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[00:00:00] Jake Knapp
English:

It's not really about productivity, it's not about time management. It's really just about, look, at any given
day, we're lucky if we can have one great moment where we have our peak attention and we use it well.
And it's not going to happen every day, but if we have some intention around it, it can happen more often
than not. The notion with the highlight is imagine it's the end of the day if someone asks you, "What was
the highlight of your day," what would you say? That's the anchor of everything. That's the core, that's
the foundation. Things can sometimes be a mess outside of that, and you still feel really good about your
days. You still feel really good about the way you're spending your energy.
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[00:00:37] Lenny
English:

Today, I've got two guests, Jake Knapp and John Zeratsky. Jake and John are authors of two incredible
books, Sprint and Make Time. With Sprint, they've helped more than 300 teams design new products and
bring them to market, including teams at YouTube, Slack, Gusto and One Medical. Previously, John and
Jake worked at Google Ventures, and before that, at Google, where John was a leader on Google Ads and
YouTube. And Jake helped build Gmail and co-founded Google Meet. Today, they run a venture capital
firm called Character, and they actually just opened up applications for their accelerator program called
Character Labs, which you can learn more about at character.vc/labs.
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[00:01:16] Lenny
English:

In our conversation, we focus on their more recent book, Make Time, which a guest of this podcast, Ben
Williams, recommended in the lightning round, and | absolutely loved and wanted to make sure more
people learned about it and the advice within it, especially product leaders and founders who are
constantly looking for ways to be more productive. | want to get you right to the meat of the conversation.
So, let me just say that we get into a ton of very practical pieces of advice for how you can be more
productive in your day, and if you listen to this episode, | guarantee you'll find at least three things that
you'll want to start doing differently starting tomorrow. With that, | bring you Jake Knapp and John
Zeratsky after a short word from our sponsors.
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[00:01:57] Lenny (Sponsor: Sidebar)
English:

Let me tell you about a product called Sidebar. The best way to level up your career is to surround
yourself with extraordinary peers. This gives you more than a leg up. It gives you a leap forward. This
worked really well for me in my career and this is the Sidebar ethos. When you have a trusted group of
peers, you can discuss challenges you're having, get career advice, and just gut check how you're
thinking about your work, your career, and your life. This was a big trajectory changer for me, but it's hard
to build this trusted group of peers. Sidebar is a private, highly- vetted leadership program, where senior
leaders are matched with peer groups to lean on for unbiased opinions, diverse perspectives and raw
feedback.
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[00:02:38] Lenny (Sponsor: Sidebar)
English:

Guided by world-class programming and facilitation, Sidebar enables you to get focused, tactical
feedback at every step of your career journey. If you're a listener of this podcast, you're already
committed to growth. Sidebar is the missing piece to catalyze your career. 93% of members say Sidebar
helped them achieve a significant positive change in their career. Why spend a decade finding your
people when you can meet them at Sidebar today? Join thousands of top senior leaders who have taken



the first step to career growth from companies like Microsoft, Amazon, and Meta by visiting

sidebar.com/lenny. That's sidebar.com/lenny.
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[00:03:20] Lenny (Sponsor: Whimsical)
English:

This episode is brought to you by Whimsical, the iterative product workspace. Whimsical helps product
managers build clarity and shared understanding faster with tools designed for solving product
challenges. With Whimsical, you can easily explore new concepts using drag and drop wireframe and
diagram components, create rich product briefs that show and sell your thinking, and keep your team
aligned with one source of truth for all of your build requirements. Whimsical also has a library of easy-to-
use templates from product leaders, like myself, including a project proposal one-pager and a go-to-
market worksheet. Give them a try and see how fast and easy it is to build clarity with Whimsical. Sign up
at whimsical.com/lenny for 20% off a Whimsical Pro plan. That's whimsical.com/lenny.
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[00:04:13] Lenny

English:

Jake and John, thank you so much for being here and welcome to the podcast.
R EE:

Jake #l John, FERBHRIIKIIXE, FDSMARER,

[00:04:17] Jake Knapp

English:

Thanks for having us. We're so stoked to be here.
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[00:04:20] Lenny
English:

| was just re-listening to the audiobook of Make Time to prep for this conversation. And | feel like | kind of
know you guys from listening to your voice for so long in the car, and it's a little surreal to be talking to

you guys.
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[00:04:31] John Zeratsky
English:

That was really fun to record. And while we were doing it, we kept saying to each other, it was like we
were recording the world's longest podcast.
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[00:04:39] Jake Knapp
English:

That's what it felt like.

FRSCERIF:
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[00:04:41] Lenny
English:

Actually, on that, how long does it take to record audiobook? I've always been curious. How much time
does that-
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[00:04:45] Jake Knapp
English:

Well, it takes twice as long as it should have because my stomach kept growling and the microphone
would pick it up. And so, John would do a perfect take and we're both sitting in the little room together
and the engineer was in the other room and he'd be like, "You got to do it again. You got to do it again.
The guy's stomach keeps growling."

FRCERIR:



B, EHIBSELETIARIKT —f8, FEAKBILF—EEMMGN, ERNERHET, John RIFER—RTENR
&, BAMBLERNNESEE, ITRMES—TEEERE: “FER, FER, ZXRMUOF—EHEW"

[00:05:07] John Zeratsky
English:

I think it took two days, right?
R EE:
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[00:05:09] Jake Knapp
English:

Yeah, | think it was two days. Yeah, and | think actually they thought it would take two days, so | don't

think my stomach slowed us down too much.
FRERIE:
B, BEERR. HEMIIAREMAHERK, FIURRERMFRIIRASHE,

[00:05:16] Lenny
English:

That is not as long as | thought. | thought it was a month of recording and such a painful experience.
Sounds like not so bad.
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[00:05:21] John Zeratsky
English:

No, honestly, it was really fun. | mean it's weird, but it's just like, | don't know, you can get into this very
intense zone where you're singularly focused, right? There's nothing else that you need to do or should
do, so it's just like read, drink tea, read, break for lunch, read, drink tea. It's just like this really satisfying

flow.
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[00:05:45] Lenny
English:

That sounds like a great few days.
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[00:05:47] Jake Knapp
English:

Yeah, | think it was really fun doing it together too. | think it would've been harder to do... | mean
obviously people do it and | think they like doing it on their own, but we've been working together for so
long, it's always more enjoyable when we get to do something together. So, that made it cool.
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[00:06:02] Lenny
English:

Amazing. | want to do an audiobook now. That sounds like a lot of fun. So, to start diving into our
conversation, so you guys wrote this very seminal book called Sprint, which we're going to talk about.
But you also wrote this other book that | have right here called Make Time, that to me was even more
powerful and | think it might be even more powerful in people's lives than Sprint. And | think it's one of
the most interesting and most fun productivity books out there. My wife actually grabbed the book from
my desk the past week as I've been prepping for this, and just started highlighting it. You could see all
these highlights in here. She just goes-
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[00:06:36] John Zeratsky
English:

Awesome.
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[00:06:37] Jake Knapp
English:
Oh, that's so cool.

FROCERIR:
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[00:06:38] Lenny
English:

[inaudible 00:06:38] | want to be more productive. Also, a guest on the podcast introduced me to the
book. At the end of the podcast, I'll ask you this too, but | ask people, what book do they recommend
most to other people? And he mentioned this book, and so that's how | uncovered it. So, it all comes full
circle.
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[00:06:49] Jake Knapp
English:

That's so cool.

FSCERE:
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[00:06:50] Lenny
English:

So, | thought we'd start with Make Time and then get to Sprint in the second half of the conversation. First

question is just what do most people get wrong when they're trying to become more productive?
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[00:07:01] Jake Knapp
English:

To set the answer up, I'll give you a super brief history of Make Time. And for over a decade, John and |
have been, in quotes, designing time as part of our work with startups, helping them find or expand
product market fit. So, we developed a design sprint at Google Ventures, which the Sprint book is about.
And now, we run this venture fund of our own called Character. And we run these highly-structured
sprints with companies. And when we're doing that, we get to control how everything happens. We get to
change the defaults of the way the workday happens, of what happens sort of hour-to-hour, minute-to-
minute, how people are using technology, how people are interacting with each other. All those things
are sort of under our control because we're trying to achieve these big goals in a really short period of

time. Everybody focused.
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[00:07:53] Jake Knapp
English:

So, as this stuff was going on, John and | started applying some of the lessons, the things that we found
were working really well in those structured sprints. We started experimenting with applying those in our
own day-to-day lives, and we found that some of those things were super effective and they were a bit
counter to the way we'd sort of heard or learned about productivity. And there's all kinds of habit books
and productivity hacks out there. And | think John and | have probably tried most of them, if not all of
them. But it seems like 99% of the people who follow those things are still feeling overwhelmed, they're

still stressed out all the time anyway.
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[00:08:33] Jake Knapp
English:

So, even though we are not productivity gurus, this hasn't been like this thing we were doing forever, it's
not our full-time job, but we thought we want to share this framework. So, Make Time, the book and the
blog that proceeded it was just kind this side project to share what we learned. And yeah, it seems like it
is resonated with a bunch of people. There's this kind of steady stream of interest in looking at these
things a different way.
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[00:09:00] Lenny
English:

I love it. | love that it emerged out of the sprint concept. | know you talked about the book, but | forgot
that and these are all very related. | also love that a lot of the best stuff comes from people actually doing
the thing. This came from, "I just have discovered all these little things and I'm just going to share it." Not
just like, "I need to write a productivity book."

AR ERIE:



HAERZNMERT. HEREFEFT W MEX—m. RANEREIBRES, BRTTENZEEKRDIL
E#, HHREXX M “LHREAEM 5. XFETFT “BRRAT—ENE], FADEER" , MFE &
FEE—FKEFNBE

[00:09:16] John Zeratsky
English:

Yeah, | think, like Jake said, we both had always sort of been dissatisfied with the state of the productivity
art, and we had big things we wanted to do. | mean, when you work in any kind of job, | mean we've both
spent our early careers as designers and the job is really all about doing big projects. It's all about being
able to focus, being able to spend time on the things that matter. And that's to say nothing of what we
want outside of work, things that we want to learn how to do personally, people we want to spend time
with. And it's interesting, we've found that when we talk to people about Make Time, they always know.
They always know what they want to make time for. The problem is not like what should my goal be or
how should I figure out what to do with my life? They usually know, but it's very hard to actually make

time for those things.
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[00:10:16] John Zeratsky
English:

And | think the problem is that most productivity advice focuses on getting better and faster about doing
the things that are already in front of you. So, the messages that are in your inbox, the meetings that are
on your calendar, a lot of focus on efficiency, like crank through that stuff. Our perspective is basically that
those are the defaults. Just like our software that we use, apps that we use have defaults, those are the
defaults of life, of the companies that we work in, the culture that we live in. And so, the solution is
actually to change those defaults and to really flip this way of thinking on its head. So, it's not about how
do | go faster? How do | get more efficient? It's about how do | put the thing that is the most important
first in my day or in my life, and then build everything else around that and accept that you're going to
need to do a bunch of those little things. You're going to need to answer those messages and go to those
meetings, but really, start with the idea of what's most important to you? What do you actually want to

make time for?
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[00:11:25] Lenny
English:

Along these same lines, we're going to talk about this kind of four-part strategy that you recommend, but
a couple of things before we get into there. One is along the lines you just talked about is this insight that
you had of just like willpower is never going to be enough to get you to make time for the things you want
to do. And you had these two concepts of busy bandwagon and infinity pools, so maybe just talk about
those two briefly.
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[00:11:47] Jake Knapp
English:

The idea of the busy bandwagon is just this expectation that everybody's busy. And in the United States,
there's kind of this thing that | think if you travel abroad and talk to people for a while, then you come
back, you'll notice, which is like if you ask someone, "Hey, how's it going? What are you up to?" And
they'll be like, "Oh man, I'm busy." It's kind of the default answer. "I'm busy. Things are busy." And it
means, usually, it could mean a variety of things, but usually it's good. Like, "Oh, it's busy, so business is
booming," or, "It's busy, I'm overwhelmed," or whatever. But busy, it's kind of the expectations that
everybody's busy. And we are, | mean we are busy, but we call it the busy bandwagon because it feels like
you should be busy. And it's this inner feeling caused by what we see or perceive other people are doing
that drives a lot of the stress. And | don't mean to sound like I'm above it all and have figured it all out. It
still drives my stress, this inner feeling that other people haven't figured out, other people are expecting
fast reactions from me, all this. That's the busy bandwagon, this sort of feeling that | should be busy, that
everyone else is busy. And what that does inside of us is really the core of what we have to change and
figure out, this getting out of a reaction mode. The other thing that happens to us are the infinity pools.
And John, do you want to describe what infinity pools are in our context?
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[00:13:14] John Zeratsky
English:

Yeah, we came up with this name because we were trying to think of endlessly replenishing fount of
content. So, basically if you can pull to refresh or if it streams, it's an infinity pool. So, this is pure



entertainment stuff. This is stuff that people say like, "Oh, | spend so much time on Instagram," but it's
also stuff that's important and necessary and productive. Email is a huge infinity pool and it's probably
the single hardest thing for the two of us to control and avoid getting sucked into. And anybody listening
to this is going to, | think, understand how powerful those pools are and how effectively designed and
engineered those products are to be really compelling and to be friction-free and to just make it easy for
us to dive back into that pool.
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[00:14:15] John Zeratsky
English:

And so, when you put these two things together, the busy bandwagon and the infinity pool, you kind of
have this, it's like a flywheel, but bad. You feel like you really need to be busy, you really need to be on top
of everything. And then, you've got this whole collection of apps and services and products there that are
ready to pounce on that, they're ready to take advantage of that set of defaults, that cultural and internal
set of defaults that you have about what you should be doing. And for a lot of people, it just sort of spins
out of control. So, our view is if you can name those two things, if you can understand those two things,
then you can start to deliberately change some of the defaults around them, so that you can put your
most important projects, people, work first, like we talked about.
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[00:15:04] Lenny
English:

I'm guilty of both these things. | feel like the reason | do some of these chats, this one in particular is it's
like one-on-one coaching almost. This is going to help me stick to some of the things you teach. And I've
already actually implemented a number of the things you recommend, but this is reinforcing it. And then,
obviously, also helping all the listeners get better at these things. Before we get into it, one last question
is just like real talk, how how's your guys' productivity? You wrote this book, it sounds amazing. There's
87 | think pieces of advice. How is it going for you guys? As we go through, | want to hear what you're
actually using, but just broadly, how's your productivity?

AR ERIE:
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[00:15:40] Jake Knapp
English:

At the top of the interview, Lenny, you asked, "What do most people get wrong when they think about
this productivity, time management, whatever?" And I'll frame my answer in those terms. So, most
people, | think they try to get better and faster at doing what's right in front of them. We don't change the
defaults in our environment, so we can focus and spend time on these different more important things.
And if you think of that sort of what do | want to do? What's my goal? What do | want to spend time on
that John referred to as project A, generally the things we want to do, these project A things, they're big,
they're not easy to start, they're slow to create, dopamine hits, they're non-urgent. Like boss is not asking
for them if you have a boss. And generally, the tasks and activities that stand in our way that keep us from
doing project A, they're small, they're medium size, it's obvious how to start them, they create dopamine
right away, they're supposedly urgent, email meetings, TikTok, Instagram, news, what's on your OKRs, all
these things.

FRCERIR:
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[00:16:47] Jake Knapp
English:

And | know what's on your OKRs may not sound like it's a peer of those others, but in a way it really can
be. So, these big things, they're at odds with these little things that get in the way that the busy
bandwagon expects us to do, these things that have infinity pools built in. And so for me, right now, it's a
constant battle between the Jake and the busy bandwagon and my inner feeling of how can | live up to
people's expectations of me and respond in the way that | should and react in the way that | should? And
then, how can | do the project A stuff, the big important stuff? A lot has changed in my life since we wrote
the book.

FROCERIR:
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[00:17:28] Jake Knapp

English:



The summary is every few months | need a few new experiments. | have found in what has been some
trying times that the tactics and the framework that we use... Because it's kind of simple and it sort of fits
with these experiences that I've had for many years doing sprints, that it works. And that if | can go back
to that, that if | can create space for it, if | can think about this as it's a series of experiments, if | can look
at myself with curiosity and say, "Why are things not working out?" And then try to experiment my way
out of it that I'm able to. But yeah, so at any given point in time, | probably give myself a B to B-, and
sometimes it's a C and sometimes it's a D, and sometimes it's an A, and I'm really plugging away, but it's
totally an ongoing challenge.

AR ERIE:
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[00:18:22] Jake Knapp
English:

So, I'm not going to sit here and say, yeah, just follow me with a drone for 48 hours and you'll think that's
exactly how you should do things. But part of our philosophy, I think that part of the way | look at it is it
can be a mess. And yet, if you can create the space for those project A moments, for your highlights, that
can shape everything else, if you just have those moments. Things can sometimes be a mess outside of
that and you still feel really good about your days, you still feel really good about the way you're spending
your energy.

FRZERIE:
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[00:18:56] John Zeratsky
English:

And having a framework for it gives you a path back. If you're just stuck and you're looking... You're sort of
grasping for hacks. You're sort of like, "Oh, | read this blog post about this thing, I'll try it." That might
have some short-term effect, but ultimately, you're probably not going to stick to it. You're probably going
to fall back into that place of overwhelm and disappointment and burnout. But we find that if you have a
system, that you can use the system and you can return to it and continue to build on and experiment,
that you can make more sustainable progress on these things.

FROCERIR:
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[00:19:33] Lenny
English:

| think a really important takeaway from these two stories you guys just shared is you don't have to do all
of these things. You don't even have to do most of them. If you just do one or two, if you find one or two
things that can make you a little bit more productive every day, that makes a huge dent. And so, | think
it's okay to feel like, "Oh, | tried this stuff. It didn't work." I think as long as you take a couple of things
away today that might be useful to you, and then just try them again in the future. If they end up not
working out. Like you delete an app and then you reinstall it, | think that's okay. So, | think that's an
important takeaway from this is don't feel like you're failing if you're not doing all of the things that we're
talking about today.

FROCERIR:
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[00:20:10] Lenny
English:

But let's get into it. There's this kind of four-part strategy for how to help yourself be more productive.
Basically, if you could just give an overview and then we'll just talk about each of these steps one by one.
So, the four parts are create a highlight, laser, energize, and reflect. So, I'll turn it over to you guys just

broadly, and then let's go through each of these one by one.
R EIE:

BFEANFEIL, (RIE—ENT REREIRSETN. BX L, MRIRIIERL—MER, RERINB—F
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(Reflect) o MMERLBIRIFTMDARBNA, REEITBZ—FRN.

[00:20:30] Jake Knapp
English:

It all starts with this notion of a highlight. And highlight is, | hate to say this, it's the most powerful best
part, | think of the whole process. And | hate to say that because John came up with it. It wasn't even me.
But I have to admit, it's really good. And | think as folks have read the book and shared it, that's the thing
we hear back from people. If you could just do one thing from this book and try this out, it's a big deal.

FRCERIR:
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[00:20:54] Jake Knapp



English:

The notion what the highlight is, start your day out and you imagine it's the end of the day, you're looking
back on the day. If someone asked you, "What was the highlight of your day," what would you say? What
do you want to say at the end of today was the highlight of today? And you start there, just like, "Okay,
what would | like to say the highlight of the day was?" And you might think about what's urgent.
Sometimes the highlight is this thing that really has to happen today. Today is the day there's a big
meeting, or there's this thing | absolutely have to get done for work for tomorrow. That could be your
highlight and getting that done well, having good attention to that will be very satisfying.

AR ERIE:
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[00:21:37] Jake Knapp
English:

But a lot of times the highlight comes from joy or satisfaction, projects that wouldn't otherwise get
attention. And it also doesn't have to just be something at work. It could be people in your life that you
want to spend time with, a hobby that you want to spend time on. If you want to get better at Mario Kart,
having a good session at Mario Kart, whatever might be the highlight of your day. The notion is just in the
morning to think, "What is it and what is that highlight going to be?" And then, try to find a block that's 60
to 90 minutes. That's just usually the rough time we think it takes to really get in the zone on something,
do a really excellent job, be totally focused on it. So, that highlight, that's the anchor of everything. That's
the core, that's the foundation. And you start that way, you're now trying to shape your time around that
highlight, and making sure that you have your peak energy, your peak attention when the time for that
highlight comes around.

FRCERIR:
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[00:22:37] Jake Knapp
English:

So, laser is about the tactics you might need to actually focus on that thing. In highlight, we have a set of
tactics for how to create and think about and frame that highlight. Laser, we have a set of tactics for how
do you pay attention when that time comes? Then for energize, it's about having the right amount of
energy to do the thing, to pay attention. My highlight for today is trying to be coherent in this podcast, so
this morning | need to think about what's the best way for me to have peak energy when a podcast starts.

FRCERIR:



BTk, “BOtTE” (Laser) BXFMEELTITHRHEMTIRE, £ B3 M9, RIVE—EXTU
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[00:23:08] Lenny

English:

That's my highlight too, actually. | have [inaudible 00:23:10].
FRCEIE:

BHELBERBE . FE (AFRBE).

[00:23:10] Jake Knapp
English:

Oh, good. Right on. Okay.

R EE:

MR, X¥F7T. KiHo

[00:23:11] Lenny

English:

Record a great podcast episode.
R EE:

RE—EERHER,

[00:23:14] Jake Knapp
English:

Excellent, excellent. Okay. Yeah. And if you're not watching on video, Lenny had a sticky note and he
wrote it down. So, that's actually literally the best way to do this is write it down on a sticky note, put it
somewhere where you can see it. And so, you've got highlight, laser during the time of the highlight,
energize, make sure you have the energy you need when the time comes. And these are just tactics
around sleep and food and exercise, and just things that help with your mental energy, not crazy stuff.
And then the final thing is reflect, and this is where we think about this as the scientific method. Did it
work? Did what | tried today work out? And if not, just being curious about it, what didn't? And adjusting
and trying to think, "Okay, maybe there's another tactic | can try."

FRCERIR:

KET. IRIFKBEMIN, Lenny RIAZH—KEEL, LES T TR, XHEMERBERNGE: GHEES
£, MTEREERZINMAG. FILL, BTSN, EeXRZHITHNTE, RS UBREIMES BB
Ho XERZXTHER. NEMEohrIRE, Uh—EEBRARNNER, HFER, BRE—HIE “RE”



(Reflect) , HATREMA—FRZFESZ. ERNTIE? HORZRNFAEMINTID? MRKE, MIRFFTFES:
MEMer? AREBHEE: “FE, BIFRAURIHS RS

[00:23:54] Jake Knapp
English:

So, the book is like... What are there like 87 tactics in the book? There's a lot of different approaches, but
the expectation is not you're going to use all of them. And the expectation is not that-

AR ERIE:
FRLA, XABFHG - BREAEE 87 #HKI? BRZARNIGE, BERINHTHEIRMERFRENERR. it

[00:24:00] Jake Knapp
English:

... expectation is not you're going to use all of them. And the expectation is not that all of them will work
for each person. | use different tactics than John does, and some of his don't work for me, and vice versa.
But that idea of centering on a thing, focusing on it, having tactics for that, having tactics for energy, and
then having some tactics to reflect and reframe and be curious. That taken together, we find, just can
reframe the way it feels. It's not really about productivity. It's not about time management. It's really just
about, look, in any given day, we're lucky if we can have one great moment where we have our peak
attention, and we use it well. And it's not going to happen every day, but if we have some intention
around it, it can happen more often than not.

FRCERIR:
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[00:24:47] Lenny
English:

| think that last point is so important and why the highlight works so well for me is usually there's... You
don't get anything amazingly done in a day, often. And usually, you're just distracted by all these things,
and you're doing all the easy stuff. You talked about this idea of Project A, like here's the thing I really
want to get done, but the dopamine hit us so far in the future, and it's so hard. And so, the reason | think
the highlight is so powerful is, you get one thing done you're proud of, that is a great day. And it may
sound crazy that that's true, but it's so true.

FROCERIR:
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[00:25:14] Jake Knapp
English:

Yeah, totally.

R EE:

EHY, TTEIEH.

[00:25:17] Lenny
English:

So, | want to talk more in depth about each of these four things, and maybe spend the most time on the
highlight and the laser because | think that's where most of the impact comes from. So, with the
highlight, do you have any advice? You shared a couple examples of how to come up with like, "Here's the
thing to pick for the day." There's a few questions that you recommend, and | think you shared a couple
of them. And then, are there any examples of highlights from your guys', | don't know, past couple of
weeks that would be good for people to hear an example? And then, also, there's this calendar
component, which maybe fits into the laser, but | guess that feels like a really important element of this.

So, if you just talk about that?
FZERiE:
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[00:25:51] John Zeratsky
English:

For me, and again, this is where the framework is intentionally flexible, different people have different
highlights. But for me, | am very project oriented. I'm very work oriented. And for me, most days, a really
good day comes from having made progress on something that is really important to me. So, my
highlights are usually focused work, creative work related. And this has become even more important
since we started our own VC firm three years ago. And before that, | was sort of, | guess, more or less a
writer, full-time writing, and speaking at events, and doing some consulting. And before that, | was a
partner at Google Ventures, at GV, and before that | was a product designer. So, I've been through
different modes and contexts in my career.

FRCERIR:
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[00:27:08] John Zeratsky
English:

And if you know any VCs, if you're listening to this and you know any VCs, they're probably the busiest,
most frazzled people that you know who are constantly on email, constantly in Zoom calls and meetings,
and on airplanes all the time. And so, the natural environment of that work is the busy bandwagon, and
it's to have a lot of infinity pools that you need to care about. And so, in that context, in order for us to
make progress on projects, in order for us to move the ball on a launch related to this program, Character
Labs, that we run with pre-seed founders that's coming up, or we're writing a new book, and that's a big
project, or working with one of our portfolio companies and running a sprint with them, or writing a
newsletter that goes out to our LPs, those things are all really important, and | feel like they give us a
unique edge as a VC firm.

AR ERIE:
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[00:27:55] John Zeratsky
English:

If we accept the premise | said before, that most VCs are just sort of frantically running around, if we can
take these bigger swings at things, then theoretically, they should really help us be successful. So, most of
the time, it's all a very long way of saying that most of the time my highlights are like, "What do | want to
accomplish at work? What is the thing that | want to get done today?" And so, what | do then is, | structure
my calendar around making time for that. There's a tactic in the book called Design Your Day that is really
about kind of drawing out your day, and using your calendar as a canvas where you can design how you
want to spend your time rather than using your calendar as a thing that is done to you, a thing that tells
you what you have to do. Reclaim control over that.

AR ERIE:
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[00:29:06] Lenny
English:

We had a previous guest on, Neer Eyal, also talking about productivity, and he had actually the same
advice of just using your calendar as your to-do list, basically, because that's where time's going to go,



what your calendar's telling you to do. So, | think there's a pattern here that | think people need to pay
attention to.

AR ERIE:
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[00:29:22] John Zeratsky
English:

Yeah, definitely. Yeah, and | mean, we take it even further, and we have sort of a calendar template that
we use as a team. So, we have certain times of the week. And it's not exactly the same for all of us on the
team, but there are certain times of the week where it's like, yeah, this is when we do these kinds of
things. This is when we have these kinds of meetings. And not to say that those are all standing meetings,
although we have some of those as well, but these are kind of the content buckets in the template that
we can fill with a specific type of activity, but then other parts of the template are sort of reserved for
focus work, reserved for individual, solo time to work on things that we need to get done.

AR ERIE:
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[00:30:03] John Zeratsky
English:

So, yeah. | think the calendar is, at an individual level and especially at a team level, is this really powerful
tool that most people just kind of... Not only do they not use it as a tool, they just sort of hate it. They're
sort of like, "Ugh, my calendar, it's a mess. If | could live without a calendar, that would be the dream."
But | think if you can use some of these tactics or use other approaches to reclaim it, and use it
proactively as a tool for yourself, it can really help you structure your time around the things that you care
about.

FROCERIR:
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[00:30:41] Lenny
English:

Yeah. The way I've been starting to use my calendar is this way, exactly, is | try to prepare for work on next
week's newsletter post for like an hour and a half, then prep for the podcast coming up in a few weeks.
So, it's very specific and broken up. Along those lines, | often don't do these things as | planned. And one



of your principles, something around Groundhog Day, it's okay to repeat it if you didn't do it. If you
highlight you didn't do, just repeat it again and again until you do it. Right?

AR ERIE:
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[00:31:09] Jake Knapp
English:

| think that what's so cool about this notion of Groundhog Day. And if you've seen the movie... Well, if you

haven't seen the movie, see the movie. What a great movie.
R EIE:
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[00:31:09] Lenny
English:

It was a good movie.
R EE:
ARHSE R —ERIF R

[00:31:15] Jake Knapp
English:

If you've seen the movie, you know it's like, not to give it away, but he gets better and better at doing the
day, and that's kind of this core philosophy that we take on. | think a lot of the time, when in the past |
have thought about, "How can | be effective with my time? How can | be productive?” It's beating myself
up. It's not a good feeling to be in that head space of like, "I'm screwing up. What can | fix?"

FROCERIR:

IRIREIIE LR, RAAE (FRIE), MEX—RITERELF, XRERNFFHENZOEF, RRER
R, HHIERE “HWNAA BRI AR E? HNEAERESNE? 7 Y, RELZEERITE. B
M RIS T, HIZEAM? 7 BIOSREEH T,

[00:31:49] Jake Knapp
English:

And this notion that it's like, you're going to have another chance, you're going to have another chance.
"It's okay, just try again, just be curious about what happened," is a big deal. And starting with the



calendar, using the calendar as a framework for saying, "Hey, here's what actually happened. Here's what
| think is going to happen." That's what you're saying when you do this Design your Day tactic.

AR ERIE:

MM “REENZ, MEETRNR” NRZFEEE. “&XR, BE—RX, NEAENEBERITHT
&, XIRAEEX. MBFREFSR, BARIAFE—MERKERR: IR, XREMEAENER. XEHIANRKS
RENFR.” XMIBIREER “RIHRN—X" XPERBEFAREN.

[00:32:12] Jake Knapp
English:

And | did this exercise earlier this week. | was switching to a new calendar thing, and trying some new
features with... We invest in this company called Reclaim, and they do this stuff-

AR ERIE:

AERLERERMTXAET. BUNEEDRE— MG TE, i EHge - RIHRET —K0
Reclaim MIAT], TR MR-

[00:32:26] Lenny

English:

I'm an investor in Reclaim also.
R EE:

b2 Reclaim FIIREE,

[00:32:27] Jake Knapp
English:

Oh, well.

FRZERIE:

MR, $Frg,

[00:32:28] Lenny

English:

How about that? Not planned, this promotion.
R EE:

BI5? XEI AL HF B o

[00:32:33] Jake Knapp
English:

Yeah, little [inaudible 00:32:36] there.



FRSCERIE:
=21, B (AFRHE).

[00:32:37] John Zeratsky

English:

It sounds like we knew that, but we actually didn't know that. | didn't know that you-
R EE:

IFECRIFGIRNIRMAE, BESERINHAE, RARER----

[00:32:37] Jake Knapp
English:

We did not know that.

R EE:

A LB,

[00:32:41] Lenny
English:

How about that?

R EE:

=
BEHRR,

[00:32:41] Jake Knapp
English:

That was just discovered. So anyway, | was just looking at my calendar, and | was like, you know what? I'm
going to do what John does. When | wake up, I'm going to schedule when | exercise, when | eat breakfast.
I'm going to schedule when | take a shower, everything, and block it all out. When | walk and feed the
dogs, everything's going to be on there, so that then | can have this idea, and when the day starts, | know
there's slots for all those things. And then I've found this week that what | thought happened, how long |
thought those things take, was not how long they take.

FRCERIR:

NINIA & Bz, HRENESRAR, OR: RAED? HER John BB, HIEERE, RELANTT
LBHRIZE), TARMRIZRE. RERHF T ARMELE, BARIESRBEETILR, 2841(L TARRERR
1, FRESFEHEE LEH. IFEIARFEX—KE, HNEFRBESFHEHRENNNNE, ARRXELM, A
NEENEE, URFBUANXLEEBERNTE, KR EHRZBERN.

[00:33:20] Jake Knapp

English:



And so, set that thing to repeat every day and look at it, and then I'm like, "Oh, okay, interesting. That's
not what happened." Okay, so | can adjust it. | can adjust the template and be a bit more kind to myself
about this part, be a bit more kind to myself about that part. Gosh, the morning time wasn't a good focus
time for me. I'll see if | can... Is there a way | can make that block happen in the afternoon? It's just a
helpful way to track stuff and see it. Especially, | think a lot of people are visual learners. We can benefit
from seeing things. It's not everybody, but a lot of us are in that camp. And when you put it on the
calendar, you can see it, and that helps a lot.

AR ERIE:

FRUL, IEXLEGBASREES, RAEWRE. BB B, 178, G, LFEERAENAL.” &7, BT
BEE, HALUARER, EX—HOoNECRE—R, ER—SBoEEET—R. XM, F_EABSEHERR
HAR—MFNTERE, HEBERE - BREDEERNEERBE TF? XRZ2—MERENUESEY)
MERAR. FilE, AEFREARMREFIE, RINEMENEIFYTRE. BATEREA, ER
MNPREABRTFX—FK, HIFMBERERRL, REEERE, XREHEH.

[00:33:54] Lenny

English:

And also keeps someone else from booking that time. Double win.
R EiE:

B ERER LERA & AR ETiEl, X

[00:33:58] Jake Knapp
English:

Not to be undervalued, keeps someone else from booking that time. Right. And they look, they see, oh,
okay, Lenny's already got stuff going on. I figured out, okay, | better be cautious before | ask for
something. And that default, to be helpful to other people, and say yes when they put something on a
free spot on your calendar, defeats a lot of our inner purposes.

AR ERIE:

FARER—RE, EWKEMLERATITI N6, =, mi1—F&, B, FE, Lenny BEEERHT. &
BRT, EHRMHNEZAEEFEERER. MAMH “RFBA" BRAOS—IFAERBRHNTEELERS
BRI “0F° —EESRKENACRRS B

[00:34:20] Jake Knapp
English:

One core idea | don't think we've mentioned yet is that we strongly believe in people's intuition about
how they should spend their time if they have the chance. What really is important. And that is true. We're
talking about running this VC fund, or writing books, which are obviously very like, well, we're in charge
of those things. But this is also true, we've been employees in big organizations, | also believe it's true
that if you have a boss, and a boss's boss's boss, that you have great insight about what, if you had a
window of time, would be the highest leverage thing for you to do. And it might not show up on your
OKRs, it might not be on your boss's radar, your boss's boss's boss's boss's radar. You have great



intuition, and we want to create space for you to do that thing because you're going to feel better about
it, you're going to be more satisfied, and also good things are going to happen.

AR ERIE:

BEBNNELARFIN—MLOMRE: FRE, WREANNZE, MBI T EE EHHAIER.
FAFTREEEEN, XBFK, RINKICHELENRETHE R, XEEARK(ESEENER. ER
ERARENMEBLRT —RIIBBEE—HMAERE, BIEMRLEEER, EREEEEER, YT “U
RE—RTHE, fATBIFRESNE KRAGERZINIE, XHERELHIEIRR OKR £, A&
REMERIERNERVXECER. BIRERENER, FMBAMBEZEEMIGE, RAARSEL
RUIELF, EERAE, MEAFSEHIEZMHK.

[00:35:10] Lenny
English:

We're spending a lot of time on this highlight, but | think it's because it's so powerful. It's such a simple
idea, but so effective. So, just to kind of give people tactical advice for how to actually implement this,
just a couple things that I'll summarize. One is, to pick the highlight, you had a couple of questions | have
here, for how to help you pick one for the day. So, you either ask which highlight will bring you the most
satisfaction? Or, when | reflect on today, what will bring me the most joy? Maybe that's the same

question. But I-
FRERIE:

RIVE “BH LRTRSHIE, ERANKRENTARAT, K2 FEESEREERNEE. HT
AT AR LSRRI, BRE/LR, $—, ATFONMEESY, RXEAHRIRININEE, 7
MEBBNARMRE, (RETNA: B BREBAMBANRRE? BE, YREMSEN, HARFAREA
HRE? WIPKE A RE—NAE, R

[00:35:39] Jake Knapp
English:

Slightly different, slightly different.
FRCEIE:

BBERE, BERE,

[00:35:41] Lenny

English:

Slightly different. That's true. Okay, good.
R EE:

BEERE. K. o

[00:35:43] Jake Knapp

English:



Satisfaction could be like, "I know this thing has to get done, and | got it done."

AERARER: “RAEXMHFLHTTN, MKTHT E.”

[00:35:47] Lenny
English:

Good point.

R EE:

WIFXo

[00:35:47] Jake Knapp

English:

Joy could be like, "Man, that was great." And they're in the same family, but they're cousins.
R EE:

RRAETRER: “KRWB, BXET.” EMNBFR—IXE, BENRERBXR.

[00:35:55] Lenny
English:

Great point, great point.
FRCEIE:

FEREE,

[00:35:56] John Zeratsky
English:

Yeah. And | mentioned, a lot of my highlights, personally, are very much in the urgency or satisfaction
camp. They're these big chunky projects. | got it done. | finished that deck. | finished writing that thing.
But | also try to stay attuned to when | need something else in my day, when | need... | need some joy. |
need some fun, some play. | need to prioritize going for a run, or going for a walk, or cooking a big dinner.
And so, | trust my gut on those things, and | say, "Okay, what's most important to me today is not to be

productive, but to do something else."
FRCERIE:

B, HREE, BTANRZSEAMET £ W “HER HE. SMNEPEARNITE. HBET .
HBE TN PPT. HERTHRXE, ERMRSFRIEFHH, BRATAMEE—RPFRFINARA, 4
BHERRE - RE. REE—LERE, —ERE, RFBMAZTEERT . BT AM—MERNBRE, FILL,
AXERFEEREERNER, HIY: “FE, SKUBFREREKEENFZRERER, MEM=78"



[00:36:39] John Zeratsky
English:

And sometimes that's the best highlight for me. For other people, maybe that's their highlight every
single day. Maybe they work as a... | don't know, I've talked to a lot of people who work in healthcare
settings about this. They're a nurse or a doctor, and when they're at work, they're at work. They're not
bouncing around between meetings and emails and Zooms. They're on their feet. There's no time to do
anything else. So, their highlight is probably something they need to do at the end of the day to unwind,
or take care of themselves.

AR ERIE:

BRBXERIEAERFNE . HEMARKLR, WIFBEME—XREEE. WIFHIIBIER - -HFH
8, HENRSEETTULIENARIZN. MIIRFERESE, LHNMEES 0RANIE. MIFR%E
= BRFF Zoom ZiEBRRBE A, Ml —HIGETIE, ZESEIMBI. FRLL, tiINE AR FEAT
AR SRR B S i — 5o

[00:37:11] John Zeratsky
English:

So, you have these three different strategies that we talk about, urgency, satisfaction, and joy, as being
three different places you can look for the right highlight for you each day. But ultimately, | think it comes
down to just trusting your gut and sort of asking yourself, like you said, "What do | want to look back on
and have said, yeah, I'm glad | made time for that"?

FROCERIR:

FREL, BANHET X=MARERIRE: 3. BRRMRE. XBMEXRIHEESIHN="FETIAR.
BRL, HAARFLEANEEMIVER, HEMFEREN, REES: “BRR2EFX—XEELR, =8, &R
EHENIHEEL TRE ? 7

[00:37:33] Lenny
English:

Awesome. So, you touched on the third. So, it's basically, what would give you the most satisfaction? So,
in the morning, you essentially ask, or the night before. | think one of you, | forget, because when | was
listening to the audiobook, | don't know who's talking. But one of you is like, "I like to do it the day
before." Is that right?

FRSCERIE:
XET, fRIBAITE=R. FAIUEELER: HASAMHEREANHER? #F L, HE—XB L, REA

RARXNEAF, HET ZIRMIPP—L—EARER B RS NBFRERIE—EBHP—IR: “HE

SRIER] —RIBOX " XW5?

[00:37:48] John Zeratsky
English:
Yeah, that's me.

FROCERIR:



EHY, ARZEF.

[00:37:50] Lenny
English:

Okay. Okay.
FRCEE:

89

[00:37:51] Jake Knapp
English:

That's John talking.

FRSCERIE:
B2 John £ iE,

[00:37:52] Lenny
English:

Okay. So, the questions you asked either the night before or in the morning are, "What would give me the
most satisfaction today, or the next day? What would give me the most joy? Or what's the most pressing
thing that | need to get done?" So, you do that, and then the advice is either write it on a Post-It... |
actually bought these tiny little Post-Its by accident. | was trying to buy regular Post-Its, and they're
actually really great for this specific use case, so it's perfect. Write your highlight, stick it on the monitor.

FRZERIE:

YFE9. FRUARTERI—REE EHHRF ERMEERE: “SX (HAX) AASHHHEREANRER? A5
LBHEREANREK? HE, RFETHHNRRENEBRMHA? 7 MAxzE, BENEREETREESR
£ FELPNOET —EBNESER, SRELENMRTH, ERLZWSEXTMIRTHENER, &
Hx. 5 MRS, WEEREL.

[00:38:17] Lenny
English:

So, that's one way of doing it. The other is stick it in your calendar, where you have focus time. In theory,
it's like every day, here's my focus time, where you have the most energy. Is that the general advice?

FRZERIE:

XB—MGE, F—HEIREREMNBERE, BEMRN “TEHNE" &, BigL, MESXREBE— X2
HEVRERE" , URMRIMENRFTHNIR, XEERENEINTG?

[00:38:28] John Zeratsky

English:



Generally, although | think that that's probably more important for a certain kind of highlight. | have
focused time most mornings. To be really specific and nerdy about it, Monday, Wednesday and Thursday
mornings | have focus time. Tuesday and Friday mornings | have meetings. But on a Thursday night, my
highlight might actually be to have friends over and cook dinner. And that's not the same as focus time,
but it's this pressure release valve where I'm like, "That's the thing that | want to make sure..." | want to
make sure | wrap up email at 5 so that have time to get everything ready, but it's not necessarily that peak
energy moment in the way that we might think about being productive or getting things done or getting
into that flow state.

AR ERIE:

BEEXE, ERINAXMTEMBFELENSAAREER, RAZHERTE T EMRE, AFETER—<
W, B—. B=MRANEEERNETENE, A-MNAELREERESN. BEANEKLE, ENSHXAIRELE
BRARKREBIZEIR. XML ENER—F, BER—NENERR, RSB “XEHEWRTHBE -7
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[00:39:22] Jake Knapp
English:

Awesome.

A ERE:

KET o

[00:39:22] Lenny
English:

So, there's a lot of ways to do it. So, maybe you just take away, if you're listening to this, is just think
about what could be your highlight for today or tomorrow?

FROCERIR:
FRABRELIMGZF. BIFRARAUEEN—RE: BE—TRSRXIABROSIAIERTA?

[00:39:30] John Zeratsky
English:

Yeah. And | would say, go one step further and make sure to write it down. Don't just think about it,
because there's something really special that happens when you write things down, even if it's on a
sticky. Even if it's in your notebook, your journal, even if it's a note on your phone. Take that step as well.

FRCERIR:

2. BT —R: EH—F, —EBLBEET TR, FERZERFER, ANHFEEETTRE, &%
F-LEFWHEN, BERSEEEHR L. EidkE. BiddE, EERFNNETRE, HEBHX—F,

[00:39:50] Jake Knapp

English:



Even if you don't see it again, just writing it down is a big deal.
FRZERIE:
BMERZEBEHEETE, XEE PRI EREREERX.

[00:39:55] John Zeratsky
English:

Yeah, that's a really important point.
R EE:

B, X—RIFFEE,

[00:39:56] Jake Knapp
English:

| can give you a concrete example of a highlight, and a failed highlight, from yesterday, actually. And so,
most days these days, my highlight is around making progress on the book. John alluded to working on a
book, and so obviously it's a huge project. | heard it said that if you are writing books, it's like having

homework forever. You always feel like there's always more to do. And so, that's mostly been my
highlight.

FRCERIR:

HAI LG RNE—TRENAF, XTFIEXRN ‘87 UKk—" “KRENET . REXZSHEE, ZHEHE
MEXTEHRHER. John IREIIRHNTET—4HH, ERAXZ—TEANTB. HIAARD, SHMEEX
EMATHEL, (RERSEEEZSEREM. P, XBERRISI

[00:40:24] Jake Knapp
English:

But yesterday, | wanted to prepare for this podcast. | knew that was going to be satisfying, to feel like |
was ready. We don't think about talking about Make Time all the time, like we said, it's sort of like a side
project for us. So, | wanted to be ready and somewhat coherent. And | knew I'd be satisfied, but | also
knew it was urgent. We're going to be doing the recording today. So, that was my highlight. Write that
down. "Get ready for podcast."

FROCERIR:

BIFR, BRBAXRBEEHES, RANBNREFSECESRTT, SRERME. RIHFEE2%KE (HEE
EBARY, AN, EXNFNKREREGEI. FIUKREEREETS, REBH. RANEXSIULRHRE,
BUEHEXRER, AARINSKANERS. Fill, BEENS. T K. “NEEMES

[00:40:50] Jake Knapp
English:

And | had two focus blocks, one in the morning, one in the afternoon. It should be easy. Focus block
number one, kind of just didn't do a good job. | was distracted, | was in my email, | was doing everything



that | would say you shouldn't do, | was doing. Feeling down on myself. I've become a loser. | didn't get
anything done.

AR ERIE:

BREHATRINLERE, —MELEF, — M ETF. XFEREH. F—1MTERER, HMEHREF. HD0
T, HAEEMMS, B TAERIUAATEZMEE, RRERAR. RETESHGNERKE, TABET.

[00:41:10] Jake Knapp
English:

Okay, second focus block. Man, now the pressure's on. | got to do it. And so, | finally get into the zone. And
my wife thinks | have a pretty serious case of undiagnosed ADHD, so a lot of it is just, if | really do have a
deadline, then | really will click in. So, now | have a deadline. I'm doing it, and I'm making notes, and

getting there, but | feel like there's still a ways to go.
R EIE:

9, BINEEREE. KW, ENKT, BRETBMT. T2, RETHATRS. HEFREHETENR
K128 ADHD (ZhE) , FRLURZ YR, MRFENE—IEILEEE, HASEEHENKS. SR
FATEARAD, FXIETEM, 1IB%ic, MAER, ERBAELERK—EBREBEE,.

[00:41:32] Jake Knapp
English:

And my 12-year-old son bursts into the room, and it was, "Oh gosh, you're invading me right when I'm at
peak focus." And he is like, "Hey, I'm going to do one more trip outside to sled in the snow. Do you want
to come?" And I'm like, first reaction, "No, absolutely not. | can get this thing done. It's my highlight. This
is the one thing | need to do today. | can do it max level of quality if | can just stay in this precious zone of
focus."

FRCERIR:

XBS, 3% 12 HH9)LFmEEERE, Fof: BRI, MEREFCERNIRETOIMEERHEK” thik: “IF,
HREBXRINEBE—RERE, (RERG? ” ANE—RNEZ: “F, EWFT. REEXGHEMT. XRHNS
Fto XBHSREE—REMNE, NRBEFRFEIXTERINTEX, KMEURSHRETHE,”

[00:42:02] Jake Knapp
English:

But then | was like, "Wait a second, what's really going to be the highlight of my day? What's really going
to be the highlight, the thing that | might actually remember in the future?" We rarely get snow here. | live
on this island in Washington state. We maybe get significant snowfall once every two years. We've only
lived here for a few years. He's 12. He loves snow more than anything in the world. He loves snow. But he
grew up in California, so he hasn't had many days, and he's 12. He's on the cusp of being a teenager.
There's not, maybe, any more days in his life that he's going to want me to get on the sled with him and
wrap my arms around him and go down the hill.

AR ERIE:



BEERES—R “FF, SXEEN B SEMA? fARRKREERZENSE? 7 HINXER
DTFE, REFEBRTMBN—1BLE, KESREAFT—RKRE. HNAWK/LE, 1257, bR EE
ARBHERS, BMIEMMEKRY, FAUEAEZDER, #1257, ERTFRATVENDS, BIFE
fhRERERF, BHKEW—RBIBLFIMb—EL LFE, EEM—EFTLRT.

[00:42:38] Jake Knapp
English:

| was like, "I got to get out there." So, okay. Pause this, ran outside. We did it. And man, it was magical.
And | didn't know we were going to get one more in, because the snow was supposed to be melting
already. We went down the hill, we went down the hill, we went... It got dark, we had to stop. But it was so
magic. And | remember the very last end of the sled run, and it's like the last one, and he's like, "Man,"
he's like, "That was a great last sled run. So glad we did it."

FROCERIR:

HR TELE" L, i, EELIE, BREN RIIEBE T XM, BRHEFT. HAMERNERE
BB—R, AASERNZEEABRET. HM—RX—7HA T HEIXREFEAEL. BIRXEY
To RIEBERE—RBITERE, BRRE—R, M. “Kit, BR—RBHEANREBT. EESHIEINMET
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[00:43:10] Jake Knapp
English:

And | was like, "Yeah, so glad we did it. It's great." Come back inside, 15 minutes. | try to hustle and get
this done. So, | was like, maybe it was like 80% or 75% to where | wanted to be on this. | couldn't check off
that highlight as being the most important thing. But because of the framing of, it might be wrong, what
am | going to remember, all this stuff, it just felt natural to me to switch modes and say, "Oh my god, that
actually is a highlight. That's this thing that's going to be really, really precious. That's where the joy and
the satisfaction are most for today."

FRCERIR:

H: BHY, EEXRMT. XET.” BRIEE, £7 15 9%, RASEEBIEMT. PR, AR
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[00:43:47] Jake Knapp
English:

And still, because | had written down the other thing, I still did it instead of churning on email the entire
day. But | screwed up twice, but it still turned out pretty good. So, anyway, that's kind of what it can look
like at its best. And a lot of times, it doesn't make that much sense, and a lot of times | miss the special
moments, or | miss the key work moments, or the key time when | could have gotten the most done. But |
just feel better about it, which is a lot of what this is about. | just feel better about it because | feel more
intentional.

AR ERIE:



me, BAKRE T T5—0F (E&ERE), REREMT, MABERBEMAHERE, SARBIET MR, B
REARFE. 22, IMBEEEBRTTHEF. REMER, EHRPBABFRE, REFEZZEIR
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FifE. HRBHEET, RARREEEFEGENMNT,

[00:44:17] Lenny
English:

Well, thank you for sharing the real talk. | think you made the right choice. | feel bad for having you have

to decide between your kid and this podcast.
R EIE:

SR D EXEROE, BRGMET EMENER, HRERFNXIMESTZEMHERE, HRIRIEFE
A9

[00:44:24] Jake Knapp
English:

You didn't have anything to do with it. No, no, no. | just wanted to... It's selfish for me to want to be
prepared. | just want to look good. | just want to sound like | know what I'm talking about.

AR ERIE:

XRIMZKX R, AAF, HARE - REESRPELZE T BN, RRAZBRABT—=, WERETA
7o

[00:44:32] Lenny
English:

Well, it's working out. It all worked out. That's a great story. It reminds me, in your book at some point, |
forget who it was of you that had to... You're like, "Here's my priorities in my life right now." And it was
like family, writing, Make Time, something else, and then you're like, "Okay, actually Make Time is more
important right now than my family," because you just have to get this done, and | wonder if this is a
counter.

AR ERIE:

id, MRRY, —IERIEF, XR2—MRENKE, XLTEEEMRNBENE MM, HETZ2R11P8
BBAL----- R “XEBHREAEEFPHMLER” MFEXE. 5E. (WEREERAR) FF, ABMRER: “4F
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[00:44:51] Jake Knapp
English:

Well, yeah. | mean, | think that part of what people have found useful about Make Time is that John and |
come at this from different perspectives. And | have kids. | have a twelve-year-old and a twenty-year-old,
sons, and dealing with being a dad is a big part of how | try to figure out how to make sense of what to do.
And John doesn't have kids, and so he has it easy. No, he doesn't, but that's just a different frame of



mind. And | think sometimes | read something that people without kids wrote, and | think, "Well yeah,

sure. | am sure that's wonderful for you, but what about X-Y-z?"
R EIE:

iE, B8, RPBER, BREB/ANTLI (HEEEAR) ERANEDRERETHM John EMAERIMRA LA
B, HZBEZF, HE 125M20 509)LF, (FA—TRE, NAFHEERHRRBEFIEZMITANEES
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[00:45:34] Jake Knapp
English:

And although, I'm sure a lot of people who have more kids, or when they have young kids, it would... But
that's a real part of it. And whether it's your family, your significant other, anything that's going on in your
life that's not part of your work, there are times when you, on a day, or in a moment, you have to shift
those priorities. And it can help to just be this idea of stack-ranking things, and being clear about it, can
help you just come to terms with it. "I'm making that decision right now. It makes sense to make right
now." Or at least, | can see that | did it, and if it seems like | screwed it up, I'd flip it back. | know where it
happened. A lot of this is just like if you were designing a product or writing code or whatever, you can see

that's where the bug happened. I'll just try to fix that line.
R EIE:

BABRKERZSAEESZSEFAEFENNAZ - ERZEREZN—ED. TLEBMBIRE. RBHE, &
REFRPFEMFEIFHNER, SHEERR, AR —RIR—Z, FOTABXLEMRAR. XM HEERHR" H#
REDBMBVIETT BB RER IR,  “RIEBE T ORE, EHTERERXN.” HEED, REFEHK
RAMT, MREBERFBMY, ZBEALK, FAMERBLER. XREQITTRHENEG, REEE
Bug H7EME, AERAEEERITAR.

[00:46:14] Lenny
English:

Yeah. | love how real you're getting, and it also reminds me of... We just had a kid. He's seven months old,
so I'm going through a lot.

FRCERIR:
. HERIRX 4B, XWitHFEE - HKMNET M &F, ETBEKR, FUKELHRZ,

[00:46:30] Jake Knapp
English:
Oh, congratulations.

FROCERIR:

MR, $E

XKy WW=o

[00:46:31] Lenny



English:
Thank you.
FEiE:
st

[00:46:31] Jake Knapp

English:

That's busy times. Seven months old is busy times.
R EE:

A BRITRNE I, EIAARERRITAIFE,

[00:46:34] Lenny
English:

Yeah, that's great.

R EE:

EHY, 1R

[00:46:34] Jake Knapp
English:

People always told me, told us, when we had kids when they were babies. They're always like, "Oh, just
you wait." | just feel like this is a thing that people want to tell other parents. "Just you wait until this
happens." And then one person said, "You know what? Generally speaking, it gets easier and easier and
easier. Every month, every week, generally speaking, it gets easier." And | think that is true, so just keep
that in mind if you're ever feeling like it's overwhelming.

FROCERIR:

HENBEZRF. WIIERE)LN, AISRERKN: 8, (FEEEIE.” REFTXZEANSEBNEMRZH
Mg, “FRXHFEREMMRFERE.” ARE—TAR: “RAEE? BEXE, FEILFUREEZ. &5
TR 8—/A, BERGHSTRERS.” HANBEREY, FRUNRMRERENESER, BEEX—Ro

[00:46:59] Lenny
English:
No, | think that is true. I've experienced that. It also gets more amazing. That's what I'm finding, too.

FRCERIR:
T, BREEHRREN. HELAFRET., MECHSTFHRHETY, XWERLM,

[00:47:03] Jake Knapp



English:
Yeah, yeah.
FRZERIE:

Y, K

[00:47:05] Lenny (Sponsor: WorkOS)
English:

This episode is brought to you by Work OS. If you're building a SASS app, at some point your customers
will start asking for enterprise features, like SAML authentication and skim provisioning. That's where
Work OS comes in, making it fast and painless to add enterprise features to your app. Their APIs are easy
to understand, so that you can ship quickly and get back to building other features. And hundreds of
other companies are already powered by Work OS, including ones you probably know, like Vercel,

Webflow, and Loom.
FR3ZEIE:

ET B HE WorkOS #Bh, SNRIRIEFEIIE SaaS A, MMNEFIRESFREREWAINEE, 40 SAML &%
INEA SCIM BEE. XFiE WorkOS MR Z i, TRELLRIRZE BB AN AARME L KINEE, T8 API
STFIEE, ILRBEIRRZMHEF NI EMINEN T AF, HERATELEH Work0S 1Bz H, BIE(RA
BEFVERY Vercel. Webflow #1 Loom,

[00:47:35] Lenny (Sponsor: WorkOS)
English:

Work OS also recently launched AuthKit, a complete authentication and user management service. It's
essentially a modern alternative to OP Zero, but with better pricing and more flexible APIs. AuthKit's
design is stunning out of the box, and you can also fully customize it to fit your app's brand. It's an
effortless experience from your first user all the way to your largest enterprise customer. Best of all,
AuthKit is free for any developer up to 1 million users. Check it out at work-

FROCERIR:

WorkOS szt A #EH T AuthKit, X2—TZEBHNSHIIENAFR EERS. ©4RLER Autho WIIKERAS
=, BMREM, APIERE, AuthKit FNIZITAFAEENA, EBRE, MEAIUTLEEXEURESIMRIINAE R
o ME—1AFIIRANGBLER, CEEERHEEMNER, RIENE, AuthKit WMEAFLERSE, ZFZ
15 100 SRR, AhiR] work-

[00:48:00] Lenny
English:

... for any developer up to 1 million users. Check it out at workos.com to learn more. That's workos.com. |
want to talk about the next bucket that, you call it laser, you could also think of it as just how to focus
better, and this is where most of the very tactical tips for how to avoid getting distracted are. So what |
think might be helpful here is let's just do a rapid fire through as your favorite tactical tips to help people
stay focused, and the ones that you actually do and find most helpful, I think it's like six years later now
since you published the book, the better. So let's go through some stuff here.



AR ERIE:

------ SEAFLEE RS, L1FZIA 100 AP, 75ia workos.com TBEZER. HAEWH T—MRIR, R{]
Mzh “BEEE" (Laser), hA] IR AMMEIFEFEEN, XEQE T RED X TR 7 0RISE
I, REFXEUHREMNANZE: REI—BRIRERNZERIE, LHEPBLIRITMAKATER.
REREANKIT —EREBBHREEZIERET . URITKEEXERS.

[00:48:37] John Zeratsky
English:

Yeah, the basic principle with laser is that willpower is never going to win, and there's great research on
this, but for now just trust me, you're not going to white-knuckle your way through not looking at Twitter
when you're trying to work. So it's all about making it hard, creating barriers to getting distracted. So a
few things for me, I'm not on Instagram and I'm not on Facebook. | was on both of those things and | left
both of them, | disabled my accounts. | am on Twitter and LinkedIn, but | don't have either of those apps
installed on my phone. | stay logged out of those sites on my computer, except for when | want to use
them for some specific purpose.

AR ERIE:

R, BtERE MEXRUE: BEENKZERAT. XTFX—SBREGANMAR, BRTERERK, 3
RIXELIERY, (RREIseREEETRER] Twitter, PRLL, XBETFIZMEE, AR OIREER. WHERHE/
%% JAH Instagram, A Facebook., FIAFIA, BEFRFHTKS. A Twitter # LinkedIn, BF
FHNLEEXFED App. B L, HBFRFREERRKS, BRIERATHEENFEEHREN.

[00:49:22] John Zeratsky
English:

LinkedIn | need to use all the time, because I'm a VC and | have to look people up and stuff, so I found this
Chrome plugin, or Chrome extension, | guess is the right word, that disables the feed in LinkedIn. So
when | go to LinkedIn.com, it's the search bar at the top but there's no feed, which is amazing because |
can use LinkedIn as the phone book and then not get distracted. So those are some of the very, very
concrete specific things that | do, all, again, with the goal of putting a speed bump between me and that
thing so that if I go, and | don't do this much anymore but | used to, literally my hands on the keyboard
would just be like, T-W-I, like Twitter.com, and then you see that log in screen instead of my juicy feed and
I'm like, oh yeah, right, okay, | did that on purpose, great, | broke that feedback loop a little bit.

FRZERIE:

KREELEH Linkedin, EREKRE VC, BEARZRMTAN. FAIUEEZMT —1 Chrome & (HEUY BIZ
), ErUZH Linkedin WaiZSEE (Feed)o PRLAZ AR Linkedin.com BY, TREBRBEEL, ZEIS
HE. XAXET, RAKAILIE LinkedIin HEEBIEER, MARD 0. XEREHRMOIEERENERE, BN
RE—: ERS5BERZENRE— RBRT . XENRETRIRMERN —RREREAXET, B
Aia— ENFERERE LBT T-W-1 (Twitter.com) , AEFINEERAEMASEANDTES, BME
8 I, RRMEXAME, KFT.” XERMITH T B RIREE,

[00:50:18] Lenny

English:



I did a similar thing with Twitter/X, where | deleted the app and | just used the mobile website. | think this
point of logging out is really powerful, | think people haven't heard that idea as much, because it's not
like you can't log in really easily, you just click a couple things and you're back. But to your point, it
reminds you, okay, | see, | really shouldn't have done this.

FRCERIR:

A Twitter/X B 7 EMBIZE: BT App, REBEHHMIIAR. HEF “BHEER" X—RIFEREA, HEA
MR EARE XN ER. AAHFRRMAEEMER, RJUFRERT .. BIEMIRFE, CRET R
GFIE, FEABT, RENFZXAM”

[00:50:37] John Zeratsky
English:

Well, | also signed up for two-factor authentication for everything, not because | care about somebody
hacking my account, but because it's another speed bump. Because that way, even if your browser
remembers your password, or | use one password, so even if the browser extension is going to fill it in for
me, there's still another step, so it's sort of reverse engineering my own distractibility.

FROCENIR:

BENFREKSHBTNESMHRIE (2FA), FEREAABRBOBAZS, MEERAERS — “BE®H . X
FEEMENISE2RISET 23, HEFKA 1Password BiflEzE, UIEE— MR, XEREFRIERBECHNS S
IEJ\1$ Do

[00:51:03] Lenny
English:

That feature that everyone's always talking about that Apple built of the code being automatically there
in the keyboard, that's counter to this friction that you've created.

FRCERIR:
AKX—EZH Apple BRNIHAE

YIRS B ah N ILTER A £ ——IESFHUE T IREISRIX AR S,

[00:51:11] John Zeratsky
English:

Yeah, yeah, that's true.
FRCEIE:

T, =,

[00:51:12] Lenny
English:

Okay, so it's interesting is | had this, and then | just like, goddammit | really just want to be on Twitter. And
so | just re-installed it again recently, and | need to fight that again.

FRCERIR:



4, BENERBIHIXE, ZARFEME: X5, KREMFER Twitter,” FIURKEXIBEELERT, &K
FERMNEELS,

[00:51:22] John Zeratsky
English:

Well, I go through cycles like that too, and | go through that a lot with email. Jake, you still don't have
email on your phone, is that right?

FRSCERIF:
RIAIXMER, TEHEEBFHMYF, Jake, RFEN LEZZEMYE App, FFIE?

[00:51:33] Jake Knapp

English:

No, | would be on the floor checking email right now on this call if | did, on the floor.
R EiE:

B, NRET, RUAERBENHEEESLU\EH OB T, HiY

[00:51:38] John Zeratsky
English:

| used to do that, Jake inspired me a long time ago to remove email from my phone, and so for years and
years that's been my default. But more recently I've had more reasons to install it, mostly related to
travel, if I'm on the go and | just want to stay on top of things. And something that Jake and | have talked
about a lot is you go through these different cycles of, hey, | need this thing, or | want this thing, and then
part of the reflect step, part of paying attention and reflecting on how it's going is to recognize, oh wow,
I've actually been spending a lot of time on email on my phone, or a lot of time on Twitter, maybe I'll just
uninstall it for a while. Maybe I'll just reset and do that for a while. And then there'll be some other thing
that happens that causes you to reinstall it, and that's totally fine, because you're being deliberate about
it and you're paying attention, rather than saying it has to always be this way forever and it's set in stone.

FRZERIE:

BBt ARE. RALIAT Jake BAFMIET FHEMNEE, FAIUSERX—EEBRNRINRSE, EREREE
ZERRTET, TEEZRNKT, NRBRER L, BREERER. HKA Jake REWEN—22, FREH TR
MERE: 12, RBEXT, RERBVEX. AEMEH ‘KRB SEN—H9, URFARBHEDM, F2E
IRE “MReE, FREEEFAERME LTET KZEE, BT Twitter £ T KZEE), WiFHIZEH—ETEL,”
WFBRKBE—T, BIF—KHE. AENSXEFNFILRERTE, XRESEAHE, RARSERITREHR
R, MREXTECOHTR, AR “BIKEXE, —RAE” .

[00:52:35] Lenny
English:

That's a great tip of just coming back to it, not feeling like you're defeated, it's like, all right, let's try this
again.



FRSCERIE:
XE—MEEHNEIN: EREME, FERESHRKT, M8 “@E, iBN\EE—X"

[00:52:40] Jake Knapp
English:

Yeah, | think a big part of it is if you can experience the feeling of not having it on your phone. Like I'm old
enough to have lived in a world building products where there were no smartphones, and we got a lot
done back then, things happened. | mean, for God's sake, they designed the first iPhone without being
able to use iPhones while they did it, you can do a lot. So this idea that we have to have it or everything's
going to fall apart, that's just not true for 99.99999% of everyone.

AR ERIE:

2, WRSRA—EDETMESHAREIFINELEXERANRN. RNWFLREZHIRNLEERE
HUBMRATEITE mBIL, MEMERHNETR TRS I, SHEREER. RBX, M1i&it%E—N iPhone
AR R, B SiERER iPhone g, fREEMBLIRZSHE. FRUARM “UHRMBERN—IEMcER WRE, Xt
99.99999% I AR EBAZEN.

[00:53:16] Jake Knapp
English:

It's interesting to see what it feels like if you delete all of the infinity pools off of your phone, and this is
something | did out of rage at myself in 2012. It was another situation where | was with my kids, who were
much younger at the time, and | was spending time with them, we're playing wooden trains, and all of a
sudden my son's like, "Dad, dad, dad, dad, dad," and I'm like, "God, what?" And | didn't even realize it but
| was on my phone, and | don't even remember what | was doing, email or something, but | think | told
him, he's like, "What's on your phone?" Because to him, he was like, we're doing something really fun, so
if you're on your phone it must be something really cool, maybe it would be a cool thing to share,
because this is great, so it must be another great thing. He wasn't trying to shame me or anything.

AR ERIE:

MRMRMEFNEFFERN “ERATH , BEPRHARR, XREB. XEBHE 2012 FE N E SREREH
MBI — . SNFMEFNE—RE, BER), RNERKRKNAE, RAZILFHEH: BE, &
g, B8 #®it: KB, BAT? 7 REERFIRIFZLMETSFN, HFCFEETH, JEZHH
ZEM, flbim: “RFENEBEMFA? 7 BAxt®Rit, ZNEERXABBYEY, MRFEEFN, BER
—EBAERNERA, WIFAIUNE—T. HAZRILIEEE,

[00:54:06] Jake Knapp
English:

And | was all defensive, I'm like, "Well, | need to do this for work," which was, | think, my internal
monologue of why | was doing this thing that actually was just a really low-friction dopamine hit. And
then | thought, God, this is not what | wanted, this is not why | worked so hard today so | would get done
with my work so | could be home in time to do this before my kids go to bed. And | was like, screw this, so
| just started deleting things on my phone, and | deleted email and | deleted Facebook and | deleted this,



everything that had an infinity pool, everything that had an infinite amount of content. News is like this,

anything streaming.
R EIE:

HENFR THEE, ik W, RELETE” RERRERONEE, BRERATAERXEHSE, Mk
fr EBRZ—NMRRMIEZ BRIER. ARTE, XM, XFAZHREEN, XFAZ2HS KRt LIEHRE
—EHR RN T RRBR, EERFERERMI]. FTEHRE, &MY, RABMFNENRE: BT
B, BT Facebook, MIT—tNE “ERABTM" HIFRA, —tIBLRABTHARE, MEHEIWL, FARE
T2,

[00:54:44] Jake Knapp
English:

When we wrote this book, it came out in 2018, | think we said we thought it was going to get worse, and it
has. But at that point in time there was really Netflix, and now there's all these streaming services. At that
point in time there was Instagram and Facebook, but now there's TikTok, the best part of every video
available instantly right here. This stuff, it only gets harder to resist. When you clear all that stuff off of
your phone, it's painful, the idea of deleting all this stuff, and each time the phone's going to ask you,
"This is going to delete all the data and settings, are you sure you want to do that?" It doesn't want you to.
And when you do that though, what does that feel like? And it's usually a feeling of discomfort, but also
relief that | don't have to check this, this thing, | don't have to check it, | don't have to.

FRCERIR:

HNEXEHBEE 2018 FHIRA, YRBIIRKEBERSTEEE, ELHLML, BBREAE Netflix, WE
B BRIER, FBYR A Instagram 1 Facebook, IER T TikTok, SN NGIEFHEHEBEEILLEIE M.
XEERFE RS iR, SMRETFNENXLERARN, JEE2REEN, BRAEXLERANIZKLEITE
A, BRFNEB=ENR: “XERERFAEEIENIGE, RHED? 7 EFRRILMH. BEFRENXAMT, A
B ARDN? BEE—MRER, BRNME—FMERE: & T4 KEXDT, H ‘T KEET.

[00:55:34] Jake Knapp
English:

If you've ever felt like your phone was in the Lord of the Rings, how Bilbo, | guess, yeah, Lord of the Rings,
they want to put their hand in their pocket and touch the ring, or put the ring on without even knowing it,
Frodo's like, "I didn't even realize | did it." That's what this thing is like. And when you take those off, just
that feeling of relief is, to me, so powerful, that having done this for a decade now, and yeah, there's
exceptions, like I'm traveling, God, | have to check my email for X reason, and | install it and | check it. And
then it automatically, because I'm aware of it, I'll just feel this static.

AR ERIE:

MRMBRFIROFAMEGE (FBHFE) ENESEN —ELLRE, RBHET S, Iz REEFHH
RBIRMIE, REEFANAREFHLE, HFZRN: “BREEZRRIBMT.” FNRIBXEN, HRIEX
LEARFEEE, PHERBENERIRIFFERR. RELRFT+E, SALEFS, LLNRITRELINTED
FRREMY, REREAEE. AR, BAFETXMEIR, RIUZBTEE—F “SBBEF0H”

[00:56:11] Jake Knapp



English:

There's this notion of attention residue, and | think the researcher who coined this term is Sophie Leroy
from the University of Washington. Anyway, you can look that up, | think | learned about that from Cal
Newport. But this idea says, it makes a lot of sense, that you pay attention to some things and they just
stick in your head and they create this static, those apps just create this static. The idea of email being on
my phone and accessible at any time creates a discomfort, a disquiet that now that I've seen it and felt
what it's like to not have it, | could not imagine experiencing it.

FROCERIR:

B2 “SEENERE” (Attention Residue) , FABIRHXMANAR RELEEWAFH Sophie Leroy,
B2, MRAUELE, HEM CalNewport BBEFEHIH, XIMMARBEEE: FREET—LHS, Sl IMaBE
RIRFE, FEXM Gl . BL App MESFEXWEE, FNEEMGEMNTIUES, XY —MHF
BEHAR, BAREBLARSEEENRERDN, R ABKRBERAZIMHRE,

[00:56:44] Jake Knapp
English:

You give some things up. You're not going to be as responsive. John and | don't have as many Twitter
followers as we'd have if we used Twitter. There are these things that you look at other people, and | just
saw a post on LinkedIn because | haven't used plug-in yet, but | looked on this post and it was a colleague
that | used to have and she was saying, "Yeah, | posted a few tweets last year and a couple of them went
viral and | gained 30,000 followers." And | was like, man, all | have is 30,000 followers, and that was from
years and years ago, | thought | was a pretty big deal, oh jeez, maybe | should... And | was like, oh God,
don't do it, because | know when I'm doing it, then I'll be thinking about it all the time and the attention
residue will spoil my life.

FROCENIR:

RS RF—ERA, RRMMERERSIAR, A John BY Twitter ¥ B MR —ER Twitter A
4%, MRRBEHIAN, HNWATE Linkedin EBE—NMsF (RARELERNMES) , BB2RHUREI—IIE
=, i “BH, REFRTILFEX, ERLFRE, TKT 3 HHL.” 8, XM, H—HF 358
%2, TRZEMMATH, HUMERTE SRS, W, BiFrfkiz - ARHE, BXW, TH58, BN
HAE—BERFBM, RMz—HEEE, BE ITRNHAE IRTRNEE

[00:57:28] Jake Knapp
English:

So yeah, anyway, sorry, that's just a rant, but you should try it. The distraction-free phone thing is just
worth trying, if you can take off everything, if not just try taking off the thing that's your kryptonite.
What's the thing that is the hardest for you to resist, sucks your attention the most, makes you feel not
good? Take it off for, try it for a day, or try it for two hours, just to feel that feeling. And then once you've
felt the feeling you'll always know, | could release that, and I think that's powerful.

FRCERIR:
FREL, 0, XRZBHHHAE, BMRENNIZIAH. TE—8 “TFMFI BEF/ERN. WRIRFERE
FRERA, BMAEMERNMN “GS2h” (BSHBR). TARMREIIE. &RERN. ILRBEFFH

RA? BEME, H—X, HEXRNE, XA TEEHRMERE, —BiRMAIIRHELE, MMEBEA:
FALERE.” HUANAXREHE,



[00:57:57] Lenny
English:

And | think when you delete it, it's important to know nothing's being deleted when you're deleting the
app, you can reinstall it, you log in, it's all the same.

FRSCERIE:
BRBE—RREE: Y{rMER App B, FHEEMREREIE, (RAUEHRRE, EFE—IEIH,

[00:58:04] Jake Knapp

English:

It's all the same, that's an important point. They make it sound like, oh my God, this is a big deal. It's not.
R EE:

—RIA, X—RREE, RFURTMERFERBE TR, EEXFRA

[00:58:09] Lenny
English:

Yeah, just have to remember your password or Google auth, or whatever you're using. This metaphor of
The Lord of the Rings and the ring is so good for how it feels to just say, I'm just going to check Twitter,
what's the problem, I'm just going to check it again, I'll just check it, check it. That's so good. And then in
Lord of the Rings, the way they resist the ring is they hide it, they put it somewhere else, they give it to
Frodo to take it, right? That's the same solution, it's just like, | can't get access to it, it's over there.

FRCERIR:

2H, MRFBICEZEE Google IR Z KR, A (EIFE) HRMAET, TERERTBH “TME—
R Twitter, B AXRATH, HBE—R, F—R, F-R" BRI, £ (EFI) B, MIHRmAsnsE
SRR, BT, REHETZSHE, WIE? XELEEFNMRARE: FEERIE, EEI.

[00:58:36] Jake Knapp
English:

Right, right. Yeah, you got to be like Gandalf. Even if that ring would do great things for you, you got to
give it to Frodo for a while, maybe show up at the end with an eagle.

FRCERIR:

it RFERHEXR—#F. BIMERKMISENIFREANSE, MEFILERSLHTZ—RINE, BiFrRERHE
EEH I,

[00:58:45] Lenny
English:

Just too eerie, yeah, yeah, the eagle.



FRZERIE:
XHET, BN, EE,

[00:58:46] Jake Knapp
English:

Scoop them up.

FRCERIR:

B ZRE,

[00:58:47] Lenny
English:

Yeah, oh man. So the key tips here are find the apps that are sucking your attention, could be Twitter,
could be LinkedIn, could be your email, and delete them and/or log out of them. What else?

FRZERIE:

Ko FRAXBERRERIGE: HEIFBLREMERTIN App, BJEERE Twitter. LinkedIn SiER, M=EEA]
HERLER, EHEHIHING?

[00:59:00] John Zeratsky
English:

There's a few tactics that Jake and | both use that are related to TV, watching TV, and a really simple one,
which is also kind of a luxury one, but | think there are ways to do it that are pretty universal, is just not
having a TV in your main living space. Again, not having the default be like, I'm home, the TV is on, what
are we watching? And so for me and my wife, that's always been the TV is just in a different room. And
Jake, do you use a projector where if you want to watch something you have to get it out, set it up, and
make a decision to watch something?

FRCERIR:

A0 Jake MEA—LEXTEEMNRE, —MIFERENGZE (BABRES, ERRGEHENTE) M
B AEEFEETEREN. B, FRUERIMVKESER “BERT, BOAFE, BRITEEFTA? 7 . WEK
EFMIRY, BU—ERES—TEEL. Jake, MBFAERRFMN? MRMBERMA, MFHBERELX,
R, ARHM—N RE” £F.

[00:59:40] Jake Knapp
English:

Yeah, so it's a bit of a project. And it doesn't take that long, but you definitely are not just click, and you
don't see it when it's not set up. So we have a projection screen that's all folded up in the corner, and the
projector's in a cabinet, so you got to get it out and get a chair and put it on there. If you're motivated
enough you can do it, but it takes a few minutes.

FROCENIR:



B, XERMNIR. BRAEATAKNE, BREMNSEEF—IZNE, MAKRIFNREERLE, &
MNE—MIEEAZRENRERS, RENEEFE, MEREEWXR, RIEBRFRIF. MRFHAIE%, R
BILAHE], EXFEE/LD#HETE,

[01:00:06] Lenny

English:

You need an old-timey camera that you have to wind.
HRCERIE:

MIEBE—NMSFE LZNEREE.

[01:00:06] Jake Knapp
English:

Yeah, right.

FRCERIR:

MalE, REH.

[01:00:07] Lenny
English:

Someone has to sit there.
R EE:

TS EANLEB) Lo

[01:00:11] John Zeratsky
English:

Here's another one that-
FRCEIE:

BE—NEE

[01:00:13] Jake Knapp
English:
[inaudible 01:00:13] in the back.
R EE:

(FARE) TEEHE.

[01:00:15] John Zeratsky



English:

Yeah, right. Another one that's really helpful for me that actually is sort of a bridge is the laser section and
the energized section, because it relates to sleep, is | don't keep my phone in the bedroom. The phone
doesn't come in the bedroom. And not only that, the place where it charges, the MagSafe little charging
place for it, is downstairs. It's on a different floor, it's in the kitchen. So when | put that there at the end of
the night and | go upstairs, | might still be awake for an hour, | might read, | might get ready for bed, all
those things, but the phone is a way to make sure that the last thing | do each day is not on my phone.
That's super helpful to me, and | think there's a bunch of ways, whether it's in a drawer or in a cabinet,
there's a bunch of ways you can implement that tactic that | think could make a big difference.

FRZERIE:

Ko Z—IMNKIFEEEYNTSGE, HERBER “BUtTE M “RIFEN" WHR, RAESEREX:
HAEFNHEHENE, FHNLTHEE, AL, 7RIS BB MagSafe ?E%F) THET. eEF—E
%, EEREE. AR LIBERIERR) AR L, RARESEE—/NN, RARIEH, HEEEN,
BFENAESYL, XHRTEEXRBIRE—HFEFERF. XXNHERATEL. HETERSHETLUE
RXNREE, TERREHERERRIEFE, #ETEERNFM,

[01:01:07] Lenny
English:

My wife and | have been talking about that actually, but the issue is to watch our kid with the Nanit app
we need our phone. | know that you can get other devices that aren't on the phone, but we just like the
Nanit, and so we've stuck with that.

FRCERIR:

REFNREL—EHEINSXD, BERRIKI1ER Nanit App Liz%ZF, XEEFH. KAETUFLIEFH
RIS, BERNMEE Nanit, FAl—ERFHT,

[01:01:20] John Zeratsky
English:

Yeah, one tactic that's related to that that a lot of people have told us they've had success with, and not
specifically with the Nanit app, but some people have said, "Oh, | can't uninstall those apps because,"
Twitter, LinkedIn, whatever, "because | do social media for my work. Literally my job is | do marketing at
the company, | have to be on social media." So what some people will do is they'll have a separate device.
So it's almost like the old days of your personal phone and your work phone, they'll just have a work
device, like a work iPad, that those apps are only there, and when they're working they're on it, when
they're not working they put it away. So you could have another device that's the Nanit device and that's

allitdoes and it's in a nice little stand by the bed, that can create some separation as well.
R EIE:

EHY, B—MEXHREE, REASFERIMEMBERMD. SATELTIHM Nanit, BELEAR: 1€, K
TREENHABLE App, ANRNTIEMBHALREE, BRNTERATEH, HOTEHREME L FIUEEA
MMEREE —MRILNIRE. XAERGUARDTAFNMIEFN, MNSBE-ITIERE (BNIFE
iPad) , ARLE App REELE. TFRAE, FAIERBMUER, PRURAILUEES —M&K&E SIS Nanit i5iF
2, ERFTRX—ME, RMERKNRFL, XFEHBELEH—RER.



[01:02:09] Lenny
English:

That's a great idea. | think there's a company, | think it was Arianna Huffington made a thing where it's a
little bed for your phone, where you put it somewhere in the living room and you put it to bed and you
charge it there and it's outside your room.

FROCERIR:

FEE, RICBE—RKAT, F&E Arianna Huffington 8BS, 7T —MNMAFNER/K. MEERERT
HEMT, ILE “EREDR” HERILZEE, EMEMRNEEIND.

[01:02:21] John Zeratsky
English:

Yeah. There's a company, | can't think of the name right now, but | can look it up and send it to you,
there's a company that makes a cool box that not only you put your phone in, it charges, but it has some
sort of way of, it interacts with the phone, it puts it into Do Not Disturb, or there's some cool integration
that it does. So yeah, those things are a little bit gimmicky, but if it helps you create that default, | think
it's worth it.

AR ERIE:

. B—RQF, HMEBRERFT, ERAUE—TRAR. W8T —MRENEF, MEFKEH
EFXERE, EXEUREMAXSFINRE, ILEHN BTN B, REF—LEREEBEMIIGE. =
AXLERFE RGIEL, BNREEFTIMEILAMEAIIIE, HREEMES.

[01:02:48] Lenny
English:

Here's the trick my wife wanted to share with you guys as she was reading the book, she's like, "Tell them
about this thing that we've been doing," which is with TikTok. She doesn't install the app, and she
basically relies on me to send her TikTok videos | like to her account, which she then checks on my phone.

AR ERIE:

XEREFERMNBIBOZLMNN—TE . Wil “SFRMENFIN-EEHROXHE , BXT
TikTok By, W AREFEX D App, WtEA ERIFIEEIREY TikTok SRR BIMAIIKS , ARME “FeRY” FHLE
BE

[01:03:04] Jake Knapp
English:

You're Frodo.

FREiE:

RRHF %,

[01:03:05] Lenny



English:

Yeah, yeah, I'm holding the TikTok, my precious. And so the trick there, there's two wins, one is she only
sees the best stuff. She respects my taste of videos to watch. And then two is I'm always like, "Give me my
phone back," and so there's limited time where she can watch them, and that keeps her from getting
addicted to TikTok.

FRCERIR:

2R, JRESE TikTok, EB “EN” o XPMEBIIERNMIL: $—, WRESBEEHRES, tEEHMNMm
Ik; =, RERRWR “BFNE QA&” » FRLAth B ASTRIES BB BR, XFrLET 47k TikToko

[01:03:27] John Zeratsky
English:

Yeah. My wife and | have a similar dynamic, but in reverse and with news. | spend very little time reading
the news, and | don't have any news apps on my phone, but my wife's pretty into the news. She has a
healthcare background and she studied journalism in school, so she loves particularly those two topics in
the intersection of those two. And so she gives me a news digest. When we're chatting at the end of the
day, or when we're doing something together, she'll just, it's not structured, it's not some official thing,
but she just shares what she was reading about that day. It's nice, it gives us something to talk about, |
think it suits both of our styles and our preferences. It's good for her, it's good for me, so it's fun to think

about how you can implement some of these ideas in a relationship as well.
FRERIE:

0. RMBEFLERMNES), BRAMER, BRTHEN, RRDEREERE, FHEHLERE
App, ERZEFRENENE. WEETESR, EFRFIMET, PSR XH MU XAR,
FRISATRM—T “EREE" . GRIN—XERPRI—EBFN, MEoZMIBRRIRINAT. XRHE

» FRAAERNE. XRE, LTHNKE, RREXFERNMARNKEINRT. Wibsr, WHbIT.
FELXM%!IDWI XERANAEFEEXRPHRER,

[01:04:23] Lenny
English:

How do | subscribe to this feed of your wife sharing the news every day? It sounds like a great podcast we

all need.
FhSCERIE:
HEATTRMREBFERDEMENXMUE? IFEREE—IENAREBEENFAEE,

[01:04:29] Jake Knapp
English:

Really, really good stuff, or really important stuff, will find us. | think there is, part of the busy bandwagon,
or part of the infinity pools thing, is this feeling inside that I'm responsible for staying up to date with the
most important news in the world, or the most important news in my inbox, or my company or my team,
work, and I'm responsible also for getting the very best of entertainment that's out at this moment that's
the most topical and the funniest, or the most interesting, whatever, at this moment.



FRZERIE:

HIEGFHARA, NEREEENFRA, SEHREFNN. FiAN, “CEMRMN" = “TRATH B—
B FERFEFAON—MER: BEFREREREER LEEENNS, HERGEEREENHR, HE
RE). B TEFREE; BREERERRE THRENETAS, BEKRA] RBEXIREER,

[01:05:04] Jake Knapp
English:

And it's okay to let go of that and, the good stuff, it'll come to you. People will share it with you or you'll
hear about it. If it's a really big news story, you'll hear about it eventually. If it's going to affect you,
actually, you'll hear about it. And with most news, and most entertainment, we don't play a role, it's hard
to admit, but we don't actually play a role in what happens, and so the idea that we're responsible for
being on it all the time, that's a job that we can quit, or at least take a sabbatical from.

FRCERIR:

BRI XERAI LI, FRAZKIMBY. AMESDELIR, HERZAH. WREB—EKRHHE, MERE—
EaME, MREANSEMIR, MEERMEL. WFASEHMEMRSR, BARMERIN, BRIEFLHR
BE25HP, UM “BTERENZIXE" LA, HER—0RNAIUEHEHNIE, HEBZELDFATUAD
N8

[01:05:38] Lenny
English:

So Tim Ferriss talked about this in The 4-Hour Workweek, is way back in the day is just like, | wait for
people to tell me what | need to know, exactly what John just shared before this, and | find this with, so
first of all you find that when you delete Twitter, LinkedIn, you go week without it, and nothing is any
different. You still know everything you need to know, your job, everything's going great. You missed a
bunch of stuff that had no impact on your life. And so | think doing that exercise helps you realize that and
I don't need to be on Twitter all the time.

RSz ERIE:
Tim Ferriss £ (ERAI{E4/N\iT) BHRIEX—=, BRAURMHT: BEEINASFRETEMENSERE,
XL John MIADEN, FREM, Bk, YIRMIE Twitter. Linkedin, RiF—EFA, (Rt —YIE:EE

BT, RKANBFREZMENS, MIE. —IEHRINF. REIST ENREETZELEMEIRAE. Fh
MBS R MRRIRE . HAFERZBTE Twitter Lo

[01:06:08] Lenny
English:

And not to get political, but with news about Trump, there's always these headlines, "Trump, look what
he did in this lawsuit today, it's over." | just feel like there's so many posts about all these things Trump is
doing every day, and none of them, nothing happens. It's just the same thing, just keeps going. If
something actually happened there | would hear it from a lot of people, the New York Times would send
me a big push. So it's like, | don't need to know all these things he's doing every day.

FROCENIR:



TRBGR, EXTHASNHE, SREXERE: “WRE, BMSRKERLAPRTHA, tTT.” KERF
BRBEXAZXTREAEFREFIANNETF, BELAAERKLRE. RAZRAFNEREFHESE. NREN.
ETHAKRE, RESMRSABERE, (AUOREKR) ILHEAKRET. L, BFFENEMEXMHAEX
ik S

[01:06:36] Jake Knapp
English:

Well, it doesn't matter what your political affiliation is, that is true. Trump is always going to be in the
news, and it's always going to, that's the constant, that's the third constant, death, taxes, and Trump will
be in the news.

FRCERIR:

TIEIRIBUAIIZNME, XEEFEL. HHELHINEREE, XEZNT —1TEH. AEN=ZKEHR: 7T
T, B, KSR HIEREE,

[01:06:51] John Zeratsky
English:

A related tactic that I've been doing for a long time is my main source of news is the Economist magazine,
which is far too highbrow for what | need, but the main feature of it is that it's weekly, because at the end
of the week, the zillion stories about Trump, or whatever, if there was something of consequence, it gets
distilled into this really good summary. Really, really good. The Economist has some of the best
journalists in the world, they're just absolutely fantastic, and so not only does it have this really nice
cadence of once a week, if something matters it's going to get rolled up there, it's going to get
summarized. And so that's one of my most durable habits related to these tactics, is reading the news

once a week, reading the Economist. It fits my brain, it fits my life rhythm really well.
FREiE:

BRARFHN—MAXREBE: HNEEHRERERZ (EFFAN) 8. BRAERRAKRERXSHKT, EE
NEBRRRERAT. E—RAERN, XTRHASHAEMEENLTHDFERE, MRENEEER, MK
RER—HDIEBBEHNELE, BERNIERE, (EFFA) AR LRMRIEE, tiIFEHE. FALEFRX
E—RE—XHNRFTE, MANREAFENREE, ESWLEHEE, XRHSXERBEXNRIFTAL
Jfz—: BAR—RIE, & (EFFA). EFRBERERNARNEETER,

[01:07:54] Lenny

English:

Yeah, it's the opposite of Twitter, basically.
FRCERIE:

T, BARLEmMZE Twitter BIRE,

[01:07:58] John Zeratsky

English:



Yeah.
FRSCERIF:
8o

[01:07:58] Lenny

English:

So yeah, let's hear a couple more tactics and then let's touch on the other two parts of this framework.
R EE:

9%, AWLFATBIRILADREE, AR MERB S IMRIERSD .

[01:08:03] Jake Knapp
English:

Well, first a pairing, and then one more. The pairing is reset expectations and slow your inbox. So these
are two tactics related mostly to the email and messaging. So resetting expectations is just about having
maybe a conversation with people you work with, but it can be as simple as a signature in your email.
And so one great example of this is a signature that says, I'm checking email two times a day as an
experiment to improve my focus, or I'm checking email once or twice a day, you decide how spicy you
want to get with this option, because I'm working on an important project. And just a simple line that
people will see passively as you send emails that will reset their expectations of how quickly you'll
respond.

AR ERIE:

9F, FR—AHASKRE, ARBH—1. XHLERE “BEEWH M BIBWMARE" . XRITRBEIESHAH
BB @A Xo “Eﬁﬁi,ﬂﬂ” AURSRAEHIT—RKE, UAUERIAZEMAHEREN—1E. —1
REFpfFREREE: “FHRSTINNEE, REXRIAERRMHE" , HE “BREXRE—RXEHHF, E
NBEFERE-—NEEHE” . RALAEXDEN “RE” . SIRREEMER, AMI=TRIRMEEIXT
¥, MNmEEMIIREISEERFE,

[01:09:11] Jake Knapp
English:

And if you like you can say, I'm checking email once a day because I'm working on a big project, you can
text me if it's urgent. Feel free to text me, you can invite people to do so. But that very act of just putting it
in there, you can also do it as an out of office autoresponder, so just like, hey, instead of I'm actually out of
the office like, hey, I'm going to be slow to respond to email because I'm working on an important project.
That because is really important, and we talk in the book about this, a funny study about the power of
because and this case where people would make up bogus excuses, but they'd say, "Because to cut a
line," it's an old study, they're making photocopies, but they would cut the line and say, "I need to cut the
line because | need to make copies." And just saying because dramatically boosted the percentage of the

time that a person would let them cut the line.

AR ERIE:



MRMRER, RAR: “BREXREXEMG, RARERE—TABE, IREIFAULTHEEE.” (RA]
LBIBEANRX Al IXZEBXAERSE, RELRERNEMLE EMERHZAKR), tbin: 1R, REE
R SEERIE, RAREERE—NEEDHE.” BN “BA° (because) FEEE. HMNEHERIT—T
XF ‘BN WAENEBMAR: AMIEE—LEMNEREEAEED, MmilH: “WEEEN, AARFE
SEL” XL “BEA” XA, MEERERSNAARFITHEAEIEER,

[01:09:58] Jake Knapp
English:

We're suckers for explanations, all of us. So if you say because people will feel better, and you can feel
better about saying it. But this idea that you're just going to put up a placard, basically, that says, hey, I'm
slow to respond because I'm working on a project, and maybe give people an escalation path, or don't,
that's a huge deal. And it seems like it would be a huge deal because it changes others expectations, and
that is true. But the real power of it is in changing our own expectations about what we are going to do
and what we are expected to do. Most of the stress comes internally, from our feeling that if we don't get
back to people right away, we're not enough, we're not measuring up, we feel some kind of shame or
guilt about not doing it and not being fast and not being responsive. And so doing this statement is just
about renegotiating with ourselves.

FRCERIR:

HANFAE ABLENERER. FUMRMRT ‘BN, IASREFRLE, MEIREFRE, XMEEER
K EmEEE—NMETME, R TR, ROEERERARECHE” , RAUSAN—TEREKRALR, ©7
ARG, XEXEKR, EZFIUEE, RELERNRET AN, XHLEEN, BEEEENAEET

ET “Bf1BC” HECHHH. ABOENRERT, KEHNET “NRAINEE, HZMABETF, &K
TER BIEG. BMNZENKEREEMYMEAEERIAR L, ARINEHELEESHIIBECER

BFlo

[01:10:46] Jake Knapp
English:

The other one is to slow down your inbox. This is a simple one, if you start to do that, if you start to just
check your email once or twice a day, or even less frequently, or even if you check it a little bit more
frequently but you aren't responding to emails, you don't hold yourself accountable to this idea of an
empty inbox, then the whole loop slows down. If you respond to emails really fast, you respond to
messages really fast, people respond back to you and then there's more to respond to. And if you slow
down that little hamster wheel, it slows down. And so that's powerful too. So those two around email |
think can be really helpful, they help me with this, my default feeling about email and messaging and
everything is | should be as responsive as possible, and | have to constantly renegotiate that with myself,

and those are ways | do it.
R EIE:

HF—1E HBRHE o XREH: MRMRFIEERIAE—FAMHE, EEELD, HENEESH—REFR
YHEE, FEEK WHEEE" , BABRMEIRIIE TR, WMRIREIEMAF YR, EIHE R, 3IAES
KREMR, ARMMEESERN, MRMILXD “GRE" B TR, EMENETRT. XBRER. FrlA
XTFMANXFHNRBIEINNIFEERD, SNERRRTEM KRR BIFIADS. Hdd
MRS B S ERF, XMEHNTTE.



[01:11:36] Jake Knapp
English:

This other one that's pretty extreme, that | only just tried for the first time, it's in the book but | hadn't
actually tried it, but this was a reader of our blog told us about this. Her name is Krissa, | think she
allowed us to use her first name but not her last name. So Krissa, if you're listening, shout out to you, this
turned out to be a great tactic, but it's to cancel the internet. And she had canceled the internet at home,
which is wild. But what | did was | have an office, a very small office in this small town here where | live,

and-

AR ERIE:

SN EBRIRIRETRRS, HRIEA F—RZH. EEPRE, BRUINLRAL, B—MEFRESIFHANB. i
MY Krissa, FABMAFHENBUNRF. Krissa, SRIRENR, RAREHR. XHPIEAR— M HARIRE, AR
B WANS. WMERBE TN, XXRIET. MEANEER: REREFNELE—NERNNDAE, A

[01:12:00] Jake Knapp
English:

Small office in this small town here where | live and | canceled the internet there so that | could, when |
went there, all | can do are tasks that you can't do with the internet, which is a lot. | mean, you can use a
lot of apps in offline mode and it's a great place for me to write. It's a great place for me to do focus work,
design something, presentation, but any kind of focused thinking, reading, writing can happen there and
now the whole feeling of stepping into that room where | cannot access the internet is insane.

AR ERIE:

HREFNEEENVNDAE, HEUHTIRENNSE, XFHHIEN, FRAEMBLERFTEENOES, H
KERZ. HHNEERR, MAUUEBAEATERRS App. BEREENLETF, BEHHITREIIE.
Rt 8 PPT B§Fith 75, EAEARNRERE. k. SIRSAIUEREHRT. WE, EHBNTE LMY
BB R E NI T o

[01:12:32] Jake Knapp
English:

To create this kind of a thing at home, you can do things like put a timer on your internet. You can actually
buy one of those vacation timers, plug it into the wall, plug your router into that, and it will actually
switch your internet off at a certain hour or hours. There's also software that'll let you do this selectively,
but the big notion of just having there be a time when you are off and it's a fairly significant pain to get
back on again, it's more than just clicking wifi on, wifi off. | find for me that's not enough of a speed bump.
It's pretty powerful.

FROCENIR:

BERELUX—R, RAIGKREBIENENER. (RA] UEBHERBIENIEE, HEEL, BRMAEHE
£LE, EMSERENE BN, AR LILRERIEMETN, ZOEBSE: RE—MRUI TR
Btiel, MEEHLANANERBER, MANNER—T Wi-Fi FX. BRRIMWNERG, RFXXM BERE"
BEARGB. XN EIFERK.



[01:13:07] Lenny
English:

Just the way you're describing the feeling of walking into an office that has no internet, | totally feel that.
Justimagine, just like, "I have no internet here. | could do so many things. | could read."

FROCERIR:

RIEREH— MWD RERIMRES, KTk, BR—T, “XBRW, HAUBXAZE, &7
UEB.”

[01:13:19] Jake Knapp
English:

It might be a coffee shop where you don't find out what the wifi password is and there's just this amazing,
amazing feeling. Maybe it's just you go to a park where there's no wifi, just whatever it might be, finding a
place where you can't, you just can't get that stuff. Leave your phone at home if you can't bear to delete
all the apps. It's so great. It's so great. And then you're not fighting the battle.

FROCENIR:

WAL —RIRARIE Wi-Fi ZIE89MINEHE, BRMERIFESTY. HEBEZ—MRWI-FiBAE, 22, H—NMR
TERBIBEE RS, MRIFEREH App, MEBFNEERE. XXET, BERNXET. XFRHRAA
BHITRSINERT,

[01:13:46] Jake Knapp
English:

A lot of this stuff, there's a visualization | think of where I've got the highlight in front of me. It's right
there. This thing | can see that | want to do, but it's like five feet away or 10 feet away, and right next to me
just kind of vibrating are all of the... You can imagine all the app logos, they're just kind of vibrating right
around my head. They're right there and touching any one of them, it's like they're little pieces of candy.
It's all going to feel good. There's this really good meal, five to 10 feet away is this great sandwich, but
these little pieces of candy are right in my face and it's going to be hard to resist just popping a little Sour
Patch Kid or Laffy Taffy in my mouth, but if I could push them away, if | can just push them far enough
away so that there is far away or farther away than the sandwich, I'm going to eat the sandwich.

FROCENIR:

KFXLE, HWEFE—ITEE: KB S MEKER, BHER, ZRBEME. BEE S KR 10 &R
5h, MRATERBY, BMARBEE Ry o fRA] LUBRFAE R App EIWRERE IR A EIRE. ENITMER
JL, RRREEAREA—MEMRIZ—HUIMER, BESRIF. 52 10 RRIME—TFERIAE, —PEKBI=H
A EXENERMERRRE, REDBEFETEEE—FERIKNDAEI KL, BNRKELRCSIHER,
HERILE=PRIaEImaMt s, FMEEIZBT=BEA,

[01:14:50] Lenny
English:

Such a good metaphor. You also have this metaphor of Odysseus sailing past the sirens. If folks know that
story where there was a siren, | don't know, cliff thing where he's just sailing.



FRZERIE:

KERRR T, MRITEE— MR TREEHFMITEIETLRIREM@, MRARMEBITHE, BETXER
E LB}, MmibESMHET,

[01:15:01] Jake Knapp

English:

I know well, in eighth grade | played Odysseus in school play, so | can tell you all about it.
R EE:

BRER, /\FERNBREFRIEE RRESRBEET, PRI UARH S,

[01:15:06] Lenny
English:

Man, what a character to play. Yeah. And in that story, he wanted to experience these sirens who nobody
could resist, but he forced his sailors to tie him to the ship and not allow him to do anything, even though
he's like, "Let me go. | need to go there." Because everyone crashed into the sirens. Anyway, I'm doing a
bad job explaining this story, but | think it just comes back to the same point again and again that you
can't rely on your willpower to not go towards these vibrating candies all around you that you need to set
up these systems.

FROCENIR:

K, BRTAE—ERE. 0. EBRMEE, BRI AGERENETIE, EMREKFEMIE
fate L, FERFM, BIEMAMR: “BAFH, REEWIL! " RAMERRERSINATME 22, &
AR, EFRBRENRZ: (FAEEERSHERTAERLE “ReppIER" , (FRERIIXERS,

[01:15:41] Jake Knapp
English:

| think there's this notion that we will use willpower maybe comes from the fact that some people can,
maybe some people are just using willpower or they're on Twitter, they're on Instagram, they're on
TikTok, they're on Facebook, they're doing all these things, and they're also functioning just fine, or at
least what we see from the outside is just fine. But maybe internally too, it's fine. It just seems that
everybody | actually talk to and certainly my personal experiences, all that stuff makes me feel bad and
actually undercuts my ability to do the things that are meaningful.

FRCERIR:

1S “HRANAIUEAREN XMBAFRETRELEABEA L, BFELEARRERSTH, HEMITR

Twitter. Instagram. TikTok. Facebook, #FFEXLLE, BIKATER, ELVMIIMRERXE, HiFt]
RO SEFERE, BMFRIIENE— DA, SALEERMIANZR, MEXLRAMILIERIIRE, X
Pr EHISS T HREMBE R XEBNEES.

[01:16:42] Jake Knapp

English:



This thing, | think we basically are steered toward becoming reaction machines and this notion of, "I'm
going to have an empty inbox. I'm going to do every task. I'm going to be a fast responder, I'm going to be
in every meeting. I'm going to do that because | want to help other people, and that's the way it works." |
think this desire to be helpful is a big driver of it. | think we want to alleviate our stress and other people's
stress, and that seems like the right way to do it. It's candy. Some of the stuff is candy and easy.

FROCERIR:

HRRERNBELWKSISRT “REAE" . M “REBFTWAE. RETHEIES. REREBN. K
BEMEITIW L, BRRANRMNEEFIA, BEXMBIENSGR. FiIAN “RTFHA" HEERR
AEVRE . HAVEREECMMANES, MXBEERZIERNSGZE BEXEER. BEFEMEHRER—IF
B5o

[01:17:12] Jake Knapp
English:

We also see this modeled by people in power, so like CEOs and bosses, it works for them because they're
applying their influence through being constantly reactive and being in meetings all the time. That's just
how they do what they do. That's how they apply their influence. But even for them, | think it has limits as
a way to apply influence. At the bare minimum for the rest of us. And for those of us who again, | think is
the vast, vast majority for whom all of these things create problems and we're not able to easily willpower
and self-esteem manage all this stuff, if we're a reaction machine, we're not doing meaningful work, no
Project A's and we're not really alive as humans. We're just chat bots. So it's worth experimenting if you
don't want to live your life out as a chatbot.

FROCENIR:

HNEBRENERATEXFM, b0 CEO MERN . XMMNBER, ENM(lET R R RHEM
a1, XMRMIINIES . BERMEX IR, FIANXMEMEZMANSGNEEEREN, EOWEK
MEMARRZX . WFRNERSHAKGR, XEFBHIESHE, HNLTERZERSNHNEERE
BX—), MRZENE—aRMNE, BIMTEHERXHIE, & “WMEA" , HEMFRREEZEN
Ao BARZBEIRAEEA. FrLL, MRIMABEIRANBA—IFEIRE, BMEFSELRE—T.

[01:18:00] Lenny
English:

| think the point you made there around the feeling is just a really important point that even if you feel
really productive enough and you're getting things done, is if you're feeling bad, it's still an important
thing to focus on. This idea of, are you spending time on things you want to spend time on? You also
reminded me of this app I'll mention briefly that | think you guys will love, | don't know if you've heard of
this. It's called mailmanhg.com. It shuts off your Gmail for periods of time. So you could say, "Only allow
my email through at these times of day." And so instead of email whatever, it's just like you can batch
your release of email.

rhERE:

BUBMRINXT ‘B2 N—RIFBEE. AFEFRREFSESEBSN. EETHRES, BNRMRERER
&, XRAR—MERSXENEZRR@, ZOET: MESERIETEE TR EMNER L? (REILRAE
T—" App, EBMFEMNEENXH, FRMEMRMFEE. ©W mailmanhqg.com, BB LUER XFIRE Gmailo
RAILUSE “BRIREXLEEAFIGEHN o XIFRMAXMIIEIGTIN, MER Ut ERWHR



[01:18:35] Jake Knapp
English:

That's beautiful. Mailman HQ?
R EE:

X#ET, Mailman HQ?

[01:18:37] Lenny
English:

Mailman hg.com.
HRCERIE:

Mailmanhg.com,

[01:18:39] Jake Knapp

English:

Okay, I'm writing that down right now.
R EiE:

9%, HIMEMIE TR,

[01:18:40] Lenny
English:

Yeah, | go on and off it because sometimes | just want on an email, but it makes a big difference. It's wild
how just not even knowing your email makes a big difference.

FROCENIR:

T, TSR E, RABNERMERERMH. BEHLEHFRBATRE, (MXZ “FHEHMRHRHE
XHEMETEERNTN, XRHEF.

[01:18:49] Jake Knapp
English:

Yeah.

FRCERIR:

=0

[01:18:50] Lenny

English:



Okay. Let's touch on the last two parts of this framework, energize and reflect, and then let's spend a little

time on Sprint for people to get a sense of what this method is all about. For folks that haven't read the
book.

AR ERIE:

%o LM MERNRERMES: “REESN” (Energize) 1 “REB” (Reflect) . AFHAERTE
B GgitARI) (Sprint), BRI ABHANT BE—TINHEREALE,

[01:19:03] John Zeratsky
English:

So to replay the system overall highlight is about the thing you want to make time for today. The most
important thing today, laser is about creating barriers to distraction so that you have much your energy
or as much of your attention as possible to focus on your highlight on that one thing. Energize is sort of
like a booster to laser. It's sort of like the big idea is that our brains and bodies are connected and our
ability to pay attention and to focus and to do those things that we care about only works when we are
well and we have slept, we have eaten well, we have exercised, we have talked to other people the right
amount, not too much, not too little and so we put this as part of the make time framework because we
don't think you should go crazy, try a million biohacker type of things, but we do think it's worth applying
this same philosophy of pay attention to what's working, what's not, have a system, try some new things,
pay attention to those things, run these experiments. We think it's worth doing that for your health, for
your energy as well, because it really does make a difference.

FRCERIR:

FRIAEFR—TEMNRE: B BXTFMRSKBAZBHNENIRGE, SKEEEN—HSE;, Bt
BRTFIREDUER, UWERERAESHNBENIERNETITMIEN. M “REEND" mE2E Btk
A7 HBhERR. OERE RMNNVAKRMBEZEEN, BRIVRFEERN. TEURMIENKXOHENEE
71, REFERITRSRERABR—HRRNESE. 255, Biatl. SAFEENRR. HITFLLIEN
(REIEEAR) ERN—7, BRRAKNTINAFRRZERREZH—BALM “EMERET" ANGE, BFK
MNASHANESNAREFNE R XEFABR. ALK, BiI—1&RY%, ZdHEY, URER, #HITE
o ATIREVEERAIES], XHMZEERN, ENCHEETHRNE,

[01:20:27] Lenny
English:

Maybe share one or two tips there real quick for people to energize to create a little more energy during
their day?

RSz ERIE:
RERBEED Z—RNETF “IFEHESN BRI, tARE—KPIREEZIET?

[01:20:33] John Zeratsky
English:

In the year since we wrote the book and as my life has just continued to change and I've gotten a little bit
older, I've realized that sleep is probably the single most important thing. | mentioned earlier, not having



my phone in the bedroom, no TV in the bedroom, hopefully that goes without saying, but just being able

to really construct an environment that allows me to sleep. | started wearing an eye mask recently.
R EIE:

AERPEHNXEFE, BEEEAHEN, RBFERT L, RRRFERAIERREEN—MHF. K2
REE, BNEERHFN, FHRER (XRZEHIR), EXREAEMZE—IEEILRNENIFR, RRLFIR
BERE T,

[01:21:01] Lenny
English:

| do that.

HRCERIE:

Ftb®

[01:21:02] John Zeratsky
English:

Yeah, really helps me fall asleep and stay asleep and then the other thing is exercise is a big source of
energy for me, but | realized that | was making excuses about why | didn't need to or shouldn't exercise in
any given day. So even though this is not what we recommended in the book specifically, | ended up
signing on with a personal trainer so that | have accountability, | have a schedule, | have somebody who's
thinking about what | need that's not just me and those two things have kind of been the pillars of how |

build energy over the last few years.
FREiE:

T, REEMNERNEHFRFER, 5—HF2E6), ERBRFENNEERF. ERFIRFHLEEHMED
WA ASKRABERRNLEE. I, BAXF—ESRNEBEETNHEN, ERRZBFT—TRAHK
o XMEIFB TRER, BTHER, BAREBREZRFTEMNA, MANNXERES. XRAFERT I
ENFRER NI,

[01:21:47] Lenny
English:

| use this app called Future, I'm a investor, quick disclaimer, but it's basically a personal trainer through
an app that's like a real person that helps you design a workout for you, and then they give you the
workout on the app and you just follow the instructions and that's the thing that got you working out
three times a week.

FRCERIR:

FA—M Future B9 App (RFER: RERHEE), EERLEET App REEANLE, FBIMIZITRET
X, AARRTE App LR4IR, MRRAFRM. XetRiLHEEHFESARE=RNERE.

[01:22:03] John Zeratsky

English:



Nice. Yeah.
FRSCERIF:
o

[01:22:04] Jake Knapp
English:

That's awesome.

R EE:

KiET o

[01:22:04] Lenny
English:

Killing it. Okay. And then within reflect, maybe just briefly talk about the importance there and then one
thing people could do to reflect on how things are going.

FR3ZER
:F gno t%s *F “&IEE\” ) ;F ﬁﬁgl 1 E"JEEI‘_&L: LX)S'ZATI]—JLMHE'J #F&IUE)U&E"J/J\$7

o

[01:22:14] Jake Knapp
English:

Reflect is just simply the act of looking back on the day and treating the day. It wasn't marble gravestone
of your successes or failures, it's just a experiment that you ran. What happened in the experiment?
Taking note of it in that lens, what did it look like? There's a template in our book that has some questions
you can answer, but really it's pretty simple. If you write down your highlight in the morning or the night
before, if you're draw it and you stick it somewhere visible, then at the end of the day you just look at it
and just like, "Okay, did that happen or did that not happen?" If you stick it somewhere visible, you won't
even have to do anything. You'll just come across it and you'll know if did that happen or not? So that's
the simplest part of it is writing it down, sticking it will create a reflection loop for you.

FRCERIR:

B HEMEZOFX—XK. FEIEX—REFZMANIRABNER, ERZ2METH—1KE, LB
RETHA? MEPMMAFILER: EBERGHA? HNBEE—ERR, EEA—L(RAILULIZFEE, B
HRE R, ﬁﬂ%Tﬂ?EEJ:E‘ZEﬁ—%HﬁaJ:E'Fﬂ"E’\J%_%, BEBHRALERRIMTS, BATE—RERH,
fRRAREEE “GFIE, XHFERETIH? T NRREEMERRYG, (REEFRFEAUREMAA, (RRZE
BIEIE, fmt%%l] BERTANT . FMUKESENEOME: 5K, MEE, XMINMRENE—TREF

o

[01:23:14] Jake Knapp
English:



Another thing that | think is quite powerful at the end of the day is to write down, keep a notebook by the
side of the bed and write down one or two or three things that you are grateful for during the day, just like
a simple gratitude journal. And you'll start, this keeps you in this frame of mind of what was cool today,
what happened that was satisfying or joyful, what brought me joy and then if you start the day thinking
about what you'd like to happen and then you look back and say, "What was great?" Your brain is just
starting to look for those good things. Look for those big highlights, and that's a great way to live your life
day to day saying, "This is what | hope will happen. This is what did happen. Now I'm more tuned into
what it might happen tomorrow. Oh, now I'm more tuned into what happened today." And again, and it's
just a really nice loop. So was there a connection between what you hoped would happen? Did you
manage to do your highlight? If so, what helped you do it? What worked or didn't work? What made it
hard? It might be an energy thing that suggests a tweak to when you drink coffee or if you take a walk or
whatever. It might've been a focus thing. So maybe I'll try another barrier for this thing because that
undercut me. Whatever it is, it's just basically, in summary, curiosity about your day instead of self-
judgment about your day.

AR ERIE:

S—HHIANAE—RERBEEENENER . ARERBNELS, ETFT-—REH=ZMHRIARBRENE, &
— T RBENREHIC. XFULMERFIOE: SREFAENS? RETHASABRIRERNE? +4H
LRRER? MRMAEFEX—KEBEMRFERENFA, EREEH “HARHKR? 7, (RBOKRMSHA
FEHFHBLERGFHEY), FHPLEERNE. XB—MREENEELN: B8R "XRRFELEN. X
BEMRARERN, NAREHRMREIAXRATERLEFA. B, MEREHFMRTISREETHA.” XX
BT IEFEFEAT. L, MEERENMERRENEERAL? (REMBEILTE? WRTHKT, B4
BTIR? AR, HAXK? FALEREEME? XaJgeE— MEARE, BERIRERIFRZIENMERIAE
AP RIESE; WAJRER— 1N EERE, FIUBIF T RARSAEMERREBSHER. 22, meEl “Fad”
RE “BEREH" KENRH—X.

[01:24:30] Lenny
English:

| think we've covered Make Time and tons of depth if people want to practice these things, highly
recommend getting the book. It's called Make Time and it's really quick to read and it's basically just a
long list of things you can do and we talked about a lot of them. There's a lot more. And | think part of the
premise of the book is try stuff, see what works, see what doesn't. Keep reflecting, iterating, some of
these things, even if you find two things that change how productive you're, that's a huge win.

FRCERIR:

HREFRIMNEZFERNMRN T (HEEEKR). MRAKBELEXLETE, FBINBNEXAH, el (B
BEER), RERRR, BEXERB—KFATUBHKER, FMPIHETEHPNRS, BEEESZ, HIUAAX
FBHRIRZ—ME: B, BHAEN, EFALTH. FIRE. &R, EXLEHEH, WaMmIHEFHE
RECREMUERME, BBEERIMF,

[01:24:55] Jake Knapp
English:

| highly recommend people get the book. That's great. And it's our best attempt to put together a how-to
guide for doing this stuff. For what it's worth, we're not really motivated to try to create a self-
improvement empire. This is not our full-time job. We just hope it works for you and is useful. So if you
don't want to buy the book, we get it. Go to maketime.blog and just check out some of the experiments



and things that are available there or just try one or two of the things that we talked about today. Try the
highlight. If you're going to do one thing, just try right now writing down what you want your highlight to
be, either for today or if it's late in the day for tomorrow on a sticky note and put it somewhere that you'll
see it tomorrow.

FRCERIR:

HMBNBWARES, BRFT. XRRNAXEGZRGRIFERIRESR. REE, KH2EDN
ERU—Ma ‘BEREATE . XFZ2RNVLRIE. HMNRAZFEZCHMER. FRUMREREE
B, HMBLIEHE. X maketime.blog EERBRMHNILREANAS, HERIRZH—THNSRKIIBN—FHH
F, ZR—T ‘B . IRMABH—4F, FMIAEZHETEER LT THREENSARHTA (FERS
REY, ERMRIERTHERARE), ARBEMERREERRIMT,

[01:25:41] Jake Knapp
English:

Just that is a great step in the right direction. Try having a conversation with your colleagues or putting a
signature or an autoresponder in your mail that says you're going to slow down or talking to them about
slowing down at character. At our VC fund, we had a conversation and decided we're going to try to have
our main communication happen in Notion so that if we're talking about something, it's in a form, it
becomes a document, and the expectation of how you react and respond there is going to be different
thanin a tool that's designed to get you responding as fast as possible, like an email inbox or Slack.

FRCERIR:

INX—FTRRHEERSMEEN—KY, RRSEEDE, HNEFMBGEMINEZHEHEE, RIRZE
1SN RE, EHENBXIZRES Character, HINAZREZAIGEE/DBEKRTE Notion . XIFHIINITIEE
Ei, ERAWAN, STH—HIXE. EBE, AMINRNMEIERENTH, SFRTHRESEILRRA
RERMIEIER TR (GBI HFEEK Slack)

[01:26:16] Lenny
English:

Amazing. So I've used up basically all our time talking about Make Time. | think we should have a follow-
up episode just to talk about Sprint. What | think we do is let's cut off the lightning round and whatever
stuff you guys would've shared there, we'll include in the show notes. I'll send you those questions
asynchronously, but let's just talk about Sprint for a few minutes just to give people a sense of what is this
framework, it's extremely popular, lets a lot of really successful products, and then we'll wrap up and

point people in the direction that you recommend.
FRERIE:

KiET . ZREARLEFAAEREEHERED (HEEER) LT, HEFRNNEZBR—ELTIIW GLit5R)

(Sprint) o FAAFANTATUBUEABEIAT, RITEADZENABTHERETENEE, RERTIEBLERFLRS
fRile BIMAELLIENELD T GRIHHRRD, AR T B—TXMER, SIFEZNL, EETRZMINN
o AARRNMER, H3ISAREXR I HEEFRIS R,

[01:26:59] Jake Knapp

English:



Cool.
FRSCERIF:
¥,

[01:27:00] Lenny
English:

What is this framework of Sprint? When do people use this idea, this framework, this approach? And what
are some examples of what has come out of somebody applying Sprints?

FRCERIR:

ftaz “RitHR]” E2? AMITARMBRSBRIXMRE. ERHFE? BRE-LENA R Bt
RfF?

[01:27:10] Jake Knapp
English:

The big idea with a design Sprint is to go from a zero to a prototype and a test of that prototype in just five
days. And it's a recipe, it's a scripted set of activities that we developed over a number of many years.
First, started with some projects | was doing at Google and | run some experiments with the way | was
working. | was a product designer on Gmail in the 2000's, and | also co-founded Google Meet. And in the
sort of week where we really catalyzed what had been a project that was going nowhere, this 20% project
of people who were familiar with Google, like a side project was going nowhere for a year and a half. It

was really on the rocks.
FREiE:

SRR NZOEIBEEEERA, NEFRTERREZITHH#ITIL. EB2—F ‘|8 , 2HN%
FERFLN—ERMAWER, &AIETIKTE Google AT —LIE, HRFEXNECHILEARHTTY —EXLK.
2000 A ZE Gmail B9 migiti, FWEXSEILT Google Meet, EE—RAE, RITEERENLT —NRAEE

WARRINE —BB “20% HHEmB” (FA% Google WAEKNIE, mETRILIEB) EE—FFEHET,
NVFIREX,

[01:27:59] Jake Knapp
English:

And in one focused week working together, we decided me and these two other folks we're going to clear
everything off. | visited them in the Stockholm office where they were. We created a working prototype.
Instead of trying to come up with the perfect plan, the perfect PRD, the perfect pitch to executives we're
like, "Let's just build a prototype and put it in front of our colleagues and get them using it." And we did
that and that was the thing that stuck. And so from there on, | was like, "I need to recreate these kinds of
moments for teams because that's powerful." So we ran hundreds of these at Google Ventures with
startups, tweaked and refined the process, wrote this book called Sprint.

AR ERIE:

ARLZEN—FE, HMBIRMITEAFREBFZAAEREMES. RETHINAENHESREDAE. FKiH
BT —1MEETHRE, HNLEHERETEANITR. XM PRD (FRERXE) HREE#TRENT



i, mMER: “UBEMNERM—NRE, RERZFELtIRBRE.” FIMMEET, BHSEMINT. KB
e, HE: “HRREANENEFLISIMEZ], RAXKEART.” FrAFA17E Google Ventures S#IEIAE]—
EHT T HMERXFRAR], FENABRNTERE, &EFT (itHR) XEH.

[01:28:28] Jake Knapp
English:

We run a venture fund today, John and | and our colleague Eli, called Character. We help teams find and
expand product market fit with Sprint. It's a tool for doing that and it uses a lot of these principles we
talked about with Make Time to change the defaults, but not just the defaults of the way an individual
works, but the ways teams work, the way people make decisions, the way we evaluate what's a good
idea, a good strategy and worth pursuing based not on just a hunch or a guest, but based on something
we can actually see with customer reactions. So all of that kind of in a nutshell is what Sprint does.

FROCENIR:

SR, M John LIKRFEANNESE Eli EEE—KEH Character WG EE, FiT@ET “HR” BEBEIEAFK
HIAFRMIREE, eBR—IRUBFNIAR, NATRZZRNE (HEEEAR) RKENNERIANRE
BIRN, BRXEAZENARNIELSR, ERETHMBIELSN. RERAN, UERFHMNTETARHTFER.
FHEBHAR —ARETERIFN, MERTHMNEMNETPRNPEENLFER, BMSZ, XME
R BIER.

[01:29:07] John Zeratsky
English:

This idea of getting unstuck and turning maybe some abstract ideas or some concepts that you've been
discussing, turning that into a concrete prototype, something that you can look at and you can click
around and you can actually try. It works in a lot of different contexts, and we've heard amazing stories
from people who read the book and have run Sprints at companies that have a hundred thousand people
and governments and all sorts of different organizations, but the stories that are in Sprint are about
working with startups.

FROCENIR:

B AR FHREESINEROSRS R U AR FRENE——MRAIUE. AJUR. JUKERER
MARA—AERSTEER THER. KMNAIRZBFIBHAERE+HANARE. BHFMSMAR Pz
17 R BRERE. B GRiHeR) BENREEERXTSVLIRREIEN.

[01:29:45] John Zeratsky
English:

We think this is especially valuable for startups because typically you've raised a certain amount of
money which buys you a certain amount of runway. You have a certain amount of time to prove that you
have product market fit to prove that the thing that you're making is the right thing for some customers.
And so the faster you can do that, the more quickly you can find out if you're on the right track, the more
quickly you can learn and you can course correct and ultimately you can get to a better place faster than if
you spent months working on that prototype or that first version of the product before releasing it.

AR ERIE:



BIVBAAZH LI RARDLEHENE, AAREMREFRT —EH%, XAFIHT—EHN “BE" (EEHE). R
SREARIMESREBMBE~amIREE, IERREEHNAANELERFRRZIERN. FRUREISH
R, MEHRLZNECESERERBNEL, BRFIHEESR. &L, XLMRE/LTARETERE
B-PREBRS, BELLIREPMEIA—EIFHIRM,

[01:30:22] Lenny
English:

| think what's awesome about it is as a product manager, the idea of containing a new idea experiment to
five days versus this ongoing teams distracted on this idea just like, "Cool, we're going to spend a week,
see where this goes. They're not going to spend months exploring. We're not going to talk about it. And
just in theory, let's just try it." | think it's really powerful. And so for folks that may want to explore this
until we do a follow-up episode, is it just by the book, is there anything else you could point them to think
about this idea and implementing it?

AR ERIE:

BRERREN—RE, FA—2FeiEE, B—MRENERRFITEARA, MARLEN—BEEXMUEA
ERit. MER: B, HME—ARE, BEELERNM. RIIFIE/LTBERR, AR FEEELSH
e, EBRMNERR K" FIANAXIFERR. HTFREET—RZABRRZNGENAN, BRTES, &8
AR LS| SR E ML XA R IRID?

[01:30:49] Jake Knapp
English:

Yeah. Well, if you are thinking about, or in the very early stages of starting a company, a great thing to do
is to get in touch with us at character.vc. And actually we're just opening up applications to our labs
program. So characterVC/labs. Our labs program is an intensive program for startups, and we will run a
sequence of Sprints including some new formats that are not in the book, but are excellent. This will be
our third time running through this. We found that it's especially valuable for Al startups.

FRCERIR:

BN, MNRIREEZEXLTFONHIRRRAMEE, RIFIMIERISR characterve SR, Tpr L, FHi
NINIFFR T Labs BEREIE: charactervc/labs. AT Labs B 2— M EtXI¥IIARREEIE, FKils
HIT—RY AR, EF-ERRESHEEFELHENHER. XREERNEZRETXIMHE. BRINEZIME
3F Al MBI AT LEHBENE,

[01:31:20] Jake Knapp
English:

So it just turns out that a lot of the complex issues you have to figure out with turning something that
may not initially be trustworthy may require a big behavior shift to customers who aren't used to working
in this way and sometimes artificial intelligence can produce things that feel kind of alien to people. And
so making this stuff actually useful, more than just a chatbot with little stars that's in the corner that says,
"Hey, would you like to ask the Al a question about this?" But something that's really meaningful, doing
this kind of repeated and we'd run a sequence of Sprints doing it again and again, you work with directly

with John and I, we find a really powerful way to get started.



FRZERIE:

ELIERR, REEFRMREHFERR . NME— LRI EFREENRARLAIZTANSIMR? XATEE
BEAIBEMHTEAXNETRREEANTHEDE, BNATIERFENFASIEANRREE. Ak, =
IXERFHEIEER, MANNE—TAZEFTENEE. TF 1R, (RER Al —NREEE? ° BRI
Ao BMHEEEEXNARA, BIREHIT-RIAR, (REEES John MFEEE. RITLRMXZ—FIFE
SRARIBEENA .

[01:32:04] Jake Knapp
English:

Anyway, that's a big advertisement for Character Labs. But yeah, in general, check out the book. Also,
would say if you're not quite ready to dip your toe in the whole book, you can go to the sprintbook.com.
And we have a ton of resources on there, including a new thing, which is a Miro board, a Miro template
that | created that has step-by-step instructions for every single step as well as 30+ videos of me
explaining each step and actually | think I'm wearing the same sweatshirt in those, so if you're watching
this on YouTube, you can see more of me in this sweatshirt in that template. And that's free, that's free
and there's a bunch of resources on the website that are free as well. So anybody, everybody should be
able to access this stuff.

AR ERIE:

B2, XE4 Character Labs il — MK &. BRBR, EEEBEAB. B, NRFESESFFIRER
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[01:32:51] Lenny
English:

Stuff. Amazing. And again, for folks that may want to check out the Labs cohort, is there anything other
than Al-oriented that would be ideal? Just how early stage, any other markets that are ideal for the Sprint
process and the way you're approaching it?

FROCENIR:

KiET . BXRIRE, MFESM Labs EBA, BRT AlSRANQE, BEHAEERIEENG? LLIIMERES
F? REMEDHES TR REMIRIINTGE?

[01:33:05] John Zeratsky
English:

Yeah, it's a four-week Sprint program for pre-seed software startups. So we only invest in software
startups at Character, and this program is really ideal for companies who they know what they're doing.
They're not just like, "Oh, | want to start a company." They have an idea of an opportunity that exists, a
market that they're focused on, but they definitely haven't reached product market fit. They may not
even have a product to test that hypothesis with. So it's very early stage, and we are pretty flexible on the

sector, the industry that you're in.



FRZERIE:

=8, XE—MABPEAN. HxFFa] (pre-seed) GV RBRUHFIIIE, 7 Character, HERKHE
REDEIRE. XTMMEEEEESHLEMNEB SEMTANAE, MIIFEHBMH B, BEARXF" 9K
B, MEREBARINT —ME, B— 1T INTY, BEERLEIFGHREE. MIEETREESE—
MEERMNARIE. FIUXEIEFERNME, FIXHREIARIT L ATUHIERE RIE,

[01:34:06] John Zeratsky
English:

But what we find is that the more there's kind of a big behavioral risk, the better this stuff works. So if
you're just trying to make a slightly better version of something that already exists, and maybe it's going
to be a little cheaper or a little faster, a little easier to use, you probably don't need this stuff. You can
probably just do it and probably going to work. But if you are like one of our portfolio companies, they
make Al that controls the industrial facilities. They came from Google DeepMind and they did this for
Google data centers before, something like that where you have to convince plant operators who are
wearing hard hats and dealing with huge equipment, you have to convince them to trust Al. That's a big
behavior shift. That's a big behavioral risk. Or in healthcare, in education, places where it feels like the
technology can really make a big difference for people, but it can be hard to get over that hurdle of trust
and understanding. Those are the types of opportunities that we think we can really help with.

FRCERIR:

BEMNEIM, THANEER, XEFZELEER. MREIAZEHM— NG~ miBRHIRR, LNEER.
ERAERZA—=, RARTFEXLE, REREAMMT, AMRER. BNRMREGERITIREN—KQEH
B —— IS TV IS HER Al. 713k B Google DeepMind, LARIF Google HUBHLMEIX 1N, FEXFHIENR
T, MBFURRBLERERE. RFERRENT BEREREE AL, XR—TMEAXNITHRE, — M EX
BT AN, HEEET. BT, EXERAREEESEAREBREERSEMNEREROMG, XL
RRNVANERER LITHN SR,

[01:34:50] Lenny

English:

Playing on hard mode, these sounds extremely difficult. | love it.
R EE:

ART “EXER” , IFERIREEE, HER.

[01:34:53] John Zeratsky
English:

Yeah.

FREiE:

=i

[01:34:54] Lenny



English:

So if you're thinking about starting a company or if you're in the process of starting a company, check out
character.vc/ labs. John, Jake, thank you so much for being here and for making time for this podcast
conversation.

AR ERIE:

Fr LN RIRIEEZ BRI SR IEfE 6 ZF2 R, 151418l character.ve/labs, John, Jake, JEERGEIR{IIEEX
B, #FAXRBEEIIERE HETE,

[01:35:06] John Zeratsky
English:

Thank you for having us. This was great.
R EE:

HHEEIE. XORIKIERE.

[01:35:08] Jake Knapp
English:

Yeah, thanks for having us.
FRCERIE:

[, EhEEIE.

[01:35:09] Lenny
English:

Absolutely. My pleasure.
R EE:

YA, XBRHHRE,

[01:35:10] Jake Knapp
English:

It was really a pleasure, Lenny.
FRCERIE:

BEmRMR, Lenny,

[01:35:10] Lenny

English:



The pleasure is mine. Bye everyone. Thank you so much for listening. If you found this valuable, you can
subscribe to the show on Apple Podcasts, Spotify, or your favorite podcast app. Also, please consider
giving us a rating or leaving a review as that really helps other listeners find the podcast. You can find all
past episodes or learn more about the show at lennyspodcast.com. See you in the next episode.

FRCERIR:

REZE, AXBEN. FRERPARNIWIT, WMRIREFHNBIENE, FILUE Apple Podcasts. Spotify {RE
KB ENAFITHAATE. i, BERAEIMTNHE T TE, XEEEEEMIFRLMAEER, (RA]
BATE lennyspodcast.com HEIFFEFHATEN THREZEE. THHEL.



