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[00:00:00] [Lenny Rachitsky]

English:

You were famously the first PM at Slack and then you ended up transitioning into executive coaching.
R EE:

fRZE Slack ZEEME—(I=REZIE, EREERNTEEHS.

[00:00:05] [Kenneth Berger]
English:

For me, the impact was about making this work sustainable so that we're not burning out or selling out,

but actually able to pursue these hard goals that we have in startups.
FZERiE:

MEKR, EMAEFULEXMIETETRES, XFERNMAIEENIE (burnout) FEEHR (selling
out), MEAEBEIERBRENEN LI AT FIRILBIABLIRMEE 7.

[00:00:14] [Lenny Rachitsky]
English:

What we're going to be talking about today is your personal magnum opus, the output of 10 plus years as
a founder and operator and seven plus years as a coach.

FRZERIE:

BITSREBWMIZREI N ANRE (magnum opus) , XZRENEIBANEEE 10 2F, URFARET S
FHOMEE SR

[00:00:23] [Kenneth Berger]
English:

The core idea is ask for what you want. Turns out when you actually ask for what you want out loud,
you're much more likely to get it.



AR ERIE:

ZOEZHE: FAZRMEERN, FRIEHA, JMENAERBREEFAR, RIS EHAEESIAKE
Mo

[00:00:30] [Speaker 3]
English:

You're hired.

FSCEiE:

TRRRAT

[00:00:32] [Lenny Rachitsky]

English:

How do you know that this is something you need to be working on?
FRCEIE:

REANEXZIFRRES NN AR?

[00:00:34] [Kenneth Berger]
English:

If you're more in the people pleasing camp, maybe you're used to not asking at all. You're hoping that
people are reading your mind. And if you're sort of more in the control freak camp, maybe you're used to
ordering people around and saying, "Go do this now."

FROCERIR:

MRMRET “WHFE” AR, BIFRIBRTREFRER, FHRETHIARREFRNOE, MORGFET “E
ERGRT A, BIFRIMT ARG, R “WERETFED”

[00:00:44] [Lenny Rachitsky]
English:

How do you know what you want?
R EE:

REANEESEEFA?

[00:00:46] [Kenneth Berger]
English:

Complaints are great inspiration. Every complaint implies a dream. Let me envision a better future. Let
me think about what's an effective way to actually move towards that. See what it's like to not be sort of
living in fear all the time.



AR ERIE:

BREMIFHIRBEFR. 8—MEBHESE—TEE. URRE—NEXRFIRRK, iILHEZERIBBEIR
WENGER. EETBBREEZEDMERRMH AR,

[00:01:01] [Lenny Rachitsky]
English:

Today, my guest is Kenneth Berger. Kenneth coaches startup leaders to help them avoid burnout and live
the life that they want. He was the first product manager at Slack and spent over 10 years in tech before
transitioning into coaching. His core focus with leaders is to help them learn how to ask for what they
want. This sounds really simple, but as you'll hear in our chat, this one skill is at the core of so many of the
struggles that people have in their career and in their life.

AR ERIE:

SR, HBIEER Kenneth Bergero Kenneth EEFIEIABMSENH L, BTN ESR, TLBS
BENEF, thE Slack WE—UTmEE, EREBBEGEZAERKTILIET 10 25, t5ASESFN
ZOBRZHEBMNFZSNE “FOBMIEERN” . XIFERRESR, EEMNMERNOERFIFEBAR
B, XWikaeR AERWEEN SR EIREIIF S LR,

[00:01:28] [Lenny Rachitsky]
English:

Kenneth shares a ton of very tactical advice to help you figure out what it is you want, how to overcome
the resistance that comes with asking for what you want, how to actually ask for what you want
effectively, why the most important step is hearing the response that you get when you ask for what you
want and all of the things that will change in your life if you get better at this one skill.

FROCERIR:

Kenneth 7E T REIFELBISAERIN, HERFERECIREBEMFA, NARRREEKRIMES, W0
AEBMREHER, NTAREENTBRMMRERGNEIN, URIMIRIRERT XU, MOEERL
EMPLEDREE,

[00:01:50] [Lenny Rachitsky]
English:

Kenneth also shares the story of him being fired three times from Slack, which is hilarious. With that, |
bring you Kenneth Berger after a short word from our sponsors. And if you enjoy this podcast, don't
forget to subscribe and follow it in your favorite podcasting app or YouTube. It's the best way to avoid
missing feature episodes and it helps the podcast tremendously.

AR ERIE:

Kenneth &3 Z 7 i Slack BE=XHHE, FEEX. ARZBPBNERENAR, HBERIRHEK
Kenneth Berger B9ii%. MIRMERXXMER, IS T EMASRABEEZ AN YouTube EITHHXE, X
EEEEIRETENRES, UNFAEEERATER,.

[00:02:09] [Lenny Rachitsky]



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.

FROCERIR:
IEFHRNA—T Sidebar, EARWEENREAXMESMFHEITEMN. XFAREELIRRHAED), TREILMR
SRNEBRLRE, XERNRUWEEFIFERY, ©R Sidebar UZOER. HIMAE —BHERFEHNET

B, fREJLUTICEIRAIPREL, IRIGERWEN, H3RX TR, BRUMEFNREZHITERLE (gut check),
EHBERAE—TNEANEITR, BEIXF—MESEMBIEITEERME,

[00:02:40] [Lenny Rachitsky]
English:

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. 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 that catalyze your career.

AR ERIE:

Sidebar E—MARH. 2™ RHENTASNIE, HRASEIRKLEZETNAF, MPRBAENE
. ZRRANREINRE. EHFALRENS|IFHIER T, Sidebar itRERIEENES—PEHERFTTE
BUERAR R 15, MNRIMBAERNAAR, HERELR I T, Sidebar IERMEIRERL EIEAIABIRIRKHEL

[00:03:06] [Lenny Rachitsky]
English:

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.

FRCERIR:

93% BIRK R FR/R Sidebar EEN A TEERAEFLI T EENTMREZ k. BIASKIEETE Sidebar BEIEREE
BN, AABE+EREIEFRIE? 58 sidebar.com/lenny, MART EAFREMER. TS Meta Z
REINTMREZRMSENTTY, BHEEKNE—P. MILRE sidebar.com/lenny,

[00:03:32] [Lenny Rachitsky]
English:

This episode is brought to you by Webflow. We're all friends here, so let's be real for a second. We all
know that your website shouldn't be a static asset. It should be a dynamic part of your strategy that
drives conversions. That's business 101. Here's a number for you. 54% of leaders say web updates take



too long. That's over half of you listening right now. That's where Webflow comes in. Their visual first
platform allows you to build, launch, and optimize webpages fast.

AR ERIE:

AETIEH Webflow 288, KEKEEMAR, MBISEESER. FIHMAEMERNZE—TESEST, ENEE
{RIREN L BY ERBR R EDS Y — 8B 0 XBBWE b, LLIR— MR 54% NASERTMIEBHEI AR, X
B THMEEERIATEN—F A, XZE Webflow WAEEZ#, 1AM LT aILImEEBIRELE. &
GEE 1Y E o DAL

[00:04:02] [Lenny Rachitsky]
English:

That means you can set ambitious business goals and your site can rise to the challenge. Learn how
teams like Dropbox, IDEO and Orangetheory trust Webflow to achieve their most ambitious goals today at

webflow.com.

FRCERIR:

XEHRERA LU ERFENW S BT, MIRBIMIGEES N 3 Bkk. 21 webflow.com, T fi# Dropbox.
IDEO #1 Orangetheory ZFPAINfES £ Webflow RELIM TR FHHIE iro

[00:04:20] [Lenny Rachitsky]

English:

Kenneth, thank you so much for being here. Welcome to the podcast.
FREiE:

Kenneth, JFERSIREER. IR EIAEE,

[00:04:23] [Kenneth Berger]
English:

Yay. thanks for having me.

A EiE:

BB, §HEtei5.

[00:04:30] [Lenny Rachitsky]
English:

| love that, yay. That should be a tradition that everyone goes with. | love that. So we originally met when
| was doing a post on being a first product manager at a company. You were famously the first PM at
Slack, and then you ended up transitioning into executive coaching, which is what you do now. What
we're going to be talking about today is something that you described to me as, quote, your personal
magnum opus, the output of 10 plus years as a founder and operator, and seven plus years as a coach to
startup leaders.

FRCERIR:



BEWX “BY . XNZMASTANES. BEWR. RIRUBIREREARE T —RXTEEATEM™
MABHNE, FE Slack BERMWE—NI PM, ERZEBSEHRLE, WMBMIEMNSENIE. BITSKEW
WRMMERERA “PARRKE WRE, XBFEEANIBATIEES 10 2F, UREATNIARNSERL
7 ZEHER.

[00:04:59] [Lenny Rachitsky]
English:

And the core idea is simply asking for what you want, which sounds really simple. So let me just start
broadly just why have you found that this skill, this one idea is so core to so many of the challenges that
people runinto in work and in life?

FRCERIR:

ZOEZIFEER, M2 “FOEMEEN” , MERBIRRERE, BALTEMALRER, AtAREIX
Tifcee. X—1ME, BANELFNEERBEIRX ASPRERIZO?

[00:05:19] [Kenneth Berger]
English:

If I had to answer in one word, it would be integrity. | think that it's one of these funny things where
everyone thinks they already know how to ask for what they want. We all ask for what we want. We order
our coffee in the morning and we all think we have integrity. No one walks around thinking, "I'm lying to
myself all the time or lying to others certainly." And yet we tend to fool ourselves a little bit. When it
comes to are we really pursuing the things that we want in life? And | think to me, the flip side of that is
sort of the reason that the stakes around asking for what you want are so high because we can't
guarantee we're going to get what we want.

AR ERIE:

NRFBH—MAKEE, BHE “EH/S1T-H (integrity)e AREXZ—HREENERE, 8 PAER
FECEZMENAANZECBENT. RITHIRER, FLRIMEMEREXR, MARIHRESECR
BRN, REAZREBRBE "R—HAENKES, HESEEHREIIAN" . A, ERSENEEREEFE
BRRAXMGEL, HNEEIEEBMA. XEHKR, 5—EZ, XT “FOBMRBEN XHEZFUWEE
tzE, EEAENEERIE—ERSIEENKRA,

[00:05:59] [Kenneth Berger]
English:

But if we're asking for it regularly, if we're listening to the response, we're expecting the nose we get from
the world, then we can get the sense of, "Yeah, I'm honoring what's important to me. I'm honoring the
world's response and I'm moving forward towards what | want." And if we don't do that, "Well, then we're
fooling ourselves that we're actually moving towards of what we want." There tends to be all these
unexpected secondary and tertiary effects that come out of that of stress and frustration, and
unhappiness because of course, asking for what we want, pursuing what's important to us in life is just
one of the most important things of fulfillment, of what's important in achieving our purpose.

AR ERIE:



BMRFNNEFBRHER, HAEN, AHIHRSLHIIIESL (no), BARNMERLE: “BHY, &’E
EENHEENFR, REBEMRORGE, HASHZEZNERIE" MRENFXFY, BRHNMEEE
BEA, UNBSENTEHEBmH. XEFSFESMHBERIN M. =ZMAEMN, tLED. #iF
MARER. EAYA, FOBRITEEN, EXREFFHNRINEENER, BREMNMZ. KUALEETRE
BEMNERBZ—

[00:06:37] [Lenny Rachitsky]
English:

What are just some challenges that people have in their life and career that are just rooted in doing this
badly? Not asking for what you want, not knowing what you want.

FRCERIR:

MNTEEFMRWEESR, EMERSNXERAXAELMFMERN? LNAFOERER, HEFNE
BHoBEf 4,

[00:06:47] [Kenneth Berger]
English:

For me with clients, | think what I'm often looking for are just kind of this sense of being stuck because
everybody has got frustrations. Everybody gets nervous at work sometimes. But if we're in the same stuck
place week after week after week in our coaching sessions, probably you're trying the same thing and not
getting any different results. It's that definition of insanity thing.

FRCERIR:

MNFHENEF, REBSURMBINESE—M “FHFe HNRE. AASPABIBARITE, SMAELE
PERBEEK. BORERNOBELTH, (FAE—AMLTFEENEES, BRAUGFR-—EEZHEE
B75%, MRBARIFENER. XMEFMEN “RENEX" (EEMEHFNENRFAENER).

[00:07:11] [Kenneth Berger]
English:

So really | look at that and say, "Okay. Maybe you're asking for what you want." Maybe. Although often
people aren't. But even if you are, you're probably not achieving it. You're not getting the results that you
want. So why are we not learning from that? Why are we not moving forward getting new data, trying
something new, actually treating it as a sort of iterative development discovery process?

FROCERIR:

FRURSMEHAE . 8, WiFREFOZREEN” BIFE, REBEAMIHELE, BEMERRT, (R
REERARIE, RERIBENER., WANTFARINIATMNFEIR? AT AR TREIEE, REHTLR
17, SHEY, EEREIF—MERARMNRENIER?

[00:07:32] [Kenneth Berger]

English:



So | think that stuckness is one thing. And | think the other thing | look for is interpersonal conflict, right?
Because | think that one mode of not asking for what you want well is holding back and not really saying
it out loud. | think another really common mode is coming with a lot of entitlement of, "You know what?
You better do what | say. I'm your boss. You're my report. You better obey or agree," or whatever it is. And
of course the danger of that is interpersonal conflict. Even if you are their boss, that's a really
disrespectful way to come into the conversation and it's an obvious source for a lot of issues.

FROCERIR:

FRUARGES “FHR" B—FH. Z—AEZUENZARSR. BAKIAN “QEFFRAFERK H—MHiE
AZR%E, FEHEAFRER. S—MIEEELNRAZHE —MALBRZ (entitlement) : “(REIEM? {R&
FIEHRRNE. HEMER, MERNTRE, FEREFREMNIER.” S, XEHNGERETARAR, BMEMR
EfpER, XUE—MEEZFEENEEL, HETFZRENEERIR.

[00:08:09] [Lenny Rachitsky]
English:

Before we get into how to learn to do this better and more of why this is so important, is there an example
from your career where you did this really badly or you didn't ask what you want?

AR ERIE:

FEHNVRANRTMAMEEGF UR AT AXMEEZ R, RERVEERESHEMFISHER, HERKERE
B S FRFIF?

[00:08:19] [Kenneth Berger]
English:

There's so many examples. | think we will eventually get into the story of how | was fired from Slack. But |
think for me, the thing that always came up was just being attached to being right. And | think a lot of us
get into this boat. We enter into a meeting and we're sure from the first moment, "I'm right and they're
wrong." And | think that especially in product management, we're supposed to be the holders of this
vision for what the product should be. And so it's easy to come in with a lot of conviction and not really a
lot of openness to other ideas.

AR ERIE:

PIFRZT. BBHMNEELIWEIFMW Slack FRERIHE, EXNFHIFE, EEHANANRZRET “HEXN
87 o HBENREABER—FM L, RINEHAZINE, NE—ZEMHE “RENH, WIZHEN” . &K
INNERIREFREEREP, HNNZERTmBRNFEE. Bit, REZHEMENEHER, MEMEE
R Z FF M

[00:08:51] [Kenneth Berger]
English:

Often what | try to introduce people to, and I've learned all this stuff the hard way, believe me, is it's
fundamentally disrespectful to go into a meeting already deciding that you're right and the other person
is wrong because you can't know that for sure. There's always a new perspective, new data that could
come in. And so you want that conversation to really be a back and forth. And if you're coming in with this
really ingrained sense of righteousness, you can't do that. There's no way to have that conversation.



FRSCERIE:

REEZHASISAMIER —HER, XELERBEBSBEHINZIN—EHASNZHHIAEE S ST
MAAREN, SMERLEEFREEW, RANMAOIEEDZEARTE. S2EFNMAMA. NSRRI, FrL
REENEREENER, NBFHEEXMERIHRENEXRHEFR, MM EREIX—5, MERATEH
170

[00:09:17] [Lenny Rachitsky]
English:

| think you may have already answered this question, but I think it's really important is how do you know
that this is something you need to be working on? How do you know like, "I really need to pay attention
to what Kenneth is about to tell me?" You said one is you feel you're stuck in your career, something
you're just not making progress, and this could be the answer. Or you said there's interpersonal conflict
and you're just having a lot of conflict with people. Are those the two answers? Are there more?

FROCERIR:

BREMERELLRZ TXNEE, BRIANXERER: RELANEXZRFBZLZNNGR? RELAMNE “&K
BENFREE Kenneth ETFRERMIE" ? RIREI—PMEREATIRWEESETE R, RAHRE, MXAUEES
R, NEMRIFEAGRAR, (REBMARERR, XEPRIMERG? EHEEZT?

=
=

[00:09:37] [Kenneth Berger]
English:

| think those are great things to look for. | think it's also good to look for a sense of things being high
stakes, because | think part of what can create a lot of conflict and difficulty in these situations is a sense
of this is life or death. And that was certainly how it was when | was a founder of, "Okay, normally..." When
| was at Adobe, it's a big company, they're going to be fine either way, no matter what | do. Right? | can be
easy going. Let someone else have their way in the meeting. But when it was my company, when it was
my vision on the line, | didn't feel especially flexible. The stakes seemed really, really high.

AR ERIE:

HREXERMBRIFNNE R, HANNBEIM “FXEK" (high stakes) HRTEBREE, ANEXMER
T, FEARMEENES D REET T “EMRX" R, SHREZCIMANNE, BRmstalt. L
FTE Adobe BB R, FBR—RANE, TEHKM4, WINBIFIFR. WIE? HAILUEN—KR, LIAES
WERMINNER D EHMPERNQE, HRNEREIRERN, HMBIEKBARET .. BEEERIE
®. FES.

[00:10:12] [Kenneth Berger]
English:

This is the success of my idea, of my vision, my reputation is on the line. And so | think often when the
stakes feel high, we're kind of focused more on the fear of what we don't want to happen than on actually
achieving what we do want. And that's a really critical distinction because if we're running away from our
fears, it doesn't necessarily mean we're getting anywhere meaningful for what our desires are. And so
that sense of high stakes that often we can get, whether it's in interpersonal conflict or being afraid of

asking for what we want, that can get us really focused on the fears rather than focused on the goals.



AR ERIE:

XRFHBENRK, XFRNER, HNBEBLEIRER. FAUFKIAN, SEEREREN, REEEX
AN AREBRENFR RE, MAREEERRY “BENFR . XIR—MIFEXBENXS], RAANWR
HMNIABELENE, AR —EERERINTHENENLZ G, Alt, TRREARARSD, EEESFNH
FOERFNTEERRAN, B “FXEX HREIUBNIEXTHE, MARET.

[00:10:48] [Lenny Rachitsky]
English:

There's a question | was going to save for later, but it's something that's very top of mind for me is
knowing what you want. How do you know what you want? There's basically knowing what you want and
then asking for what you want. | like equanimity in my life, and so | often don't ask for what | want or
push down maybe what | want, or | don't think about what | want. | just want other people to be happy.

FRCERIR:

B REAZABEEEE, ENEEARNEFEZAE, BUE: UANEBSBEFTA? XEXLESN
‘MEECBEAA" M “AOEMBEN" . REREEPHTF (equanimity), FIUKEEFRERK,
EEMBCHEE, EEFEBRECREFA. HRBILIAF O,

[00:11:15] [Lenny Rachitsky]
English:

I'm curious what people can do and what | can do to get better at knowing here's what actually want,
here's what would make me happy and fulfilled? What are some skills there | could work on and other
people can work on?

FRCERIR:

HIRBAE, ATAIMBERA, RAIUBERA, REFTHRECEEREFA, FARLERBEIRERM
HE? B ER HAMEMA R LUEELR?

[00:11:27] [Kenneth Berger]
English:

Well, first of all, I'd say you're very far from alone there. | mean, | think the people pleaser coping strategy
is one of the sort of most classic, and it is effective, right? In the short term like, "Oh, you can feel safe and
calm when other people are generally happy with you." And the cost tends to be long term in terms of am
[ really pursuing the things that are important to me?

FRCERIR:

B, BRRMRERZE—MATELSS . ik WFE” ARHINNERRESRZHNZ—, MEECHEER,
XIE? R, SHRIAMMRERATE, MaBER2M T, ERNEEEKNAN: RENEERNRKE
BEMERI?

[00:11:48] [Kenneth Berger]
English:



So one of my favorite techniques here is this concept they call dream behind the complaint. Because
you're right that we tend to not be that great always at really dreaming and envisioning and saying, "This
is my dream of what | want out of life." That can sound really scary for people, but we're very good at
complaining. Usually people are very good at saying, "Oh my God, there's this thing happening at work,
it's so annoying. Or there's this person that really bothers me so much, why are they always like this?"

FROCERIR:

BRRENHKRITZ—2— MU “BEEEENER" S, EAMREY, RINEFEFERKEERZE. &
ERARE “XMBRMEFOETR” . IWAMREATEIFERRIFA, ERIEEERKES. EFANR
BRIR: KW, RBRETXHE, KRAAT. HERTABRLRREL, Atatil2@xE? ”

[00:12:17] [Kenneth Berger]
English:

So the magic of that complaining is that every complaint implies a dream. It implies a better world where
that complaint is resolved. And so often that's the tool that I'll take people to first to say, "All right, great.
Let's complain. Right? It feels so fun and good and releasing to complain, and let's look at what that
implied world is behind that complaint." What is this vision? And then to really check, "Okay. Let's
imagine you get that. That's the world of the future that you get. How does that feel? Is that big enough or
is it kind of meh?"

AR ERIE:
HERHHETZAETF, 8—NMEREREE—INEE, EReEE— I BFNttRE, ERBERLEINTHRR, FF
LUXBEESRHEMUEBNE—NTE, Haii: “HRT, ILRITRB\LE, BLRFEEH. Bk, RE

E, tRNEFRSERRENVURZMH AN BIEREMHA? AREEENE: “fF, BR—THREE
TEHD. BRRIRARNMR . REWMFE? ERBAKRG, BT —ARAR? ~

[00:12:50] [Kenneth Berger]
English:

Are we like, "Oh, my dream is that | get to speak up a little more in meetings?" It's like, "Well, that's
probably not a hundred percent of your dream. What's really behind that?" And so | think that check can
help you sort of level up to say, "Is this really an inspiring dream for me that's going to motivate me more
than those fears that might be hiding in the background?"

FROCERIR:

BINERF2EE: ‘B, ANPERERNLEZARE? " XMBEE: “BARFA2REZENLE. HEEE
MERERZRAA? 7 FIUFANZMQER UEBMEARR, RES: “ZNHEKRENZ—IHEAOHE
1819? ERELLARLEBRTE R RPHRIEE R FD?

[00:13:13] [Kenneth Berger]
English:

On the flip side, with entitled people, you can also get really unrealistic dreams where | might say, "Okay.
So it sounds like what I'm hearing is that your dream is that everyone obeys you and automatically agrees
with you no matter what." And they sort of say, "Ah, I don't know if that's quite my dream." And so if your
dream is so embarrassing to say out loud, you can't even really own it, maybe that's not the right dream.



And so that checking whether it actually feels inspiring, but also sort of credible and possible is a good
way to find that middle ground where, "Yeah, this dream is hard. | don't know that I'm going to get it, but,
damn, it's worth trying. | want to go for it."

FRSCERiE:

B—AE, MHFREEREENA, MEATESSIEERILRNER, RAESN: B, IFERIRN
BRI ABMBRME, TICNAHMEIRERMINS" MITTEERER: T8, BRFREBEFSRNE
18.” MERHEREMIIREAFRER, EELAETLIARE, BUFEMARERNEE, Fit, REE
EEENLARE, ANXEEAE. 71T, SRIPEHENEFAE: B, XNERRE, BAHRTE
THEKH, BiZ%EH, ©EF—id. REERE”

[00:13:54] [Lenny Rachitsky]

English:

| love that for someone that wants to try this on their own and help themselves get better at this without
you being there, what is it that you do? Is it you dream about what would make you happiest? Is it

complain and see what's at the root of it? Is it just imagine a world where you're really happy and see
what emerges.

S ER

HERXD, WFPLEBECZH. EREMESNER TRARXIURENA, ERZEAYN? 2BBFAs
IRERRR? BRIEEHIHREF? E2VNEK—MREEERKHER, EEILIRMA?

T

[00:14:11] [Kenneth Berger]
English:

Specifically for articulating what you want because that's the first step of the asking for what you want
process. It really is as simple as that of let's start with what you have consciously in terms of what you
want. And if you have trouble, then we can try looking at complaints and starting to articulate a vision out
of that.

AR ERIE:

BRIBFHREFBENFA, AAXZE “AOEMEBEN” IENE—D, EENMIBBAEE: LRIMFE
IRPELMENBENRATG. MRIMEEME, BARNAUSEHMRTER, FMPHARIPE—TER.

[00:14:29] [Kenneth Berger]
English:

But to me, really what's interesting about asking for what you want is that on the surface it's very simple,
right? | mean, the steps | outline are articulate what you want, ask for what you want intentionally and
accept the response and then try again. Because it's an iterative process. We're learning from the
response and what it tells us because the response is usually no. So really what tends to be hard there, |
mean, that's a straightforward process. It's not rocket science. What's hard there is the resistance.

AR ERIE:

BExFFKiR, XTFT “FOBRMRBEN" HEEBHNMASET, XKELCEBER, WE? HEiR, THRD
BRI PEmMRAFRAEN, ARIRMRERENR, BRON, AEERZH. BAER—TERTRE. FHMIME



RARZES), RACMEBEER ‘N . FIUEERNMSE —KEH, XR—MREENERE, FRF4EFR
F—XRETFEA (resistance),

[00:14:58] [Kenneth Berger]
English:

The parts of us that are not so excited about that, that thinks asking for what we want is scary and
articulating a big dream that we might not get is really scary. Because god, what if | don't get it? What
does that mean about me? Am | a failure? Or what does it mean if | respect the no? What if | ask for my big

dream and someone tells me I'm not going to get it? What does that mean? How am | going to feel?
R EIE:

HMNAOBLERIMUHAME, INAREERRANE, BH—IURLTELANEZRZEHIFEETH. BN
KB, MRIFIBEELAN? BHEEKREMFA? RRDRWED? REMRREER ‘K BHREFA?
MRFARH T RANER, MEATFREGEAE, BEREFA? HIZHARNK?

[00:15:19] [Kenneth Berger]
English:

So working through all that resistance is really a lot of what tends to be tricky about asking for what you

want because otherwise it's articulate, ask, accept.
AR ERIE:
FRL, ZARFFEXLES, 428 “FOBMEEN XHEFPERFNHS, SWEMRRZE: RA. BXR #

X

[00:15:28] [Lenny Rachitsky]
English:

Okay. You're getting into where we're going to go. Before we get there. Final question. This idea of dealing
with, no, | think this is the other big blocker for people is like, "Oh, that's so scary to ask for something |
really want or ask for something big that is really important to you." What is it that you advise there of just
getting over this fear of just asking for what you want?

AR ERIE:

§FEY, RETIANERMNEWIENER, FZaE, RE—NEI#E. XFET “R” (no), HIAAXZBANNSE—
PRERR: 1R, AOZREERENRA, REEZ—FURFFEENKRSE, KAJHT” XTRIRXMHE
18, IREHAB?

[00:15:49] [Kenneth Berger]
English:

So | have a more expansive definition of no than most people, | think, because for me it's not a yes unless
it's a hell yes. Because you really want enthusiastic consent. Not just, "Maybe, kinda. I'll try. We'll see. But

yeah, absolutely, let's do this." And I think that often it's so tempting to settle for something less than that



to say, "Oh, well, okay, we'll give that a try." And that often comes to bite us later on because we accept

this thing that short of a hell yes. And then we realized later on, "Oh yeah, they weren't really in."
R EIE:

BE, T N NEXLARZBAERZ. FAMNEEKR, FIEE “KET, SAAL (hellyes), BNHL
= 177 (yes)o AANMEERENZERBHER. FMUNE “BIFE, K, RZikiL, BEE , M=
‘B, £XREE, BIFE . ANEBEMIREZEBMRKER, . B, 178, PHRIMNLHE" X
FEREURLERIMNEBEEER, EABENMER T —1MHIE “hellyes” MEE. RABRHNERATIRE: “H&,
R LREEH RN

[00:16:26] [Kenneth Berger]
English:

They didn't show up to the party or they didn't deliver on time because my CTO said, "Yeah, | think
maybe we can deliver by May 1st." And then May 1st comes and surprise, surprise, your milestone is not
done because you didn't go for that hell yes. And so | think part of what | encourage people to do is, one,
to really hear anything short of a hell yes as a no. So it's not a bad thing. Mostly the world tells us it's
actually really great data. It helps us figure out what are we going to try next? What are we going to try
next, try next, try next? Because that's going to help us learn how to actually get to that hell yes.

AR ERIE:

TSRS MES, HEZIREIT, RRNFEMCTON: “BH, FBHIFRIIEES B 1 Baift.” AES5
B1B37T, BREN, FRRE, RNERETER, RAMRYEEEEEIBD “hellyes” o FAUEKEmMA
MNEMN—HEER: BEAFE “hellyes” BENEIEHIKE “F . XHFERE, BFHRSFFEA]
‘R, EXLZREEHNEE, eEBRNFEFRET—TERRAA? T—F, BT—F, BT—F? AHX
BEBENBSMAEIEXRZFBD “hell yes” o

[00:17:03] [Kenneth Berger]
English:

And part of that asking process is of not settling for it, but actually asking and saying, "Hey, I'm hearing
maybe you're lukewarm on May 1st as a date. What would be a hell yes day for you where you could say,
absolutely, we can deliver on that?" And that way we're not making them wrong for saying no. We're
saying, "Of course you get to say no. Everybody gets to say no whenever they want. But let's get to a hell
yes. What would it take for us to get there?"

FROCERIR:

RERIEN—SOMIAZN, MBEIEXMR: I8, HIFHRMEN 58 1 BXMEBBHUNFRRR K. MR
FKift, MB—XARZ ‘hellyes’ BYEHA, BEILRIR “ExPgiald, BAI—E/ERM ? 7 XER(FEERE=EM
i “A" o HEEWR: “RAATLUESL, SPAMNEENIES, BEiLFHITEEL—T ‘hellyes’ o ]
FEEAMA BRI MRE? 7

[00:17:29] [Lenny Rachitsky]
English:

That's a really helpful framework and phrase to use is just what would it take to get to hell yes? Not just
what would it take to get to you feeling comfortable with this? What would it take for you to just agree to



this? It's more a hell yes. And your point there is hell yes is when they actually fully agree. Oftentimes
people kind of like, "Yeah, yeah, yeah, yeah." And then they don't actually follow through.

RS ERIE:
XE—MNEEEANERMRAAR: “EEABEAT hell yes BURE? 7 MAMNNE “EHEAREILIRI 1S

AR? 7 sE “BEFEARILFEER? 7 EZHE—M “hellyes” o RAMSZE, “hellyes” B IEIESTLM
ERE R, BEAMISH 717177 , BEFELEHSERYAIT.

[00:17:49] [Kenneth Berger]
English:

Some people call this a whole body yes because sometimes your head is saying yes, but your heart is
saying no or your gut is saying no. And so | think you can really feel in your body when you've got a hell

yes, when all of you is fully in and ready to do this.
R EIE:

BEAMZA “28089IAE" (whole body yes) , EABIMRBIARBIT, EIREIOHRFIT, HEMBER
WATT. FRLFRIAA, HRFEI— “hellyes” BY, fREIBAFEMEERRTE, BEMESABTE2RNIES
FEMT .

[00:18:06] [Lenny Rachitsky]
English:

And this applies to, you're giving examples here of just getting like aligning a deadline. | imagine the same
skill applies to everything in relationship questions and friends and family and work.

FRZERIE:

XiERATFIRENEIF, banAE L HEARHIR, RIFAFNKEEERTARXR. AR, KAFIERH
_t)Jo

[00:18:19] [Kenneth Berger]
English:

It does. And it is something universal, but | do think of it as being particularly relevant to my work with
startups because | work primarily with startup founders. Because with startups you know that mostly
they fail. We all know the numbers on that. And so to me, there's a perspective you have to take if you're
going to operate in the startup world of being okay with not knowing that you're going to get the
outcome you want. A lot of people, we operate in a safer world where we're more clear exactly what the
outcomes are going to be, but if you're a startup founder, you've got to be okay with, "I'm just going to go
for this, and | know | probably won't get it. But it's so meaningful to me, I'm going to go for it anyway."

FROCERIR:

Hascaitt. ERBARN, BRUNESHLEMI QBN IIERIEX, RAREESEIATLNILAETF
ENEMEIAT, FHEEASHEBIRM, HNIEBRERLELIE. FAANTERR, NRAEENLIFTR, R
FFE—MM = BERNERSRSIBENER, HgXR. REALEFENER2NHRE, £RIF
HERAM. BUNRMEVEIQBEIEA, MOIER: “HMBEFNXT, RAERATESFE, BEEHEE
XEK, TR HEESFE"



[00:19:00] [Kenneth Berger]
English:

And so to me, that's not just about the big picture of running a startup, it's about really anything you
might want in life, because that's such a useful perspective to say, "I know I'm not going to get it. | know
I'm not guaranteed to get it. I'm not going to be attached to that. | know people aren't obligated to tell me

yes, but I'm going to go forward anyway because | want it and that's enough."
FRCERIE:

FRUMHERR, ZIRMNNKFEENIRTNKE, EXFAEEZTAEEENEAER. HAXZE—MIE
BEANMA: "HAEKAEFAE. FHMEHFERIESE. HAIHETI. FAEHIALE X5
w97, ERERERRIEH, AAREEE, XMEBT.”

[00:19:20] [Lenny Rachitsky]
English:

So let's actually get into the skill of learning how to actually ask for what you want more effectively. You

already described three steps, so maybe just describe them again and let's just walk through them.
FZERiE:

BALLBATHNFIJMAEERM “FOBRREEN" XTKEE. MEEWAT=1TE, WiFrEHE—
&, FNNZE—E—iE.

[00:19:32] [Kenneth Berger]
English:

The first step is articulating what you want. And we've gone into this a little bit, but to me, | think that the
key places that people tend to have missteps here, or one in this phrase, it's fine. | think of the "it's fine"
cartoon with the flames and the dog, | think it is. But | think a lot of us fall into that trap of saying, "You
know what? I'm fine. | actually, | don't need anything. I'm good."

RS ERIF:

F—F BHERBBAMEEMF 4. RIBRITET —=, BXNHEKR, HIANANRBIZILHENMS, RERE
AEEHIGEH, M2 ‘BRI (it'sfine) XiE, HEFNTHENERNEE: —FHRLENETIR “KE
7 o BWNABRIVEZ ARG, H: “REERS? HETF. RELHTABFAEE, HEFN.”

[00:19:59] [Kenneth Berger]
English:

And again, this is tempting, right? Because it's so nice to have this idea that I'm fine, | don't need
anything. And in a certain way, that's a nice attitude because yeah, we're not guaranteed anything, so it's
nice to be okay with the status quo. But for those folks, often what I'm encouraging that do is to really
tune into the parts of them that maybe aren't so fine like, "Gosh, I'd prefer it a little bit if things were this
way or yeah, I'm a little bit bothered by this, or I'm a little bit nervous about this."

FROCERIR:



XWRREFXS, WE? BA “HRY, HAAEAFE IMEERERE, ERMEEL, XE—MR
FHSE, RARATRRIEFIEMRA, BAWIRBEATHRE. ENFIEAN, ZBEEEMMI]E
HIEXRZEROHBLERGE “HAKLE" &2, thal: "X, IRF=FEXFMNERIFER—KR™ , HE
‘B, XEFULHERER , HE “BHIXGEEREK -

[00:20:26] [Kenneth Berger]
English:

And so kind of tuning more into those subtle emotions that are pointing them towards, "Sure, I'm okay
with the status quo, but | want something more." And so helping them articulate that in a clearer way
where they can want something without being attached to having to get it. The other extreme of this is
people who articulate these sort of wildly unrealistic goals. So this is the founder that just wants everyone
to agree with him all the time and to obey him immediately.

FROCERIR:
FRAEE Zt X F AP BELE, effEmiER: S, ZWNIREREN, ERBEES.” BHPMIIUES

MBS ALK, LT LUBERFRE, MABRET —EEREE. S5—MMRinEBERLRERY]
KRRETBIN. LA ES M ARRERERM. HIZEIRMBEIEIEA.

[00:20:56] [Kenneth Berger]
English:

So for those folks, it really tends to be more about saying it out loud. Once you say it out loud, it is clearer.
That's not really what it's about. And so for those folks, | tend to ask them to go deeper to say, "Yeah, |
know you're not a control freak. You don't want everyone to think exactly what you think. What's it really
about? What does that get you?" And so often it goes from being this more kind of objective external goal
to being a more kind of social emotional goal of, "You know what, | just want to have a team that feels

really aligned around me and we're just ready to go for it and we've got each other's backs."
FZERiE:

MFXEAN, ERETAFRER. —BffiithO, FENIER[ERMH: BRELHFAZEIENEN. PR
FREA, BARATFILMITRNER: ‘28, RNERFEERE. FHAFENRILE N AREEERMIR—
R—t. MWERZEANTHA? BELKIRFHERAA? 7 T2, EBESM—IENNIMNEEREZEN—MERE
REMR: “FAERL, FRARBE—XHESHERS—BHEN, RITESFAT—7, AR

[00:21:35] [Kenneth Berger]
English:

That doesn't mean we agree with each other all the time or that we're a hundred percent aligned in
everything, but it doesn't mean there's a certain feeling that | have when | go into work. Even though |
don't know that we're going to get what we want or that everyone is going to agree.

FRCERIR:

EAFRHREHNENEBEL X, HEEMEFFELTENZEERY, EXEREIAREHDAEN, A
— SRR, REFFHNERNESHEFIBENER, HESTARETHEER.



[00:21:47] [Lenny Rachitsky]
English:

Do you have any examples from your time you could share of someone articulating what they want and
figuring out how they articulate, how to articulate what they want just to make it even more real?

FROCERIR:
MERBBECEHINFFAURE? XTEABRBREIBCHNTER, HAFFRNFARE, NALEERFER

=2

[00:21:58] [Kenneth Berger]
English:

To me a lot of the classic examples are around feedback. Because | work with a lot of founders who are
not the sort of classic control freaks. They're super nice and their teams love them and they love their
teams. So for them, it can be really hard to deliver hard feedback, to deliver negative feedback and even
more to actually create consequences. Because the thing about accepting other people's no is that,
"Sure, they can always say no. Everybody gets to say no whenever they want, but there are
consequences.” And so the classic thing | see with the nice founders is they're really afraid to actually

create consequences when people are not living up to their expectations. Right?

FRERIE:

WK, REGENFFHESRERT. BAKSITFEZHIFHE “BiziE” Nl AEE. tIABREY,
HBAZEMA], iIEZEE. PR MATRE, LHmFNRG. AENRDG, BEEEH—TERERR
(consequences) , BIFFEEMER, HANEZHIANIEL (no) WIXEET: “HA, MIIMERATLUELSL, &
MABREERR A, BELEEERN.” FIUREINAL “PA” Sl ANAEREE, SRTSERT
FiEReEY, MIEMNEBEERISERER. WIE?

[00:22:40] [Kenneth Berger]
English:

When they're not aligned with the culture, they're not delivering in the way that the CEO wants them to
be delivering because it doesn't seem that nice. They're like, "Oh, | think of myself as nice and of being so
kind and of people loving me." And it's like, "Well, that doesn't mean that there aren't consequences for
their actions."

(00:22:56):

Part of really respecting them is respecting that they can make the choices they want and they're
grownups enough that they can deal with the consequences of those choices."

FROCERIR:

HRTIEXUARR, HELERK CEO BENAARMMRE, REGRBERMNF “FAKE" . tiI=RA:
‘IR, RRTBEHCEITHA, HRER, AREBEH.” BFLE: "ZHFABRKREMNNITAFRFTERIER
R.” AIEEEMIN—ERD, SREEM]AUHE B SBEMNER, HAEMIELAAE R LUREX %R
HRIER,

[00:23:05] [Lenny Rachitsky]



English:

Can you even get more concrete there? Is it we need to hit this date, or are there going to be big
problems? Or is it like, "I need you to hire this large of a team?" | don't know. What is it that they're not

articulating that they later realize, "Oh, here's what | need to articulate."
R EIE:

REEBRGK—RE? 2 "BRIFEEETBHRTH, SNSZERFR ? £ “HEBMRBEBXAKRMRL
HBL” ? FAME, fflZzaligEREAER, ERATIRE 2, IMERFERENARET HZ2HA?

[00:23:20] [Kenneth Berger]
English:

So | think sometimes it is about alignment, the disagree and commit. So | see that a lot of founders
saying, "Hey, I'm super respectful of your differing opinion here, and | totally validate you and | appreciate
you. Thank you so much for sharing that." But they're not willing to go that extra step and say, "Yeah, but
this is the call and | need you to actually follow through with that. | understand that might be
disappointing or frustrating or what have you, but part of the expectation for this role is that you can roll

with disagree and commit sometimes when that's necessary."
R EE:

BIANEREXT—, B “REERHNIT (disagree and commit) . HBEFIRZCIMARR: T8, &K
FEEEMAEXENAERL, KTEIAFEM, WEEMR FERFFNSE" EMIFREE—IH: “Z
B, EXMBRARE, REBMELEERNT, REMXAREFILMAEIER, EXMNRUNTHZ—5H
B, EYENREBHE REZRHRT o7

[00:23:52] [Lenny Rachitsky]
English:

That's an awesome example. | fully get that and | could see how scary that is to a lot of people. One is just
coming to terms with, "This is what | actually want to be doing, but | just don't feel like | can because it's
going to, | think, upset people." Okay. So what else can you suggest people do to help identify what it is
they want and articulate what they want?

FRSCERIE:
XE—MRFHEF. BR2EMR, HAEBEXIMEZARREZ AN, BASIESUE: “XMEREEE

8y, ERIABRFIHRMAE, BAREEXIIUEAREN” T A, REEHFARNFIUE ARG
HERABSHFEK?

[00:24:40] [Kenneth Berger]
English:

It always comes back to integrity. And a great way to do an integrity check is to just look have | fully
expressed myself? And so | think we've talked a little bit about charting your feelings as a piece of that of
like, "Yeah, am | really tuning into how annoyed | am or how frustrated | am or how nervous | am?"
Because if | haven't fully owned those feelings and expressed those in whatever way is appropriate, then
probably I'm not fully in integrity.



AR ERIE:

XRALLZOE “EH/E1T-% (integrity) L. #TEEREN—NMIGERES. RETEEROTET
Bo? HMNZAKETIERECHERR, thil: 28, RESENXIETRESHN. ZHRHSEK? 7
ENMRFKB T RAXERT, FUEINARELER, BARAEMLETEMEITIT .

[00:25:09] [Kenneth Berger]
English:

| think saying what you have to say is a piece of that too. "Gosh, is there something that | keep thinking
about and I'm just like three or four days, I'm just like, man, | really want to say this to this person." At this
point, you're probably out of integrity because there's something deep in you that really needs to say
this, right? And so to me, articulating what you want is really about mindfulness is about checking for all
these things.

FRCERIR:

FIANRBRBIREEREREFHN—ED. "KW, BEFREAASH—EAE, B7=0X, FHo@, &k
it, HEMNREBNBIARXGE” EX—F, MAEGELES TRONER, EARRORAEERABERN
FERALFK, WIB? FAUNTHRG, BAHREMEERN, SFREXFIER (mindfulness), XFERBX

EER.

[00:25:35] [Kenneth Berger]
English:

What is the part of me that's not fully expressed? Because it doesn't mean I'm going to get what | want or
that people are going to give me all my dreams immediately, but it feels so much better to have it out.
That sort of suffering that fear usually comes from holding it in and saying, "Oh, having these stories of
I'm not allowed to say that. It's not appropriate to express that I'm bored in this meeting." Versus saying,
"Probably a lot of people would be grateful if we said out loud, 'I'm bored in this meeting.' Let's move
things along."

AR ERIE:

EAOM—HA T RAETERELR? BAXHFERER —ERFIEREN, HENAZILAELINKFIER
PR, ERERBRESFES. PHEENSERBERTED, BFAOK: B, ZRARAFRBT. £
WERERREMEAGEN,” MBE—MHERNR: “NREAKRBFR XNMSRREW, BIR<E , 7
RERZ AT OFRES.”

[00:26:04] [Lenny Rachitsky]
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast. Now you can assess risks, secure the trust of your customers and
automate compliance for SOC2, ISO 27001, HIPAA and more with a single platform, Vanta. Vanta's market-
leading trust management platform helps you continuously monitor compliance alongside reporting and
tracking risks. Plus, you can save hours by completing security questionnaires with Vanta Al. Join
thousands of global companies that use Vanta to automate evidence collection, unify risk management,



and streamline security reviews. Get $1,000 off Vanta when you go to vanta.com/lenny. That's

vanta.com/lenny.
R EIE:

AETHH Vanta #E), THREQFWEENAREILERATE, ERERMSTEESR. WE, RTULEY
Vanta X—MESTHNE. REEFEE, FENTEMR SOC2. 1SO 27001, HIPAA HE#MIAIE. Vanta 117
TENETERTEIEMRFEGESAYE, RMRSMRENK, s, RETLGEE Vanta Al BEE
%, NMTHEENEMEE. MARTLAER Vanta BEIREIFE. S—NREBHEHREHEENLIK
NE17%, hiE vanta.com/lenny, BEIRIZE Vanta 1000 ETHILE, MiEE vanta.com/lennys

[00:27:12] [Kenneth Berger]
English:

So for asking what you want, | think the really important tweak here is asking intentionally because |
think a lot of us are stuck on a certain track that's comfortable for us when we ask. And so if you're more
in the people-pleasing camp, maybe you're used to not asking at all. You're hoping that people are
reading your mind and just magically knowing what you want.

FROCERIR:

XF AOEMRBEN" , RANFEEENRARRE “BRIRMIEER" (asking intentionally) o EAEIAN
BIMRZ AERERNHEE T —FiLBCRIFENRENE L. MRIRBTFITHFEANE, BIFRIB TR
ARRENR, HEFARRIEMAIOE, HEMAEREETA.

[00:27:34] [Kenneth Berger]
English:

And if you're more in the control-free camp, maybe you're used to ordering people around and saying,
"Go do this now." And so for both of those folks, it's not about... | think if you ask any of them, "Is this
working for you?" They'd say no. Of course, it's obvious from an effectiveness standpoint, it's not working
well, but they more just haven't embraced that you can do it a different way that they only really see one
way of doing it.

AR ERIE:
MBRBETEIZAENA, BIFMRIBTHABIESE, H: “WEMETEN.” FFXHEEA, MRt

fil: “XXRBEHEF? * WIHMSIRR. LA, MNEERNAENRE, XEAMRFE, ERMNIRIBELEER
FELARENAREM, WNRERT—MAH.

[00:28:00] [Kenneth Berger]

English:

So part of asking for what you want effectively is really just recognizing the rut that you get stuck in and
working through all those narratives that make us resist asking it a different way. Because often the

people who don't want to ask have a story that says, "This is too risky. Or it's not worth it. They're going

to say no anyway, so why even bother?"

AR ERIE:



FRUL, BRtAORIREERN, H—820 LR Em2iRaI RN, H e iRFrEBL LB HH AR E
BNRERNAO. RAEEPEFRERHAROEBE—TRE: "XXERT. HEXNER. RIE
i Ith =64, fAsZRzhle? ~

[00:28:24] [Kenneth Berger]
English:

So these are all very common things that people go through, but then they end up not actually asking for
what they want. Now, actually expressing who they are and what they stand for in the world. And that has
a really serious cost. | think that we tend to tell ourselves the story, "Oh, this is fine. I'll be fine." Versus
owning, "I'm going to be living my life not asking for what | want." Do I really want to be at my funeral and
have people say, "Oh, Kenneth played it safe. He didn't really go for his dreams, but he was nice. No one
was ever mad at him." That's not what we want people to say at our eulogies.

FROCERIR:

XEMBANEZHNFEEBNESE, BERREMNFLEEEFOZMITEEN, tITKBEEREAED
B, URh{]ERR AR A, XTHTIEERENARMN. RAARNEBTSFES: B, XgxX
%, B2REN.” MAREM: "BHN—EHLEAFOZHREN.” RENFEERNELL, AR:
“I®, Kenneth X—%£3FRIEZ, MRAREERIZE, BHRAE, NEREBEAMNMAIN” XBERE
AR EEIEE R EIE,

[00:29:01] [Lenny Rachitsky]
English:

No. That's good motivation. Okay. Say in this example you gave of like, "I need us to make a decision. |
know I'm trying to keep everyone happy, but we need to make a decision." Do you have advice for maybe
phrases of how to approach. You talked about making intentional. How do you actually go about doing
that? Is it the way you communicate it? Is it something else? How do you actually do this without pissing
people off and also just risking too much?

FRCERIR:

T, ZEREEMA. 8. RIREMBMFFH, bl “BRREBHNE—DRE. RMER—EESNILE
PABFL, BERMNFEB—RE.” XTFWMETIN, FEFARNEFET? RXETEERIR. BEZE
afg? BHBEHARE? B2 A? (RIOFBEFREMRAIA, XARERAHINEL?

[00:29:33] [Kenneth Berger]
English:

Even implicit in that question, to me that's that question of, "Oh, how do | do it without being any risk of
ever pissing anyone off?" That's a piece of the resistance right there. And so this is a great example of the
type of work that we have to do, right? Because in theory, asking is easy, "Oh, you just try some way and
maybe people are pissed off and maybe they're not." But probably it's going to be fine and you'll have
the chance to try again and iterate and work from it.

FROCERIR:

BEEEXNRES, WHEKGR, RENEEME: B, HZNATLETAERERARNXAER THE
X—R? 7 XEASRERNN—87. XB—MREFNGIF, HEATRNFBEHMEIE, WE? HAER



£, RERRESZ: ‘B, MmAER—T, BFANSES, UFFR.” BRAURERILEN, (RIE
SPRZE. ERHMPEHE,

[00:30:00] [Kenneth Berger]
English:

But often we get stuck so we don't get to go through those levels of iteration because we want to make
sure we're going to get the outcome. We say, "Oh, well, I'm not willing to ever piss anyone off ever. And so
I'm just going to be stuck at this step because | haven't figured out what's going to guarantee me." And of

course, there's no guarantee. We can never guarantee that people are going to feel a particular way.
R EIE:

BEEERNZWEE, TEETREEN, BARIMNTERE-—EEFIBENGR, Hil=xw: B, 7L,
BRABEHREMA. FIUEMESBEEX—F, FARTLBE A ARGIFRIL." S, RERIE. #KilX
EIERIER AR+ AR

[00:30:22] [Kenneth Berger]
English:

So part of asking for what you want effectively is actually bringing some compassion for yourself. Of
course, we all want to be sure that the way we ask is going to be effective and no one is going to be mad
at us and we're going to get all of our dreams come true. But we don't get that. | wish we did. That would
be nice. But is that worth not pursuing your dreams in life?

FRCERIR:

FRLL, BRAOEMBEN, H—SoXRMFEREECS—ERIBO. HA, KB REBRB]IRERNT
AZEHE, RBEAZERNNSR, HNAENZHRMESLIR, BRLHIFMIL. HFELEEXHE, BIR=E
Fo BRATREN, MARERAERME, ERE?

[00:30:45] [Lenny Rachitsky]
English:

Such a good point about what you identified and the way... | think a lot of people that think about it, it's
just like, "I'd always do this without causing anyone any pain or risking anything going wrong." | think
that's, to your point, part of it. So you talk a lot about founders. You work with a lot of founders, a lot of
listeners here are not founders, they're product managers, ICs on teams, other functions that don't have
"power". Is there anything that you suggest these folks do differently or think about this differently or is it
kind of the same thing? In the end everyone has power in some way. How would you think about this if
you're just, say, a product manager, individual contributor?

AR ERIE:

RIRBI X — R U RZME RN REFXF T HWANRSAERZRAEZR: “RERBEFLERAE
RS S B ERREAIRR FRmXGE.” NN, ENRFR, XEEEN—E7. MK TRSXTE
IMABRNE. RE5IFZEIBAGIE, EXENFZARAELIBA, MNEFmEE. AP ARRE
(IC), WERHMKE “NH” BRIl METERNUXEARBAENGE, HEUFRNAREE, &
BIRHELZE—FH? ERSPAETEMEELBEN, IRMRAR—NTmZE. PATEE, REWEE

FERX ANl ?



[00:31:23] [Kenneth Berger]
English:

I think one of the most important balances in terms of the asking step is both asking clearly, but asking
with great humility. And this actually works whether you're in a position of power or not because | think a
lot of folks will go so far to the end of humility. They say, "Well, I'm not going to say this out loud at all."
But in fact, if you're willing to say, | really disagree with this product decision and | would really prefer
that we make this different decision. | know it's not my call and I'm just one opinion and a lot of people
are going to see things differently and that's fine, but it's important to me that you know that. So what do
you think? Are you willing to reconsider this?"

AR ERIE:

HIANTE REX X—Fd, REENTHZ -SREEMMRE, XEBRFRANRD, TRMESLT
AL, XELEREY. BAFANARZATERESEESNZT, ISH: “FE, BREFIKER
Hk.” BELE, MRMERR: “RENFAARXNTmRE, FRENEFRERIHS —TRE, HFAEX
FRERTE, RRR—TANERL, REAZEFRANEE, XRXER, BLAAEX—RKNERRRE
B, FILUMREAE? (RBEEHREE—TE? 7

[00:32:00] [Lenny Rachitsky]
English:

That's such a great approach. It's very not scary to say that. It also, | think, highlights something | wanted
to touch on is | think people have a lot more influence and power than they think they do. Say a PM on a
team disagrees with a plan for a product. People actually care about your opinion and you could actually
change things. But just telling them, "I think this is a bad idea." And you often don't. Is that what you find,
that people have a lot more influence than they think they do? Anything along those lines that comes up?

FRCERIR:
XE—MIEEFNTG R REXFRE—SEARR. M, FTANXRETHFREBEN—R: AMHRAENFE

MAMRALLMINERNERTZ. RIgEAFH—R PM AREENT@itE. AMNELREFMFENER,
fRESSAI LR Z IR, EBREFAIEFMN): “BAAXZMMER" FESAMANBR LI 1ER
MEX? BaBxsflFiE?

[00:32:35] [Kenneth Berger]
English:

You're giving me deep goosebumps because | think this is a really underappreciated thing in terms of
asking for what we want because especially in the PM world, we're trained to look for data. We're not just
going to state an opinion. We're going to say, "Oh, the AB test said this. Or 30% of our users do this, or the
ROI on this is X." And data is great. We love data for a reason of course. And | think people forget about
exactly what you're highlighting, that your relationships matter, and that just your opinion because you

believe something or because you want something often that's enough.

RS ERIF:

FLFRET —BRBREE, BAKRIARNE “FOBFEEN” XHEL, XE—MEEREGENS, BEE
PM AR E, HIMWINEEIHREE. BRIIF2RFREME, Fi1aR: “M8, ABMIXER2XE, HE
30% M9 P, SEXMRRZRIRE (RO X" HIEBUARE, RINERIERERAMN. BFKIA



ANV T IRRIENB—R: FHOARXRREE, NMXAATEEEGSHEERGETMRENNR, F
EMEE T o

[00:33:13] [Kenneth Berger]
English:

Because guess what? You're in a relationship with these people you work with. They care about you. You
have some sort of leverage with them. And | think that often people go the other way and say, "Oh, I've
got power. I'm going to try and leverage it." But actually, if you go the other direction and you're humble
and you say, "I know | can't make you do anything, it's not my call to make. But man, this is really what |
want. I'm just going to put it out there and ask." That I think it feels really vulnerable and uncomfortable
to not lean on data as a sort of way of saying, "No, no, I'm right, so you should believe what | believe." But
just say, "Actually, | don't know that I'm right. This is just what | think and | hope that's enough on its

own.
AR ERIE:

ENIRBEAE? (RESHENAREXZN, MITEFM. MEMINERNSERHEEN. HANBEAIZ
ESF— MR, W: MR, ENH, RBREFAE.” BXhFL, IRMAREEMTZ, ®REFRDHR:
“FAEHAEREIRMBEME, XABHEREN. B, Kit, XENEHREEN, RRAZLBEELRR
[le” FiAA, MRAMREBURFEN—I “F, £, HEXNH, FRUMRRIZBERFBERN" FBR, IIEARE
FEMRBNAETFR. ERER: “KFEL, RFANERZEFEN. XRBHHEE, REEXEGMER
T

[00:33:50] [Lenny Rachitsky]
English:

Do you find that that's actually a crutch a lot of times to people not saying anything is they don't have
that data? They don't have evidence and they just, "I shouldn't say anything. If someone asks for why |
don't have a great answer, | just think this is what should be."

FRCERIR:

MEEAM, REMME “KEHE" AT AMNERERROEO? MITKEIEE, FTEMA: BT 4o
MRBAREAFA, FRE—PEENER, HRBRENZEX T

[00:34:03] [Kenneth Berger]
English:

Totally. And | think there's a balance there as with anything. Is ignoring data and going in gut all the time,
great? Probably not, right? We use data for a reason, but | think there are all these moments when we are
making a gut decision and having all the data there means having the opinion set out loud. | think often
the dangers of people saying, "Oh, | don't have data to back this up. It's just what | think. And I'm not sure
people are going to agree with me, so I'm just not going to say it."

FROCERIR:

T2Ef. TINNAEEHETE. T2BOHE. SREERITEED? ARy, MNE? RIERKERS
RE®. EFINNERSHL, RNBEMETTRE, MBEMEYEEREAFRERR. FIANGBRERE
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[00:34:35] [Kenneth Berger]
English:

So we don't have the data of all those gut opinions of these subject matter experts in the room, even
though that gut information to me is just as important as anything we could get from the SQL database or
whatever.

AR ERIE:

EBEFRNMAETEEEXEMALTRFABEERURN “HE" , RENTHEKR, XEEREES5HMIM SQL
BEERHME S REINEE —FEE,

[00:34:48] [Lenny Rachitsky]
English:

Before we move on to step three, you talked about the opposite of asking for what you want. This was just
step two is just complaining and being angry later like, "I knew this project was going to fail. | knew this
was a terrible deadline. | knew this design was not great." Anything more you want to say along those
lines of just like, "If you're not asking for what you want, complaining is often a sign that you should be

doing that more"?

RS ERIF:
EHNE=S 28, M%E7T “FOBMEEN” WkE. XEEMEE_S, IEF[IVLBMES, tbin:

FAAEXNMAE SRR M. BorEX &L BERER, RMAMEX M ARE.” XTX—RIFEAE
AT8WBINS? Ebal “NRMAAFOEMEBEY, BLEFR—NMES, RBPMGIZSMXHE" ?

[00:35:11] [Kenneth Berger]
English:

To me, complaints are great inspiration. To me, | love radical candor, for example, where | try to go a step
further than radical candor is to not just say, "Hey, here's my feedback. Just wanted you to know." But to
say, "And | want something. | would like to see an outcome." And so | think that to me it's all about the
effective framing that the complaint is probably not going to be an effective way to do it, but it can be
great inspiration to say, "Gosh, that complaining means I'm frustrated. What am | frustrated about? Let
me envision that better future. Let me think about what's an effective way to actually move towards that.
What's an effective way to communicate that desire that's actually likely to get me towards a yes?"

FRZERIE:

MEHKG, WSRIRFBIR . FI0, FHAFFEHESR “WIEER" (radical candor) , FEittt “WIRIBIE" it
—%, MUNZER: TR, XBREMRE, RZ2BLMAE” MEik: “MEREE—LRA, HALEEEE
— MR PR TKIR, RBETERER: BEXFAEAZ—MERALN, B URARTFIR
B, R R, WSERERRAR. AAMAER? ERER-TERIFHERK. ULKBZE-—TER
BEFNBERER. BTABRNARNKDEXINEE, TEIEAARILIRFIEENESE? 7



[00:35:58] [Kenneth Berger]
English:

And so when we actually embrace that sort of frustration, annoying, complaining thing and follow that
thread down and think about how to be effective that way, we can actually get something really
compelling and useful, but it requires actually embracing that part of ourselves that sometimes we're a
little bit ashamed of like, "Oh, | don't like that whiny part of myself. I'm just going to push that one down
versus actually taking what it has to say as important data."

AR ERIE:
FrLL, HEAEEZEMIMAE. MiIN. BEHNELE, FIREXFEAREBZMAUEMIALIEN, FHITH

KA URE—EEERERRAMNEBNAA. EXFERNEEZARBOENILBNZEERNET, Lt
. MR, FFENRBCERFENR—HEH. RBLEETE” MAREELEERNIESFEENIIE.

[00:36:24] [Lenny Rachitsky]
English:

That's a really good point. | think that's actually another blocker for a lot of people is just, "I don't want to
be a complaining person. | just want to be like, let's do this. I'm in, let's go. | don't want to be seen as a

squeaky wheel." Is there anything you say there about as a resistance point for people?
R EIE:

EXR— M EBFHIMR. HIANXEF LB REANZ—IHER: “HABHA—TEREHA. HRERN
BB S, HABWEEE—T ®K (squeaky wheel),” RFXMEAR, FEHARSEAG?

[00:36:40] [Kenneth Berger]
English:

Well, I'm a big fan of internal family systems, which is this sort of psychotherapy technique that really
talks about parts and the sort of parts of ourselves and the ways in which they don't always agree with
each other. Part of why | love this approach is, A, because we already use this language. We say, "Part of
me thinks this, a part of me thinks that." And really when I talk about how to work through resistance,
really it's about embracing and validating all of our parts.

FRCERIR:

BE “MHBRERS (Internal Family Systems, IFS) BIBSEHrZ, XE—FOIEETRA, BITIETRITA
EH “BR” , URRXRERIHFLERER—H. HERXMGZENBLRER, Bk, RINELETAXME
BT HMNEW: “BRAOCH—EDIXAE, F—80BAE.” HHRKFMAAREE, EFFLEMEXTE
MFHINFI A IFREBIER 7o

[00:37:07] [Kenneth Berger]
English:

Because often we're really comfortable with one part of ourselves that we think is, "Oh, this part is
virtuous and good and great, and this part is whiny and bad, and not great, and | don't respect that part
of me as much." So really to sort of ask effectively, we generally need to embrace all these parts and really



bring in all the information they're bringing in because if we ignore the part that's really scared to ask,

well, then we're going to stay stuck.
R EIE:

Fr@ERMNIANBSIUNA SHEH. ER. IF BERBIBIEFE, MANS DR “BRFRE. B
REALE" B, AEFHRABERSDEFK. FIl, ATEBMREER, RITEEFTERMPIEXLERS, H
HEBSENHEROMEBEER. AAMREMNZATED “BENEREER" WED, RIIMEZ—EEFEFF
Ao

[00:37:32] [Kenneth Berger]
English:

Versus if we come in and say, "Hey, buddy, why are you scared? You seem terrified. What's going on? Oh,
well man, you think your whole professional reputation has staked on this and you're an imposter and
they're going to find out, and then you'll never work again? Well, of course you'd be scared. That makes a
ton of sense." And by embracing that, instead of ignoring that and being ashamed of that, that is often
how we soften those fears and say, "I know that's scary, but we also know that's not really true. You're not
an imposter, right? You're an experienced professional."

AR ERIE:

Rz, NRFNTEHER: 18, i+, MATAER? REERTFT, EAT? B, XW, REFEED
RUAEEHHREXLE T, MESECENERE, MSAIER, ARMFMEEEAZIET? 78, R
HAREH. XE2RGE” ETEAXMEE, MAZBACHALREER, @B EIRUIRLETIBH
W “HEANEBRAE, EERMNEMNERFEEN. FAREME, WE? (RE—MEEFENT AL

[00:38:01] [Lenny Rachitsky]

English:

Man, there's so many threads we can't follow here. This whole line of internal family systems, right?
R EE:

K, XEARZSHENTPTLURNRITRIER T, LLINRERERSE, FTIE?

[00:38:06] [Kenneth Berger]
English:

Mm-hmm.

A ERE:

ul[]?o

[00:38:07] [Lenny Rachitsky]
English:

That's its own podcast episode potentially. And then imposter syndrome, we've touched a bunch of
different podcast episodes, but I'll avoid going in that direction. Something you reminded me of is we just



had Carole Robin on the podcast who taught this class touchy-feely at Stanford for a long time, which is
all about helping people learn how to deal with other people, which we never learned in life. It's like a
class, how to learn to work with other people.

RSz ERIE:

XAEGMARER—ERENRNE. TEERESAE, RITAERSERETTHREIY, ERIBREIRITSR
KR, fMREE T H—F, F(NEIET Carole Robin R H, #EEMBEHTRAARIINM “BM” (touchy-
feely) BOIR, RBEBXTHEMANZEIN@SMAITRE, XEFHRNEZFFMRFIN. XE—I1R, HIFR
MEFISHAETE.

[00:38:29] [Kenneth Berger]
English:

| took one of Stanford's T-Group Weekends, summer of 2020, | think a month after George Floyd was
murdered and was facilitated by a black woman. And it was one of the most profound transformative
weekends of my life. Because T-groups already people rave about them. But having it at that point in
history with those people in the room, oof.

FROCERIR:

HSMIEBRAI— T-Group ARIRIE, AZE 2020 FEX, RKMEETTA « HBFBKER—TAR, #H
—IERAZIEEIF. BREHREGTRARL. RATEUNEARZ— E7 T-groups =EMILABEFLELD, B
BIAEZ, MABLEAFER—TEEE, I, KERT.

[00:38:53] [Lenny Rachitsky]
English:

A lot of tears, | imagine.

R EE:

BBERTIRZ R,

[00:38:54] [Kenneth Berger]
English:

It was crazy. | mean, it was really wild.
R EE:

RIET . HZ2Y, ABENRER.

[00:38:58] [Lenny Rachitsky]
English:

| feel like every single person that has gone through, | think it's called Leaders in Tech is the broader
umbrella term. And Carole talked about it. Everyone that has gone through it, 100% have told me that it's
a transformative life experience for them. And you had a bonus transformational piece. So anyway, if
people want to check out that episode, | will include it in the show notes. But the reason | brought it up is



Carole shared this framework for how to actually give feedback in a way where people can receive it that
I'll just highlight here. | have it here.

AR ERIE:

EKuBs— I EME —HEB N AMBE BRI “RILM” (Leadersin Tech) ——Carole tHi%Z T &,
F—1SMNIBAZ 100% SiFHK, BERTAENEH. MIEEETINRIE, B2, NRAKBIFB—
£, BRBERETENRE., HRFXPMNERER, Carole #ZET — M4 RIGHIINESR, L3 5EEBIE
%o BEXBE®RIA—T, HEFXME.

[00:39:26] [Lenny Rachitsky]
English:

And it's somewhat related to nonviolent communication, which is what you touched on. And she told me,
actually, she taught this way before nonviolent communication came out with their whole philosophy.
And it's basically when you want to give someone feedback, the template is when you do a behavior, |
feel a feeling, and she's big on like say actual feeling word not like, "I feel like, or | feel that," blah, blah,

blah. And step three is, "I'm telling you this because..." and then what you want them to change. Do you

find that sort of approach helpful?
FRERIE:

XERMRE ESIRMREINFERTDEE R, tEFHE, KEEMEFRDDBRESFHINZARAMER
ENT. BAL, SRAEARRE, BiRE: “SHFEENMTAN, BRBRIEMBE.” tIEFEREEIRIR
BB, mAR "SGR -7 W RS- 2R, B=ZPE: "HEFFEXEZRN--" , A
[ERRFREMI MR E, REEXFEEERE?

[00:40:01] [Kenneth Berger]
English:

| do. | teach the same thing. | think sort of Carole's approach and nonviolent communication, DBT
teaches a similar approach. They call dear man.

AR ERIE:

BR. BREBRXAHB . FHINN Carole (97574, IEHRNDE, UNBHEITHTE (DBT) #IRVG AEIRE
iAo {1 1#R 279 DEAR MAN,

[00:40:12] [Lenny Rachitsky]
English:

To me, what's DBT?

R EE:

MEHK, +4=Z DBT?

[00:40:14] [Kenneth Berger]

English:



It's a dialectical behavioral therapy. It's related to CBT. So there's kind of rough consensus in the sort of
personal development world of how to ask. And really what they have in common is around staying really
factual because | think that what can we know factually well? We can know our thoughts, we can know
our feelings because no one else can know that better than us. Maybe we can trust our eyes. What would
avideo camera have recorded? And that's about it.

FROCERIR:

ERAHEITAIT% (Dialectical Behavioral Therapy) , S5iARTT AT A (CBT) #8%. FRUATE DN AR KU,
XFMEAHRER, FEEABMNHEIR, SNERSEFEREERX, BARIAABRNEBTAENELEMT
A? BT MEBE CHEE, TUHEBRCHES, RASEALKIBCETHEXLE, WiFHKi1EA g
EECHEREE: BENSIERTMHA? UEmE.

[00:40:44] [Kenneth Berger]
English:

So | think often we get really distracted by all these stories we have about the data, but when we bring it
back to that fundamental core of this is what | think, this is what | feel, this is what I've observed in the
world, it tends to make the ask a lot clearer versus these stories like you mentioned of, "I feel like you're
an asshole." It's like, "Well, that's a story. That's not a fact.”

AR ERIE:

FRUFRINS, BMNEERXTEIENSM “WOXN" FrFit. EIFMNCERLREANAZ — “XEHH
BE, XRBER, XRRAER LUMRINEL" —XEFEIUBRTRFEWEZ. MARGIMTIERR
BHAL: “BRFBFRETER.” XREBIMHEE, FEFEK.

[00:41:07] [Lenny Rachitsky]
English:

Yeah. | feel that is not the right way to say | feel. What do you actually feel? No. Okay, so let's move to step
three. We've been going on this whole tangent of therapy and stuff, which is amazing, but let's make sure
we cover all three steps. So step one again was articulate what you want. Step two is ask for what you
want. What's step three?

AR ERIE:

B, EEREE-7 HATRRERZHEBRAN. REKRBRITHA? Fo @8, URINMNENE=D. &K
MN—EERET 2 KMER, XRIE, BERNERERAZTIEZNPER. F—PERHRAMGBERFA, F
—HRANBMREBEN, BE=PEMHA?

[00:41:28] [Kenneth Berger]

English:

So to me step three is actually the trickiest for most people.
FRCERIE:

WK, BE=PRELERHASHARGTEEN—D,



[00:41:32] [Lenny Rachitsky]
English:

So far, they're all tricky to me.

R EE:

FERTALE, NEKRE—TEHIRME

[00:41:34] [Kenneth Berger]
English:

Oh yeah, they're all tricky, for sure.
FRCEIE:

MRZRY, BhSSERIRME,

[00:41:36] [Lenny Rachitsky]
English:

The most tricky.

FRCERIR:

REN—D,

[00:41:38] [Kenneth Berger]
English:

But step three is accept the response. And it might seem so simple, but it actually is kind of subtle. And so
one reason is that idea of sort of the whole body yes or the hell yes. Because | think often we really want a
yes. And so we're very, very biased to look for a yes versus accepting no, "That was a no." If someone
made this face, that's a no. It doesn't matter what comes out of their mouth. And so the challenge of

accepting the response is often that of hearing the no, but not over accepting or under accepting it.
FpERIE:

B=P R BERMON, XIFERAERES, EBXHFLRMY. —NMNERR “2807AE" 5 “hell yes” BIHE
Do AANFNBEFEBEFIEENEZ, FIURNZBRENRILEIN 177 , MARER ‘&
BRmET N 7 WRBABHXMEE, B2 T , FTEMEERNZH 4. FILUERONATHEEE
FEFIREERDS R, BEFAIEERR, HAERTE.

[00:42:18] [Kenneth Berger]
English:

Because | think sometimes what people who are really afraid to ask will do is they say, oh, well, that was a
no. So it's no forever and | should never ask again. My dream is dead and nothing is ever going to happen
for me again." And that's because they get so scared. But actually no, that's over accepting. The no is just



from this person right now in the way that you asked, which doesn't necessarily mean anything about the
next time you ask to a different person in a different way, in a different time.

AR ERIE:

HAKINA, ENBLEAEESRREERNVASE: 8, 178, BREEE. FILUKZEEES, REETZIRE
To BBEBRWKAT, HBHUASERAINZT.” BERAAMNKNERT. BEFFLE, BEIEER. BD
A7 RAZRUEEIEZI. SXRXMRR LR, REXPANEL, XHRA—EBKE FRIFUFRRANAGR. &
TRIEVETEL MRENAREREEIBIELE,

[00:42:44] [Kenneth Berger]
English:

And on the flip side, in that sort of more control freak mode, | think for them they'll often skip over the
response say, "Well, they said no, but they don't know what they're talking about." Or they're my direct
report, so they have to do what | say. So these are all fundamentally disrespectful ways to operate in this
relationship. When we're talking about asking for what we want, we're talking about influence. So you
need to have good relationships. You can't be influential with a bad relationship.

FROCERIR:
F—HH, ERMELERGRRNT, MMNEFEIBREEN, % 98, iR TFR, EtiRERES
SHERMA” HE “MNIHROTRE, FrUMBTRERMN." XEMRE ERBEE—BRXRZTFEE

IR HEAMMKBEAOBERINTEEY, RITHEHNEBRN. FIUFREBRIFHNARGRXR. IRXA
FERR, (RRITTAFERMMT.

[00:43:13] [Kenneth Berger]
English:

So really accepting the response is about, yes, I'm going to be genuine about what | want, but I'm also
going to genuinely care about you and have deep respect for your ability to consent or not consent to
whatever the ask is. Because | think the counterintuitive thing is that often when we really respect
people's no's, it can actually be more influential, more motivating. If someone says, "Okay. I'm not ready
to deliver this on time." Be like, "Okay. Well, I'm going to give the project to another person."

AR ERIE:

FRUL, #ZEINSEfRER: B8, RERMRATEEYN, BRBIAEBHK R, HRREERERHIE
HLERHNF . AAZANNREREN—RE, BEYRNEESSEHANELN, EXFELIEGEMA. B
BHEER. MREAR: “WE, REEEFRERM" Bkt I8 B4, RIIEXMHERSAS
— A"

[00:43:46] [Kenneth Berger]
English:

I'm taking your no at face value. And they say, "Oh gosh, well, | didn't realize that was going to be the
consequence. Maybe | can get it done by that time." And so that way you're not forcing them and you're
not coercing them, right? You're just saying, "No, you said no? So that your no is no, and | accept that."

FRCERIR:



RRFEEDERMNES. REMONSE: X, 8, HERRHLSEIHNER. BFREER
BHAISEAL.” XEERAT ARG M), W RREAEM, M2 RREER: T, RRTF? BAR
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[00:44:01] [Lenny Rachitsky]
English:

So it feels like part of the skill here is preparing, is knowing. Some people just say no and that's okay.
That's part of the experience. Part of it is if there's this not yet component... We had Mihika Kapoor on the
podcast. She has a PM at Figma and she had this really great approach to building new things within
companies is just like everything to her is not yet and no is a not yet. And the way you phrased it is it could
just be the way you asked. It could be, maybe they'll agree if you can figure out a better way to pitch the
thing. Is there anything more you can add there about just this idea of it's not no forever?

FROCERIR:

B LURR DI X UL BERY — 2B 0 R HEF DIRES, FIEBLEAMERYR ‘N , MPBREEN. XREBLHHN—I
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[00:44:36] [Kenneth Berger]
English:

Acceptance of the response is primarily an emotional regulation issue because once we get our emotions
intact, it's just, is it yes or is it no? And if it's no, which it probably is, most of the time the world tells us no,
then the question is, "All right, what can | learn from this? What am | going to try next?" And so when
we're able to emotionally regulate, it's all very cut and dry, right? It's like, "Okay. Here's data to tell me
what to try next."

FRCERIR:

ERONETEE—MMRERATHNRE. EA—BERMNPVBETETE, BERERT: & 17 &2 “F
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[00:45:02] [Kenneth Berger]
English:

And so really, 99% of the challenge tends to be all the feelings that come up for us when we hear no.
Because We hate hearing no. It's so uncomfortable. And so part of the practice of getting good at asking
for what we want is recognizing you're going to hear no all the time, and that's completely normal and
fine, and it doesn't need to be something so scary or awful.

FROCERIR:

FRLASERR £, 99% BYBRERTEERTFIATAE “F" B~ERFBERE. AANRHINITRIFEIEL, BBRFEFR
To HIt, %3 “FOBMBER" B—57, mERRERZEERIES, XT2EEREXR, EXH



BER—MHZ AT REERNER.

[00:45:23] [Lenny Rachitsky]
English:

Easier said than done in real life. Is there an example of either a client of yours... | know you can't actually
share specific details, but I'm just curious if there's an example that comes up of someone dealing with
this and getting better at it, or your own career.

AR ERIE:

DSLEERRERS ZMERE BREFREANEF - RABMRFESZRGEAT, ERRFFTESER
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[00:45:38] [Kenneth Berger]
English:

| gave a talk about this sort of right after it happened, but | was fired from Slack three different times,
which | feel like has to be some kind of startup record. | don't know who would be the record-keeping
body for this. But now 10 years on, | have different perspective, of course. And so this was almost exactly
10 years ago, spring of 2014 and | just gotten the job as the first PM at Slack. It was already the hottest

thing out there. It was only a couple dozen employees.

AR ERIE:

BREFBERERFAMMI —RXFXIEEMH, BRE®R Slack fEI =R, HIE/XEELITTEMHE!
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[00:46:03] [Kenneth Berger]
English:

| came in excited, but also a little insecure because | had just come off my breakup with my co-founder. |
just wanted to put my head down and do a good job. | was engaged at the time, so Slack already knew |
was going to be going away on a bachelor or backpacking trip. | have a wedding and honeymoon in the
fall. And so | came in naive and overconfident of, "I've been a founder. I've worked on iconic products. |
know how to do this. I'm a pro. I'm just going to go in and do the work."

FRCERIR:

HENEHENERTR, BAENMEHEUADESR. BRBELET, BIF®RLTF. HHEITET,
FRLA Slack EERERBEEZSMBE RN HED IRIT, MREBZTEANERER. FAUKHEERENIES
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[00:46:32] [Kenneth Berger]
English:

So instead of getting really clear on what does success look like here or what's your culture or what are
your expectations of me, | just went in and made my best guess and went for it. And lo and behold, turns



out what | came in with, that supreme overconfidence was not what they wanted at all. They'd kind of
been in the trenches reinventing from the game to Slack. They'd been through layoffs, really hard times
together. So they wanted someone to come in humble and to earn their trust of this kind of core team
that had been together for years.

FRCERIR:

AR RBEEFBRXENMINMNERT A, HEMRNHOXERTA, HEMITHNRNPERTA, RRER
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[00:47:07] [Kenneth Berger]
English:

| just didn't get any of that. | wasn't hearing that feedback. | wasn't hearing those nos, and | wasn't
articulating what | wanted. What | wanted was really very basic. | just wanted to figure out how to do a
good job, and | wanted to have a good relationship with the CEO because | was working for him. And you
need to have a good relationship with your boss. But the problem was in the first firing anyway was | had
not articulated those goals.

AR ERIE:

BRI EXE, HLmHBLERE, RITHBLES, RUSERBRAREEN, HEENHELER
B RABFFRBWMAMLT T, FBHM CEO BURFHXR, HAKRENMIIERY, (RENMERITIFX
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[00:47:36] [Kenneth Berger]
English:

And so | shouldn't have been surprised when six weeks into my tenure at Slack, | came back from my
backpacking trip with my bachelor buddies, and | had an email in my inbox saying, "Hey, you're fired. It
seems like it's not working out. Let me know how you want to wrap it up." So as you can imagine, |
freaked out. | loved this job, I love this company, so | profusely apologized. | said, "I'll do whatever it
takes. I'm so sorry. I'm going to be committed to turn this around."

FRCERIR:

FREL, ZHITE Slack TENARE, MBEIRNESRITOR, BEWEREEE —HEMHAR: 18, RIRERE
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[00:48:07] [Kenneth Berger]
English:

And so early stage startup turns out firing doesn't always stick. Monday morning, | had my job back. But
obviously things were not the same as they'd been before because in the second era, what | wanted was
sort of better articulated more clear, but all of a sudden that fear that had been under the surface, that
insecurity was now very, very present every day because | was terrified of was | going to get fired? Was |
going to not make the most of this opportunity? And so | went fully into people pleaser mode. And so that



meant that even though what | desperately wanted was to have this good relationship was to be

successful, build a great product. | had a year of one-on-ones with the CEO.
R EIE:

ERHEIAE, BEATEERATER. B—FL, RELT I, BEABRMUAFT—EFT, ARESE
ZAMER, BREENRARASESBM Y, BRAZE, BMERERE FHRENAReREXRMBRRFIFSE
B2, RARERBERRERE, ERRERIFAXRNE, FEHTEHNT WEFE” &R, XEKE,
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[00:48:52] [Kenneth Berger]
English:

| never, never ever asked for what | wanted. | never said it out loud because | was scared. | was scared of
what the consequences were. | knew there were a hundred PMs standing behind me ready to take my job
if the CEO is ever a moment unhappy with me. | said, "No, I'm not going to take the risk. I'm too scared of
what the consequences might be." And so | held all that fear and all those desires of, "I just want to do a
great job. | want us to be awesome partners and build this amazing industry changing product."”

FROCERIR:

BMFK. MFZBEAOBIHREBEN. HMKLKEREREFR, BAEER, REHER. RNERSEILE
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[00:49:22] [Kenneth Berger]
English:

| never said any of that stuff out loud. | just put my head down and | tried to obey. And so as you can
imagine, this didn't work very well. | was feeling horrible day to day. | was terrified of this guy | was
working for. And so again, | shouldn't have been surprised, but | was, when | got fired for the second time.
It wasn't quite firing. But this time I'd come back from my honeymoon and | had a phone call on Monday
that said, "Seems like product management is not working out for Slack. We're actually just going to get
rid of product. You're going to be user research. It's going to be fine."

FRCERIR:

HMARARBREALE, FRBELET, HERM. FILL, RAIUBR, XHEERN. REXRBTERIE
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[00:49:56] [Kenneth Berger]
English:

And for me, | love user research, but that was the beginning of my career. | was not interested in going
back to that. What was fascinating was at that point, | was actually able to articulate what | wanted there
and was willing to say it out loud. Because what | wanted was, "No, let's keep me in product. I've got an



idea for how we can run it." So | wrote a proposal, | sent it around to the management team. Turns out,

when you actually ask for what you want out loud, you're much more likely to get it.
R EIE:

MEHKR, ZRERBAHAR, ERERORLER, FeHBEEEE, BBNZE, TR, ZRAERHA
BERABBEFA, HABRBAFRER. BAREENZ: “F, tRBEFRNI. ZE—ITXTOMAEiz
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[00:50:21] [Kenneth Berger]
English:

And so within a week, this new plan had traction with the management team team and | had my old job
back again. Everything was fine except of course it wasn't fine because now | was scared, but the stakes
seemed really high, and this is where that deep imposter syndrome sit in. | was like, "Am | even any good
at this? Should | even be in product management? Am | ever going to work in this industry again? Is this
going to be my dark secret that | take to the grave that Stewart Butterfield fired me three times?"

FROCENIR:
FRE—BAZA, XNMHIEETEERRNIAR, RXZERLTRKHNILIF, —YIEEREBRIF, BXRFFLH
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[00:50:58] [Kenneth Berger]
English:

| think what | couldn't be with in that moment was the no's, because | was getting no after no after no
after no from Stewart and the rest of the management team saying, "What you're doing is not working for
us, right? Your ask are not landing. You're not being effective in the way that you want to be effective."
And because | wasn't able to hear those no's again, because to that emotional regulation standpoint, |
couldn't handle the feelings of like, "Ugh, maybe what I'm doing is not good enough."

AR ERIE:

BIANAB—ZIETEEMAL R, AARFEUREIRE Stewart MEBEHEMERA R, M1EiR:
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[00:51:26] [Kenneth Berger]
English:

So instead of pointing the finger at myself, | pointed the finger at him. | said, "You know what? Actually
this guy, he's not such a great manager. He's not so good at product. I'm the one who was on the ground
with the users. | know what's right." Against all evidence to the contrary, by the way, is this product
luminary, visionary, famous person.

FRCERIR:
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[00:51:45] [Kenneth Berger]
English:

So clearly not based on any facts, but it was an emotional issue of | couldn't deal with the reality of what |
was doing was not working. And so again, because | was not articulating what | wanted, | was not asking
for it and | certainly was not listening to the no's. | shouldn't have been surprised when finally the third
time it came down, and this time it was serious because we had HR.

FRCERIR:

FIUXEARRETEAESL, ME—MEERD, R EENILFTREIRBERTRX—IE. L, BRERN
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[00:52:09] [Kenneth Berger]
English:

So it turns out once you hire HR, the firings are final. And so | only made it to a year at Slack and it was a
year of just utter torture because | spent that year being fully out of integrity with myself. Never saying
what | really wanted, how | really felt because it didn't feel safe. | was too scared. | kept it all inside. And it
took me six months or a year even after that to really feel safe and okay again. It was a serious
decompression time.

FROCENIR:

FELIEA, —BEBIET HR, MEMERLZRTE, KT Slack RET—F, REREBEN—F, AANE—EE
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[00:52:39] [Kenneth Berger]
English:

My wife and | had a baby during that time. | was on zero sleep. It was a rough, rough period. But the irony
is that when | actually came out of that experience, the reality of it was extremely simple. | hadn't
articulated what | wanted. | hadn't asked for what | wanted. | had not listened to the no's in response to
my non-ask.

AR ERIE:

BRMEFEBRNEET MaF. K2R UE, PBE—RIFE. IFERENE, BRRNE, SREEE
HAREREZ AR, MELHLIFERB R, TORBERHRETEEN, TFEAOER, TEEMIANTE “REBRSH
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[00:53:02] [Kenneth Berger]



English:

And so of course | was unhappy with the result. Why would | have expected anything different? | wasn't
the victim. Stewart wasn't the villain. It was just ineffective asking. And so to me, especially because | was
already on that path towards coaching, that lesson hit really hard in terms of how do we make this work
more sustainable?

FRCERIR:

FIABREANERTHR. HEEIAFHTATENERE? EFERESE, Stewart B REER. XRELXHH
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[00:53:24] [Kenneth Berger]
English:

We stay in integrity with ourselves even when it's hard, even when it's scary, even when we don't know
exactly what the outcome is going to be. And so that's really the story of how | became a coach, of seeing
exactly how much 1'd screwed up at Slack and seeing how much | had suffered and how much a lot of
people suffer in these similar circumstances. All you have to do to turn it around is ask for what you want.

FROCERIR:

ENfETE M. BB, FHNEERZERNER, BERIFIANONER. XMBRMABENRE —HEBIT
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[00:53:45] [Kenneth Berger]
English:

So this is why I'm so passionate about this stuff because it can sound so fluffy to say, "Oh, focus on
integrity. Honor your desires. No, it's real life stuff of a year of suffering, of pain, of fear." I don't want other
people to be going through that and that's why I'm so passionate about this stuff.

FROCENIR:

EMBAFARNXERARANE, BRNE B, XEEH, SEMINE" ERRE. £, XRWAKRE
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[00:54:08] [Lenny Rachitsky]
English:

Wow, what a story. | love that it's kind of a microcosm of everything we've talked about. You've did all the
things that you teach people to avoid.

FRCERIR:

I, ERMEENKE. HENE, BNEMBREKIITIEINFIERETNER . R TFRBREFIAZER
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[00:54:18] [Kenneth Berger]



English:
Exactly.

AR ERIE:

R Ho

[00:54:18] [Lenny Rachitsky]
English:

And | think what's interesting is you went through these three phases. Interestingly, at the beginning,
your first phase was you were not hearing the no's, but it was rooted in this confidence that you're a
founder, you're awesome. They're so lucky to have you. | know what I'm doing, get out of my way. And
then the third phase, you also, the issue there was you weren't hearing the no's, but it was more from fear
of being fired again. And so it's interesting that there's these different reasons you're not hearing what

people are actually saying.
R EIE:

KU GEBNEMMERTX=1ME. G8HNE, TABNE—ME, MEEIHIL “R” , B2 RT—
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[00:54:46] [Kenneth Berger]
English:

Totally. Well, and to me, the first one is about articulation as well because | think that if in the beginning it
articulated that, "Yeah, I'm confident, but actually | want to do a really good job and | want to have good
relationships. So let me think about intentionally, how do | create those outcomes?" But because | hadn't
articulated that's what | wanted, it didn't even occur to me like, "Oh yeah, | need to do some intentional
relationship building, figure out some metrics for success."

FROCENIR:

SSeIEf. WEFIH, B— I MEHLXF “BRA . AAMNMR—FeEMBHERIA: “F8, HBEED,
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[00:55:11] [Kenneth Berger]

English:

It was an early stage startup. There wasn't a ton of sort of process or structure in place, suffice to say. And
so if | wanted that, | needed to create it myself, but because | hadn't articulated that any of that was

important to me, | just flew by the seat of my pants and it took failing to get some data to say, "Ooh, yeah,

maybe | need to look at this more closely."

AR ERIE:
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[00:55:31] [Lenny Rachitsky]
English:

| imagine you've gone through this exercise many times, but say you were to do it again, what would you
do differently and what do you think would've happened? Do you think you would've stayed there for
many, many years, had a product at Slack at this point? Just imagining that reality, what would you have
done differently? And then what would you have imagined have turned out?

FRCERIR:

FBMELMIRZRXNEI T, BUMRIRBHM—R, FIEPLEFARNER? MINAIRERFA? RIS
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[00:55:49] [Kenneth Berger]
English:

Well, | mean obviously broadly, | would've asked for what | wanted and what | wanted was | wanted to do
the best work of our life. | wanted to have a deep professional partner in the CEO and the rest of the
product and management team. And | wanted to produce great work that people loved. And that was
part of why | was attracted to the culture and the mission and the company. And so this is what's tricky is
of course, that's what | would've done. Now, do | know what the outcome would've been?

FROCENIR:

B2, NKBRLH, REAOERBEN, MEAEBORMEINT—EFRIFNIER. 85 CEO UKki™m
MEERAMNEMEREZILRENT WEEAHEXR, FEHEANEZNHEAER. XUEREXK QN
X, ERMABEFARSINEDRE. MFAMBGET, SR, BRSP4, ERMEERZEFT?

[00:56:16] [Kenneth Berger]
English:

No, | might've been fired even sooner. They might've said, "No, this is not working out. Let's just be done
here." So that's what's tricky about this is it really isn't about the outcome. Of course, asking for what you
want makes you more likely to get the outcome you want, but you don't do it for guarantee of a certain
outcome because no one can promise you that. You do it so you can stay in integrity with yourself and not
suffer through all this. Because at least then | would've said, "You know what? It didn't work out. At least
I'm not sitting here suffering. | can get another job at another startup. It's not the end of the world."

AR ERIE:
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[00:56:51] [Kenneth Berger]
English:

And | think that the mistake we make is pretending that it is of saying, going into fight or flight and saying,
"This is a severe existential threat to who | am and my safety in the world," versus being like, "I'm
disappointed. | wish it had worked out, but it didn't."

AR ERIE:
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[00:57:07] [Lenny Rachitsky]
English:

That's a really profound point that this practice isn't necessarily to just have everything work out
beautifully and to get the things you're looking for. It's to feel like you did, which you could have and to
feel integrity with yourself that you did what you needed to do and you're not going to regret something

down the road.
AR ENIE:
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[00:57:29] [Kenneth Berger]
English:

Indeed.

FCERE:

FaSCanLL.

[00:57:31] [Lenny Rachitsky]
English:

I'm going to take a quick tangent down the being the first PM route real quick. There's a lot of people that
think about being the first PM at a startup join as the first PM. | imagine you work with people asking for
advice along these lines. It's classically a very challenging role. Many people don't last. Many people
follow your trajectory where it's like, "Oh, shit. What have | done?" Any advice for people that are a first
PM at a company or startup or thinking about that role?" What can you tell them to help them be
successful or at least not suffer?

FRSCERIF:
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[00:58:05] [Kenneth Berger]
English:

To me, it really is about the relationship with the CEO or with the founders because that's the root of a lot
of the issues that come out of that scenario because it's not always you. In my story, | think it was
primarily about me, but | also work with a lot of founders who are going through really tough things. My
clue to people who report to a founder is to say, "Imagine if you're confused about how your founder is
behaving. Imagine that they're terrified all the time, and see if that makes their behavior more clear."

FRCERIR:
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[00:58:38] [Kenneth Berger]
English:

Because it is scary to be a founder. Everything is on your shoulders. And | think a lot of people do feel that
sense of high stakes all the time. And so | think being real about that of what is the state that the person
or the people you're working for are in and sort of working within that versus sort of pretending that it's
something else or wishing that it were something else is the path to having a healthy relationship.
Because if you don't have a healthy relationship with the person you're working for, you're not going to

get anything done. You're not going to succeed in any meaningful way.
FpERIE:
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[00:59:10] [Lenny Rachitsky]
English:

| love that framework of how to think about why a founder is behaving in a certain way. Just maybe a last
following thread there is just what should people look for to help them understand if the founder and
them are a good fit, if they're going to have a good time working with that founder? Is there anything just
like questions they might ask or ways of operating that are useful to understand like, "Okay, I think I'll be
okay with this founder in this company as the first PM or not.

FROCENIR:

HERZXPMRESBANFASERMITANER. RE—RES: AMRZIHRAAREDMITTHEIBAS
BERERA? tIEESMBULIBALSZEIR? BB AREAI LU, HEFHAEELNAUEHIE
R eFIE, HWEBEANEN PM, HAMXMUEIBATEXNRBERERERE ?

[00:59:34] [Kenneth Berger]

English:



| think it's a hard thing to generalize about, but to me it really is about understanding expectations. |
guess this is a predictable coming from me, "But what do you really want? Because | think that often the
founders put together a job description, but then they're faced with a real human being who has real
human subtleties and things they're good at or not so good at." And so being very, very clear about
expectations and of figuring out collaboratively a way to work together that's effective to me is there's no
guarantees of course, but it gives you a more sure path to having a productive relationship.

FROCERIR:

FIANXIRE—HETIE, EXNHIRYR, XWBLXFIEEN. HBMSTRBRESXAR: “EBiREREEMT
4?7 AN ABERE—RAER, EREEMMNENNE—TERXRN. BAEAENYZL. BRAEE
REEIAN. FREL, FFEBMIBRMTE, HHEIH—MERNSELN, HEKER, RATEFRIERY, B
ENFBILEAMBBIXRREE T —FETENREZ,

[01:00:13] [Kenneth Berger]
English:

It's actually something that | recommend to a lot of founders for maybe their first 10 or 15, or 20
employees of just have a relationship design conversation with each of them when they're first hired.
Because | think a lot of us come in naive the way | did, assuming, "Oh yeah, I'm just going to come in and
do my thing the way I've always done it. It's going to be fine." Versus coming in and saying, "I actually
don't know how I'm going to operate at this company. | have range like anyone has range, and | don't
know what this company needs and who else is here and sort of what my role and what my place is going
to be within these other people. And so by really understanding that intentionally and not from a place of
performance management, you're already doing this poorly, you're in big trouble. But what is the best
way to work together given who we have now and what we want and what we need? Let's figure it out.

AR ERIE:

KR E, HBWIRSZCIBATEREER 100 158020 RETH, EMIIARZMSSIA#ITR KRR
WiE o AABINNREAGHIN—HFXRE, UH: “BER, RREBHFKZE—EHURNGAMERT
T, 2RFEN” ME—MEEARHERAR: "HELFNEREXRQABIAMAEE. HMEMA—FEES
IERNSEE, RTMEXRABDFTEMTA, XEXGHE, UNREXEAFENABHUESEF4. BIEE
IRMAEREXE, MARMKGREENAE (tbl RELMSRET, MBARRT), MER: FEE
HMNAEHAR. FHMOEFNFR, RFNEEAAZHA? LR—EFBRE. "

[01:01:01] [Lenny Rachitsky]
English:

Coming back to our core topic, is there anything that we didn't cover, anything that | should have asked
you about the skill, the art of asking for what you want? Anything else you want to leave listeners with?

FRCERIR:

EEFENOZOER, EEFARKINZEREYN, XT “FOBRMGREN" XTREHEAR, REEHAN
IRIRES? EE AR LITAREIG?

[01:01:12] [Kenneth Berger]

English:



| do want to mention something that | hear a lot from founders when | talk about the piece of working
through resistance because | think a lot of them say, "Oh, you want me to let go of fear and focus on what
| want? Well, | mean, I've been running from fear my whole career. That's how I'm so hard-working and
I'm so smart is I'm always afraid I'm not good enough."

FRCERIR:

HIKEIARESIEY, HBE—THMEBABEZERIN—<. BARZAZR: &, RELETR
18, TEFREEN? ERENRIWEERTRSIERE, XERitkssn. MtiEBENERE, EhREE
BB S B

[01:01:34] [Kenneth Berger]
English:

Am | going to be able to do this job without fear hounding me every step of the way? | just remember the
first time | heard this, it broke my heart, and now I've heard it dozens of times I'd say. So | mean, it really
is. | think it's a belief that sits deep in the hearts of a lot of us high achieving Silicon Valley tech types of,
"My fear of not being good enough is what drives me to be great."

FROCENIR:

“WMRLAD/NEG—THREEH, REEMEXM I EE? 7 HISTFERINEXIER, FOHET, MR
ARBLENT/L+HRT. L, XHLRRZELSHAMBRALTACRAN—FES: “BX FBIEF B
TR, [ERIEHIHEREBBIENTT,”

[01:02:00] [Kenneth Berger]
English:

And | just want to come out here and say there's other ways to motivate. You can motivate based on joy,
based on vision, based on your inspiration in this vision of what you want. | think a lot of folks | talk to are
skeptical understandably because operated a different way their whole life and all | can really say is try it.
Try following an inspiring vision that's really meaningful to you and just see what it's like to not be living
in fear all the time because it is a big difference and it's really meaningful. It matters a lot.

AR ERIE:

BRABEXER, REEMIEHAN. (RANETFREA. BFER. BT RNBENBIRHIRBHKEF B
So HEMINRZANILIHTRSE, XAILIER, Rt —EFEHEUSZ—MANEEN. KEERNT
2. iiE, FHRERE—HNMEEERXH. ZEALCNER, BEEFBEXREETRIERZFARR,
AXZBHEANARRE, MEFEEEN. XIFEEE,

[01:02:35] [Lenny Rachitsky]
English:

So is the fear there that if they ask for what they want, they'll get what they want and they let go of this
drive to prove themselves? And is that the fear? How is it that they move away from that need to prove

themselves?

AR ERIE:



FREL, BBFEMER: WMRMIIALOEMITEERN, MITMSKFEEEN, NMRETIERBESHEN? BER
1RFFTERS? ftfi 1N ZRL ARFMERR B 2 RIFEK?

[01:02:51] [Kenneth Berger]
English:

Well, | mean that's a longer story. | would say managing our own fear as a sort of lifelong practice. I'm not
going to claim I'm anywhere near done with it. But | guess I'd just say that | think part of the big shift | see
in personal development for people | work with is from saying, "Oh, no, my fear is good. | need it. It's

keeping me safe."
R EIE:

PBE—MRKIEF. HZW, EERINECHBER—EFHET. RFIFEMRELRETM T B3
[, REINHEFAEFHAENARKFH—TEREREZMR “F, REODEZFN, HFEE, EiL
BRFRE” -

[01:03:16] [Kenneth Berger]
English:

To saying, "Fear is for when there's a tiger chasing you and there's no tiger chasing me." I'm sitting in my
office in a desk chair on a zoom call. There's no real danger here. And so fear is not particularly functional.
And so when they start realizing that, the practice becomes, "Oh yeah, I'm feeling afraid." But I'm
reminding myself there's not a tiger in the room. If | really want to get things done, achieve my goals, |
need to focus on vision on what | want to achieve in the world, not on avoiding all these fears. So that's
the short of it.

FROCENIR:

BRTAR: “TERIBAEREMNEAFEN, MAEHLKBEEREER.” RELTEDLAIENEF LT
Zoom HiE, XERBHIENGEM. FRLREH KB RIIIEE. SMABRRIREIX—<8Y, HKIMEMR
T RER, RRBEFR” ERIREAC, BRERAER. IRBAENBICEEMYE, KUKXNER, R
FELTETRR, TETHREEHUR LAMAA, MARTETREPIEXELRE, [MsSZmEXiF.

[01:03:49] [Lenny Rachitsky]
English:

Amazing. It reminds me, we have a chat... | had a chat with Matt Mochari, and we spent a bunch of time
on dealing with fear and overcoming fear. So folks want to dig deeper there. They could check out that
episode. Just maybe one more question before we get to our very exciting lightning round. | want to take
us to Contrarian Corner, classic contrarian corner. I'm curious if there's anything that you have a
contrarian opinion about, something that you believe that most other people don't.

AR ERIE:

RET . XIEHEBERNN—RBEIE - FKH Matt Mochari Blid, FHA17E 7 1R 281191 R 3 VIR AN 52 AR
1o SIRAFKIRNT R, AJLUARAIR—E, EHENFEEENNEHIFTZE, ATRREE— 1R K8
fREN “RETEAE” (Contrarian Corner), ZHRIAT, HRFHFMELEFARERNUR, BMREEE
REBATEENERE?



[01:04:16] [Kenneth Berger]
English:

For me, I'm not a big believer in discipline that | think some folks come to coaching looking for a drill
sergeant and say, "All right. Shout at me and tell me to do better." And | start to say, "That's not how |
operate." Because it's not the discipline doesn't work, but it's like people-pleasing. It's a short-term
coping strategy. Discipline will get you in the gym for a week, but it's not going to get you in the gym for a
year. The people who are in the gym for a year are doing it because they want to.

AR ERIE:

IR, HAKMEE “BE (discipline) o HINABLEARBBERRIH— “HE” , . 9B, ¥},
RIEAMN, HSFRMFEE.” RFARR: “BARHHEELN.” BAHFTZERFEER, MEEME
GIFMANT —1F, B—IRHRNNX RS, BREEILERIEF—RE, BFREILRF—F, BEERSE
BT—EHA, BEAMITEE.

[01:04:49] [Kenneth Berger]
English:

There's actually something that's motivating for them in that. It's not just, "Oh, | hate this, but I'm going
to go anyway." And so | try to be really clear with people about that, that I'm not going to be the drill
sergeant because it's unsustainable. Someone shouting at you is not going to get you moving towards
what you want in life over multiple years. It's days or weeks or even hours thing. And so | really look for a
higher bar to say, "Let's look for true long-term sustainable motivation," which means relying on vision,
pursuing what you want.

AR ERIE:

ME@MELEEMARAEABEML]. MARNE B, TWIRXD, EREREE" . FAUFKILERANRA
BX—m BRI NEE, BABEATHFEN. BAMRKBARUHFEILRESFHEEHREANLER
. BEILR. LAREVNEHSE, PRUKERESHNE, BIFREENKARFESD], XBKE
KERR, EBXRIFEER,

[01:05:25] [Lenny Rachitsky]
English:

| love that it all ties back to knowing what you want, asking for what you want, and then dealing with the
answers that you get.

FRSCERIF:
KEMX—R, ERAMOE T MEMEEHA, FOBFREER, AELMIE(RERIMEIN,

[01:05:30] [Kenneth Berger]

English:

I am a broken record admittedly.

R EE:

HAIN, HENFIENBR —EF—HTEEEX—R.



[01:05:33] [Lenny Rachitsky]
English:

Amazing. Kenneth, is there anything else you wanted to share or leave listeners with before we get to our
very exciting lightning round?

FRSCERIE:
KT, Kenneth, TEHFARKNTIEERFMNBHIAT 28], RIEEH AN ZRBLAIFRMING?

[01:05:40] [Kenneth Berger]
English:

No, but just thank you for letting me share this stuff. It really is my life's work and I'm very passionate
about it and | hope it's helpful for people. I'm going to be writing more about it on LinkedIn.

FRCERIR:

BET, AREBHRLIRSEXLERNS. XEMEHR—EMNEIL, BT HFERE, FE2EANBRER,
HKEE Linkedin 1 EEZHEXAR,

[01:05:51] [Lenny Rachitsky]
English:

Okay, amazing. We'll point people there. With that, we've reached our very exciting lightning round. Are

you ready?
FR3zEiE:
K¥FT o BINSEISARERBER. FBA, BITENTIEERERABEIF T, HEFE T5?

[01:05:57] [Kenneth Berger]
English:

I'm ready. Let's do it.

R EE:

HEET . FHIAE,

[01:05:58] [Lenny Rachitsky]

English:

First question, what are two or three books that you've recommended most to other people?
R EIE:

F—NEE: RENABERSHR=EBEMHA?

[01:06:03] [Kenneth Berger]



English:

Well, | already mentioned Radical Candor. | think that is for sure a modern classic and | think that whole
idea of challenging directly, but caring personally is very much aligned with what I'm talking about, right?
Because you need the relationships and you need to actually speak your truth. So I love Kim Scott's

writing on that stuff.
R EE:

HELRIT (WIKERE) (Radical Candor), HIANELWNZMAZHE, M “BERLELTFDIAXKE
BRRZSHAMRBIEE K, WIE? AAMRBEAMRXRR, MEFERELEME, FrLUFKEWR Kim Scott XFX
LRENEE.

[01:06:25] [Lenny Rachitsky]
English:

We had a Kim Scott on the podcast. Folks want to dig deeper there. We'll link to that episode. I'll let you
keep going. Sorry for the interruption.

FRSCERIE:
FA 8B Kim Scott KIBE, MBARIERENT R, Ki1=M EI—S/5EHE, iLIREE, BRITIT,

[01:06:31] [Kenneth Berger]
English:

Yeah. | mean | mentioned before, but | actually took Jonny Miller's Nervous System Mastery course. | just
wrapped up. So you've had lots of great personal professional development thinkers on the podcast, so
thank you for introducing me to them.

AR ERIE:

B, HZzaREhE, BRLFLESMT Jonny Miller B “HERRLEE" (Nervous System Mastery) 8
2. BNINILER, FERELEEIRZMENDATRLARERBER, FRLUGERIBMIINBLHK,

[01:06:47] [Lenny Rachitsky]
English:

I'm so happy to hear that. We'll link to that episode as well. I love that. What a circle of life we've got here,
guests following other guests, taking their courses, joining the podcast. What a happy world.

FROCENIR:

REMIFERXD. HAEEM IR LR, RERXM “Eazif” , BERXIHMER, SMtIIFR
12, ARMAER. SARFHHER,

[01:06:58] [Kenneth Berger]
English:

Yeah, indeed.



FRZERIE:
Hasetnit.

[01:07:00] [Lenny Rachitsky]
English:

Okay. Any other books before we move on?
R EE:

MGz R, EEHEMBG?

[01:07:02] [Kenneth Berger]
English:

| also love the 15 Commitments of Conscious Leadership, so I'm pretty sure other guests have mentioned
that as well. But to me, part of why | like that is that | think a lot of personal development books are not
very directive. They say, "Oh, just dig deeply and find your truth." And while there is value to that, of
course, | think sometimes it is nice to have some direction of, "Here's 15 things that generally your life's
going to be better if you do them." And so to me, it's a nice balance of embracing the really deep stuff of
how to live a good life and be effective in the world and be really directive. Try this stuff. It works.

FROCERIR:

BEEWR (RIRS M 15 N&IE) (The 15 Commitments of Conscious Leadership) , HRMHEHMEE
WIREE, XEXKR, HERENTLREAR, HAANREIABRKPEFRBAFESE. NS “H,
QEFREHKIMFNER,” EAXUAENE, EENE—LEHFAMNIESERAEN: “XBHE 15 4%,
MRFMT , MPEFTEESTHEN.” UMK, BERITNMIFEE. NEEER EEIERXLE
RANB SR EAHRIES ZEEE T RIFNFE, XL RA, ERER.

[01:07:38] [Lenny Rachitsky]

English:

Do you have a favorite recent movie or TV show you've really enjoyed?
R EE:

ML EEIFEERNELHBALE?

[01:07:43] [Kenneth Berger]
English:

I'm a recent tennis fanatic, so it was one of the things | picked up during the pandemic, so | really enjoyed
Netflix's Breakpoint because it's a documentary on the best tennis players in the world. | just find it so... |
don't know. It is just beautiful seeing how everyone is the same because all these people, they all know
all the strokes perfectly. They're technically perfect in pretty much every way. And so it really is mental.

FROCENIR:



HERILA T MBKGE, XERHERBHEEFRNEGFZ—, FIUIIEFESENR Netflix B9 (B4 =) (Breakpoint),
FANER—MRTHA LRFNMNKEFHNERF, RRABRFBEIFE - HFNE, BESPAEB—F, X
HWRE, AAMEXEAN, MMM EE THRENEXE. WINELFREAEERA LIRS

Y. FRIAXERIZOIEEE

[01:08:10] [Kenneth Berger]
English:

For those folks, it is about working through resistance as well. When they have a that says, "Oh, I'm
behind. The other person is better. I'm not going to be able to do this." Are they believing that or are they
working through that resistance and saying, "That's just a story | have. | actually don't know what's going
to happen, but I'm going to try to win."

FRCERIR:

MFLEAFRN, XWEXTRRET. SMROENESR: ‘B, FEET. HHER. REFEX—
R MIZBERBIEE, EERRRIBMNEANHE: “BREFXAOHN. HELFHMESRKENFA, BHRE
BhER.”

[01:08:29] [Lenny Rachitsky]

English:

| love that you see coaching opportunities in everything even entertainment.
R EiE:

RERMFETAEERHEBIH SIS, EERRTED.

[01:08:34] [Kenneth Berger]
English:

| mean actually speaking of that, | mean, it's almost too on the nose, but there's this movie living from a
couple of years ago. This British actor is this sort of tough, old sort of stodgy government office manager,
and he gets diagnosed with cancer. And he has this real transformation where he thinks about, "God, I've
just been sitting in an office filing papers my whole life. What do | actually want to do with the last months
of my life?" And he builds this playground for children, and that's actually his legacy. Sorry, actually,
spoiler alert. Whoops, should've.

FRCERIR:

WEXT, BRAERAEAT, BF8/IERNBERMY (EZ0) (Living). XIREERPE—NTH. F
B, SROBEDAERIE, thRISHEERERE. tMEHT —HHEENKE, EE: “XW, HXEFH
PEDNREBREEXH. AREGSHRE/LTNAE, RERBMAA? * tWABRFIRTXNERT, LR
ERMBE, B, BIET. W, EAFRZRN,

[01:09:12] [Lenny Rachitsky]

English:



You mentioned tennis and you mentioned British people. | will actually be at Wimbledon this year in
London with my dad in July and we're going to host a meetup there while I'm there just for anyone
listening right now, just to give you a heads up.

FhSCERIE:

fRIEIT MEK, BiREITREAN. SF7BRRFMRFE—RLEECHERN, HIIEEREEN—HIEZ, R
RAIEERT BRNR R NEE.

[01:09:26] [Kenneth Berger]
English:

Awesome.

HRCERIE:

P

[01:09:27] [Lenny Rachitsky]
English:

How fun is that going to be? Okay, next question. Do you have a favorite product you've recently
discovered that you really love?

FRCERIR:

B=ZEEW! 789, TR, FREEREAXMAAFEENRN. EERAZNSM?

[01:09:33] [Kenneth Berger]
English:

Well, it's funny. | used to be a big wine aficionado, and | think as with many of us, | am discovering | feel
better with less alcohol in my life. And so one of the things I've been picking up is oolong tea. I've got a
little cup of Taiwanese [foreign language 01:09:51] in front of me, and | feel like it's all the nerdery that |
put into wine of regions, and varietals, and history and processing, but it's actually good for me. It's like
full of antioxidants and makes me more focused and | can drink it during the day. I've been totally going
down a nerdy tea rabbit hole, and | recommend it. Taiwanese mountain teas especially.

FROCENIR:

RAE®E, RUMBTNAREREE, HANMKNTROFZA—E, BREAREEPOBRBERTELTF. FIUEZ—
EEERN—HERE5LEE. ZEME—/IWEENEWLE, RRESRICHARIEENRR MG LEBRET
FHBF~X. @it BEMMITIZE, EXWNFEFL. eESNEEF, LHELZE, MEFXRITUEARX
15, HEEMATHRFZHE “RFR" , FHEEFE, FHIREEBLFR.

[01:10:16] [Lenny Rachitsky]
English:

| got to give me some of that. | always have tea here when I'm doing these podcasts. I'm a less
sophisticated tea drinker. | just go with Earl Grey, but a really nice Earl Grey, and so I'm going to have to



buy some of this. Do you have a place in a brand you recommend most?

FRSCERIF:
BEFL, BEBRETNRREARESE, RE— I FAHTHBEA. REBREAES (EarlGrey), EER
BMIEFEFIRBERES, FIUREIAXD, (RERHEEN RSN T EE?

[01:10:30] [Kenneth Berger]

English:

There's lots of great stores online. You can check out teafromtaiwan.com. That's a good one.
FRCERIR:

M EERZRENEIE. RRILUESE teafromtaiwan.com, ABENFEEHIMLL,

[01:10:36] [Lenny Rachitsky]
English:

They're going to get a bunch of traffic. They're like, "What the hell just happened?" Teafromtaiwan.com
amazing. Do you have a favorite life motto that you often come back to, find useful, share with friends or

family and work around life?
FpERIE:

ISR —KRRE. 1= “BIRAETHA? 7 teafromtaiwan.com, KiET. FEEERENRH
ANERE, BREERERE. RFEA. SOELAFRIELFEETEAHN?

[01:10:52] [Kenneth Berger]
English:

I mean, | pretty sure you can guess, Lenny.
R EE:

HARIREESEE], Lenny,

[01:10:54] [Lenny Rachitsky]

English:

| wonder what it might be. | wonder what it might be.
FRCERIE:

FERHNEZRE 4. HEEZZEH 4.

[01:11:00] [Kenneth Berger]
English:

So this is actually part of why | started writing this book, is because my friends were probably annoyed
with me telling them, "Have you asked for what you wanted? Ask for what you want." Because yeah, it's



best advice | have is to ask for what you want.
FEiE:

XEfF EBRHAEEXABHELRE, HAXNRARINIAEEERAZRSIFMIT: “RAODRMEENT
13? AOEMEEN” FARH, RELENRFHNBRINE: FORIREERN,

[01:11:15] [Lenny Rachitsky]
English:

It all just comes back to that final question. We've been talking a lot about asking for what you want.
Kenneth Berger, what do you want?

FROCERIR:
— X EE TN RELNER. K1—EEW “FOBRBEN" o Kenneth Berger, REAEA?

[01:11:25] [Kenneth Berger]
English:

Ooh. All right. Well, I think for me, Lenny, you are already an industry luminary with thousands of
followers. | am interested in sharing more of these ideas. So if y'all would come follow me on LinkedIn
and subscribe to my newsletter, I'm going to be exploring these ideas and sharing more of this stuff
because | just am so passionate about it. I'd love if you'd come and join me in that journey, bring
questions and ideas, and I'd love to talk about this stuff because I just find it endlessly interesting.

FROCENIR:

MR, $FIE, FAEXWFRN, Lenny, (FEXRBEMT LHERENTURANT . ZEMBIEESXERZL,
FREL, SIRAZKEEE Linkedin XEFRHITHENNFEN, FRBERRXLEREIHDIZTEZRE, AAEX
LT AIE. FABLEIRMIEMAILRIIRIZ, REREMEE, HREEIIERXE, RARREEXIFEERER.

[01:12:00] [Lenny Rachitsky]

English:

But you're working on a book along these lines at some point that will come out, right?
R EE:

BREEE—AXTFXAENS, RESHARAY, *E?

[01:12:03] [Kenneth Berger]
English:

That's right, that's right. | am working on it in book form, but part of what I've been doing is | realize |
want to work on it in community. Speaking of asking for what you want, | mean, for me, it's not just about
my vision and my framing, but I'm a coach. I'm not just about big ideas. I'm about making a difference for
my clients. And so | realize, if | really want to make a difference with people, | need... It's like a product, |
need to get out in the world and test out these ideas and see what lands with people and what's effective



for them and what works, and hear the stories and really get into it. So that's kind of why I've been

putting myself more out there.
R EIE:

R, R, WETEUBNERNAITEE, EXFIRIBBEHKFPH#ITEE HE “AOBFERERN" , X
FRW, ZRAMNRKFHRHBRMER, RR—BHEF. HARBXRIRANERE, BXENBNERNER T
KoAZ, FRUAERIRE, MRFENBXNAN=ERMW, REFE- HEMTm—F, RFEEFHFRHEN
HXERE, BEMLERSHEANTHHL, MEXMIIER, WIREINSRSEHFEERANESR, XHMENTA
HESZHRETRBC,

[01:12:39] [Lenny Rachitsky]
English:

Amazing. So along those lines, two last questions. Where can folks actually find you online and follow the
stuff that you're writing and how can listeners be useful to you?

FRCERIR:
KET . BBA, REFENNE. ARFTUEMEELIREFHXEMRERINE? RPN ERIR?

[01:12:47] [Kenneth Berger]
English:

So you can find me on LinkedIn. I'm Kenneth Berger, B-E-R-G-E-R. So please follow me there. Subscribe to
the Ask for What You Want newsletter. And you can check out my website, kberger.com, K-B-E-R-G-E-R.

AR ERIE:

fRAJLATE LinkedIn £ EIFK. F=E Kenneth Berger, B-E-R-G-E-R. BEEMEXRZEHK. TR “FOEMBEE
8" (Ask for What You Want) BYZE@ifl, (REEILIEBIKBIMIG kberger.com, K-B-E-R-G-E-R.

[01:13:01] [Lenny Rachitsky]
English:

Kberger.com. Kenneth, you're amazing. Thank you so much for sharing so much wisdom with us. | think
we've helped a lot of people. Thank you for being here.

FROCENIR:

kberger.com, Kenneth, fR&XIET ., IFERGMRERINNPEXLAZER, BERINELENTRZ A HH§HR
BEHRo

[01:13:09] [Kenneth Berger]
English:

Thank you.

FSCEiE:

il



[01:13:10] [Lenny Rachitsky]
English:

Bye, everyone. Thank you so much for listening. If you found this valuable, you can subscribe to the show
on Apple Podcast, 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 lennyspodcasts.com. See you in the next episode.

FRZERIE:

B, &, FEZEKT. NRMEREXHTEENE, ILUIE Apple Podcast. Spotify S{RE RAVIEE R
AEITRAT B, i, BEERABITAIHE TiFE, AAXHLEREBEMITRIRIIAER, RAILIE
lennyspodcasts.com X EFIEFIATER TRESXTATENES. THTHE R,



