE, FHEBELSEHITEBEAPMRNNE, NMILREBEERZMHTHE L. SRIMIAR
usertesting.com/lenny FFaME, &Y, IFEREMREERTIXE, WIDFFAER,

[00:03:58] Annie Duke
English:

Thank you so much for having me.

AR ERIE:
EE =RiEHEIER.

[00:03:59] Lenny Rachitsky
English:

It's my pleasure. | was telling a bunch of people that you were coming on this podcast and every single
one of them was so excited that we were doing this, so I'm quite excited that this is happening. | want to
start with a question about Daniel Kahneman. | know you two were very close. You did a podcast
together. | know you grew to be good friends over the past few years. Sadly, he passed away about a week
ago at this point.

AR ERIE:

EXRHRRTE, RHEFBRZAMEBRSMXNMER, 8—TABIEDENE, FAUBMORGR B I HIAR.
BM—PXTFFRRE]R - keg (Daniel Kahneman) BIEIEF G, HRIEMRNHPIXRIFEFRS, Bkl
BE, RMEEIEN/LVEEMIINTRFHNBAR, EIRHZE, tEAN—FREET,

[00:04:21] Annie Duke
English:

Yeah.

FRZERIE:

=i



[00:04:21] Lenny Rachitsky
English:

I'm curious, what are some lasting lessons that you took away from your time with him? Maybe one or
two things that stick with you and you think will stick with you?

FROCERIR:

HIRWFE, ESMAELREEH, RFPETHEILRRAKENEIN? BRE—RAFILMEIZRZ. BIRIAA
Z—EHEWRNER?

[00:04:31] Annie Duke
English:

It's hard for me to describe properly how humble this man was, and it seems so impossible because his
influence was so huge and his intellect was so huge and his insight was so change-making in the areas
that he worked. But he was so humble, he really wanted to hear what you thought. He said, "I don't know
a lot", he would change his mind. It's funny, | got asked in a class that | was teaching about thinking fast
and slow and someone was talking about how there's a lot of studies in there that didn't end up
replicating.

AR ERIE:

KR ERMERX N ARNGIEE, XIFER/LFESFAEEN, BAiEmAmntEXR, a4 Eanttes
M, MEMARMENIBRARTNILRTNTERE N, BHIEERE, hmENBRERIFRIEE, thsii:
‘BTREHAZ” , ST EE, RER, EREN—EXT (BF, R518) 9iRL, BARIBF
BEREZMARZKRERESLINIE (replication crisis) .

[00:05:19] Annie Duke (Continued)
English:

And what I've seen from a lot of other people in the field who really where their work is defined by some
line of work that didn't replicate, where they're really arguing against the fact that it doesn't replicate.
Just trying to justify or say, "But no", or this and that. This real lack of open-mindedness to the idea that
you know what? Maybe it turns out not to be true and that should be okay. But the thing about Danny
was when you talked about it, he was the first one to tell you, "I wish priming wasn't in the book. It
doesn't replicate." He was just so open-minded to the idea that he knows what he knows now, but he
knows that he doesn't know everything.

AR ERIE:

BN T 2T ZEMA, SNV ITIRRIERTEESEN, SRk ARE, HENEREEN, HEXK
BMED. MTRZIM “BIFEDIERERERN, XWEXR" BNAKLS. EfRE (Danny) RE, SR
WEIXHEN, MEE-—ITSFM: “BREEPPRET BHHMN (priming) HESD, EXEREER
IE.” fhIFREIBANMERS  MAIEMIIEFAAIERY, EfttthlE B S HIELFRFH.

[00:06:06] Annie Duke (Continued)

English:



Another thing that people don't know about him outside of academics | think are that he was one of the
pioneers in something called an adversarial collaboration. So one of his favorite things, and he in some
ways invented it, was find someone who really disagrees with you and then write a paper with them and
try to figure out with them what's the study that would resolve the issue. So an example of that was
Danny did work on happiness as it relates to wealth. Kahneman and a collaborator, Angus Deaton, they
published a result that got a lot of press about the relationship between money and happiness, and the
idea was money doesn't buy happiness beyond $75,000. So that got published in 2010. I'm sure if you ran
that exact same study, it would be more than $75,000 now because it would adjust for inflation. But it was
like the idea being once your basic needs are met and you're not that worried about paying rent and so
on and so forth, it's not going to have that big of an effect.

FRCERIR:

HEFARLIIMIAFTEFTNEN S —HERZ, B “WiES(E” (adversarial collaboration) BYFEIKZ
— XEMHRERNFRZ—, ERMEELERMLBEN: H—MEERMIURBIA, ARHMEIN—ES
X, HERIT—MEEBRD AR, fldl, FEBMATIMESE=EHNXR. FESNEFERRE - &
W (Angus Deaton) &KX —I5IEZXENMAR, MRE: HWNBID 7.5 hETE, THRMAHBEEM
ZERET . IR 2010 FREM. MRMEBEHENHAR, ZERIEEEK, XTRFEERST 7.5 5%
BzillrE, —BfNERERRBIER, FBAMEHESERR, SRR MRABBPAKT

[00:07:09] Annie Duke (Continued)
English:

But then a decade later, Matthew Killingsworth said, "That's not true that actually money and happiness
are correlated through all the income levels. The more money you have, the more happy you tend to be."
Okay, so this is a classic example where people will tear each other down sometimes and that guy's
wrong and whatever. And instead, it was Kahneman's like, "All right, let's do it together." And they joined
forces along with Barb Mellers to basically try to resolve that issue. He was just always seeking out, it was
just like everything was like, why am | wrong? And he was eager and he was excited and he wanted to...

FRCERIR:

Bt+FE, B& - EMETAR (Matthew Killingsworth) #2H: “SSLHIRMLL, EHMEERBREMEURNK
FLERAXRN, HHZ, A\FEMER" XB2— T HENMF, BEAIEHERSE, "RN52HEN. BF
B85 “4FIE, RN —ERAR.” FRMUSEMETRELURER - 1888 (Barb Mellers) BXF, XE
BRI D, tEREIH—MEEHEMERR: NTAKREN? tiFEEE. MaE, HEBE -

[00:07:56] Annie Duke (Continued)
English:

| remember having a lunch with him where | realized after the lunch that the whole lunch was him asking
me questions about my work. Why is he asking me questions about my work? Right? He's Danny
Kahneman. But he was just so curious about other people and he just made time for everybody. He just
loved the people around him so much. And | think that in the end, it's hard to believe, but | just think that
that dwarfs his body of work, which is spectacular. But he as a human being was just so spectacular. And |
do think you hear all the time about people who are so incredibly brilliant. It's the brilliant but asshole
thing, and it was just so the opposite with him. He was so kind.

FRCERIR:



RicFE—RMtHTE, FRERERST IR, BIIEHZMERNEXFHEIENR@E. tATAE
R ILIEREE? XNIB? A2 fRe - REEW, B3I Az@irs, s ARELNE, tiFEES
BN, FiAA, REXFERMEUER, EMHNARBLEZLMIEENFARMBER/DE, FA—
HBA, thRKTRET. FEBIREEEXRT RARBEMRRIER, Eftxeik. HIEEER.

[00:08:51] Lenny Rachitsky
English:

That's amazing. And it feels like there's probably a strong correlation between people that are curious,
always looking for how they're wrong, and finding time to spend it with people to debate and discuss and
ask. Feels like there's going to be a strong correlation with that and finding really interesting insights
uncovering new things.

FRCERIR:

AET, BEBPLRBHFETO. SEIFHECHIR. AREERESABHL. WEMBHRNA, SEBLKINE
B, BriHEYZiE), FIREFEIRERIMEXM,

[00:09:10] Annie Duke

English:

Yeah, yeah, yeah. [inaudible 00:09:12].
FRCEIE:

iR, WSSaNLt.

[00:09:11] Lenny Rachitsky
English:

Well, thank you. Thank you for sharing all that. | wish | had known him. Let's talk about decision-making.
So there's two areas | want to spend time on. As one would not be surprised, decision-making and
quitting. And | know that you've been on a lot of podcasts. | imagine many listeners have read your book
or have heard a lot about the stuff that you teach. I'm going to try to come at this from a bunch of
different directions and do it a little differently. First of all, | know you're a parent. As last | heard, you have

four kids. I just had a kid, he's almost 10 months now.

AR ERIE:

BSRD EXEE, EREIHUFEEIANRM. iLFNIENAR. BB EIHEM MR RERMEF, XHA
LTAEN BRAMBMREMIRSESE, REBKRSATRRIMFOBRIAIRNES. ZITEZHMLITRE
BAETIN, BEHEHA—FE, Bk, RNERRE—URK, REEMRERIMEF. HNHLEE, BZFHR
ERIOMBKT,

[00:09:43] Annie Duke
English:
Oh, congratulations.

AR ERIE:



[00:09:44] Lenny Rachitsky
English:

Thank you. I'm curious, what are some frameworks you find most helpful in parenting and in raising your
kids that have stuck with you there?

FROCERIR:
. HRMFE, EF)INEFEFHIRESR, MAMMEERNFRERE, HE-—BHRRES?

[00:09:53] Annie Duke
English:

Well, let me just first off say | get a lot of people who are pregnant who come and ask me for my advice
about parenting. And I'll tell you the two pieces of advice | give people. The first is this, there's all sorts of
parenting books, there's all sorts of styles. A book needs to sell, so they need to sell you something new
or different or whatever, okay. But the only thing that matters really is that your kids know you love them,
really know deep in their bones, know you love them.

FROCERIR:
B, BRZEGERRZFENE)LEN. RHFFMUNAFEN. F—F2: TELEZMHEENE)LBN

BILR#g. BESEHE, mEHHE-EHTHARENRA, XgR#E, BEEE-BENFRE, FRZTFA
BIREM], SRMZEESFEN. RYIBIRIE,

[00:10:32] Annie Duke (Continued)
English:

And we can argue breastfeeding versus not breastfeeding or co-sleeping versus not co-sleeping or
attachment parenting or sleep training, we can talk about all that stuff, right? Do you homeschool? Do
you send them to private school? Do you send them [inaudible 00:10:49]? We can have lots of [inaudible
00:10:51], but it all dwarfs in comparison to your children know that you would lay down in the street in
the front of a bus if it meant that they would be alive and happy. That's the number one thing | say.
Number two is at some point, you will drop your baby on its head. So | bet this has happened to you
already.

FRCERIR:

HNA USSR BIIRFERIFAIRS, ARELEETREKE, FEF)IEZERIL, XLEHILOHE,
IE? BRERBBEREEMILFR? HRIAUERSZSIR, B5 “RHRNEFNEMRERENT MNNEFNERE
WEAREMDRLE" L, XERHARE, XBRRNE—R. F_RE. EETHZ, f—ESIF/)N
DBEEEREIK, HBITMXELLERERE LT,

[00:11:18] Lenny Rachitsky
English:

Well, yeah. Sort of. Okay.



FRSCERIE:
T, 28, B2, e,

[00:11:18] Annie Duke
English:

Sort of, right.

R EE:

BE, W

[00:11:18] Lenny Rachitsky
English:

Keep coming.

R EE:

UL,

[00:11:20] Annie Duke
English:

So here's the thing about babies, is babies can't move. And so you get very used to as a mom or a dad or
you're sitting on the couch and you're folding laundry and your baby is right here next to you and your
baby can't move. And then one day without warning, your baby can roll over. And you think it's fine
because you put a pillow there or something, but you turn your back for a second because you're like
whatever and then your baby falls on its head. It happened with every single one of my children. And they
don't fall that far and whatever, but they're totally fine and you're not a bad parent. And it's just this,
there are things you don't know and stuff's going to happen and it's not going to be perfect. And every
little thing isn't going to have some lasting impression on your child because at some point, you will drop
your baby on its head and you will not mean to, you didn't intend to.

FRCERIR:

XTEEN—RE: MI—FFHERFAIE. FIUEARE, (RIBTLEDVL LEKRR, EEMEMIL,
—HARE. ARE—X, EXTIM, TXFIME T, RETKEE, RAMRBKT MELER)L, BfffEd
SH—H, EEMERIT k. NS TEFBLREIZMHE, WIESHAE, MARTEEE, MEFRE
MRK. XRBRA: BEERBERFIAEYN, BINZERE, FHEFETER. AFTES—MHNFHEX
BFPEERANER, BAERTIZ, Ff—ESTNOEREIEERNL, MARHER,

[00:12:21] Annie Duke (Continued)
English:

But in my case, it was always like, oh my gosh, my baby can roll over. | did not think that was going to
happen today. And gosh, by the time | got to the fourth one, it's like I'm chasing after one baby to try to
get the diaper on and this and that, so then the other baby hits its head. So | think there's just a lesson in
that which is like it's a small thing, don't sweat it and don't get mad at yourself because you made a



mistake. It's like the mistake would be, oh, | realize my baby could roll over now. So now you should make
sure that you're taking extra precautions about your baby rolling over off the couch. But it's really just a
funny way for me to say your baby's going to hit its head or walk into a coffee table or get cut or whatever.
It's like they're very resilient and you didn't do anything wrong as a parent, so don't beat yourself up
about that. And then | do actually have one other thing | say.

FROCERIR:

BAERER, SRHNRRELSE: ‘KW, RNEESHET, HEHISRILEXME.” BTEEMZFH
Bz, [BRMER T KIEBE — N &FIRERT, ERES—TMEFERT k. FAUXENRIIE: X2—HF/)
£, IXER, MAALTEMREES. EEN “Hix" WizE: B, RRRIEINESBET, UK
ITER 2R ERERS NI TR HE R LMD & BB TR, KRB —FMRRIEX, EFXERIERISK. ERIMIHE
KEREIR. WINFEEENE, (MEAREEMIBENA, FRUAIER. LREFREESFI—HEENR,

[00:13:20] Lenny Rachitsky
English:

Yeah, go for it.

R EE:

9%, B

[00:13:21] Annie Duke
English:

Be having four, you have very little, you have no influence whatsoever basically on what your child's
personality is. What you can do as a parent is make sure they say please and thank you. So what I find
with parents of one is particularly if that one is very well-behaved, they think they're a great parent and
they may be. That would be resulting. They may be, but once you have four, what you realize is like, oh,
my parenting really didn't have anything to do with it. But my children do say please and thank you.

FROCERIR:

BETOMNETFRE, MERXMENEFHERER EXREEATMA. (FARE, MEBRNMEHRERMIIZH
“E7 A T o RAMRE-TEFHIKE, FHRNMRBIMEFRERE, MINZRSECERHEANKE
—WiIFMIHERE, EXELRE “UERICHN” (resulting) . WMIFMAIRIE, E—BRETHENMETF, R
MaFIRE: 18, ROE)LARNELRESKER” BRINZFAIHERIR 5 M 6 .

[00:14:01] Lenny Rachitsky
English:

This is really valuable, good advice. | need to hear this. My wife is going to need to hear this, too. She's
always worried about the soft spot on our kid's head and getting hit into some things.

FROCERIR:
XENZIFEEMENEN. RFEAAXLE, REFHERE, HEBEOKFRENKI] (softspot) K

EES



[00:14:09] Annie Duke
English:

No, it'll be fine.

R EE:

RER, STFERN.

[00:14:10] Lenny Rachitsky
English:

Okay, great.

FRCEIE:

8, KT,

[00:14:11] Annie Duke
English:

It's actually it's part of why it's there. Really, your baby will be fine. | mean, that's the thing. We used to
cart babies around in the wilderness, we were living in case. We're fine, we're built for it. We're built for a
much rougher world than the world that babies actually grow up in now. | will say my oldest child when
she was in high school, just for whatever reason, she had no interest whatsoever in alcohol or drugs or
anything like that. And | remember just feeling so smug about how well | had raised this child and how
great she was, and oh, these other parents who clearly weren't doing a good job. | mean, | didn't really
but because it's hard not to. And then my next child went through high school and I was like, [inaudible
00:15:02]. That's just a temperament thing.

FRCERIR:

BEHLWBREFENHDER. BN, EFREEN. UARINERFEFERT, FEWAER. &I12S,
AEXREMBEEN. HMNRERNTENLMEZTERKIFIRHEEFTZHMHR, TR, MOARLILLEF
B, HFEMERR, txERHEmRTeLHB. RISTANKIEEELEE, IRRIERFHEXRET, i
KiET, MEMKBEAMIABIE. HER, RBEALBER, BREAXAE, ARENE-_IMEFLTE
B, HRTIRE- BB

[00:15:08] Annie Duke
English:

It is a good example of resulting, but all my kids have turned out fine and they're all very different, but
yeah. But as far as decision-making is concerned, which is a totally different thing, I'll actually quote
Danny Kahneman on this one. Nothing is as important as it seems when you're thinking about it, that's a
really important one. One of the things that | used to try to do with my kids all the time was mental time
travel, which is actually a very good decision tool. So they would be really upset about something and it
could be something that happened at school or it could be like they were grounded for something or
whatever.

FRCERIR:



XE—THER “DEFRIERK B0F. FIRNEFIREEHRE, BAMKER. BMRRMS (X2
TEFENSE—MOF), ZRB5IAHE - FEREN—AE: HMBEEMGEN, REAAEBREELERPALE
B, XIFEXHE RUNZENEAIHN—HER “DIEMEKRTT (mental time travel) , XSLfREE—T
FEFRURRTER, HMUNNEGFRIFEARN —AREFRAENS, HBRANEERERFSE.

[00:15:46] Annie Duke (Continued)
English:

And the thing is when you're in the moment, it just feels like so big. And the thing that | used to say and
they say all the time now is this is going to be so great for you when you're 40 at Thanksgiving. You're
going to be able to tell these stories to your children and it's going to be the best, like you should be
thanking me so that you can talk about your crazy mother at the Thanksgiving table. And it allowed them
to get some time and space from it to realize this is going to be funny at some point.

FROCERIR:

FEAET, HIRSGOHEPE, BEFHEIFETE, HURER, INEEERN—DES: “HiR40 5T
BT, XFEFIMA—NMRENES, REILUEXERFRAMNEFR, BRBREFOL, REZEE
o ILREEERET R R LB MRIENED,” XLt ME TRIBEFHELR, TIREITERER
ML, XST—HEBE.

[00:16:19] Annie Duke (Continued)
English:

At some point, it's going to be a hilarious story that you tell people. No matter how horrible it seems now,
it's going to be a hilarious story at some point when you're older. And it sounds like a fun thing | was
doing with them, but it's actually a really good decision-making tool for us in general, right? Look, there
are absolutely things that 20 years from now are going to matter, for sure. But most things, no. If you think
about most things that ever happen to you, like you're 21 and your girlfriend breaks up with you or
whatever and you just think it's the end of the world and you're never going to recover and all these
things, but if you could get yourself like, well, how do | really think I'm going to think about this in 10
years? Am | still going to be heartbroken in 10 years?

FROCERIR:

FERFKHENEZ], XSRAMALGHIARRIRKERE. TRMEBEKRSAMER, SMKAE, EREE
— MR T . XITERGERHAMANH—1NEL, ENFFELEENENAEARRBIE—NIFEFEURER
TH, IfE, HBLELEERE 20 FRERAERE, BRRSUEEHIFNL. BBMMEHINASHE, LR
21 FNLPARNMRDF, (REF/ERKRAET, KELERE, BMRMFEERNES: ‘10 FEHRIELEX
F5? 10 FieRE=0HE? ”

[00:17:03] Annie Duke (Continued)
English:

Probably not. And | think that we need to get that perspective of time so that we can get out of the
moment because in the moment it just feels so important and the feelings are so big. And it's like the
focusing effect on this second and the feelings you're feeling right now are so huge that we forget the
scope of time. And | think that that's absolutely one of the best things you can do with your kids, and you
can do it in small ways too, right? You can choose to play this video game or you can choose to study for



your task. A week from now when you get that test back, how do you think you're going to feel about
those two choices? Right?

AR ERIE:

AEERRZ, FAANKNFBEZIMENA, UENLTHELX, BAESET, FEEFUOLEE, 1B4EN
a2z, XMEE “BEMN” (focusing effect) , X—FPHIRTIREIRKA, UEFRITSIET HENEE,
BIANNXZBMEEBA R TFHRENEBFZ—, MATUMNEMIE, tbin: “RE]UERIX T BFIRER, 1B
ALLUEFENERES, —ARYNFEEIRSEN, MRESMESMNXMNMEREFARE? 7 WIE?

[00:17:43] Annie Duke (Continued)
English:

So that was a tool that | used a ton and it's just generally an amazing decision-making tool, just generally
for people. It's one that | happen to use with my kids all the time. And then | would say that the other one
was using the word nevertheless, which is this a great leadership skill, the word nevertheless. So let's say
my child got caught doing something wrong. | don't know, | found a bag of red solo cups in my backyard
that they forgot to throw out after a weekend that | was away. That's hypothetical. So I'm grounding them
and it's a lot of argument back, right? So they think this is a debate and they're giving me all of their input
and their opinions on why it's unfair and all the other kids do it and the other parents don't get mad and
whatever, whatever the argument is. You have to have the balance between them feeling heard, which |
think is incredibly important that your children feel heard, and following through on what you know or
believe is right.

FRCERIR:

FIUXR— T HREAEEANIAR, ENABEARRBE—TTRAENRRIR, HIGFEXENRNEZFER
Bo Z—TMITAEZMEA “REMIL” (nevertheless) XMF, XB—MEANMSHEIG, RIRFZBEFMHIE
ERIET . tbin, REELERERRAN T —RUITSTIHENIGERT BERFRY) . XRZ2RiL. Fi
UHREMNNE, R, WME? RS2 —7HHe, SRIMHEREAXFLAF, INEFEXA
i, FNRKAEREFSF. ROHE LNV N “BRRANERBRE" ZEES T,

[00:18:56] Annie Duke (Continued)
English:

So it's | hear you. Nevertheless, you're grounded for two weeks. | hear what you're saying and |
understand. Nevertheless, this is what's going to happen. And obviously, the words that you can use for
that might be different. You have so much more authority obviously over your children than you do in
other places. But in the workplace, this is very good because employees gripe all the time at decisions
that you make in leadership because they think they're right and they want their way. And to have the
ability to say, | heard you and your input, trust me, was incorporated into the decision, nevertheless, this
is the path we're going to take. Right or wrong, that's what we're going to do. So | think there's a lot of
things that basically you can say. These are good things to do with kids, but they're actually just generally
really good decision strategies.

AR ERIE:

FRUAFR S “HIAEMRRVIET . RENL, MEREREERAE.” “KABMIER, HBEE. REYW
e, XFRER” B, MAUERATRNER. FRFEAREALLEREMNSEGNE, EERZH, X
EFFEEN, BARIZESNATENRRLFE, AAtERFE 2N, MRIREGEIWR: “FKiF



ATROER, BEE, MOBNERANRREEFR. REWL, HNNEBIEXFR. TILXWHE, X
BANEEB” PRI, XERNEE)LBGFSEZE, WRIFEHIERIRRER,

[00:19:47] Lenny Rachitsky

English:

I'm taking notes on all these things. These are going to be extremely useful.
R EE:

RIETEEXLEERIZ TR, XEZFEER,

[00:19:51] Annie Duke
English:
Nevertheless is a really good one with children.
FEiE:
‘REMIL” MIZFENRER.

[00:19:53] Lenny Rachitsky
English:

It connects to something Dr. Becky teaches, if you know her, of telling someone, "I believe you." When
your kid says something and they're upset about something, start with | believe you.

FROCERIR:

XILFARE T NEE L (Dr. Becky) #BHI—=, MRMAERIE, MESFXNG “FAEEMR" . SMOEF
WY —EERENEEREAREN, SR “HREMR .

[00:20:03] Annie Duke
English:

Nevertheless.

FRCEIE:

Alex "REWIL” .

[00:20:03] Lenny Rachitsky
English:

And here's nevertheless, exactly. Fair enough. | think we're going to start having to pivot this podcast to a
parenting podcast because there's so much stuff here, but I'm going to try to resist. So we've been talking
about decision-making and frameworks and things like that. Something | wanted to ask you is how much
better can someone get at making better decisions? So for example, say someone listens to all of your
podcasts, reads your book, studies it intensely. What's the delta you find in somebody being able to make
a better decision? And where [inaudible 00:20:35] comes from is Daniel Kahneman of all people. People



ask him, "Do you just live such a optimal life now that you know all of these biases we have and all these
mental errors we make?" And he's like, "No, | can't..." | think he said famously, "I don't, actually. | can't
use these in practice. This is just stuff that | have learned, but it doesn't actually impact my day to day."
So I'm curious just how much better can someone get? What kind of delta have you found in terms of

making decisions?
FRaCERE:

=i, e ‘REW” . BEE, REHNERE, 3EBXNMEELEREILEE, AAXSENABTKRS
7o FM—EEPRRMERZEKER. HERMEZE, —PARMARAEERERSZD? i, MR
BEARTIRFAENES, BTMRIBHRNHAR. MEAM—DPABRREDZEZABREA (delta) ? XA
AURTFHER « RE2. Aflliaft: “BEAMMEINIFAENRLMOERR, MRENRREFZIFE T
X? 7 wEEFRE: F, BEARR7 E—ARE “RELBREAD, RTEEERPTHXE, XE
[QARBFEAIR, EHFIEERMEHNAEERE” MURRES, —TAZKRERSZD? HRRSH,
RANNREATEBEZK?

[00:20:59] Annie Duke
English:

Okay, so it depends on whether you actually do the things. | mean, | think that that's what the issue is. |
think Kahneman did some work way back that started him on this journey. That was basically work on
hiring and it was taking it from completely unstructured Lenny, saying, "I just know a great product
manager when | see one", whatever that means, to me going to Lenny and saying, "Okay, | understand
that you think that you see a great product manager you know one when you see one", but can you
explain to me what that means? In the abstract, what are the things that you're looking for in someone
that you want to fill that role? And we can then excavate that, right? And make what is implicit because
you're applying some implicit model to how you're thinking about the person that you're interviewing
and how they map onto the role that they're going to be, but let's make that explicit.

FRCERIR:

938, XEURTIRREENELE. HINAXMERERE. FREFFMI—LMHR, AR T tBIXKRIR
2o MEBRBXTHBHIME, Bl EEmirmiX (kb Lenny . “H—IRFAER LR MBI~ M
B, FEBERETA) BTHN: HER Lenny, “WFIE, HAMEMRIZSESE—REHATH~RIIE,
BIREERIAERE—TIZREFAMID? MmKRif, REIFHEEPERLBAREMZDRA? * AFRKA]A
DUSHEIX LR, *08? BAREIRARIAIBRARE! (implicit model) MURfRINEMEEIRE SIRGILARSTE,
HRINER (explicit) HRA.

[00:22:04] Annie Duke (Continued)
English:

So we can make that explicit, we can turn it into a decision rubric, we can create a structured interview
process out of that. And then what he found was after you've gone through that process, if you then use
your intuition after having done that, not before, that then you actually can really drastically improve
your hit rate on hiring. And in that case, it was from about a 50% hit rate to 65. So that's pretty huge, so
that's a really big difference. The problem is nobody does it. So | can tell you that most of the
conversations that | had with Danny that were about my work in particular were just him saying, "How do
you get anybody to do it?" Now that's not to say that | would be better at that than him, it's that he didn't
do my job, right? So he was an academic doing research and so on and so forth, I'm living in companies
embedding for years.



AR ERIE:

BATAI LU ESNE ML, FARRSEAEN (decision rubric) , HULRIILEMAEIRRE. AR, ERMXT
digzfE, IRFBERER (FERZE, MARZHED), MIVBERINERSAERA. EBIEGD, KL
M 50% RBET 65%. XEBIFFEEARRA. REET, BRAXAM. HAIUEIFR, RM/RZEXTH
TIERIASIE, RERDBSEMBERTER: “REARILIIABRNERITR? " XHFBHKLLMEBERKAIIT, M
AR TR, WIE? R —RMARNEE, MERSER—BERNRE A,

[00:23:02] Annie Duke (Continued)
English:

I've been with one client for five years, one client for four years, one client for four years also, almost four
years, three and a half years. And then | just took on a new client who I've been with for six months, and
that's my whole client roster because | stay with them so long. So if you do it, the answer is quite a bit.
Like at least in terms of Danny's work in relation to something pretty noisy like hiring, you went from 50%
hit rate to 65% hit rate, which is huge. It's enormous. The problem is that the way that you can make
decisions in order to be better at them is not supernatural to the way that humans make decisions.

AR ERIE:

BE—EFEETHRE, RIEFERTHEELR, - THEFRSETATA. XMEREMHFF B
g, RARKRMINSFENREETFE K. I, MRFENERTT, BRARIFEEZN. mEAEEREXMR
IR TRV PIHAVERS, BTHERM 50% 1RFAE 65%, XBEARM#HT, BT, AT HISEIFMRIALR
B/AN, HAFEALBURENBAAEE,

[00:23:47] Annie Duke (Continued)
English:

| think we think a lot more highly of our intuition than we really ought to. We think very highly of our
ability to notice things in the moment and act rationally toward them in a way that really we ought not to.
We tend to think that we have insight that other people don't have when actually the other people
probably have more insight into our situation than we do. So | think the answer is a lot with a big if, with
an if you can get people to do it. And | think that's where the issue comes in. Now, the good news is that
you can then reverse that and say if I'm willing to do it, think about what an edge I'm going to have over
people who aren't willing to do it, right?

FRSCERIE:

FIANRBNTHERTIMEIE T, RISt T BECEY TERESYHIBESTEIMNEE . BRIVEFFIAAE
SHEERNARERRRE A, MERL, JIATRELERIIBESE THRENNAE, FRLL, RIARNBTRE “TTLUR
B2R%Z” , BE— 1 EANHIR: WRMRELANENERIT. XMIRTAMRE. ~F, HEBRME UK
kA8 NRBEEHIT, BEE, HEBLEFREEHITHA, RISHESANME, WIE?

[00:24:36] Annie Duke (Continued)
English:

So we can think there's people who don't know about it, there's people who do know about it but don't
do it, and then there's people who do know about it, but do do it. And it's that last group that's so tiny. So
the answer is | think a lot, but nobody does it.



AR ERIE:

BT LIBAD R FREXEGZENA. MIEERMEHA. URBEMEXEERITHA. RE—HAEE
Do FRUERZ: RAZTERK, BILFEAEM.

[00:24:54] Lenny Rachitsky
English:

So maybe following that thread, when you look at companies that you've worked with or companies that
have read your book and really dove in and started to implement some of your piece of advice to make
better decisions, if you could look back at the ones that had an impact, what do you find are the mental
models or frameworks or tactics that really stick that most often have an impact and the biggest impact?

AR ERIE:

s XA B, SIEMEPBLEMFRSEINQR, HERIMBBHEEFIBLRMBB AN ERRIAQF]
BY, EBIMARLS~ERZRMARS, (RAMPLOERE, ERNRBREREZRER TR BEFETER
RFMMAEY?

[00:25:18] Annie Duke
English:

| think the one that's easiest to implement is this. And it's so easy, and | just wish more people would do
it. The best way to get somebody's opinion is independently of other people's opinions, independently
asynchronously. So the way that | put is | want people to stop talking to each other so much. When we
think about what did people generally think the purpose of a meeting is, they think it's for three things.
Discovery, which is | want to discover what your opinions are, what your judgments are of something,
right? So | want to find out what you think about something. So for example, if we're in product
development and we're trying to figure out a timeline, we're trying to develop a product roadmap and
we're trying to figure out how long it's going to take to release certain features or something like that, we
all come into a room and we start yelling it out together.

AR ERIE:

HINNRBHEENEX—R. EEEER, REFEES AEXAM: FNEABRRBRES 1L
YTRANERL, BRI ERIHTRE ZHRER, BRHEZEAMIABREIN LSRR, SHIBEAL]
BEINAZVHBENRM AR, ITAAB=HFE. F—=F “&IM” (Discovery), BIFHBEIMIMBIMRZM
4, RNREBOFETRA 4. HIW, EF@Ai®, HNEREELN~mBELE, EERKHREINES
ZKEE, ZMTBESRE—TEEE, AR—ERLBSHRE.

[00:26:29] Annie Duke (Continued)
English:

It's so bad for decision-making, | can't even tell you. There's cross influence, the loudest person in the
room tends to then have an outsized influence on the decision, the most confident person in the room
tends to have an outsized influence on the decision. And that's great if the most confident person is also
right, but the problem is that's not always so. And so that's the discovery piece, right? And we tend to do
that in a group. And then there's discussion, which is I've now discovered the way that Lenny is modeling
this problem or what his judgments are about certain things or his forecasts are, his estimates are. And



now, we're going to discuss those ideas and we're going to discuss your ideas in comparison to my ideas,
and that's going to happen in the group setting. And then there's also now, we're going to decide in the
group setting. So we're going to make some set of decisions about say what the roadmap is going to look
like.

FRCERIR:

XINRFRIGARERET . EEMEERM, BEERITRANAFEFSXREFEIANEN, REENAEZE
itk, MNRRBEMNAGTFHEIERDN, BHRY, BRERERHAIELRRML. XME KW T, K
MRAFEREEPTERE. F_2 “191&” (Discussion), BIFERBELAIT Lenny SIAMIEX 0] BAIIEE,
FE M FELEFIFRHET. FUMEERT 4. WE, BNBIHEOXERZE, BRNEESHVEEHTY
tb, XSTEEEINESRAE. F=8 “RE (Decide), BPTEEHAIMERMHIRTE, thilMERLERELEMT
AR,

[00:27:26] Annie Duke (Continued)
English:

Here's the thing that | think is the easiest to change, is to realize the only thing that's ever supposed to
happen in a meeting is the discussion part. So we should absolutely be coming together as human beings
to discuss everybody's judgments and opinions and the way they're modeling the problem and their
forecasts. In particular, it's really good to come in and discuss the places where people are different. So
you've been in many meetings, I'm sure about 80% of the time is double clicking. Oh, | agree. And | want
to now we've literally just used different words to say the exact same thing because I'm in agreement.

FRCERIR:

HINNEBZREN—RE: BRISNPE-—ZRENER/ME TTIL” B, KENNZRE—EY
EEMARNFIE. TR, BESNMTN. 5312, WEARERF—HHMARIFEEN. REESMT
RZERW, H80% MBEIEAEZEEMIN: B, RAE.” ARAFENEFHERFNIEBR—E, (MXE
NERTER,

[00:28:07] Annie Duke (Continued)
English:

If we can focus the discussion on places that people disagree, we're much better off. But so now we can
take this, discover, discuss, decide. So I'm saying discuss is only supposed to happen in the meeting,
that's the only thing that's supposed to happen in the meeting. So what's happening with the other stuff,
the discover and the decide? Well, and this is the thing that | think | actually have been able to get people
to do is discover what people think before you get in a room independently of each other. So how would
you do that? Well, let's imagine that you're going to have a meeting about the product roadmap.

AR ERIE:

NRFBAEALITIREFEAMNB LIRS, MRIFFZ. FrLL, BE "R, L. RE” o FiRITIe
RAMZASNPRE, BREESWNPE—ZBE. BARMADE? XF &KW" , REHEAMBEBN—<
B EEASWEZR], BRIWEANENANERZE BREAH? RIZMEA—NXTFFRmBLERNZIN.

[00:28:43] Annie Duke (Continued)

English:



So you would say to yourself in this meeting, what are the opinions that | need to get from the people in
the room? It could be a brainstorm. What are all the different features that we could develop? So it could
be a brainstorm. Fine. Write to them independently and say, "Hey, free for off. Just come up with all the
different features that you think would be reasonable for us to consider developing and then give me a
forced rank from best to worst of your own ideas with some three to five sentence rationale as to why you
have these things in this order." And so | could do that, but maybe we already have a list. | can send that
out for a forced rank to everybody. Okay, so here's the final list of things we're really considering.

Prioritize those for me, just force rank them. And then again, give me a rationale.
R EIE:

fRRAIEC: AXRZNF, RRENSZERBRGEMLEZN? AIERAMNERE, thil “FefTa] LT &ML
RERINEE? 7 KA. JRIUBGEAMITR: 1R, AKBBEAE. BHAABMIANGEN. ERFZEFRHN
Thee, ABRMNIRECHREH#ITREHF (MEHFIIRE), HEZIEUEHBMIFHFFIER” HE,
MRBNELEET—NER, RUURKAGETARITEFHF: “XEHNEEEZEBHORLEFR, FERIHFT
Rek.” A, BELHIEH,

[00:29:32] Annie Duke (Continued)
English:

Give me a little bit of free writing as to why you think this should be, that you have these things in this
order. Maybe we've decided now on what our top five priorities are. Great. | could, before the meeting,
send the top five priorities out. "Hey, we've decided on this stuff." For each thing, I'd like to understand
what you think a reasonable timeline is, how many sprints it's going to take, so on, so forth, right? So we
can ask for that type of information so that we can start making estimates because that's going to affect
budget and what we're going back to the board with and so on so forth. But regardless, just figure out
what is the thing that we're going to be discussing in this meeting? And I'm going to send it out to
everybody independently and I'm going to say, "Don't reply all, just send it back to me independently."

FRCERIR:

5E—REENXT, BRATAIMRINANZZFFF. RIERNEEHE TRE MK KiFT. ERNZ
A, HAILUBXAMERRALE: TR, BMEKRETXE, WFE—, HFBTHMINNEERIELZ
2fta, FBEZDDHRE (sprints) FF.” RITAIURBEXXESUEFGREE, BAXSEMIAE UK
EEERLROAT. BXRWMA, ARBRIVNENEHA, ARRIKEFALEIA, HBE: “FEME
EFFEA, REREEHLT”

[00:30:14] Annie Duke (Continued)
English:

If it's a repeated decision, you can actually create a rubric that lives on Airtable or Coda or Google Sheets
or whatever, | don't really care. And people can input their decisions there where they can't see anybody
else's decision. So with Google, you can use Google Forms in order to do it, and then it dumps into a
spreadsheet that only you can see. That's a great way to do it. So anyway, so you do that and now you can
now see everybody's opinions that you then now send out to the group and say, "Everybody, look this
over before we come in and discuss." So notice you're still working as a group, but you're working as a
group where you're not in the same room together and talking at the same time. And there's a word for
that, which is nominal group. So it's a group that at that moment is working independently and
asynchronously of each other.



AR ERIE:

MRXB—NEEMAAREE, (REILE Airtable. Coda 3¢ Google Sheets EBIE—MENIR, AT LUTERE
MANIIBRE, BEFEIAMN, 8 Google Forms W@ MFhi%k, BB CEERAREREINRE
P, B2, MEETAHRABEANENR, RAEESFIALALANR: “AREINCHAE—TXERL.” FE, (]
MAER—TBERELE, EFREZERA—TEFEERNGEIE. XBE—TARIEW “BX/NAH” (nominal
group) , BI7EARNEYZI, /INMANREMIIERS TEN,

[00:31:03] Annie Duke (Continued)
English:

So if you can get people to do that, and | do have companies where | don't consult with them, but I've just
come in and talked to them briefly or whatever that do actually implement that piece of it. That is a huge
piece of it, that's ginormous. And then you do the same thing for deciding. So the decision should not be
made in a room, it's made either. | love the one decision maker model, but not everybody's down with
that. But you can have a vote forum where people go vote in private about the way they're leaning.

FROCERIR:

NRIREEILAMMEIX — = (FBENI—EHIAREEMAT. FRRNSANABELEX—R), B~
EFEARNEM, WF RE” FHBRML. REFANZEINERME. HPAFEHER “BIRRE” &
B, BHIFFBE AR, A, FEIMBI—MENG, AN TREREMIEERE,

[00:31:39] Annie Duke (Continued)
English:

You can do a variety of things with that, but just don't do it. Don't do it in the meeting. And then just the
last thing that I'll add, which is a muscle that you really have to exercise, is | think it's really important to
understand that the word alignment in terms of we're all aligned as a group, right? The word alignment is
stupid and it shouldn't be used. And | know I'm saying that very harshly, but it's true. It's dumb because it
doesn't exist. You have 10 people in a room and they're all really different people with different opinions,
and they're never going to come out of the room agreeing with each other. And it's really bad if the
expectation is that they're supposed to, and it's really bad for a few reasons. One is it isn't reality, and that
I don't like coming out of things without reality actually kicking.

FROCERIR:

A URBREMAR, EFHAREESNFHRE, REHREHRE—R, XB—IFEERKNESD: FIANE
@ EpFHIR” (alignment) XMAFEERE, £ “HNFEA—THEAAAIR XMEET, “HiR" 1
AREE, FNZRER, FAERRERE, BXEFERL. ERE, ANERETFET. BEEE 10 TA,
E2ERER. WRAEBA, tIIELEENAATETEEN—H. MRFHBM] “NiZ" El—
¥, WRIFERBEDN, FRBE/LR. F— XFTEUR, BFERBRBIRLHER,

[00:32:38] Annie Duke (Continued)
English:

So it's not reality. People don't actually agree, they're not actually aligned on the decision. That's just the
thing that makes you feel better, right? So | think that that's problem number one. But problem number

two is that if the goal is alignment, if the goal is agreement, then the meeting becomes coercive and you



never want that. So the way that I'm supposed to talk about my ideas is to convey why | believe what | do,
not to convince anybody that I'm right because if I'm working to convince people that I'm right, it
becomes coercive and that's horrible. So you have to get comfortable with walking out of the room. This
is the nevertheless. Walking out of the room understanding that once you have that discussion, it's not
that Lenny, your opinion might change. It could, right? | could say my thing and it could be just so damn
brilliant that you change your mind somewhat, right?

FROCERIR:

FRAXARITE. MIKFRLEFHLEER—H, WEETARLTER— BRBILMBRRFRE —RBKRA,
MIE? XEE N, B NEER, MREME “ERHIRT & —HER , BAZWURIER[EER
B1% (coercive), MIFBMAFERTIX—Ro HRAENARNZZREERATABEHAERER, A
BATRRANAZZNE. RAMWRBEEDRRANAZZNE, BBMERTRE, XRIEFR FrURAI IR
FEHBENKAFED K. Xpe “‘REML” . EHERNREAD, WiLZ/E, Lenny RIMKATERS
BT, HAMAREREST, WIFRAMRAREET, HRRETER.

[00:33:37] Annie Duke (Continued)
English:

So you come maybe you're like, "Oh, I'm thinking about this differently and actually", but maybe you
don't and you still believe a thing that's very different than me. And leadership has to say, "That's fine.
I've heard both of you and | know that this isn't going Annie's way. Nevertheless, trying to think about
what all of our goals are, this is what the decision is going to be and it's totally fine that you ended up not
agreeing with each other because it's reality. And what it allows me to do is get a better sense of what the
space of decisions is." So those things | have been able to get people to do and they're actually quite
impactful.

FRZERIE:

FRUMREIRERWE: "B, BEVIEMSEAR—#T.” BHAIRMKARKFSHTE2REANE X ASBLIR:

&R F. HRELMITIRMIMANERL, BNEXAFERIENERZE RENL, EEFBRNIFAEET,
EMBRANRE, MIIRLLEER—BR2REE, HAXMENR, XILFHEBIF T RRARN=IE,”
XEZHAINEAMNMEINER, eNBKLIEEETE.

[00:34:17] Lenny Rachitsky (Sponsor: LinkedIn Ads)
English:

Imagine a place where you can find all your potential customers and get your message in front of them in
a cost-efficient way. If you're a B2B business, that place exists, and it's called LinkedIn. Linkedin Ads
allows you to build the right relationships, drive results, and reach your customers in a respectful
environment. Two of my portfolio companies, Webflow and Census, are LinkedIn success stories. Census
had a 10X increase in pipeline with the LinkedIn startup team. For Webflow, after ramping up on LinkedIn
in Q4, they had the highest marketing source revenue quarter to date. With LinkedIn Ads, you'll have
direct access to and can build relationships with decision-makers, including 950 million members, 180
million senior execs and over 10 million C-level executives. You'll be able to drive results with targeting
and measurement tools built specifically for B2B. In tech, LinkedIn generated two to five X higher return
on ad spend than any other social media platforms.

FRCERIR:



BR—T, B—MARLILFREIFREBERF, FURERAIRBEHNAXEMIIERER. NRFE—X
B2B b, XMAHESEIETE, EFAE LinkedIno LinkedIn Ads A REEENIFEREIIIERNX R, HE
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[00:35:14] Lenny Rachitsky (Sponsor: LinkedIn Ads Continued)
English:

Audiences on LinkedIn have two times the buying power of the average web audience, and you'll work
with a partner who respects the B2B world you operate in. Make B2B marketing everything it can be and
get $100 credit on your next campaign. Just go to linkedin.com/podlenny to claim your credit. That's
linkedin.com/podlenny. Terms and conditions apply. There's an implication here you touched on a bit
that there's a DRI essentially, there's one decision maker. Sometimes people start to feel like, "Oh, my
voice isn't heard. | don't have a lot of say, | can't be part of this decision." And you talked a bunch about
just how to make people feel included, you get feedback along the way. But any advice there if you try to
move to this model of making people feel like, "Okay, | actually have impact on where this goes"?

AR ERIE:

Linkedin EMNZAMWENEEBNBZRNHE, MEMFRES—1EEIRFIL B2B tH RV HES1E. ik B2B
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[00:35:58] Annie Duke
English:

Yeah. So here's the really wonderful thing about moving from a coercive model to really, | guess you could
say a model of curiosity, right? You want to be curious, not coercive, which means that the way that
people in the meeting are talking about what their opinions are is in the mode of conveying information,
not trying to convince anybody. So once we move away from that coercive model, and when | say
coercive, I'm not saying anybody is purposely trying to set up a culture of coercion. Sometimes that's
true, but for the most part, everybody's trying to do a good job and nobody's trying to set up a culture of
coercion. But as soon as you say, "Are we all in agreement? Are we all in alignment?" And as soon as
you're allowing people, and I'm sure you've been in these meetings, right? If you allow people to
interrupt, if you allow people to say this, "I think you're wrong", "I disagree", "Here's why", those are all
very coercive things to have happen.

FROCERIR:
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[00:37:12] Annie Duke (Continued)
English:

Interrupting someone is silencing them. Saying, "You're wrong", well now, you become tribal and people
aren't going to be open-minded and they're going to stake their ground and it's all really bad. So let's
move away from that. Number one, that's already going to help. But when we think about the way that
meetings normally happen, again, there's all this crosstalk and some people aren't speaking and some
people are and so on, so forth. And then of course, not everybody feels equally heard. But when you work
as a nominal group, let's talk about something as simple as we're going to make a forecast of how long
it's going to take to launch this product feature. Okay. So I'm going to send out to everybody, what's your
point estimate? What's your lower bound? What's your upper bound in terms of timeline?

AR ERIE:

TER A AL TELL IR, 5 “RET" , [UAKBEEBZF AL, AMIFRBFROS, MEFTHE
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[00:38:02] Annie Duke (Continued)
English:

And you could do it in some way, like how many sprints do you think is going to take whatever language
you want to use? Now, everybody independently now gives their forecast with a rationale for why they
believe that. And then you come into the room and you run a discussion where everybody's getting to say
what their estimate was and why they believe that, and people are getting to ask questions. "I have a
question" always is a clarification, it's just | don't understand. And as the leadership, the way that you
would do it is, let me give you an example from a real one because that'll be easy. | did one of these
discussions for a question about remote work, like what did the company want in terms of remote versus
hybrid and that kind of thing. And so there was a lot of disagreement about whether whatever the policy
was, it should be consistent across functions. Lots of disagreement.

AR ERIE:

REJ AR ERIARE, LT ES DA, WE, SPAIRILGHMAMOTNANER. ARHAZNERITIT
e, BMARBHRHECNEEMIER, EtARTLURR, “BE—NEE NZIBERAT G5
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[00:39:01] Annie Duke (Continued)
English:

So let's take somebody who was on the, no, it shouldn't be consistent across functions. So they now say
why they believe it shouldn't be consistent across functions and they say things like, "Well, different
functions have different requirements, right?" So there's some functions that have to be in the office, like



if you're IT as an example, but there's other functions which are more collaborative and creative and
whatnot where it makes sense for people to be in the office, whereas engineers doesn't really matter,
right? So there's different needs of different functions in terms of how much they need to be in the same
space. So I'm not agreeing or disagreeing with this, I'm just saying what somebody said. So now as a
facilitator, | never say, "Oh, | agree." What | say is | just want to make sure | understood what you said and
| reflect it back.

FROCERIR:
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[00:39:57] Annie Duke (Continued)
English:

So | say, "So what | heard you say is that not all functions are created equal in terms of how well they
work remotely or how well they work in person or what the flexibility might be. So what you're saying is
there're functions that have to be in person. Period. And then other functions where that collaborative
element being in the same office would be more important versus some functions where being remote is
totally fine. Is that what you meant?" And then they have the ability to say, "Yes, that is what | meant" or,
"Actually, I meant something slightly different. Let me say what that is", and then | reflect that back.
Okay, so literally you're just going around, you're calling on people to do that, and then you're reflecting
back what they say without offering your own opinion. | don't know, Lenny. Tell me how someone
doesn't feel heard in that situation.

FRZERIE:

=t FRUAFIREIRYE, RIAAFHIFFFERETETRELE. SMTEXREESENRRBEFEFN. B
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[00:40:48] Lenny Rachitsky
English:

Yeah. Absolutely. | would feel so good if somebody just clarified and made it clear they know exactly what
I'm saying, even if the decision doesn't end up the way | want.

AR ERIE:

R, E3tt. MREARBFHBBERTMNTESERRERTA, IERKREFATEHHOE, HiL
PR AE S S

[00:40:57] Annie Duke

English:



Right, so that's the thing. And then what actually ends up happening is that the people in the room feel
more, the psychological term would be endowed, more endowed to the decision. In other words, they
feel like they have ownership over the decision. And whatever the decision is, they generally will see their
selves reflected in it because they were heard. And they also will generally understand that nobody, no
one really ends up with exactly every single thing that they wanted to see in the decision because they
also get to see the true spread of opinions on the team. And what you see in that situation is that there's
lots and lots and lots and lots of disagreement, which you don't see if you talk in a group. It narrows the

space, right?
R EIE:

R, XX, ERERE, BRENASRIEZHN—OEFAENY “ERZ" (endowed) X
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[00:41:48] Annie Duke (Continued)
English:

So for example, particularly if you're senior, if you say, "I think this is going to take three months to
launch" and I was thinking four weeks, you're never going to hear four weeks from me, ever. But if we get
those opinions independently, you will actually hear that | think it's going to take four weeks. You may
tend to be more right there being more senior, but | may have something interesting to say. You should
hear what | have to say. And this also allows me to learn from you, too. But because | haven't heard your
opinion first, then I'm not going to conform my opinion to yours. So it actually spreads the surface area of
disagreement that you see on the team, which then makes people feel much better about the decision
not being exactly what they want because they recognize like, "Oh, this is actually a hard problem. People
really disagree on this stuff."

FRCERIR:
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[00:42:41] Lenny Rachitsky
English:

Amazing. | think this is going to be really helpful to a lot of people. Just to close the thread on this little
summary maybe is core advice here is brainstorm separately. So | guess first, there's discover, discuss,
decide. To discover ideas completely independently, basically brainstorms. You're a big advocate of
brainstorming independently, sitting on your own, thinking through ideas. And then bringing people
together to discuss all the things they've come up with and especially where they disagree. And then
ideally having one person that makes a decision once she or he has taken all the input.

FRCERIR:
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[00:43:12] Annie Duke
English:

Yeah, you can have one person. | mean, | work with people where it's like a partnership and there's six
people who are going to vote, but they still do it independently. They go to a forum. So | don't know what
your vote is. And all six people don't have to agree. | mean, | just think it's really important that once you
get above an end of one, you shouldn't necessarily expect the people to agree, which | think is just really
important. And this is good for more than just brainstorming. It's for forecasting, any kind of project
planning, budgeting. Yeah, | mean, we do this, for example, at First Round, we have a structured forum for
evaluating a company in terms of whether you should invest in it because there are facts and then there
are the way that you model those facts in. So it's a lot, what are the investor's opinion of the founder and
the product and that kind of thing.

AR ERIE:
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[00:44:06] Annie Duke (Continued)
English:

And we just have structure around how we're eliciting those opinions, which is really helpful. The other
thing that I'll just add to what you said is that you can actually be in the same room together and still
discover information independently. So this will happen on the fly all the time where people are talking
and they start talking. Something comes up, like someone suggests some new feature or something like
that, and then people start saying, "Yeah, but that's going to take..." And you go, "Stop. Okay, everybody
take out a piece of paper." So you can still get that same independence on the fly as well as doing it in
advance. But yes, that was a very nice summary.

AR ERIE:

A NAS | SXETNE-—EEMLIRE, XFEEEH. REBtT—xR: FMOEESATUFSER—E
B2, ENARIIMEANER, XMEREEIHEE: ARKETWXR, RABARNT MR8, AREKX
KFABIGE: “BH, BIFE---7 XIHRAILE: o F, BPAZH—KE” FRLUREERT LR AT,
WA AR R IS MIRII M. AT EHY, RN B SESIRRE B

[00:44:49] Lenny Rachitsky
English:

If this is just the one thing people take away from this conversation already, | think that could have a big
impact. Speaking of First Round, one, we actually just had Todd Jackson on the podcast talking about-



AR ERIE:

MRAMIMZZAERRZEX—4E, KINABEFEERNRME, BE First Round, FATNIZIET 12 -
AF# (Todd Jackson) RIBEZED-----

[00:44:59] Annie Duke
English:

Love Todd.

FCERE:

HREERE

[00:44:59] Lenny Rachitsky
English:

... love Todd, talking about product market fit. That episode will have come out before this episode. Also,
so | asked Brett Berson, your colleague at First Round, what to ask you.

AR ERIE:
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[00:45:00] Annie Duke
English:

Oh, okay.

FSCEiE:

MR, 489,

[00:45:08] Lenny Rachitsky

English:

Yeah, yeah. By the way, your title of First Round is amazing, special partner. I've never seen that before.
R EIE:

=W, JREiR—a), fRTE First Round BB XEET, “4FRIEINAN" (special partner) . FLARTMEK DL XF
LA,

[00:45:15] Annie Duke
English:
Iam. It's a title just for me.

FROCERIR:



EHY, XREIINBIKIIAIKAT.

[00:45:17] Lenny Rachitsky
English:

Oh, my God.

FRsERE:

Ko

[00:45:17] Annie Duke
English:

| adore Brett Berson.
FRCEIE:

BREBSHERES - B85

[00:45:19] Lenny Rachitsky
English:

Me, too.

FRCERIR:
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[00:45:19] Annie Duke

English:

So I'm interested, I'm interested in what he said you should ask me.
R EE:

FRAZRIRYFET, LR 4o

[00:45:23] Lenny Rachitsky

English:

Nothing too spicy, it's along the lines of what you talked about. So you said that you have a very

interesting framework for how to think about decision quality in the short term when the outcome is very

long term. For example, investing. Also, many decisions we make in business, things you need to decide

now that you only find out years from now. Can you talk about your advice there and your insights here?

FROCERIR:
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[00:45:43] Annie Duke

English:

Oh my gosh, I'm so happy that that's the question that he asked.
R EE:

KB, BHAREHMIR) T XA,

[00:45:45] Lenny Rachitsky
English:

Yep, | see.

R EiE:

0, BER/EXR.

[00:45:47] Annie Duke

English:

Okay, so can | give a tiny bit of background to this?
R EE:

9, REERNB—RERIG?

[00:45:49] Lenny Rachitsky
English:

Absolutely.

FRCEIE:

HAA Lo

[00:45:50] Annie Duke
English:

So prior to talking to First Round, | have another client too who, they're amazing, Renegade Partners at
Roseanne Wincek and Renata Quintini. They're incredible. Before finally hooking up with them, and they
work at different stages, First Round is C, obviously. Renegade is more like A B, tiny bit of dabble in C. But
before running into them, | talked to quite a few venture firms who are interested in talking to me post-
Thinking in Bets having come out, so this would be 2018. And there was a theme, there was a theme
across them all. The first one was, well, the kind of decision-making you're talking about we don't need to
do because we just know a good founder when we see one. So that is a sentence that came out of many
people's mouths. And as | just said to you, okay, | have no doubt, but don't you want [inaudible 00:46:52]
make that explicit?

FROCERIR:
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[00:46:53] Annie Duke (Continued)
English:

There's all sorts of great things that come from making it explicit, not just in terms of the increase in
decision quality in the moment, but it actually allows you to close feedback loops much better. So that
was one thing that | found quite surprising. But the one that | really found very interesting was being told,
"Well, what you're talking about doesn't apply because our feedback loops are a decade." And in poker,
you got an answer right away. You won or lost the hand right away. So the way that you're thinking about
decision-making doesn't really apply, until | met First Round and then Renegade where they actually
heard what | had to say because | gave the same answer to everybody. So we'll just put aside that
wouldn't you want to make that explicit. The first thing that | would say is, oh, poker is much noisier than
you think because when | win a hand, | have no idea why.

FRCERIR:
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[00:47:50] Annie Duke (Continued)
English:

So I do actually have to wait a long time because | have to play many, many, many hands before | actually
know, do | actually have an edge? Because | actually don't know very much. On one hand, for one thing, |
almost never see my opponent's card, so I'm left in a dust of uncertainty. But separately from that, the
main thing that | said was, how could you possibly think that the feedback loop is 10 years? And this is
what | think really caught First Round's eye because when | was talking to Josh Kopelman about it, he
said, "Well, what you're mean? We don't get an exit for 10 years." And I said, "Oh, I'm sorry, do you invest?
And then you go to sleep like Rip Van Winkle? And then you wake up 10 years later and you go, 'Hey,
how'd that go?' Or are there all sorts of things that happen in between?" The simplest thing, the simplest
thing is does it fund at Series A?

AR ERIE:
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[00:48:46] Annie Duke (Continued)
English:

And the little pushback that | would get there is, but we're not investing for Series A. And | say, "Well, |
know that", but have you ever had a company that exited for more than a billion dollars that did not fund
at Series A? And the answer is no. And I'm like, okay. So it sounds like that's necessary. Might not be
sufficient, but it's necessary. And it's certainly a signal that is actually more highly correlated with exiting
out well than the investment at C. And then, oh, right, you have series B. And that's separate from all the
other things that you can look at, like what you talked to Todd Jackson about. Is it achieving product
market fit? We know that eventually for it to be successful, it's going to have to achieve product market
fit, right? So you can look at what's happening with that, just general things about traction, what's
happening with net new ARR, ability to retain top talent churn.

FROCERIR:
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[00:49:55] Annie Duke (Continued)
English:

| mean, there's so many different things that you can look at, all of which are things that you know must
happen in order for the big thing to happen. Okay, so what that means is that this is the big, I'm going to
make a bold statement here. There is no such thing as a long feedback loop. You can make a decision
about how long the feedback loop is. That is your choice to live in a long feedback loop, and you can
choose to shorten the feedback loop. And the way you choose to shorten the feedback loop is to say,
what are the things that are necessary but not sufficient? That's one thing, for getting a good exit, or what
are the things that are correlated with the outcome that | eventually desire? And what that means is that

when you're at the decision point, right? Like in First Round's case, I'm going to invest in a company.
FZERiE:
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[00:50:51] Annie Duke (Continued)
English:

What you have to understand is that you are making a prediction about how the world is going to unfold,
how the future is going to unfold. And those things that you're predicting. You can track, and you can
track them back to the decision and you can do it pretty darn fast, mind you. | mean, think about being in
2021. There were companies that were raising in A six months after seed. Today, it's a little more 16
months-ish. But even so, let's just say that that was the only thing that you decided to do. I'm going to



forecast the probability that this company's going to fund at Series A. And then obviously, those
companies start to fund or not fund at Series A and you're finding that out in 16 months. Here's my
question for you, Lenny. Is 16 months shorter than 10 years?

AR ERIE:
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[00:51:38] Annie Duke (Continued)
English:

So it's probably why he said to ask me that question because | just really do. | mean, | have a very strong
opinion about this. The feedback loop is as long as you choose it to be. And if | take that back to some of
the things that | heard early on when | was talking to people, what | would say is that | think that there is a
certain amount of psychological safety in allowing the feedback loop to stay long because really of two
main factors. One is that, look, if | was early into Uber and now I'm a celebrity investor or something, |
don't really want to know if I'm good or not. Do I? Right? | don't really want the world to know that. |
mean, if I'm good, that's great. But it feels like they already believe that I'm good because | happen to be
early into Uber.

FRCERIR:
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IR FPHARFIMMBLETE, HIANILRGEEFRRFREK, HLERHEHEEMN “DEBEZ2R” , TEERITMEER.
—, MIRFPHIRFT Uber, IEMTHEKRERE, RENBNERIREFZENFEEE? RA—ERILH
FENEEMR. MRFKEMNRFE, PR, EBRIEAKELENFIRFTT Uber MIANKREET .

[00:52:47] Annie Duke (Continued)
English:

So since people already think I'm good, I'm just losing to that decision, psychologically speaking. Not
investment quality speaking, but psychologically speaking. Okay, so here's the problem though. Why was
| early into Uber? Did | have an insight into a real pain point in a developing market, blah, blah, blah? Or
did my buddy start Uber and | was like, "Sure, I'll give you some money?" Right? | mean, obviously, I'm
talking about the extremes here, but we don't actually know what the decision quality was, right? All we
know is that you had a good result and given that you had a good result and people think very highly of
you, what are you going to gain? Right? So it's so nice to just let that feedback loop sit there and allow
people to have the opinion of you. That is really nice, feels good, right? And not actually find out the

answer because why would | want to?
FRCERIE:

BAANELRFHRE, MOBEZAE (MIEREREAE) KE, ZRIEEARFJURRZHKR. R&EA
T WA AR Uber? ERAFRMNIHHZRBERBRLEE, TE2RNZI)LEIAT Uber, 3K
BEFLT Ri? EARBERRKER, BHNLHFLEAMERRFENM, WE? FAMIIAEMRSFE T IFE
£, MEAMMRIENERES, BIREEMIDERRPREHTANR? PRLL, IERIFEFEERIL, IEAMNFRE
REVEFENR, XIS, WIB? At ABERERE?



[00:53:51] Annie Duke (Continued)
English:

Unless you're really super focused on decision quality, then you would want to do that. So that's part of
the psychological safety. And what that goes to is, the real core of it is that it's very, very difficult for
human beings to deal with feeling wrong in the moment, even if it helps them in the long run. It's just
hard. And the tighter the feedback loop, the more that you risk finding out you are wrong in the short run.
Now that helps you to learn and improve your decision-making if you're focused on it and you're good at
it, right? That's going to help you. And then in the long run, you're actually going to do better. But human
beings are notoriously good at trading off the long run just to feel good in the short run. That's why we're
all eating chocolate and cupcakes and stuff that we know is bad for us because it feels good.

FROCERIR:

BRAMRBR KX TREKRE, SNWRAZEELIE, XMBOER2BIN—HD. HZOET, AXRHELE
‘HTRSECHE T XM, BMEXERMAMNMIIERR, XRE, RIFEFERE, (REEHRLI
B oHIRAINR MR, MRMETETFIHEBERIE, XEBRFIHGERER, WB? KPRERFMISE
§. BARH T RME RN T IEERBMAA KR . XM ARKNBAIS R HMBHFELEX B FFLTF
HEEIZ, FANERERIT.

[00:54:45] Annie Duke (Continued)
English:

And so much of our decision-making is trying to advance this positive self-narrative and the idea that
yeah, we're going to have a more positive narrative ourselves in five years if we do some stuff. Most of us
are like, "No, | don't really want to make that trade. I'd rather just feel good now", and | can use the fact
that we are living in power law, under the influence of power law. | can use that to just confirm a lot of
things that | wish to believe that are true of me. And if you take that away from me and you take the
uncertainty away from me, it's going to be really hard. And | will tell you that's what | love about both
Renegade and First Round is that they're just like, | want to know. It would be such a horror for me to
think that | was making good decisions when | actually wasn't. And that's what really matters to me and |

think that it's just so special.

FEiE:

BIRNTZRREEN T HE T —MHRMNERENE. BARNMENRNEMESE D, AEESEEHFIN
E, BEXEHARE: R, BFAEHHEANRZ, RRBIMEREEF.” RAUUFBRNEEE “FEHH
(power law) THIER, FIELHLERFLEE SHENER. NMRFEETXMHTHAEY, HSBRER, K2
FiLAEZ¥X Renegade # First Round, ERAMIISN: “BAEMEREMR, WRFEUN B SEBERREMIIR
EHEE, BRERGEABU/HHNE” XA SEEEEN, HIEFXIEEF.

[00:55:47] Lenny Rachitsky
English:

Hearing all this makes me want to be an LP in First Round. Not that they would let me in there, but just
knowing that you're in there futzing with everything and the way they're thinking is really inspiring. I'm
curious if you could share an example of anything that they tweaked as a result of this analysis that you
did and how they evaluate.

FROCERIR:



07 XL, FREBAALA First Round WBREMA (LP) 7. RAMIITRFSILEMN, EXERERBEMR
—1], URMINNBLESN, BERNRSARE. HRFSH, REFEIZ—1FF, REAMIRERN 2
BET A, UK MAHTHER?

[00:56:05] Annie Duke
English:

Well, first of all, let me just say they didn't really record a lot about their decisions when | first came in.
They voted and they had a record of the vote so they knew who said yes and who said no, but they didn't
have a lot of other information. So the first thing that happened was just that. Okay, what do we really
think is the way that you would model whether you should invest or not invest in? Very broadly, you
would say you're reading the market, the team, the founder, the product broadly. We're going to make
sure that those opinions aren't just like it's good or it's bad, but it's on a scale of one to seven so that we
can actually get some precision and some spread among the partners in terms of, say, strength of market.
We're going to make sure that we have shared definitions of those things, which you'd be surprised

people don't.
FRERIE:

B, RRENRE, tWIHLEERASXTARNIE. WIKE, BRELCR, ME#ERTHEMIKR
X, BRBRZHMER. FIUE—GFERUE: RINIRZNARIERFRERSRA? [T XL, feE
M7, HPA. BIEAFMFE @, RIMNEBHERXLEZAAIZEEN ¥ = 9K, ME 17 OHNER, XF
HNARETDRESHERSHRHE, HEIGUAZEND K, ZINEHFERNXERSEHRNE —
RRFIPEI, AMVEELBHREEN.

[00:57:00] Annie Duke (Continued)
English:

So when | am thinking about market and market quality, | might be thinking about something very
different than you. So we want to make sure that we have a shared definition of that, and that's reflected
in something that we would call mediating judgments, which are judgments that you make related to
market prior to actually judging what you think of the market in general. So you could think of something
like competitive landscape, so you would judge that. So that turns into what these mediating judgments

are, which is basically an implied definition.
R EIE:

HHRBEHHNHHHEN, FEAIEMIRTERE. FAUKRNERRELREN, XEIMERNPAIBHN
‘BT FIET” (mediating judgments) &, BITEXZ#HITEAHEIZ AT, TS HIZHBXNEERZMEH
i, LEAIRFARE, (RRFTITHEE, XERNFIEAR EME—MIRERE .

[00:57:30] Annie Duke (Continued)
English:

So you create that, and then you also think about what are the forecasts that are important. One thing
that you already know is you're going to forecast the probability the company funds at Series A. So that
was a huge change, just a very different way of making decisions. What we've been able to do with that
now because I've been there for five years is we now can actually look, say the partnership as a whole,



and look at these ratings that they're making of the component pieces of parts of how they're modeling,
like what makes a good investment, these forecasts that they're making.

AR ERIE:

BuUXLEZE, MEREEPLETNEEEZN. HP—MFELMERN, MEMNAREE A RRFEIER,
XE—TMEANAE, —ME2ARANRRARN. BAKEZERILAET, HMNREATURRBINGUX
%, DI IHRFERKARME DTS (EEi AR T IFBIRE) AR IR EI T,

[00:58:03] Annie Duke (Continued)
English:

And we actually know how these companies have now unfolded. So in the simplest sense, we know
whether hundreds of companies have funded at Series A or not. And now, we can actually look and say,
how good are the partners at actually forecasting this thing? Right? Are they random? Are they better than
random? And we actually know that and we can feed that back to them so that they can understand their
own accuracy around these pieces of the decision because the fact is that whatever a seed investor says
to you, whether that company is going to fund at Series A is part of their decision. It's included in the
decision. So they're making that forecast whether they make the forecast explicitly or not. So what we're
saying over at First Round is let's make it explicit because you're doing it implicitly anyway, and then we

can actually start to look at your accuracy.
R EIE:

HNIMENEXEQBERNERIBERT . BERY, RIEHERQETPLERZET AR, HELF. N
FEIFATAIADH . SRAMNFUNX A FRIGESZIRAE? ZREVBIID? T2 EERENEF? HAFEER, HAU
RieatA], itthf]T B SEXLERRIINTRERE. AAFERE, TEMFRRAEEAR, BRLQF
BEEEE ARRMAMBMIVARN—E7, TIRMWINSEHHMEIN, XPOFUNERREERER. L
First Round FUCER . BRAIRELEARRMMITN T, FIBEINEK, XFRITEEEEIRERE.

[00:58:58] Annie Duke (Continued)
English:

We can now feed that back to you and let you know how accurate you are, which will then help you to
become more accurate, right? We can also look, because we know in any given vintage what are the best
companies or what are the worst companies. Remember, we're having people do these ratings on a scale
of one to seven of say the quality of the market, and we can look across the partnership and say, "Look,
Lenny, when you think the market is great, how does that map onto how well the company is doing in the
future? When you say the market is terrible, how well does that map onto how that company is doing,
how that company ends up doing in the future?" And | can come to you and | can say, "Oh, Lenny, by the
way, your judgments about market are amazing."

FRCERIR:

HANVAILUBERRIGAIR, ILMAEE CRUERE, MMEBMRESEER, XNB? HITEATLUNE, FRFA)
FEAEREFDFPLERRFNAE, MEBREN, i2F, BRINLAINTZREEHRT 13 7 H89FS,
BATRI L& LR “F, Lenny, HRAATHRIFE, XE5ABRKHNRMLEEINA? SIRAATHHR
FEEY, ILEERENENM? ” HAIUEIRIR:  “Lenny, IMER—T, /RMHHNHIEERT.”

[00:59:47] Annie Duke (Continued)



English:

You know a good market when you see one and it's really mapping on in a great way onto how that
company unfolds, but you're not so great with founder, or maybe you're great across the board, or maybe
you're not. So we can now start to give people, we can give the partners insight into their own decision-
making, not only to allow them to improve the decision-making, but also to allow them to understand
not to over index on certain things that maybe aren't as predictive as an example for them. We also can
change the rubric based on the evidence now.

FROCERIR:
“YR—IRFLEEB T ARE T, MAXSQBNKEBEVE. BEFIECIALE, RAEKBAE”

EfRATRERRE, BAIRERR. MERNITLULEMANRRE SRR IRE, YRS RFKT, EaEILAA]
BRI ERHFE LT ERRIRR. AR DAREIERERET 2 EN,

[01:00:22] Annie Duke (Continued)
English:

So the first version of the rubric is always taking the intuitions of the partners and making those explicit,
but then we can start to loop those back together and understand, well, maybe this thing that the
partners thought was important actually isn't predictive across any partner. For example, we can start to
develop the rubric based on the data. These were all things that weren't possible because prior to that, if
| had come in and said, "Well, let's look at decision quality", how would | do that? | mean, | have no idea
why people were... | just know whether they said yes or no. And so it's very difficult to them to start to do
some really serious refining of the decisions if | don't have that information.

FRCERIR:

o ENNE—REERSUANETRINEN, ERERNATUEBIHAFRFAI: BIFSURANTANEERN
EHE, KEENERASRARKRELETNNE F1W0, FOITUFRETHREAZEN, UaXERA 6k
By, EAMRRKE “URMNEBERRRE” , FREATNTF, RFMEAIAARBERIERM. WFREE
XEER, MRMENREFEITR AR EL SN,

[01:01:08] Lenny Rachitsky
English:

| desperately want to know which partner it makes the best decisions. | know you're not going to share
them.

FRCERIR:
HXBAEP P SUAMETRRRET . HAERFZDZM,

[01:01:13] Annie Duke
English:

No, I'm not going to. The partnership as a whole is excellent as we know. And this is what | will tell you is
that all partners have strengths and all partners have weaknesses, and they're not perfectly overlapping,
which is wonderful, right? | mean, that's one of the things. It's like what's really wonderful, and | think it
shows the power of why would you have more than one person having input into a decision, is some
people are very strong on rating a particular aspect of market, or some people are very strong on rating a



particular aspect of the founder. There's overlap and then there's things where Todd is uniquely great at
something, or Josh is uniquely great at something, or Bill is uniquely great at something. So that's a
wonderful thing about it is that everybody has strengths and everybody has weaknesses and they're not
perfectly overlapping. So this is where you can see getting that spread of opinions and really
understanding, breaking that decision down into its component parts really shows you the value of
diverse opinions as input into a decision.

FROCERIR:

BH, BRARW. WIKAIFAA, BNEUEEIFEENRS. RESFRNE, FIESRAZBERANELS, m
BENMNHARL2ESE, XXET, WE? XMBATAFTESMIASERENERRA: BEAFEEKITLETG
MEMIELE, BEAFBERITHEIBANENMNG. BAREE, EREERSTEERERR, T/E
S—AERE, ' REE. SMASBELRREEH, XIERZTURELENRRBANNERE —&BIF
RERDBRNE AR, (REEBEIXMHNE,

[01:02:21] Lenny Rachitsky
English:

| could talk about this thread forever. Maybe let me just ask one more question just because I'm super
curious. Is there anything surprising that stands out, that came out of this analysis so far? Just like, oh

wow, maybe market isn't as important as we thought or this person is amazing at-
R EIE:

XMERB AU —ZEF, HTEHEH, HBR—NRE. FIBFAL, XMOFPERETALANFRFHEL
W2 tegn, i, WiIFmEHRERITEKNABAER" , & "RARAEESEALL®” ?

[01:02:34] Annie Duke
English:

Yes. So | think just generally speaking, when you're creating the initial decision rubric, there are things
that people are really pounding the table about that they think is especially important in making a
decision. And one of the things that we found is that sometimes their intuition was absolutely right. The
thing that they were pounding the table about is incredibly predictive, not just for them but other
partners. But sometimes it's not at all predictive, and these are equal table-pounding situations. So let's
say you're pounding the table about something, sometimes the thing you're pounding at the table about
is predictive for you and for all the other partners that it's actually quite predictive about how the
company does. But sometimes when you're really pounding the table about something, it's not just that
it's not predictive for the other partners, it's not predictive for you.

AR ERIE:

B, BHIKR, SRIBAIGRRENN, AMSRERKFRIFAREMITANNRREXREENER. i)
£, BRMIINERTSER, MIRIANEERSSAEERGRIITUNYE, AMXEMES, MEMESUAE
TH0tk, EHE, BERAFFBERFRIANEER, AR2RETWNNE. BMEiR, BIRRDBEFNRA
MRMAREER, BEHN, ERMMUNFIAKA, WFES A,

[01:03:33] Annie Duke (Continued)

English:



And | think that what's really important to understand about this, and this is why it's so incredibly
necessary in improving decision quality to take what's implicit and make it explicit, is that our intuition is
sometimes right and sometimes wrong. It's not that intuition is crap and your intuition is just completely
wrong, | mean obviously, that can't be true. We would die, right? So your intuition is sometimes right, but
it's also sometimes wrong. And if you don't make it explicit, then you don't get to find out when it's
wrong.

FROCERIR:

EfRX—RilfREE, XURATARSRRGELIFARZUNIENERER: FMNEZEREXN, B
REHEN. HFPRRER —XTMEXTEEIR, BEANRAERPHFERNEMESNT. EREREN, BFH
tathisl, MRETECHRKL, MK ELINE T ARREHE.

[01:04:07] Annie Duke (Continued)
English:

You don't get to find out when it's off base, and that's a disaster. So that's the thing that | think is really
interesting is that you have equal vehement and confidence that this particular factor is really important.
And sometimes it is and sometimes it isn't. And it's so surprising because we're talking about people who
are true experts who are great, and | think that we all just have intuition about intuition, right? You just
intuit that if they're so amazing, clearly their intuition about what's important would have to be good, but
not necessarily. That's the thing, not necessarily. Yeah, | think that was probably the most exciting thing.

FRCERIR:

MEZRMEFLARBRREETNE, XARKME. BENE, MUXTRRERMHNRFHMNEOATERE—1F
Y, BERINEARE. XRLSART, BARIMKENZEENTRETRH, HAANRNNY “BER” £5H85
—TER: BAMNXARE, WX “HAER” NERSEHERE. BFELHIELA. XMBRIANE
A 75

[01:04:56] Lenny Rachitsky

English:

Keeping it mysterious, but I still appreciate you sharing.
R EiE:

BARE 7T HWE, BERRARGRND Z.

[01:04:59] Annie Duke
English:

Well, I have to keep it mysterious.
R EE:

B TUREF o

[01:05:02] Lenny Rachitsky

English:



Yes, | understand.
FR3ZERIE:
=1, RIEM.

[01:05:03] Annie Duke
English:

| can't give away the trade secrets.
R EE:

BB ERELAE,

[01:05:06] Lenny Rachitsky
English:

| wanted to touch on a different framework that I've heard a lot of companies actually using, and
something that comes up in product a lot is this idea of pre-mortems, which is essentially think ahead of
time what might go wrong. Can you talk about this? Because | think that it's something that's easy to

implement, really powerful, and a lot of people are actually doing this.
AR ERIE:

BHRERKRS— P HARREADNMAEEANER, TraPAHELEHI, BUE “FF08IF" (pre-
mortems) , AB_EFRIRAIBERTREHIMA AR, (REMIIXND? RARRSCREZ LN, FERK,
mERZ AHSEIEM.

[01:05:25] Annie Duke
English:

Yes, okay. So a pre-mortem is great, but only if you attach a pre-commitment with it. So | just want to be
super clear about that. What you find with pre-mortems, this actually work. | actually did this work with
Maurice Schweitzer and Linnea Gandhi, who are both at Penn. Then when you have people do pre-
mortems, it generally doesn't actually change their plan very much or it changed their behavior. So |
think that we have the feeling that if you do a pre-mortem and you think what are the ways that things
might go wrong, that that's going to change your plan, but probably not unless you're specifically using it
for that purpose and you say, "Okay, we're going to do this, but let's think about how we might change
our plan in light of this information." But I think what's actually more important than that is what a pre-

mortem allows you to do is to set up kill criteria.

AR ERIE:

Y. ERIFINEE, BRIERMGAME—" “Tafkt&E (pre-commitment), HEPAHX—=, KM=
xR AFMEERET - HEELSR/R (Maurice Schweitzer) MR « H#th (Linnea Gandhi) fudtfz. 45
2, LA EGHTBEH A EZRNTMITATIHIT . HNFEHE, RERE T oIsEH Bt
7, RIFMERE, BFEXHIEMLL, BFRIFFEERULEAEN. EXRF[EEENZ, ERZIMEILMRIEE
“IEAEN” (kill criteria) o



[01:06:18] Annie Duke (Continued)
English:

So kill criteria are just a set of signals that you might see that would tell you that it's time to pivot or stop
because once we actually launch something, we're very, very slow to decide to quit. I'm sure that
everybody has felt that way before. Things go on way too long, even like they're over budget and you've
blown the timeline. And when you finally shut it down, you realize you should have done it a lot earlier.
And this is true across the board because of a variety of biases. The most well-known, and probably the
biggest influence is something called sunk cost, which is that feeling, but then I'll have wasted all the time
and effort that I've put into this already. So it's taking into account what you've put in in the past and
deciding whether to continue on in the future. So what we want to do is actually just get better at that
thing. So understanding that when you've gotten to the pre-mortem process, you probably are going to
launch it, like it's probably going to be the case.

FRZERIE:

KIEENMB—RINES, SFMRTARRZERSEFEL RA—BERNBoTESHS, HMMRERER
Fo BEGEBTAMAIXMENE . FRETAA, MBEx, #EERE, SMREXECH, A RIRAF
BXAMT . ATEMRER, XMEREBEE,. ?%%EE’UHFkE’JE “TUERA” (sunk cost) , BIARFH
MNRFAUE:, HZARANNREMNEAMAET” RE. XELRERTEMNRARRERRNITH.
HNEMHMBIHEX—R. BBAR, SIRFNFEFEIRMER, 1T7<$EE3T~ =B A,

[01:07:22] Annie Duke (Continued)
English:

Use the pre-mortem to set up kill criteria. So I'll give you an example from a sales team that | worked
with. Basically, | sent them out a prompt, all the IC is a prompt that was, imagine that you got a lead
through an RFP or RFI and you worked on it for six months. And now, it's six months later and the deal is
dead. Looking back, you realized they were early signals that that was going to be the case, what were
they. So this is a pre-mortem. What are the things that you saw that would tell you that this was going to
go south? And they came up with all sorts of ideas. Notice this doesn't mean they're not going to start off
pursuing the lead, right? But they saw, they came up with all sorts of signals. So I'll just give you three of

them.
AR ERIE:

FIAERBIMRIRERIEEN, RENRSEINHERAANOF. REMENIATHE (IC0) XT7T—NMR
T BERIMEIEIRS (RFP) BT —MRHBRHETANA, RERBET. BIXE, RRIREELERM
BMEEST, BEESEMHA? XMEBFFEIH. MMNBHTEMER. IR, XATEREMIIFITER
EXPMER, EMIHRIET&MES. HEEP=1FF

[01:08:12] Annie Duke (Continued)
English:

The RFP RFI was clearly written with a competitor in mind, so they felt that was a very bad signal that was
probably going to go badly. Another one was the customer didn't want to demo, they only wanted to talk
about price. Obviously, that's quite bad. And another one was after the first few meetings, they couldn't
get a decision maker in the room, right? So it was a much longer list than this, but those are three. So for
each of those, that now becomes a kill criteria if | see this thing and now you attach an action with it. So
in the case of price, they actually just said, "We should kill it." If they literally don't want to demo and



they're only asking about price, they're just trying to beat up somebody else on price like we're a box-
checking exercise. So there, they just said, "We're going to kill it. We're not going to pursue the deal
anymore."

AR ERIE:

F—, B BEARARENFES TN, XE—MEBEERENGES. £, EPABREET (demo), R
Bk, XEARE. F=, A/LRIWNGE, KARFEREE, FERK, EX=[RAR, WFE—
I, MRBETXNMES, SR TRILEN, FEMENTE NI, £ “REMNE” BBERT, tITRE
BEEBF. MRNLGRE2TEEER, RBEN, BERNIRABARBRERESHNFNHREIER IR, FrLlft
ITRERBRE,

[01:08:59] Annie Duke (Continued)
English:

So this is great because salespeople will pursue deals forever and leadership is like, "Well, why did you
stop pursuing that deal?" And they get in trouble for it. So this is going to help with that problem, right? In
the case of the RFP RFI was written with a competitor in mind, they have an action associated with that as
well, which is ask them directly if they're working with a competitor and how far down the road they are,
depending on the answer you would kill or pursue. In the case of we couldn't get a decision maker in the

room, offer up executive alignment at the next meeting. And if they say sure, great. And if they say no, kill.
R EIE:

XAXET, AAHEARRRESKZRHE—ERS, MAFERE: “MMAMARFELRH? 7 MIzELEL
FRMl. XEERERZXANRE, £ “BirBRARENF NERT, IINToE: ERARNEREESRS

NFESEURERIIE—F, RECZREBRFERYRS:, £ “WAIREKE WERT, 17512 BINTFR
ZVCHITEREMER. WRNBRE, KiF7T; MREL, BEBF

[01:09:35] Annie Duke (Continued)
English:

So that is actually what | feel is the best use of a pre-mortem is to say, I'm going to try to figure out what
those signals are along the way that things are going badly. And now instead of just hoping that when |
see those signals, | actually act rationally, which is a hope that it will not come true. That's why there's
many people who climb Everest in the middle of a blizzard, even though they shouldn't be doing that.
Use the pre-mortem to now create structure around those signals that you've spotted and commit to
actions that you're going to take if you see those signals. And | think that's the best use of a pre-mortem.

AR ERIE:

FRUFINAZRIBIMNRERGRZ . REBEMRERREHNES. WE, FERRFHRETIAMBIIXLE(E
SIEEMETH (XMAERERET, MERSAEZNSPRARGRERE—F), MM AERZINA
XEESEIULEN, HAE-—BBIESHMRITH. TIANXTZERIBINBIERE.

[01:10:15] Lenny Rachitsky
English:

That's really helpful. And it's interesting how many of your examples come back to just of a framework
that you often talk about, which is make it explicit what is implicit. There's another example that the First



Round example is a great example of that where it's just, here's all our assumptions, they just make them

actually explicit and just shows how much [inaudible 01:10:32].
R EIE:

XFEETER. BBHNE, MRS FRAEEETIREEIXREIMER: BRRIKREINEWK, First Round
BBl 2a0lt, EArERRISEBBRNRELR, XBTRT EXRHNHNE,

[01:10:32] Annie Duke
English:

Right, then you can examine them. You can examine them, people can discuss them, you can figure out if
they're wrong or right or whatever. It's like, | want to be very clear, I'm not anti your gut or your intuition. |
think it's probably sometimes pretty good. | just want you to make it explicit, that's all.

FRZERIE:

B, XEMRARREMREN. MEIUEMREN], ARFILITIE, RAIUAlxtE, ZEEH—=, EFRME
Wo WINNERENIFEE RRARFEMCCHAL, NEMmE.

[01:10:55] Lenny Rachitsky
English:

Okay. So we didn't have time to get into quitting, which is your more recent book. Maybe we'll do a
follow-up episode specifically thinking about quitting, but let me just ask-

FROCENIR:

F8Y. AN RN “KF" , BRAAGEN—EH, BIFHNTUB—BEIXFRFNEESETE, B
ISR =R

[01:11:03] Annie Duke

English:

It's my fault because my answers are long.
R EiE:

IR, RPEIERKT

[01:11:05] Lenny Rachitsky
English:

It's my fault.

FCERE:

EHRNHE,

[01:11:06] Annie Duke



English:

| apologize to everybody.
FREiE:

HEARFE#.

[01:11:06] Lenny Rachitsky
English:

No apology is necessary. We'll have plenty of time in the future, hopefully. Well, let me just ask one
question. | found this one quote from you where you said you should assume that if you're thinking about
quitting, it's already probably past the time that you should have quit. Do you still believe that? Is that
generally a good rule of thumb? And just any takeaway, tip, lesson on quitting as our one question on
quitting?

AR ERIE:

AEERER. FERMNURERENNE, EHIE—NEE, FRFSIRE—aIE, R MRIRETEE
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[01:11:29] Annie Duke
English:

So the data is pretty strong that by the time you quit, it's probably long after the [&R{EEI#1]. And it's really
just because, look, when we start things, we're starting things under difficult circumstances, which come
from the uncertainty of the decision to start something. So when we start something, luck is going to
have an influence on the outcome, which obviously, we have no control over because luck isn't in our
control. And then there's also hidden information. So what happens is that after the fact, we know that
we're going to learn new information and it can make it very hard to start things because we want to be
more sure than we actually need to be. It's why Bezos has the 70% role to try to roll people back and be
willing to accept that uncertainty in the starting decision. Now the good news is that when you learn that
new stuff and the new stuff that you learn is, "Ooh, if | had known this, | wouldn't have started it", you

have the option to quit generally.

R EIE:

HEFEEFHR: SRRZRERF, BEELZZED T RENT. XERAN, HEJENARBESH,
RETHRENBRTHEN, BRaFWER, MENTEERES. WIMNEERERERS. FX2, FHEHA
B2FIMER. XiLARTRFEEME, AARINSBUIFEENERTE. XMBATATERE “70%
m”, SMAMNERE 70% EENMERE, ERTHER. WEERE, SRFIFRAHTIRE “WRHKT
EXD, BMASHET” B, (R@EE ] LUEERF.

[01:12:28] Annie Duke (Continued)
English:

So that's the good news. The bad news is that the same difficulties that apply to the decision to start
apply to the decision to stop. In other words, we're making that decision under uncertainty as well. So

we're not going to know for sure whether it would've turned out well or poorly unless we continue to do



the thing that we already started. And we don't like to walk away from things unless we know for sure. So
as Richard Thaler put it, most people won't quit until it actually isn't a decision. In other words, the whole
thing is blown up, the startup has no money, or you're up on Everest and the blizzard is literally upon you
and you're stuck in it. Or | think as he said, until you've fallen in the crevasse already, then you'll make the
decision to quit because then you know how it was really bad. So people generally, for example, don't
quit their jobs until they feel they have no other choice or relationships or projects or products that
they're developing, it all applies because we want to know for sure.

AR ERIE:

B EER, FRNNEEEFERTFEL. MEOER, FMBRERHENER FMUFEAIRE. BRIERA]
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[01:13:35] Annie Duke (Continued)
English:

And then on top of that is the fact that there is this issue of sunk cost, which is when we walk away, we
feel like we'll have wasted everything that we've already put into what we're doing. But of course, waste
is a prospective problem, not a retrospective one, even if we treat it like a retrospective one because it's
the prospective one. Well, if you wouldn't start this today, then that means that everything that you're
putting into this going forward is the actual waste, right? But we do that all the time. We go forward with
things that we ought not to be going forward with because we're trying to protect the resources that
we've already sunk into it in the past. Then there's other issues that have to do with, for example,
endowment, the ownership over the things that we've built. This is particularly bad in product because
we're building things.

FRCERIR:

BRIz S, ERULKMARNER: HRNBHFN, RIRESRET ZARNN—T, BFELE, “RE" 2—
T RIBEMERIRE, MAREMER. MRRSKASEMFBEASE, BAMRKKRAN—TIFZEIENR
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[01:14:18] Annie Duke (Continued)
English:

And once we build things, we own them. And once we own them, we don't want to give them up and we
actually value them more highly than identical things that we don't own. And then there's issues of
internal and external validity, which is really just a fancy way to say your identity. How do other people
view you? How do you view yourself? Do you feel like you failed? And what that means is that by the time,
there's so many biases against stopping that by the time you're actually even thinking about quitting, it's
probably already past the time that you ought to have quit. But we'll still continue on until we know for
sure we didn't have any choice because here's the thing. When you walk away from something and
someone's like, "Hey, why'd you stop that?" And you're like, "Oh, | had no choice" and you tell them
everything that went wrong and, nobody's going to question you.



FRZERIE:

—BRMNBLTEEFRA, HNMAETE. —BRHE, HMMFEKF, MARINILUIAEEEE. &8
WIMEREE, HEMEMB “BHINE" « 3IANELAER? (REABBEC? MEFEHECSKKTE? XFk
&, BTEFEXAZRMEFLENRL, SMAREERFN, BEELY T ZHRFR, BRINIHE,
BEEIMERITER. AANSMRBAHYR “HAITEE" HYIEREHEIMEE, RARRER.

[01:15:04] Annie Duke (Continued)
English:

They're going to be like, "Oh, well, it sounds like you put in your best effort." But if you walk away early,
people are like, "What?" So just quickly, I'll tell you | think just one of the best stories of this that I've got in
my pocket here. Let me pull it out before the end. So Stewart Butterfield creating a product called Glitch,
and Glitch is a massive multiplayer online world-building cooperative game. Releases it, this is in the
aughts, and it's like a huge hit with the critics. It's Monty Python meets Dr. Seuss, it's an incredible
whatever. They're getting tons and tons of great word of mouth and PR not doing any paid marketing.
They have incredible investors in Andreessen Horowitz and Accel, they have $6 million in the bank and

they 5,000 have diehard users, meaning users who use the game who play over 20 hours a week.
R EIE:

iIs: 18, EBRMELRANT,.” BMRMFAESREHF, AIsk: “H4Aa? ” HRFF—ITPHEKRESWIH
=, BERY - BYFFERTE (Stewart Butterfield) BF A —F & A Glitch BIARE 2 ATEEIDMERN. =
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[01:16:04] Annie Duke (Continued)
English:

The issue is that customer acquisition was a beast that for every one person who was playing over 20
hours a week, there were between 95 and 99 people who came for five minutes and left. So obviously,
this is a customer acquisition problem, which everybody knows. So they make an agreement in 2012 that
they're going to do paid marketing, which they do for six weeks. And during that six weeks, their
acquisition of new users, it's growing like six to 7% week over week, which is amazing. And at the end of
that six weeks, this is November of 2012, at the end of that six weeks, that Monday morning, Stewart
Butterfield writes a note to his investors and co-founders and says, "l woke up this morning with the dead

certainty that Glitch was over."
FR3CERiE:

T E P RIRARES: SRI—MSES 20 NI, 37 95 599 M RKT 5 HHmET. BA
XERFDH, 2012 F, BITAESRARES, BETAR. ERARE, HAPSHNK 6% 5 1%,
BiRA. BEBAALEREN 2012 £ 11 B— 1 A—FE, HEREARAENEEABAS T —8E:
“SHREP AR, REHZEHE Glitch RET.”

[01:16:58] Annie Duke (Continued)

English:



Now notice nobody would do this in this case, right? But this is what happened is that the issue is that
you really have to see is this worthwhile or not? Would | start this today? That's a forecast of the future,
right? And what he did was some back-of-the-envelope math, and he said, "Look, if we continue to
acquire customers at the weight that we've been acquiring them at the cost that we've been acquiring
them, it's going to be 31 weeks until we break even." But that's an absurd assumption because customer
acquisition costs, it's going to go up. Cap has to rise because we're going to saturate the core gaming
market, so it's got to rise. So what he realized at that point was that this was not a venture scale business,
and he was in this for a venture scale business. So even though nobody else saw that he was supposed to
shut it down, he saw he was supposed to shut it down.

AR ERIE:
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[01:17:45] Annie Duke (Continued)
English:

And not only that, he saw that he was supposed to shut it down for his employees who were working for
equity, and he had now realized that the equity wasn't worth their time and that it wasn't fair to them to
keep going with it. So he shuts it down. Obviously, that feels... Who does that? Right? And he will actually
tell you that he knows he should have shut it down before the marketing push, but he needed the
marketing push to prove it to himself that he was seeing the future clearly. Now, the code to this story just
quickly is two days later, he's like, "Well, I'm a startup guy. | want to start something", and he's got this
internal communication tool that his team is using in order to develop this product that everybody loves.
And he says, "Actually, they really like that. Maybe that should be the next product.”

FRCERIR:
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[01:18:29] Annie Duke (Continued)
English:

So he goes and talks to the investors, they roll their money over into that. And that thing, which had no
name at the time, now gets a name which is searchable log of all company knowledge, which is Slack.
And so | think this is the important thing to realize is that we get so focused on, "But what about
everything that I've put into it?" When what we forget is that when you're doing something, there's not
just the cost of doing something that's not worthwhile that's direct, but there's also the cost of not being
able to devote your attention to other opportunities that might be available to you. And as smart as
Stewart Butterfield is, he couldn't see Slack until he quit Glitch. And that is a true cost that he would've
born of continuing with Glitch. If he had continued with Glitch, Slack would not be something that we're
all using today.



FRZERIE:

TFTEMERRRE, BREBEERITHRNIIE, BHEEZEBFNERA, ERET—1MEF: Slack
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[01:19:21] Lenny Rachitsky
English:

That is an incredibly beautiful way to end our conversation. | feel like | have at least a billion more
questions to ask you and on the other hand, | feel like we've also helped a lot of people make much better
decisions through this chat so I'm really thankful that you made time for this. Two last questions. Where
can folks find you online if they want to learn about the stuff you're up to in case they want to work with
you? And how can listeners be useful to you?

FROCENIR:
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[01:19:43] Annie Duke
English:

You can find me at annieduke.com if you're interested in working with me. | have a Substack, Thinking in
Bets. Please go check that out. | teach a class on maven.com twice a year on effective decision-making.
So if you're interested in that, you can go to Maven and check it out. My next cohort at the moment is in
September, although | might do one in May. I'm not sure. But in terms of people can help me, | co-
founded an organization called The Alliance for Decision Education. We're trying to bring the kinds of
knowledge that we have about improving human decision-making in adults to K through 12 education to
make the world a better place. So | would love it if people could go look at that. If you're interested in it,
get the word out.

FRCERIR:

MRMEBEEEEM, BJLTE annieduke.com % EIFK. FHE— Substack 420 Thinking in Bets, IXiliT
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[01:20:26] Lenny Rachitsky
English:

Amazing. So we'll link to all those things in the show notes. Annie, again, thank you so much for being
here.

FROCENIR:
AHET . RINFBEFRBRETENAR. <, BRBEHREVEIN,



[01:20:32] Annie Duke

English:

Thank you. Thank you so much, this was so fun.
R B

. IFERS, XRIIRIEERER.

[01:20:35] Lenny Rachitsky
English:

Same. 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.

FROCENIR:
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