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[00:00:00] Kim Scott
English:

If you say, "Do you have any feedback for me?" You're wasting your breath. The other person's going to
say, "Oh no, everything's fine." The question that | like to ask is, "What could | do or stop doing that would
make it easier to work with me?" Do not write down my question because if you sound like Kim Scott and
not like yourself, then other people are not going to believe you want the answer. It needs to sound
authentic to you, and if everybody can write down their question, who they're going to ask it of and then

pop it into their calendar right now, this will be one of the most productive podcasts in all of podcast
land.

AR ERIE:

SNRMRIE):  “RNFBEFHARED? ° BRIBELBEOS. WABERWR: B, &, —IEHEFHN.” ZEX
EREERE: “BEMEMA, HEFLEREAA, BILRRESEERERNL? * EFEERRYRANRIE,
EAMRIRIFEREE - HiEMF (Kim Scott) MARIRED, HNAMASZBEMEEOVEEER, ELMIE
KIRMEREEN. MRS MAREHES TECHRA. TR, ARUZBEHERRER, XE=

NEMEERRSTN—HTE,

[00:00:33] Lenny
English:

Today my guest is Kim Scott. Kim is the author of Radical Candor, which is the single most referenced
book on this podcast. The book has sold over 1 million copies, has been translated into twenty-three
languages. It was such an honor to have Kim on the podcast. Prior to this book, Kim was a CEO coach at
Dropbox, Qualtrics, Twitter and many other tech companies. She was a member of the faculty at Apple
University. Before that, she led AdSense, YouTube and DoubleClick teams at Google. Prior to that, Kim
managed a pediatric clinic in Kosovo and started a diamond cutting factory in Moscow. She's also
working on a new book that you can pre-order now called Radical Respect. In our conversation, we get
very practical and very tactical about practicing radical candor. Kim briefly describes the core idea,
shares, language and phrases and words you can use to get better at practicing radical candor.

AR ERIE:

SRNEEESE - IR, &2 (WIKEBE) (Radical Candor) —HMEE, XABEAEZ P |IBXEHS
ZHB, ZPHELRMK 100 A, HEEIEN 23 MiES. EBBFIESNMTHBEERRNRE, EEXEHZ
g, & B 7 Dropbox. Qualtrics. Twitter ¥ZRE X ABHEE CEO #H%k., MEBEERKFE (Apple
University) B985, 7EIbZA], MESITISE AdSense. YouTube #1 DoubleClick ElfA. BERZHI, £1E
BERXEES—R) B2, HEEHBEGNT —REETE . WBEFIEEESHP (TIKEE) (Radical



Respect), MEBLERIUINIT, AHNBIEF, HNFIFESEERARNEMBRIVIFRSERE “BIRER -
ERERR TZOER, HOZETIRAIUAREAXDENES. RIENE,

[00:01:24] Lenny
English:

She shares tips for people-pleasers like myself. Also, a lot of very concrete advice for how to get feedback.
Also, what to do if your culture is on the ruinous empathy side of the spectrum, or even worse, obnoxious
aggression and so much more. | guarantee listening to this episode will make you a better leader and a
better employee. With that, | bring you Kim Scott after a short word from our one featured sponsor for

this episode.
FRCERIE:

MR BRIXER WIFEART BHTEN 1tl:$7|~, EBEXTIERBRRIGHAEEFEN. FY, tEHR
TR ABRXUL T “BWREERL” B—iF, HEEE, &F “CARTEHERIE" —KHZEAD.
HRIE, AFEX— %itfﬂ?ﬁﬁh%ﬁ?‘ﬂ’ﬂux‘—ar%ﬂmlo EHNERZR, Fli—ERIFA A EREE
&, BEAEHERE - iRl

[00:01:50] Lenny (Sponsor Message)
English:

You fell in love with building products for a reason, but sometimes the day-to-day reality is a little
different than you imagined. Instead of dreaming up big ideas, talking to customers and crafting a
strategy, you're drowning in spreadsheets and roadmap updates, and you're spending your days basically
putting out fires. A better way is possible. Introducing Jira Product Discovery, the new prioritization and
road mapping tool built for product teams by Atlassian.

AR ERIE:

& LTS RERERAN, BEARNEERLSMFNERBERE, MEKBEERERHERNEIE. 5EFRIKE
HIE LG, MEASTEEFREMBLEEHP, BREEILT “BA” . HEEFBEFNHE, WENA Jira
Product Discovery, XEH Atlassian A= mEAITEN MR HFMEBREE TR,

[00:02:17] Lenny (Sponsor Message)
English:

With Jira Product Discovery, you can gather all your product ideas and insights in one place and prioritize
confidently, finally replacing those endless spreadsheets. Create and share custom product roadmaps
with any stakeholder in seconds. And it's all built on Jira where your engineering team's already working.
So true collaboration is finally possible. Great products are built by great teams, not just engineers, sales
support, leadership, even Greg from finance. Anyone that you want can contribute ideas, feedback, and
insights in Jira Product Discovery for free, no catch. And it's only $10 a month for you. Say goodbye to
your spreadsheets and the never-ending alignment efforts. The old way of doing product management is
over rediscover what's possible with Jira Product Discovery. Try it for free at atlassian.com/Lenny. That's
atlassian.com/Lenny.

AR ERIE:



@i Jira Product Discovery, {RE]LUEFIBERN”REIEFIARERE—L, HEBEOMBEMER, =L
RBBLEESER T HBEFRE. RE/LVHEIAIEASEMFEEXESZEFN~REEE, MEETE2H
EEMRNIZEANEEEFERWN JirazE, REBEENMEETRATEE. FAN~REHFERNENITIE
B, RAXRIREN, FEREHEXR. NS2, EERMSIH Greg, MBI AR LUREEE Jira
Product Discovery FR#E IR, RIGNIAZR, REEAER. mMAIREKR, SBRE 10 £x. S7BFRE
AT IERIFTFT I, BN~ REEARBSELER, #@1d Jira Product Discovery B A IMLIRAIE. 1BIA
i) atlassian.com/Lenny & &t A,

[00:03:13] Lenny

English:

Kim, thank you so much for being here and welcome to the podcast.
FRCEE:

&, IFEREIREER, JDLREFER,

[00:03:17] Kim Scott

English:

Thank you for having me. I'm excited for our conversation.
FRCERIE:

EHEREDEIS. IR E,

[00:03:20] Lenny
English:

Your book, Radical Candor is the single most recommended book on this podcast. | don't know if you
know this podcast well, but at the end of the podcast, | ask every guest, "What are two or three books you
recommend most to other people?" And your book has come up the most of any book mentioned on the
podcast.

FROCERIR:

fREVH (WERIBIR) BEABEPRIEFIHRZSHE. HANEREETHEINEER, EESHTENRRE,
BEzRSUEE. “FREFLIANR=ZABEMHA? * MIRBBERERRERZH.

[00:03:37] Kim Scott

English:

Amazing. Well, tell your listeners | love them and I'm grateful to them.
R EE:

KiET . BEREIRBIIAAR, HEMN], BIEEREMHI1.

[00:03:45] Lenny



English:

Okay, they'll hear this. So I'm really excited to have you on chat about all the things that you teach and
your book. For people that have heard the term Radical Candor, have maybe skimmed the book, maybe
even read the book a while ago, but don't truly remember or understand the concept. Could you just
spend just a few minutes giving a high level overview of the concept of Radical Candor?

FRCERIR:

989, MIZAEIE. FHIFEHMEIREBIBIRRMIRBERIANBTMIREI . X FIRLET “WIEKEH X
i, XEFVEMIE, EERAUMNBIEAKIZEITIEBRXMESHA, (REETEER/LIHEE, MSEE
BA—T “WIEIBE" AIEER?

[00:04:04] Kim Scott
English:

Absolutely. Radical Candor is just what happens when you care personally and challenge directly at the
same time. And | think it's probably best understood by what it's not because we all fail on one of those
two dimensions or both of them multiple times a day. So you can think about it as a two by two
framework. On the vertical axis is care personally, the horizontal axis is challenge directly. What happens
when we remember to challenge directly, but we forget to show that we care personally. That is what |
call obnoxious aggression, and it's really important to distinguish between radical candor and obnoxious
aggression. | think one of the mistakes that people often make about, and I've gotten a lot, you write a
book about feedback, you're going to get a lot of it, and I've heard a lot of feedback that sometimes teams
will be rolling out the idea of Radical Candor and someone will charge into the room and say, "In the
spirit of Radical Candor," and then they act like a garden variety jerk.

FROCERIR:

B, “HIRIBEIR” MESMERME “DMAXD” (Care Personally) # “EH#EPk&L” (Challenge
Directly) BYFRR4ERIRS. KINWBITHRE “FRAA” REBREAIEERIFN, AAENEMASXES
FEHP—NMEERFRNEE LRXWZ R, (RAILIBERRE— 2x2 BIEMFESR, A2 “PAXRL , 1#Eil
= EERG o HEIMERE BEAE MSTRIE “DPAXL B, SREMFA? BRERFEN 2
ANREBHREEE” (Obnoxious Aggression), X473 “WIEEBIR Ml “SAREBHEREME FEFEEE, AL
W—PMERE— HRWEITRERE, EFEE T —FAXTRIGENS, SESWEIRE —HKINRELEPAEHE
17 ‘MR B, BARMHEEN: “ANEUREBRER-- , AERMEEMIKYTENRSR.

[00:05:00] Kim Scott
English:

And that is not the spirit of Radical Candor. That's the spirit of obnoxious aggression. And obnoxious
aggression is a big problem. It's a problem because it hurts other people. It's also a problem because it's
inefficient. If I'm a jerk to you Lenny, then I'm going to send you into fight or flight mode and then you
literally cannot hear what I'm saying, so I'm wasting my breath. But | don't know if this is true for you, but
for me, there's a third problem. And the third problem is that when | realize I've acted like a jerk, when |
realize I've landed in obnoxious aggression, it's not actually my instinct to go the right way on care
personally. Instead, it's my instinct to go the wrong way on challenge directly and to pretend that | agree

when | disagree, and then | wind up in the worst place of all, manipulative insincerity.

AR ERIE:



FIRATZE “WIRIER HEHE, BE “SARTHEENE . XMHEREERIKE#, BXESHGEMA;
HREMERT. IRFETRMESENERE, XE, RN ‘G’ &, RAEMRBARIFRHE
BEHMTA, BRMEREEREOS. MEXMERGEEE=1TE: YEERIBSKRIESEGENER, BAT
“CARENREEE” BY, BNAERBERAZRER “PAXLY” , MERBBIRN Bk —RE
FIERELHARENSE, SRMENTRERNE:  “E0H824H” (Manipulative Insincerity) .

[00:05:48] Kim Scott
English:

And it's kind of fun to tell stories about obnoxious aggression and manipulative insincerity. If you watch
The Office or any show about problems at work or problems in any kind of relationship really, you're
going to see a lot of episodes about obnoxious aggression and manipulative insincerity. But | think the
real rub comes and the fact that these, even though this is what we like to talk about, these two problems
are what we like to talk about, these are not the most common problem. By far and away the most
common problem occurs when we do remember to show that we care personally because you know
what? Most people try to be nice people. So we do remember to show that we care personally, but we're
so worried about not hurting someone's feelings or not offending them, that we fail to tell them
something they'd be better off knowing in the long run. And that is what | call ruinous empathy. So that is
Radical Candor in a nutshell. That's the TLDR. But please do read.

FROCERIR:

HIAXTF “SAREGHRIEME" M “EHERIN WERERATRN. WRIFE (MAE) (The Office) fE
X FRZAEZARRRBEISE, FRBHRZXEBT. BEENBRET, RERMNEWIHEXHE A
A, BElHTEREENRH, HEFNLE, RERNEFELEEISRINNE/RAL “PAXL H—R
NRZHANEBBE TN FANEFROMA, ERAXKEBMEENARRBIHEILH T, FHigieSiFth(]
—EMKIZREWNMIIEBRNEB. XMERARN “RARMENEECL” (Ruinous Empathy). XztE “#)
B MEERE. X “AKFE” R, BEERFAREZRERS.

[00:06:40] Lenny
English:

Amazing and we'll link to a diagram of this two by two for people that aren't visual thinkers and want to
actually see it. So just to make it super clear, if you're challenging directly, basically being very candid
with feedback, but it's not clear you care deeply about the person, you call that obnoxious aggression.

AR ERIE:

XiET, RN HPLIFRATEBLE., BEREEXTEENARMEE. FIUATREEBTRE—R: NMRFE
ZREkE, WRERIGIEREER, EFEERALIMNRYIRONT, RIFZA “L ARERIEREBME -

[00:06:40] Kim Scott
English:

Yes.



[00:06:57] Lenny
English:

And if you make it clear, you care a lot about the person but aren't actually giving them direct candid
feedback, you call that ruinous empathy.

FROCERIR:
SNRIRBBHFRTRIEE RO, EXNFEFHLEAMIER. BHNRE, MIFZH “RIENRERL” o

[00:07:05] Kim Scott
English:

Yes, exactly.

FRCEIE:

R, IERIL.

[00:07:11] Lenny
English:
Which of these buckets do you find most people fall into? Is there a percentage of people or companies?

FRCERIR:
REMKZBABTH—3K? BRE— T KREBAEH QB LLH?

[00:07:11] Kim Scott
English:

Yeah, | mean, | would say 90% of us make 90% of our mistakes in that ruinous empathy bucket. It's by far
and away the most common problem. But | think all of us make mistakes in the other quadrants as well.
And very often we kind of, | think one of, if I'm going to offer some self-criticism of this framework, it's
much easier to notice when one has been ruinously empathetic. It's almost like, give yourself some
critical feedback. "I work too hard." But it's much harder to notice when we've been manipulatively
insincere and obnoxiously aggressive. And maybe | could have named those things because very often
manipulative insincerity is sort of self-protective insincerity. Very often obnoxious aggression is just
extreme frustration. So | want people to use this framework not to judge themselves or other people
harshly, but like a compass to guide specific conversations with specific people to a better place and to
help us understand when we're going in the wrong direction, which we are all bound to do on a daily
basis.

FRCERIR:

Ry, FARWEATF 90% BIATE 90% BIER FIEMHEHMET “RAMHEEL . XEREFNLEREIERNE
Ao BEIANBENFABEALSEHMRRICE, MEEE —IRZENXMERM—<BERMITNE—F
REIBCEAT "BRAMEHNEELD” BER5FE. XERGLECRMTRELME “WIFXEHT” . BE
FIRFIBCANMBAT “EHRERN = CARGHEELE" WSS, BIFRZLENENNETF, BN
“ENRERN FER—M "BREREIPNBERT , T LARGHERLE" FERRRENRKRE. PRI



REMNMVEAXMERATZA T FHEAIBCHMA, MBILEHFEREH, 5ISFSRHEANFENEER
BIHER, AERIMNERANERT —mEMNSIABRBERZER.

[00:08:26] Lenny
English:

| want to talk about all those things and also how to get better at these things. But before we do that, it's
very hard to change. And it's also hard just to challenge directly innately, it's hard for people to be candid,
just to give people a little motivation to invest in this skill. What sort of impact do you see when people

develop the skill of being better at radical candor?
R EIE:

HEMFFEXEER, URMNMRAXEES]. EEBZEH, AEEREEN. REBRLERIBREYE,
MNRMEFENIER, ATARR—REAERAXDEKE, MENIANEET “WEER BKISE, =
EtaFEpRm?

[00:08:48] Kim Scott
English:

When we get better at radical candor? | mean, I'll tell you a story in fact about the impact it had on my life,
some radical candor, but the sort of abstract answer to your question is we build better relationships and
we do better work and we're more successful and we're happier. You ready for a story? Let's do it. Love
stories. Okay. So shortly after | joined Google, this was now a very long time ago, 2004, | had to give a
presentation to the founders and the CEO about how the AdSense business was doing. And | walked into
the room and there in one corner of the room was one of the founders on an elliptical trainer wearing toe
shoes and a bright blue spandex unitard, super tight, not what | was expecting or frankly wanting to see
in the room. And there in the other corner of the room was the CEO doing his emails like his brain had

been plugged into the machine.
FZERiE:

HEMNBEEERK “WIKER 4? ELHATLSGIMRF NS, XT “WREE WREETENRM. B
F—REIEMOEE: RMNEBUEHFHARXR, MEEFNIERR, TEEMI. ERER. E&FITH
ET0E? JATFEE, RERARE. Fi. ERMANBTEFA, BRRALURI 2004 F, FLA@EEIEA
(HI 2 - MBMFIRE - M) M CEO (REe - MEES) IR AdSense W S3H#HR, FE#HKEE, HE—1
AEE, HP—IIs AN EIREHEN, FERAUMEN—HREENILESK, BRES, BTeTE2HM
Fiep EAREARREERERERINRR, MAES 1A%, CEO EERIERMEF, REMAIAMMEGERE
EMNEE E—#%,

[00:09:49] Kim Scott
English:

So probably like you in such a situation, | felt a little bit nervous. How was | supposed to get these
people's attention? Luckily for me, the AdSense business was on fire. And when | said how many new
customers we had added, the CEO almost fell off his chair. "What did you say? This is incredible. Do you
need more engineers? Do you need more marketing dollars?" So I'm thinking the meeting's going all
right. In fact, | now believe that | am a genius. And | walked out of the room, | walked past my boss and |
was expecting a high five a pat on the back. And instead she said to me, "Why don't you walk back to my



office with me?" And | thought, Oh gosh, | screwed something up in there and I'm sure I'm about to hear
about it. And she began not by telling me what | had done wrong, but what had gone well in the meeting,
not in the feedback sandwich.

AR ERIE:

FRLL, AIREFMRBEIRXME R —1F, BRBIAREK, HIZEASEXEANEIER? =EHE, HE
AdSense ML SSIEE MR, HEREIFRIMEMT Z VMBS, CEO ZEmMEFLEETR. “MRRHA? XXF
ARNT, MEEEZTIRMG? FEESEHEMEND? 7 FIUKSRRTESWHITERIEF . FLL, HHY
HEERFECRNRAT . HELEE, EIFER (HWER - REER) B8, P& TEENRRES
BERN. SERWENFKR: “RAFARRERDAEEE? * FoB: BXW, REEH/MT 4, FLH
ERINT . FARIRIES, HRBRRKMBE T4, MEXRSIWNPRIRFHIMS —EFRZRAIPMH “Rik
=8R" AT

[00:10:37] Lenny
English:
It's acceptable, fully acceptable.
R EE:
(XTFIE) "R, TRaER,

[00:10:43] Kim Scott
English:

Not in the shit sandwich since the word, but really seeming to mean what she said. But of course, all |
wanted to do was hear about what | had done wrong. And eventually she said to me, "You said um a lot in
there, were you aware of it?" And with this, | braved a huge sigh of relief if that was all | had done wrong
who really cared. And | kind of made this brush off gesture with my hand. | said, "Yeah, | know, it's a
verbal tech. It's no big deal, really." And then she said to me, "I know this great speech coach. | bet Google
would pay for it. Would you like an introduction?" And once again, | made this brush off gesture with my
hand.

AR ERIE:

TR MR=EFR" (FBEMITIERE—ARX), MEMEERENERITED. BHA, HIFIA
IR EIRMEME T, REMNER: “MREREERTRZXR B (um), AREIREITIE? 7 IREX)L, &
KT -—O[S—URXMERME—HE, WEFR? RETEF, BT IFERNZESR. W, A
8, BEOKE, BERNKTAKRRTH,” ARMxHRGE: “BWIANR—NMRENEHRES, REFTEARSEX
£k, MBLLENE—TE? " RBRIEEFEELT,

[00:11:14] Kim Scott
English:

| said, "Oh, I'm busy. | don't have time for a speech coach. Didn't you hear about all these new
customers?" And then she said to me, "I can tell when you do that thing with your hand, then I'm going to
have to be a lot more direct with you. When you say um every third word, it makes you sound stupid."
Now she's got my full attention. And some people might say it was mean of her to say | sounded stupid,
but in fact, it was the kindest thing that she could have done for me at that moment in my career because



she knew me well enough to know that if she didn't use just those words with me, and by the way, this is
a really important point, she never would've used those words with other people on her team who were
perhaps a better listener than | was.

AR ERIE:

P IR, BRI, KEEHGEREG. MKAENARBERETAE? T REBNIR: HERD
¥, SREENFEN, REFTNREEE—RT. SMBRAMEARTE—T B B, XiRIFERRE."
X TR T HENER. BEATERN, MREIMERRERZET, BFLL, BRMAERRIWEE
BMZENEBIRCENST, RNEs 7 #K, MENREFHHABENIED —IRER—T, XRE
B, EASHENREMILREE TR ARBBEFELNE,

[00:11:56] Kim Scott
English:

But she knew me well enough. She cared personally enough to know that if she didn't use those words
with me, | never would've gone to visit the speech coach and | wouldn't have learned that she was not
exaggerating. And this was news to me because | had raised millions of dollars for two different startups
giving presentations. | thought | was pretty good at it. And it really got me to thinking sort of why had no
one told me. It was almost like | suddenly realized I'd been marching through my whole career with a
giant hunk of spinach in between my teeth and nobody had had the common courtesy to tell me it was
there. So why had no one else told me. But what was it about her leadership style that made it so
seemingly easy for her to tell me? And as | thought about that, | realized it really came down to those two
things.

FROCERIR:

Bttt 7 5k, BBX O, FRUIENRANZABLER, TXTAIERERBL, URMKEFRR
R ELHKBEET AR, XWNFFRKRENHE, BAREBIEANRRIENLABDEETHELE
7T, B—EHRGECREKER, XEMILEAFBREE: ATAMKREEAGTFR? XMERRARIRE, &
BARMEES, BNFRE-—HEEE-—ARER, B ALTERIILESIFR. ATARIARER? mit
RIS AR Bt At i sIt ARt IR R EE? HHBE XL, RBIREIRERMEIHGF.

[00:12:41] Kim Scott
English:

She cared personally and she challenged directly. She cared about me not just as an employee but as a
human being. For example, when my father was diagnosed with late stage cancer, | was devastated and
she could tell that | was devastated. And she said, "Kim, look, you go to the airport, fly home to Memphis,
you need to be with your family. Your team and | will sit down and write your coverage plan." That's what
great teams do for one another. And those were the kinds of things, that was the kind of thing that she
did. She couldn't do, of course, for all 5,000 people in her organization, no matter how talented you are,
relationships don't scale. But she did do those things for her direct reports and the people who she
worked most closely with, all of us.

AR ERIE:

WEET “PARC” M OEERE o tAMEERIMR T, TIEFRIM—TNTEBIARKD. flg, =K
SGRWIZUTHEEAERRERRY, FART . MWEERLR. WiK: ‘&, E, MIUEMENT, (EIRIFEHEX,
RBBEMRAE—IE. HAMRHESSTRE— M TIEEIT.” XMENBRRR ZERMEIE. it



ERMXEFBENA. HA, WTENARERN 5000 ABXFM, TIRIREEAE, ARXRBLEMNEL
Y, (BN ER TEMSH TFREZNA—EmERINE A —ME T XL,

[00:13:27] Kim Scott
English:

And when a leader treats their team, the people who they interact with on a day-to-day basis with that
kind of real care, then it's much more likely that their direct reports in turn are going to treat their teams
with real care. And that creates a culture of caring. And even though relationships don't scale, culture
does scale. So that was part of it. But of course there's also this challenge directly part which is equally as
important. And | learned very quickly beyond a shadow of a doubt that if | screwed up, she was going to
tell me and she was going to keep telling me until it penetrated my sometimes thick skull.

FRCERIR:

H—UASE UXMEIERNXANFMIE, WEBEREEMBARN, tiINEETEMERAIEE
ERUBERNXANFE SHE. XFMENET —HXMA . BAANRKXRTEMEN, BRI UMER
E, XRREZ—. HA, &8 "Bk N, XRFEE. HRRMHETRE: WREBMT, it
—E=HIFHK, MEZ—BRIIFPBRAFENRRNEERENLL,

[00:14:07] Lenny
English:

I had a manager that was also very good at this. He was very good at just giving me very direct feedback,
and | knew that he was only doing it because he cared about my future. To kind of follow this thread and
get a little tactical, is there language or phrases or ways of communicating that you recommend people
use to either challenge directly and avoid people getting defensive or make it clear you care deeply?

AR ERIE:

HELUE—(UKLEFEERX—R, tIEBERAHRERNRE, MEMEBIAMIZENMBROZIHR
Fo IREXNBE, HNPHHEARRE: MELKEHEENIES. EEIDEL RN, LANBREERRERGHF
BRI PO, XEERRMZREHIRYIBIRC?

[00:14:31] Kim Scott
English:

People always want me to give them a script. And the problem with the script is that if | write it, you're
going to sound like Kim Scott and not like yourself. And then people won't really think you mean what
you're saying. But | do think there are some important things to consider when having these
conversations. | think you want to go into the conversation, and by the way, everything I'm about to say
applies to praise as much as it does to criticism. And | want to pause for a moment. That story is helpful
because that's the kind of thing that has happened to so many of us, that's not unique to me. However,
praise is even more important than criticism in terms of radical candor. Radical candor is not all about the
boss giving the employee criticism. It should always start with soliciting feedback and it should include
more praise and criticism, but anyway, way without offering up shit sandwiches.

AR ERIE:



A2 2REHGMIT—TEIZ. BRIANEEET, IREHEN, MITERMEEE - HitsmA2IRE
Eo%#%%,AMMK%W%WmE@iEMOﬁﬁﬁ+uhfﬁﬁﬁ%ﬁ%ﬁ,ﬁ LEENEBRES
B. Bk, # ERTHRE, LEATHIN. IBEFEEH—T:
BIMIEREEY, ANBRRERRNRZAT LS, HIFERIRE, AW, £ “WEER F, BXEE
%Mﬁﬁigo“Mfﬂﬁ”#TAE%WmﬁmI,bfﬁ%%MﬁR&u 15, AENZESEHITES
BUBER. LA, RIRERAEAIMEND “BWR=PRE" -

b

[00:15:31] Kim Scott
English:

So anyway, | think that the important thing for these conversations, these sort of two-minute impromptu
moments of management, is to go into the conversation being humble. To me, | call it candor and not
truth because if | march into a room and | say, "Lenny, I'm going to tell you the truth." I'm kind of implying
I've got a pipeline to God and you don't know anything. And that's not what this is all about. This is a
dialogue, not a monologue. So to me, candor implies here's how | understand the situation. I'm also
curious to know how you understand the conversation. So you want to go in being humble, you might be
wrong, and that's totally fine. Omniscience is not a requirement for radical candor, thank heavens. So you
want to be humble. You want to state your intention to be helpful. You want to remember in your own
head and you want to make it explicit to the other person that you're telling them this to help them.

FROCERIR:

B2, AN FXENE—BRERME I HNEINEERRZ —REEN—RE: HERDEAIE.
MERW, FHAMzA B (Candor) MAE “BEMR” (Truth), EAMRHEHEER: “KE, RESFK
fREME" , RELRERTHRERE T EFORAMR—FLAN. XFAFZRNVR. XNZ2NE, MAE
RB. FRAMERE, “HE ERE "XERRNERNIER, RURGFHRIMFERN" o FRURERE
i, RAJRERER, K2R, BRI, “2M2Ee” HAR “YKER NEX. MUERD, =
REAIMEMEBNEE. REEMFEICE, HENARHER, MEFMITXEZN T M.

[00:16:25] Kim Scott
English:

You're not trying to be dominant or kick them in the shins or anything like that. You're telling them this
because you care about them. So you want to state your intention to be helpful. You want to have these
conversations right away, almost immediately. | mean, there's exceptions to everything I'm saying. None
of this is absolute. But usually if I'm telling myself and Lenny, you can tell me if you have the same
problem, but if | tell myself, Oh, I'm going to wait for a better moment to tell this person this thing, what
I'm really saying is I'm never going to say. So if the purpose of praise is to tell people what to do more of,
and the purpose of criticism is to tell them what to do less of, why wait. So you want to do it immediately
unless you are so upset that you're going to say it in a terrible way or the other person is so upset that
they can't hear you. But usually that's not the case.

AR ERIE:

MABRRIMEZECH, HEBMINERES, HEMSEMUNE. (REFMENZERAIRROMAI]. FrAZE XA
ANEE, MREILMHTXEMNE, JLFBUL. A, HRNFABEIEEHREFS, SBEFARENE, EES
MRFEFEC—KE, FAUSFRARSERFNENE —INRENECH: B, REF—IEHFH
HBSFMXGE , REENERHELE “BWKEZASRT” . MREAXZNENZSFANSHMESA,
HITH BRI EIFAMNMEER A, BATAEFR? PRUERIEATE, BRIFRIRBECHIZSBRRETS
TURAERE, ENSBEXITAHIRETE, EBEBRFAFIFNL.



[00:17:16] Kim Scott
English:

You also want, and in the before times | used to say have these conversations in person. Now | say have
these conversations synchronously and I'm going to recommend phone over video. There's a lot of
evidence coming out of University of Chicago and probably other places, but that's the article I've read
that there's more noise than signal in facial expressions and body language, especially if somebody is just
a little square on a computer screen. But it also may be true in real life, like the phone actually may be
one of our best communication innovations of all time because when you're talking to someone on the
phone, you're listening to the words that they are saying to you, and that is really what you want to do in
this moment. So make sure that you're having these conversations synchronously, because what you

want to do next is gauge how it's landing.
R EIE:

B4, 7ELUE, REWUELER. RERSRE ‘A" %, MEARERFRIEMAZMIM. SMEFAFE UK
Hitt 5 B R ZIHERA — XERRINXE —EFRBENREESTNRESTES, LERIEMNAR
BRMESE LEN— N NFRE, BENEEERAEEIMEE, BIELMF EFATERRIEEURREANDRE
iz —, EAHMNENBRIEN, RS TFHARMRENE—NE, MXESRB—ZIFEZMAT. L
EMRRELDE, ARTETREHNENRTHFNIRE (Gauge how it's landing) .

[00:18:15] Kim Scott
English:

So I'll talk about that in a minute. And you can't gauge how something is landing if you're sending an
email or a text, and Slack is just a feedback train wreck waiting to happen. | once coached someone who
kept giving feedback over Slack and | finally just quit coaching him. | was like, "If you keep making this
mistake, | can't be your coach." So don't do that. Take a moment to pick up the phone and call the
person. Go back to those old AT&T commercials when | was a kid. Reach out and touch someone. You

want to show you care.

R EIE:

BIEEZIFARRE—R. WRIRKBHIIERE, REEMENLHIRMN, MM Slack BIEMZ— M FRAERN
RiBEwRMIT, REEEHST— A, E2EE Slack AR5, REREEMGFHRSM T, HiX: “WRMR

—BEIEXMNEIR, BOELMRBNBER.” LB EM. EaEEREIETAN A, G/ IHEIRLEEE
AT&T & EHM:  “BHFE, MEhEAN” (Reach out and touch someone), {RERIMHBIRAIFETro

[00:18:52] Kim Scott
English:

So let's review. You want to be humble, you want to be helpful, you want to do it immediately. You want
to do it in person or at least synchronously. If you can't do it in person. You also want to praise in public
and criticize in private, and you don't want to give people either praise or criticism about their
personality. So if you want to remember all that, it's HHIIPPP, two H's, two I's, kind of three P's depending
on how you count.

FROCERIR:



FRAEAIESI—T: Ei%# (Humble), EBIA (Helpful), ZEiZE1T5) (Immediate), BEYEHNELES
(In person/Synchronous) . WRIRFEELHE K, WERT ., (RIEELFHH (Praise in public) , FATHLITE
(Criticize in private) , HEAREH M4 (Personality) #HTHEHI#IT. WRIMBIEEXLE, BRI

HHIIPPP: B H, A1, RIBIRAVEE, KEE=1P,

[00:19:21] Kim Scott
English:

And so let's double-click though on this not about personality point. | think it's really important to
remember that for both praise and criticism, you want to use sort of context, observation, result, next
step. So context, in the meeting, observation, when you said um every third word, result, it made you
sound stupid. Next step, go to the speech coach. Also is important for praise, in the meeting context,
when you offered both sides of the argument, observation, result is it earned you credibility. Next step is
do more of that. So you can call it CORE, you can think about that as CORE. | used to call it CORN, but I got
some feedback that corn is like some shorthand for porn on TikTok. So | call it CORE instead, HIP CORE.

AR ERIE:

IEFEMTRANRIT—T “FHIIER X—=. HINNEBEEN—SZ, TEERBRELZHINT, BEFER: &
&= (Context). M2# (Observation). &R (Result). T—# (Nextstep). LLINER: ERNF; WR: H
RE=MARE—" B B, &R XIHRFEREE, T—F: EWEHES. BEURAEEE, 55
FRINF; ME: HFRELCANERFEN; £R: XAMRRETEE;, T—%: ZMXENE, FRAILIFR
279 CORE 228, FLABIE CORN, {BFURZIRIHER corn 7E TikTok £ porn (&15) MES. FriAFA
B CORE T, &iekmi2 HIP CORE,

[00:20:16] Lenny

English:

Wow, that is amazing. Thank you for sharing all that. So the E at the end stands for?
FZERiE:

B, XiFT. DR, FiU&EEARR?

[00:20:20] Kim Scott
English:

Next step, big E.

R EE:

T—% (Next Step), AGH Eo

[00:20:21] Lenny
English:
Oh, | see the E is the next, you skipped the N, clever.

AR ERIE:



MR, HBAET, EEnExtVE, RBLIT N, HIZFA,

[00:20:26] Kim Scott

English:

Yes. | don't know, clever or ridiculous. Maybe I should just call it HIP CORN,
FRCEE:

. HBAFEZRAXRER S, WIFRZEZMUTE HIP CORN,

[00:20:31] Lenny
English:

Right? No, | think either one's great. So you share this example of the speaking example. Maybe if we can

do another example just to reinforce this framework.
FEiE:
BIE? R, RE/FAIERLY . (ROZ T EHIGIF, BIFRITAIUBE—MIFRIEX MESR

[00:20:43] Kim Scott

English:

Let's do a little ruinous empathy.

R EE:

BATRE— RRMEERC” BBIFIE,

[00:20:47] Lenny
English:

Okay, great. Let's do it.
FRCEIE:

9, KET, FIag,

[00:20:47] Kim Scott
English:

How about that? That is the mistake. | think that | am really focused in the book Radical Candor and also
in my next book Radical Respect. That's the mistake | really want to eliminate.

FRCERIR:

BARE? XMEBRNEIR. KT (PWIEKER) UARENHP (MREE) FEHIEEXTXMEIR. XEREE
A E PRIV TR IR



[00:21:00] Lenny
English:
Let's do it.

FRCERIR:
FHQIHIE,

[00:21:00] Kim Scott
English:

Because ruinous empathy creates this false harmony, which is really bad. So here's my ruinous empathy
story. | had just hired this guy, we'll call him Bob, and | liked Bob a lot. He was smart, he was charming, he
was funny. He would do stuff like we're at a manager offsite playing one of those endless get to know you
games. And everybody was getting more and more and more stressed out. So start up, we've got a lot
going on. And Bob was the guy who had the courage to raise his hand and to say, "I can tell everyone is
getting stressed. | want to get to know all of you. I've got an idea. It'll help us do that and it'll be really
fast."

AR ERIE:

EA “BARMEEEC” RS MERNME, XIFEER. XEHHHEF: RIARNET DA, it
#%) (Bob), FREMM. fthEZEA. KA. WL, LB —RFNELERRZE, MK TH “BRKiF
X o ARENHEFRBA, EREEWAT, BRZFEIL. @HEBIEEIEFYR: "RERTIAKE
HNERKR. FETHARK, HETEE, RERIMTEZEN, MEFER"

[00:21:41] Kim Scott
English:

Whatever his idea was, if it was really fast, we were down with it. And Bob says, "Let's just go around the
table and confess what candy our parents used when potty training us." Really weird but really fast. And
then for the next 10 months, every time there was a tense moment in a meeting, Bob would whip out just
the right piece of candy for the right person at the right moment. And we all remember that was the
weirder thing. Like Hershey Kisses right here. That was what my parents used to potty train me.

FRCERIR:

FEMNERZRAHA, REBR, HIHMER, @K% “BNSEEF—B, Ba—TNHEXSEINERIL
MFFE AR AER.” IEEDIE, BHLRR. FTRVI0MAE, BHIWKFEKN, BFHEEEEN
YR AR ABLIEHEEER. HNEILT —XARELRMS —Lbi, “4, gz, X2
PR &)I1Z- T _E PR A RY.

[00:22:16] Kim Scott
English:

And so Bob was quirky, but he brought a little levity to the office. Everybody kind of loved working with
Bob. There was one problem with Bob. He was doing terrible work. He would hand stuff into me and
there was shame in his eyes. He kind of knew it wasn't good enough. He was very creative, but riddled
with sloppy mistakes. And | would say something to Bob along the lines of, "Oh Bob, this is such a great



start. You're so awesome. We all love working with you. Maybe you can make it just a little bit better." So
let's pause for a moment. Why did | say such a banal thing to Bob? | think part of the problem was that |
liked Bob and I really didn't want to hurt his feelings.

AR ERIE:

MFRATIE, BMLADAEHRTEMBTR. ARBEERN—EILFEY, BHEHE— TR T
RIS —HEIE, thRXARAELTAY, REEFEEM, MWELMERSTBT. HRESE, BRLZHONE
Ro MHESINEEHRMMXAFENE: 1R, 83, XB—PNEBFNFB. (RAET, RITMERMM—EL

RiSan REEHRENMT), HRENTRHGEHHRSE,

[00:23:05] Kim Scott
English:

So that was the ruinous empathy part of why | said that. But also part of the problem was something
more insidious, a little bit of manipulative insincerity, because Bob was popular and Bob was also
sensitive kind of. And there was part of me that was afraid if | told Bob in no uncertain terms that his work
wasn't nearly good enough, he would get upset. He might even start to cry and then everybody would
think | was a big, you know what? So the part of me that was worried about my reputation as a leader,
that was the manipulative insincerity part, the part of me that was worried about Bob's feelings, that was
the ruinous empathy part. And this went on for 10 months, 10 long months, and | was so puzzled the
whole time | couldn't understand what was going on. | learned much later that one of the issues perhaps
was that Bob was smoking pot in the bathroom three times a day, which maybe explained all that candy
that he had at all times.

FRSCERIF:
XMBHX AWK “RIMEREL” 249, BRETTEREBRRNERRA, —an ‘BN . BA

PHRZERD, MEMBRERER. ZFRORLE—MOEEN: IRKEFRGMMEFEIUN T FeFa
%, tad, EEFARIR, ARARKBIBFIHENK - REN. P, EBOESIFEARFEREBAR
BHE “EOEN , BORHRBRRHOBHLIE RREREL” o XMBERFELT 10T, BE 101
B, Z—EHRREX, FHBRET 4. RAUEERANE, EF—1TRENEZENSREMFAM=ZXX
R, XIFRERRT Nt At et E A R,

[00:24:11] Kim Scott
English:

But | didn't know any of that at the time. All | knew is that Bob was consistently doing bad work, but |
wasn't really dealing with it. And eventually the inevitable happened. | realized that if | didn't fire Bob, |
was going to lose all my best performers because not only had it been unfair to Bob not to tell him, I also
had been unfair to everyone on the team. And they were frustrated. Their deliverables were late because
his deliverables were late. They weren't able to do their best work because they were having to spend so
much time redoing his work.

FRSCERIF:
BERYRHRMEXE, FRAMERHNTE—ERE, BRHLEELIENE, B, Fa8RNEBERE
To BEIRINMREFBENS, BMERERERMAFTNRT, RARE B ERRNMMERATE, WHEH

ENE— T AT QF, MITEREIRER. RAMRBIZAYIERE], IIRRXMYHERET. WL ELE
HEREKTE, RAMIIASAERENEEMEZIRI TR



[00:24:46] Kim Scott
English:

And the people who were best at their jobs were going to quit because they wanted to be able to do their
best work. They were going to go to a different company where they could do their best work. And so | sat
down to have a conversation with Bob that | should have begun frankly 10 months previously. And when |
finished explaining to him where things stood, he kind of pushed his chair back from the table. He looked
me right in the eye and he said, "Why didn't you tell me?" And as that question was going around in my
head with no good answer, he looked at me again and he said, "Why didn't anyone tell me? | thought you
all cared about me." And now | realized that by not telling Bob, thinking | was being so nice, I'm having to
fire him as a result. Not so nice after all. But it was too late to say Bob because at this point even he

agreed he should go because his reputation on the team was just shot.
R EIE:

PBLERBRIENAZFR, BAMMEEERAIEFEMKEMAEIFE. taE5—KRELAENBEIRIFHQ
Gl T, HALTRMEBENEOE, BAN, XFKIERIZE 10 MARIMASG. SFHERTIRE, WEFFE
RTH, BMNEHMNRER: “MATAFRESFR? 7 YXNIFEERREPRIRAHR AR SRR,
EREERNR: “NHLKBEATFE? RUNMRNERIOR.” XNEATIRE, ANLEFEZHIEM,
HEUNZBEMIFAN, ERAOFESFREM. X—mBFiF. BREREHEIELRBRT, RAEMBS
HETZBEAT, WERARFHNEEEEYIRRT

[00:25:46] Kim Scott
English:

All I could do in the moment was make myself a very solemn promise that | would never make that
mistake again, and that | would do everything in my power to help other people avoid making that
mistake. It was so painful. It was painful for me. It was painful for Bob, much more painful for Bob
actually, and it was bad for the whole team and it was bad for our investors. We weren't getting results
because of my ruinous empathy and ruinous empathy slash manipulative insincerity. It's much harder to
admit the manipulative insincerity part. And that is really why I'm here talking to you because | want all of
your listeners to avoid making that mistake because it's the most painful and the most common mistake
that | think leaders and not just leaders, | mean all of us make this mistake in all of our relationships.

FROCERIR:

B—ZIFHME—REMBY, MEMEMAE CAE: RBEAILEHNHER, HARIBRE2NFEEMARR
Lo XXBET . WHEKRRREE, WHEPREERS, NEDPBEAAMEKNAREE RITEBRER. EAHK
By “RRMEREL” LUKk ‘BN, BIVREEZER, AL “EHRRN BBIERSEZ, X
HOREXBEMRRNERRE, HHZEBIRHFAERREEERIEX M E. RAAXZRHINNTARE —FNER
SE, MEFRNFBA—EMEARXRATRES. &K LHHEIR.

[00:26:41] Lenny
English:

| love that this also gives an example of the impact of getting better at this point of you'll lose not just the
people that are not necessarily great, but also other high performers on the team because they're seeing
people slip through the cracks that aren't amazing. And if you're not practicing this early, your team
basically becomes not high performing.



AR ERIE:

HERZMIF, AANCERRTIRFAXTMEENRIZM: WMRIMAREHE, MERENFNERLERAFFHA, &
BHEAFHESERAT . AAMIERRERMAMENATEKEE, NRFFARELEX—R, (REIENE
K LT A RFEE

[00:27:00] Kim Scott
English:

Yeah, exactly. You're going to lose your top performers. And | think very often people are afraid to tell
someone on their team when their work isn't good enough because they're afraid of losing them. But
that's not a good reason. You should be helping this person to improve. This person deserves to have a
job where they can excel and you either help them excel on this team or you help them find a different job
where they can excel, because everyone can do great work somewhere. And Bob could have done great
work. Maybe | would've helped him keep it to the weekends because he's very creative and very smart,
but the floppy mistakes just got in the way of his ability to do his best work.

FROCERIR:

i MERRETMRAT . HWINAANTEESHSFEARASMNNIERELE, RANEBOIKEM]. EX
HAR—MFER, RRNZEBXMAED . S8 TASESRE—MRELITHERENTE, MEBAEME
XTI EHEERE, BATE MK MANRKANEMIE, EAS AR MM HARBIR
Flo HEPNAFILUMBH HANMH. BIFRSEMBRE 257" BEAR, ENMIFEEERERELE, ERL
RERIEIRFERS T A 15 H B AE K Fo

[00:27:50] Lenny
English:

Following that thread, | imagine the reason you didn't tell him early, and most people don't do this well,
is many people are, you can maybe call them people pleasers. I'm a recovering people pleaser, I'll say. It's
just hard to give people hard feedback. You want people to like you. It's not a natural state for a lot of
people. What do you find helps people get over this kind of need to be liked as a leader and helps them
be more candid?

FRCERIR:

IREXMEDR, HRRIAVEERSIFUHNRE—HBRASERAMAFNERE— R ARZ AMEFMEH
GIFBART o HR/R, BRMR—NEERETRHN IHFE" . S ATFHRIRENRE, MEZEFHIASE
MR WRZARE, BHBEHAFZ—FEANRS. MAMEBHAHEEREHAFERRIM “WERNE
£, HEMIERFEERT?

[00:28:15] Kim Scott
English:

| think that one of the things that was helpful for me anyway, so you can tell me if it's helpful for you, was
realizing that my job was not to be liked. My job was to care about other people and to get out of my own
head and to become others focused is what helped me kind of let go of the need to be liked. | think that
also as a woman, | think there was something extra, as my teenage children would say, there was



something extra for me because the sort of likability- competence bias that a lot of women face pushed

me, especially early in my career, in the wrong direction on challenge directly.
R EIE:

BN EIEREEN—R2— FAUSFEXNPEEEA—PBRMERIRHFENITERERNT “BA
EN . BIER “XOMA” . EHEREN/NMER, BmXEtA, XEEBEKT T HRERFEE, It
oh, ER—RLM, BRESTEE—LMINIHkit. MEREETSERNZFIRNIE, WEFFEL “Tish
MER” , AARZSLMEIGS “EMAH58EHM®N” (Likability-Competence Bias) 7EFERV A ERHAIEF
HRT “BiEPG BEIRAR,.

[00:29:04] Kim Scott
English:

And it made it much harder for me to, because often | would say something and | would say it even more
gently than my colleagues who were men, but people would say, "Ah, Kim is a real whatever." And they
weren't saying, Kim is obnoxious. | was being unjustly accused of obnoxious aggression and it wasn't
obnoxious or they were accusing me of being bossy or or abrasive or whatever. And it's really hard. |
would also say when it comes to eliciting feedback, it's really important to be open to it and it's really
important to separate the wheat from the chaff from the feedback you're getting.

FRSCERIE:

X RTEER, AAEERE—EE, EEBNERSEHRETEEE, BANRR: ‘W, £E2M "
ARG EERESARE, BRIBEFAEMIETH “SARENERYE” , MABELHFASARE, 5
EMIISIEERBIEEA. £B5%, XENRM, HiTE8H, EERREN, ®SFARNOSIEEEE, m
BMMREIN KRGS “ESHEE BREEERE,

[00:29:41] Lenny
English:

So in this example of Bob, say you were to do it now, what would you do differently other than give him
feedback earlier? Is there something you've learned about just how you would've phrased it or
approached it?

AR ERIE:

FRUATEERZIRVG]F R, RIQIRIIERAIE, IRTFRGRE, MESMPLERRNE? XTOAEFHLE,
MRERBEF R AFREA?

[00:29:58] Kim Scott
English:

| think probably what | would do, and | would love to hear what you would've said to Bob too, | certainly
don't have all the answers, but probably what | would've said is let's go back to the first time Bob handed
work into me with shame in his eyes. | would've said, "Bob, maybe I'm misinterpreting the expression on
your face, but it looks to me like you are not happy with this. What's going on?" And so | would've asked
him to diagnose it himself and | want to pause on that because that can be very risky. He might have said
to me, "l think this is awesome. This is my best work," and now I've kind of made my job of giving him



feedback a little bit harder. So it's not always the right thing to ask questions, but | would've tried to ask it
before | had examined the work when | noticed that he looked uncomfortable himself.

AR ERIE:

BRERFAIEIXAM—HERERFFEIVERRA A, REEREREER —EBHRAIERSERIE R
HEERAREFA ARG : 62, WIFFIRE T IREIRE, BERERMUXOHITEATEE. ZEM
LAFT? 7 BB 2. REEXEFW—T, HAXATRRENL, tMeIERE: “BEFSXKE
T, XRBEEFNER.” XHE—K, REMRBRNIERMERET FAILRRHREZENS, EREZZHER
BEIFZAE, SFEREMBCSEERRTEER, mikRHE,

[00:31:53] Kim Scott
English:

And | think also another thing I've learned about noticing, | said earlier that there's a lot of evidence that
we often misinterpret each other's facial expressions and body language. So | would've tried to say that
with some humility, it seems like you're not, maybe I'm wrong, but you don't look to me like you're happy
with this. And | would've given him an opportunity to say, "Yeah, maybe | need to do it again." Let's
imagine though that he said, "Oh no, it's awesome. It's ready." So then | get it and I look at it. | would
have not been shy about pointing out very specifically every problem that | saw in that piece of work,
every single one. Sometimes it can be tempting when you're giving someone feedback to say, "Oh,
there's a number of careless mistakes here. Can you go back and look at it again," and the person will
notice a few of them and then you got to go, sometimes it's useful to show someone a pattern.

FRCERIR:

BEFETXTFUENS—HFE, Rz, AREZIEFERARNEERENGHRBAKREES. UK
IBERDER: “BERMGHF - BFRET, EERBRFUZXIATEE.” RZbtt—IMER:
‘BH, WIFRFEEM.” BRIGMIE: TRE, XRE, EBEFT. BALKZIHEERN, R
Bis W EB G TIEPEINES— M AKRE, 5—1. ARREREN, AMESRIFRR: B, XEB
BE-EHONEIR, REREBE—EL? " ARBPMARZIREEPLT. BE, AYHLRR—M &
I 2REAN.

[00:31:53] Kim Scott
English:

All of the careless mistakes, especially if someone is defensive or if you think they're likely to be
defensive, if you think they're likely to do to you what | did to my boss, oh no, everything's fine. It's no big
deal. You need to move out on the challenge directly dimension. You need to be prepared to keep going
until you have communicated with a person. And that was really the problem with Bob. He probably
would not have started to cry. | think my fear around his tears was probably more about my fear than
what was actually likely to happen. But | think we do fear someone else getting upset more often than
they actually get upset. We have kind of a negativity bias when it comes to part of the reason why we're
reluctant to give feedback.

AR ERIE:

FILFREOHEIR, RFRIRINAEHECE, HEMANMITESEHEOERN, MRIFREF[MBIIIEE
ZERRNRERBER B, —OEF, REAKRRTH” , FRFEMR “BERLS NHOE. (FREE
BRSO, HEIRIEGAE (L, XIERMEINIRBFAT. MARREAFER, RMNRABANMEAEES R



TFHECHRIE, MABKIRAIRERENER. KA, ﬁff]?ﬂ/&\%ﬂ)&?\%)‘—(ﬁ’ﬁ KamTHINEERSMH
R, ERRGRGHNERERS, H(FE—M “EREL

[00:32:42] Lenny
English:

And | think to your point, that we want to be liked, like you said, that you should get over that. | think
that's obviously very hard just to be like, "Nah, I'm not going to worry about that." But | think your point
is really important that you'll be liked later if you don't do the hard thing now. It'll only get worse if you

just let it continue happening.
R EIE:

BEFXT “BRENR X—xR, MEMEN, NizRke. RAXEARE, REERER “F, HFHE
F7 o EREGMHUURIFEER: ORMIAEFMAXGES, UERERASWER. MRIMEBSFBHLEEL
£, FRRARERFER.

[00:33:01] Kim Scott
English:

And | think also for me to say to myself going into that conversation, it's more important for me to
demonstrate care, that | care about Bob than it is for Bob to like me, and if | demonstrate that | care about
Bob, then I'm going to do the right thing that will ultimately create the conditions for a good relationship
with Bob. Me pulling my punches did not create the conditions for a good relationship with Bob.

FRCERIR:

MEZREFEEAMNEIN B SR RMLFTEZIET K07 , HitEa?) “ERNF FEE. NRFAKRIAL
Kb, BEMEMEBNE, XIRAINSHDEIRFXZLEFRTF. MKEIVN “FTERE HRKENREF
KEABBEFRM

[00:33:31] Lenny
English:

| actually did that and | learned this from a manager of mine is just almost work backwards from ask
them, what do you want to achieve in your career? Where do you want to go in this company and make
sure they know you know what they want, and then basically work backwards from to get there. Here's
the things you need to get, and here's the thing you did recently that isn't necessarily on the track and
here's what we should be working on if you want to get to the skull that you have.

FROCERIR:

HAHLX AT, XRHMN—MUEEREFER: JIFEEMEZE. Bt “REVERLBIREAA? (REAEX
RABREFAME? ” HERMIOMERT BIIEFK, ZAREK: ATXERNER, MEEEEMPLESF
; REREHBPLEERE 7HE; MRFESSIAT BN, HANIZEWESELS .

[00:33:57] Kim Scott
English:



Yeah, | think one of the really important things that all managers can do for their direct reports to show
that they care is to have real meaningful career conversations, where you talk about their life story, sort of
their past, whatever part of it they're comfortable talking to you about so that you understand what
motivates them at work. And | would have three separate 45 minute conversations, so one about their
past, one about their future, their dreams for the future, and it's not just the next couple of years. It's like
imagine at the height of your career you have everything you want. What does it look like? And give me
three or four different pictures of that because very few of us know what we want to do when we grow up.

AR ERIE:

B, FIANFEXERENTRMN. REFUXONEZ—, REHTEESEXRIE. Bty
£EZH. I E, REZMNBESZNHND, XFMMEERSTAEIFEFRBERL]. RIRH
ZRIRILEY 45 DEIIE —RXTFEE; —RKTARE, XRTFRKIZE—FTNNERKK=F, MEER
SRS TR EESHE. AEREN—VIN, BEALAFFH? SREL=EIAENEE, BARDEAR
[EXNE B S KAERMt 40

[00:34:40] Kim Scott
English:

Then the third conversation is to sort of sit down with your director report and come up with a career
action plan. So given what motivates you and where you want to go, what are the skills that it would be
useful for you to develop so that you can get where you want to go and who can Il introduce you to? What
are the educational opportunities? Can we tweak your job so that you're gaining those skills so you're at
least taking a step in the direction of your dreams, even if you're not there yet?

FROCERIR:

BFZREEMMITRBEL TR, FIE—PRULATEIR. BEFMRNEHMER, WPERENIRNARER?
AN AL IRINIR? BMERENR? RMESHIBMO LIRS, ILIREIFXEREE, NELDHE
PRG#E—Y, BEMENERAE?

[00:35:11] Lenny
English:

Amazing. | have a post about this. I'll link to in the show notes that gives people a guide to having these
conversations, and there's a spreadsheet | share with people like, here's an action plan you can come up
with your teammate and here's what you're going to work on these next six months.

FROCERIR:

AET, HEZ—RXTEIMTHNXE, REBETENERE, MAHREHTXEMNENER, REDET —
PEFRE, b XZIRAUMAR—ERENTEIIHE, XRRKATBEE ISR,

[00:35:24] Kim Scott

English:

Did you read the book When they Win, You Win by Russ Laraway?
FRZERiE:

frisd Rl - SIRIE (Russ Laraway) B89 (fthfiT&, fRFLAR) (When They Win, You Win) 13?



[00:35:24] Lenny

English:

[00:35:29] Kim Scott
English:

Oh, he has a hundred pages on career conversations and he's also built sort of some tools that help
people. So check that out.

FRCERIR:
MR, PEE 100 TEIHENLIE, WEFLT —EEPAMINIR, ZEEE.

[00:35:39] Lenny

English:

And it's called When You Win... When They Win, You Win.
R EE:

PRE (EFRE-) (TR, R

[00:35:41] Kim Scott
English:
When They Win, You Win.
FRCEIE:

(HefEw, REAERD.

[00:35:42] Lenny
English:

Amazing.

A EiE:

KET o

[00:35:42] Kim Scott
English:

Yes, by Russ Laraway, he and | worked together at Google and then we started a company together.



FRSCERIE:
=8, FEINE - HhE, BNtESTHETD, BRE—EIHT —RAF,

[00:35:48] Lenny
English:
Oh wow. Okay, cool. We'll link to them in the show notes. Maybe I'll get him on the podcast too. Great.

FRCERIR:
MREE, $FEY. HMNSIBEERETENEE, BIFRESBEMR ELER. XHF7T.

[00:35:51] Kim Scott
English:

Yeah, he'd be great.

R EE:

T, thERER,

[00:35:53] Lenny
English:

Okay, so we've been chatting about ways individually to get better at some of these skills. Another area
that | think people struggle with is the company culture often isn't welcoming of direct feedback. So
there's a question, so you probably saw this on Twitter. | asked people, what should I ask you? And a lot of
people came in with a lot of questions and there's one that came in from Pete, so I'm just going to read it
along these lines. So this question is just how do you practice being radically candid in a culture? And
most cultures are like this where people aren't ready for direct feedback. Since company culture is often
closer to ruinous empathy and being radically candid is more of a long-term good than a short-term good.
You could potentially risk retention with your employees if you're too direct with them. So how do you
think about finding this balance of being candid but not pissing people off, or do you just hire people that
are open and ready for direct feedback and that's kind of how you solve that problem?

FROCERIR:

%, BMN—BEEW DN ARAXERENTZ. HUANANMHFHLNZ M AER QXL —RBEARAXUHF
WOLEE &R, B—1R, fREJEETE Twitter EBET, HRARKZARA, REARTR. HP—1TMER
15 (Pete) 289, FHiR—T: A MAMERESFRERERRBRIIXUF, RIOAKE “YIRER" ? EA
AREHXUERL “RAMEREC” , T “YRER BZ2ERKAAZEMIFER . WRMAER, AlgER
HIRR TRKBKEL. A, RIOFERE “REHER M “FERIIA ZEFHRFE? B2 2R
LEOSHR, ESIFESERRBEOA, LULRERRE?

[00:36:45] Kim Scott
English:

| don't think you can only hire people who are open and ready for direct feedback because it's hard for all
of us. | just want to acknowledge that, it's hard for me. | mean, | wrote the book, | believe in it to my core



and sometimes it's still hard for me. It's hard for me to hear it and it's hard for me to deliver it. This is a
really difficult thing to do. The good thing about that two by two is it makes it look easy, which is useful,
but it's not easy. So anyway, | think there are, to answer Pete's question, | think there are a few things that
can help. There's really an order of operations to radical candor, and if you begin with soliciting criticism,
then you take the first and most important step to improving your relationship with that person enough
that it becomes easier for you to give it as well as to get it.

FROCERIR:

HRNNIRERBABLEOSHR. EFFERERERBEVA, RAXMNKIIIFABEARGERYE, FHOTUEIA
X—mR, NERRBLRE BARE TXES, TOREEEE, EENNIERIRKARE, IFEREREYE,
GLUERGHERE. IRE—HEEFREZZNE. B 2Q EENFLREILFEEERRER, XBREM, B
EXRAREZ. B2, NTEERENEE, FAANBHEIEFRE. Kk “WREH" HELEEKEIR
FFEY: MRIRM “ERMIT” TR, FMEHTREEN—Y, XENEMENHEHXREFR, MMILIREHR R
MERRIGEERER Zo

[00:37:35] Kim Scott
English:

So | want to leave folks with some sort of steps on how to solicit feedback, and this is true, especially if
you're a boss, but it's true in all your relationships. You can use this at home as well. So if you say, "Do
you have any feedback for me?" You're wasting your breath. The other person's going to say, "Oh no,
everything's fine." Nobody in your life accepts your teenage children. If you have teenage children, they'd
really want to give you some criticism, but nobody else in your life really wants to give you criticism. And
so you want to think about how you're going to ask the person that's going to be most likely to elicit a
response. The question that I like to ask is, "What could | do or stop doing that would make it easier to
work with me?" But do not write down my question because if you sound like Kim Scott and not like
yourself, then other people are not going to believe you want the answer. It needs to sound authentic to
you.

FRCERIR:

FRABRBA AR EH—LEXTFMEERRBNT R, XMUERTER, BERTMAENARXER, BEEE
REWALUA. MRME: “RuFREFARBED? 7 MEBEREOS, WARWR: g, —UIEF." RE
ERRT EETERNET, ‘AR R, MRMCEFTFERNESF, MIHIRREHTR, BERzINEA
XA FRUMFEBZWRFRAESIREIN, RERENZE: “BMEHA, HEFLEMESFA, GEILRF
IR A IEEREREMN? " EFRERVIHIRE, RAMRFIFEREE - HriegmARIRES, JIARFT=E
EIFREVEEESR, EUIIMERMIRMEEERN,

[00:38:33] Kim Scott
English:

| was working with Christa Quarles when she was CEO of OpenTable and she said, "Kim, | could never
imagine those words coming out of my mouth." She said, "The way | like to ask is tell me why I'm wrong."
Okay, that's fine too. It demands an answer to her question. But of course there were a couple of people
on her team who felt that that was too aggressive, that shut them down, so she had to adjust her
question. Being authentic does not mean ignoring the impact you're having on others. So you want to
think about your question, you want to think about who you're going to ask that question of, and if
everybody can write down their question, who they're going to ask it of and then pop it into their
calendar right now, this will be one of the most productive podcasts in all of podcast land.



AR ERIE:

FHE 5 OpenTable B9AT CEO e BHTEE « &/RHET (Christa Quarles) &1E, . “&, BEEBERFE R
BEEME” k. “BENENARNE: ‘SFRBATAREEN.” T8, BT, XERMNAHMEZEL
MER, BHA, MHANER/ L NARESXAEREM T, iLIIAREFAO, FRUMSIERER SR, RIF
BEXHARRE BRI ANEM, FRUREREMRIEIE, BEMRERE, IREMAREHEETES
e, TR, ARLZIHHARER, XRERTARESH—Z.

[00:39:22] Lenny
English:

Let's spend more time on this actually. So what is it you recommend, that they pick? How many people
would you recommend they pick, and ask feedback from?

FhSCERIF:
HIB S SR, REINMI1%ES D ARIER R IR?

[00:39:28] Kim Scott
English:

Well, I think if you are a manager, you need to be soliciting every week feedback from each of your direct
reports, and you need to sort of, | would budget five minutes at the end of your one-on-one to solicit
feedback. So mostly a one-on-one should be your employees setting the agenda and your employee's
time and don't by the way, save up when you have to give feedback. Don't save it up for your one-on-one
and definitely don't save it up for a performance review. You want to give that in the moment. We can talk
more about that in a second, but when you're soliciting feedback, save five minutes at the end of your
one-on-one and ask that go-to question. And you also want to ask that go-to question of your cross-
functional peers who you work most closely with and of your boss. And | think you don't want to ask the
same question every single time. It'll start to sound like you don't really want the answer, but you want to
make this part of your daily weekly routine with the people who you interact most closely with.

AR ERIE:

NRMMBERE, (FRESAMNSMUERTEPRIERR G HENTE 131 ERERATAE 5 2 HRERR 5.
BE 1M mRNIZERTIRENE, EBTRIMNNE, NER—T, FEHERB. FEHE 101 mExA
W, EREBBSROMEA W, IRZE e R FIEERLIFKRE—R. BEEKRRIGN, BH&ES
DEFEBRD “BREE o (RENIZBSIREFREBHBIRERE UMMRBERPIX M. FIANIFRE
BERERTE—FNEE, SWIFERREFAFTRENBEER., EMBLXRAMSREGIFEZEH
HHEERIGRM,

[00:40:34] Lenny
English:

So you added to the end of this your one-on-one agenda, and two versions of this question are, what am |
doing wrong? Which is that one | guess you iterated.

FRCERIR:

FRARIBEMET 1341 MRAZNRE. XNEENHENhRAR: “FMEBET? 7 REXEIREREHMR
7



[00:40:43] Kim Scott
English:

Tell me why I'm wrong or what am | doing wrong or what could | do or stop doing that would make it
easier to work with me? Or what should | stop doing? What should | start doing? What should | continue
doing? Those are some common ones. What do you like to ask Lenny?

AR ERIE:

“HIFRATATKREE , HE BRWEME T , WE BEHEFARELEHEFARILIRRRGFEER
? 7 HE BMNZELEMAA? el A? #eMta? 7 XEREELN. XKE, (REREAIR?

[00:41:00] Lenny
English:

I think it was something along the lines of like, what's one thing | could be doing better or what's one way
| could be helping you be more successful?

FRSCERIE:
BREABMERM: “BHAZRITLUBEEFN? 7 HE “Ra LB B A XEBBIRERLN?

[00:41:07] Kim Scott
English:

That's a really good one. What's one way | could help you be more successful? Or Jason Rosoff, my co
founder at Radical Candor likes to ask, "What could | have done this week?" So he time, he time bounds
it. "What could | have done this week to better support you in your work?" In fact, Jason told me after we
had worked together for about a month, he was like, "Kim, | really hate your go-to question." He said, "It's
too open-ended for me. If you can tell me what you're working on and ask me at the end of a meeting
specifically what | noticed then that is much better."

AR ERIE:

BENEBFARE, "B LLEIWH S NEBIIRERI? 7 HERBSUANRS - FRX (Jason Rosoff)
BEXR): “XEFLATUMBERA? 7 AR T BERE, XA LS ARE I M IFIREITE? ©
EXE, RFEENBRESF-TARSFK: ‘%, RENRIVRFBDGREIEE" thifk: “BIERRKAR
To MRIREFIFRBIMETEHNGR, HESINERNABRERNRET 4, BRFES”

[00:41:48] Lenny

English:

How often do you accept no answer? Just like, no everything's great.
FRCERIE:
MEASERZ—R “SBERER NEZE? LbaxAR 9%, —UIERE .

[00:41:52] Kim Scott



English:
Never,
FRCEIE:
MAFo

[00:41:53] Lenny
English:

Never,

FRCERIE:

MA?

[00:41:53] Kim Scott
English:

Never. | mean, there are some people who really don't like to be put on the spot. So if | can tell that I'm
inflicting a cruel and unusual punishment on the person, I'll say, "Look, you know I'm not perfect. | know
I'm not perfect. Next time we meet, | want you to think of something, notice something. It's the thing that
you can do that would help me more than anything else that you could do is to tell me when I'm wrong
because | need to know that." In fact, Andy Grove, who was the CEO of Intel said he used to at the end of
his one-on-ones say to people, "There's one more thing. And he explained to me that that was coded Intel
for like this is the most important thing." | was working at Apple at the time and | said, "Oh, did you get
that from Steve Jobs?"

FROCERIR:

MTF. BHNERE, AEABIAEREYIZER, MRHBEINRZ2EXNIBNARMEM “HEEERIER
T, RRW: IhE, RAERATE, RBANERAFTE. TRLEN, REBMRERIIRMTA, WE
ARfta. MEMHNERREEINE, MBS FRTARERKET, BARFTENE,” FXLLE, RERE
CEO %@ - #8&X (Andy Grove) B, tdEEE 1M1 BRERANMAWR: “BE—HE.” tEKER
W, BERFRHOEE, SRR "XRREENFE” . RUNEERIME, KR &, (REMEFHX - 776
HRAREFRAING? ”

[00:42:47] Kim Scott
English:

That was always how he introduced, "Just one more thing, the iPad." And Andy got immediately very
grumpy and very offended, and he said, "No, we both got it from Colombo. The detective show." You can
get tips from anywhere. So you want to make sure that you're though letting the person know that you
really do care about what they say and that it's really when they give you this critical feedback that you're
going to reward it. But that's not the end. Asking that question is only the first step, the bad news about
your question, no matter how hard you think about it, and no matter how good a question it is, the other
person is still going to feel uncomfortable. There's no such thing as emotional Novocaine. That's why |
don't believe in scripts. People believe if | just say the magic words like the door will open, that's not how
it works. It's a give and take. So you want to sort of be prepared to embrace that discomfort. The only way
out is through. Simplest way to embrace the discomfort is to close your mouth and count to six.



AR ERIE:

R EEXENAHTm:. “CE—4FiPad.” TEUZTEEERRARIEKELT, . “F,
HNEEM (FHRATEH) (Colombo) ARIHUREIEFRE.” RA]LUMERMARIERE. FrlL, REHR
N ARERERREFMIDLENE, HEISMMGMRITERERN, R4 TR EXERT. RRNRE
BT, IFEER, BRMBABNHREE, TREFASZ AW, WAKASRIIFTTR R LKE “BEMRE
7 o XMEBERMEERETNRE. AMMABERBREINE, NRMIITH, BFLHIFENL. X2—MER,
FRUMMEEEF IR AER, H—HNHBMEFIE. HETEREENGEREHLE, BREEN.

[00:43:59] Kim Scott

English:

Only made it to three just there, and your eyes were popping out.
R ERIE:

N7 FAEE =, (REVERAEEREREHEK T .

[00:44:03] Lenny
English:

Thatis so long.

R EE:
ABEYEIAK T o

[00:44:04] Kim Scott
English:

Six seconds is a really long time. Almost nobody can endure six full seconds of silence. So they'll probably
tell you something. So now you've dragged this poor soul out on a conversational limb that they never
wanted to go on. They're probably going to say something. The third step is to make sure that you listen
with the intent to understand not to respond, because you're probably going to feel defensive and that's
okay. It doesn't mean you're a lesser mortal or that you're shut down the feedback. All it means is that
you're human. And that's all part of this. You want to figure out how to manage your natural defensive
reaction to critical feedback, which you're probably going to have. The simplest tactic | can offer folks

there is to think of some follow-up questions.
AR ERIE:

ANOHHSEIFEERK. IFREARBRBE VIV FIUMIABRIAORR 4. REMRELE
XA ANSHIRERRE T — MU AR ERMIEDS. AR T4. E=TEHERIFHAIFHIBNE
AT EBE MARAT B . RAMEERSIRIBEOE, XgXFR. IHFABKREMRE N THEHAR
EMELRER, XRWBMENA. XBRIREN—7. MEFIWMAEEXHITIERIRH B AP R o
REERMNRE RREME: B—LELRH,

[00:44:56] Kim Scott

English:



So at breakfast, my daughter not too long ago said to me, "Mom, | wish you weren't the Radical Candor
lady." And immediately this wave of parental guilt washed over me and | thought, ah, I'm spending too
much time at work. She wants more of my time. | shouldn't be traveling so much. But then | thought,
well, | should ask her, make sure | understood. I'm jumping to conclusions here. I'm not listening with the
intent to understand. So | asked a follow-up question. | said, "Well, who do you wish | were?" And she
said, "I wish you were the lady who minded her own business," so | could go spend a little more time at
work as far as she was concerned. So you want to make sure you really understand what a person is
telling you. And once you feel certain that you really do understand and that you've been open to it, the
last and most important step is to reward the candor.

AR ERIE:

FAREIZRERN, H)IHHR: B, HEBERAZHRD YREmLLE 7 BiE, —FHFAIARXSHR
RRRZRK, B W, REETFELNNEKRST, WEERZSMEE, RAZHERBLSZ, BESHE, &
Rrizivlialits, HRHIBMEXNT . RXBEERTLEIL, RAEFEERNEEER. FTRER T —1MNa5pE:
“BIRFBERDENE? 7 Wi “HARBMERDT DERFLL 7 FUNMER, RIUESIE—=
Jlo FRUL, REWMERIRENERTHAERTA. —BEMBESCER T HARETHAROS, KEHEERE
EN—PRE: REIXMIBIH.

[00:45:46] Kim Scott
English:

A person takes a huge risk, especially if this person is your employee. A person takes a huge risk to give
you critical feedback. And if you do not reward that risk richly, you're never going to get any feedback
again. So if you agree with the feedback, fix the problem and make your listening tangible, be loud. So-
and-so told me that the tea in the break room is terrible, and now we have thirty-five different kinds of
tea. Thank you for telling me. And that can demonstrate to people that they're not wasting their breath to
come to you. That if you become aware of a problem, you'll fix it. And you also want to, by the way, you
want to ask for feedback after you fixed it. Did | over-correct or did | under-correct?

FRCERIR:

— MBI R BEE T EARGYN, LEENBRMARGORT. MBRRATEENLR, HUS
BHKAREEARET. i, MBFAERE, RWRTE, HiHROMIFEER R — BAR R,
“ERERRFKANFREE, TERNET 35 HRRNE. BRERR. SEAAIDIE, HInRM
AEARAROE. MBRERNNH, MARRE. INER—T, MASMEERTRRE: “REEIET
137 EEEEERE? 7

[00:46:31] Kim Scott
English:

My boss at Google, the same boss from the um story also told me when she gave me some feedback that |
tended to move too fast. And she said, "Kim, until people and giving you feedback that you're going too
slow. You won't have corrected this problem." So you kind of want to shoot to over-correct if you get
some critical feedback. | also want to though pause on what to do when you get some critical feedback
that you disagree with because it can be easy to feel wedged here. And if all you do is say thank you for
the feedback, the other person is going to hear something much less polite than a brush off or worse.

FRCERIR:



BREATBIER, MERT B HEENER, TEBREMEEIRMAETFIEHNR. wik: =, HE
MIFERBRIRITERIET , (RABRIELIETXNEE" FrASRREIRTERIGE, RAEFERR
‘TWEEE" . A, HBBETRKXIMBEITNEHITERBEZEATD, BAXREZILAREL
AR, MRMRAZBIH “BHEREIRIR" , WAEREIRRELLEUTIEEAE S,

[00:47:10] Kim Scott
English:

And so what you want to do is you want to look for that five or 10% of whatever the person said that you
can agree with, and you want to give voice to that. And then what you want to do is you want to say, "As
for the rest of it, | want to think about it and get back to you." And then you've got to get back to them.
You got to offer a respectful explanation of why you disagree. And it's tempting to feel like a disagreement
poses a risk to our relationships, but it's not disagreement that poses a risk to our relationships. It's
unspoken disagreement. Many, | don't know about you Lenny, but a lot of my best professional
relationships began with a good respectful disagreement.

AR ERIE:

FRUMREMBIZ, MXTRBNIEFHEAR 5% 3 10% fREEINERIE D, HFELK, ARMER: “EFHT
BED, HRBRE-—TBRER.” ARMOBNENLEEM(], MEEMRNFINELH—TEERER. Af]
REZRGIRZERARKR, BEEERXANFRDELS, ME “RREONDE" . X, HAA
BIREAR, ERREFFVRGIXRBEN—RRIFBEEEN IR

[00:47:51] Lenny
English:

Interesting. That reminds me of just watching Squid Games, the reality show on Netflix. Yeah. Have you
seen this at all?

FRSCERIE:
BEE, XiLREET Netflix LHEAF (ELEFR). (RE5?

[00:47:56] Kim Scott

English:

I haven't watched it, but it's on my list.
R EE:

wgE, EERINER L,

[00:47:59] Lenny
English:

There's this guy who makes a huge bad decision on behalf of his whole team and they hate him in the
show. And then on TikTok, he shared that they're best friends now, even though they called him a big
idiot.

AR ERIE:



EEETRURKRBIEAMIT — N ERNEIRRE, TEHERKEIRTEMT . EERMTE TikTok LDZER,
IRERRFIIAR, RESGARBESMEABH,

[00:48:09] Kim Scott
English:

Yeah, no.

R EE:

=W, i

[00:48:09] Lenny

English:

[00:48:10] Kim Scott
English:

It can happen for sure.

FRCERIR:
EMIERHER R E.

[00:48:12] Lenny (Sponsor Message - Repeated)
English:

You fell in love with building products for a reason, but sometimes the day-to-day reality is a little
different than you imagined... (Full sponsor text repeated)

FRSCERIE:
RE TS REEREN, BN EEMESIRNEREERRE - (BHEEEEE, )

[00:49:32] Lenny
English:

So to recap the steps roughly for how to get feedback from people, it's ask your question like what's one
thing | could have done this week to make you more successful? Wait six seconds potentially or try to, it's
very hard. Ask a few follow-up questions to make sure you understand what they're saying and then find
a way to reward them. Say thank you.

AR ERIE:



FRUVEBSEEIE — T IRENRIRBVD IR . RIRAYRLE, Lbil “XAFMBOFEILIREMDN? 7 5 FR/ATH, =
ERERW, XRYE; W/LTERPERRMIERTHANER; ARBMEREMIT. AN,

[00:49:53] Kim Scott
English:

Do more than say thank you.
R EE:
HELL BN E %,

[00:49:55] Lenny
English:

Especially if you disagree, which is a really interesting nuance of this. | had Jules Walter on the podcast. |
always think of him when | think of getting feedback. He shared this advice. When you get feedback, just
be so appreciative so that people keep giving me just like, "Thank you so much for that feedback." The
way he phrases it. Even if you're melting inside and really hate this feedback, just like, "thank you, | really
appreciate it." But | think your nuance there is really key is if you do disagree, | really like this tip of just
like, let me think about this element of it and then actually follow up.

AR ERIE:

R RMRIFRIABRE R, XB—TIFEREHVAT, HEBBREE AR (Jules Walter) E3iE%,
BERBRIFHSIEEM, thOEIXNRI: SMEEIREGE, RMGIEBRBE, XHFEAMTA SBRELR
[R5, PGMIEEIERRE: “IFERSMRIRIR.” BMEMRACERS, IFENRXMREE, WER: 6, &
BAVRERL” BRIANIMFRINATRXE: ORMENTINE, REEERZIMIG— “UHEE—TX
BHARB" , ARENERE.

[00:50:25] Kim Scott
English:

Even if you're melting inside, if you say thank you and you're melting inside, | mean maybe it's a terrible
actor, but usually people know. And that's why | say it's not enough to say thank you. You got to fix the
problem and then show what you did to fix the problem and get more feedback. Did | over-correct? Did |
under-correct. And if you disagree, you got to say that you disagree, but you got to say, so respectfully.

FRCERIR:

BIEARAICVEREST, SARIR—UREHH—IAmE5, FBRIEREMRICEER, SUWAITEE i
AR AFKRA ORI R R B RATARENE, BRIRATBREEM T 4, RAERBEZRIG: &
BIESETID? XEA? 7 MRMRAFINE, ROTULHE, ERHGIFEEE,

[00:50:48] Lenny
English:

As a leader, this sounds like a lot of work to be doing every week. If you have a one-on-one following up
correcting things. Is there anything you'd recommend there? Or is it just, this is really important, you got



to make time.
FRSCERIF:

EROSE, XTEREATEAETFEM. MRIMMET 1M1 ERPEHAHLUESS. MEFLENG? &
B, XEMNREE, (RTSTHE?

[00:50:58] Kim Scott
English:

It's not as much work as failing to do this as we saw from the Bob story. So | think that the important
thing that | have found is that this is part of why it's so important to do it immediately. It's important for
the other person, but it's also important for you. If you're doing this in a one-on-one, which you should be
having anyway. So you're saving some time in a one-on-one. So it's not adding time necessarily to your
day. And when you hear about problems, you should fix them. Yes, it takes time, but that is your job. And
when you disagree with something, you can disagree in your next regularly scheduled one-on-one. So I'm
not talking about adding meetings to your calendar, so it doesn't actually take more time. | have found
that in fact, it saves tremendous amounts of time, but it does take emotional discipline.

FROCERIR:

XAGRMEUBAESE, RERNNTEDINEFEETNRE. FAIURRUEEEN—RE, XMENTA
“ILBEMTEY” WMEEE, XNWAREE, WMFEEFEE, MRIRE 191 BRPEXGE (REMERBLE
FAXNR), (REKEETENE, MASEEMIMIMIETE, SRFRREE, REZBREN]. 2/, XF
ZEYE, EXMBMNIE. SRFRBESN, REILUAETREGITH 1331 mikFRE. MUBRTRERE
RN AREREENZIN, EXFLEATERAESNE, RAM, FLLETETKRENE, BEHEE
“BEEE .

[00:51:52] Kim Scott
English:

And | think it also requires you, especially when it comes to giving it, which we talked about before, where
the humble, helpful, those are impromptu two-minute conversations, giving the feedback that you
should be having in between your meetings. In the um story, walk to my meeting with me, it didn't take
any extra time for my boss to give me that feedback. She had to walk to her meeting anyway, and | had to
go in the same direction. So it didn't even take extra time from me. But it is, | think one of the most
common reasons why people don't do this in addition to fear of retaliation and just sort of existential
dread, which are both factors, which hopefully we've helped alleviate, but is that you're scheduled back
to back to back and you don't have those two minutes in between meetings.

AR ERIE:
FINNXBERIR—FFNSEA B RIER, MERIZFITIEN, 3. BIA, XEHMIENLHF D HIIE

—AZWERGHE R, B B NREE, ERLEBRERNDRE, SibRGHKELETING
B, WRIEMEERNAE, HBIRK, FAUEERSBRTINTE. EBFINN, BFRTEORENEM “%F
EEXRE” (XM PERKNFLBEFEMER) 29, MIFAMXGEERERNRERZ: REBEHFAR
7, W—ME, (RERWVERIR I HERE.

[00:52:42] Kim Scott



English:

And that's why I think it's important either to schedule slack time in your calendar, make your 30 minute
meetings, 25 minute meetings, make your hour-long meetings, 50 minute meetings, maybe give yourself
a few breaks in the day. But if it's not possible, and often it was not possible for me in my career to sort of
schedule my time that way, | just decided that these moments of management were more important than
being on time to my next meeting. And so | was just late sometimes. So | wish | had a better answer than
either control your time, which is really annoying advice because it's impossible to follow or be willing to
be late to your next meeting. But those were the things that | tried to do.

AR ERIE:

XN AKIUNANERRRRPRA “EHidE" REE, 130 2RI 25 2%, BRI
B 50 7, BHECERT, BMNMRMARE—EHRUEES, SETEPFLHNE—RMIRE,
XL “EERZY LWERSMT - 2NEER. FIURERREE, REEREL “EHIRaEE" (XRIX
BREA, ARREHE) X “BEET—TSIRE EFHNER, BXEHIEREXEME,

[00:53:34] Lenny
English:

That was super helpful. I think your point of just, if you're not making two minutes to do this thing now,
it'll be a lot more time intensive later.

FRSCERIF:
XIEFEEER, RESRIZOMAZE: NRRIERTRIHIHXMGE, UWasiEBEZE,

[00:53:40] Kim Scott
English:

Oh yeah. It's stitch in time takes nine on all these two minute, and really it should be brushing and
flossing. This is not like a root canal. These are like, this is relationship hygiene that you should be doing
all the time.

FROCERIR:

BEHN. XFME “KRE—HENH . XERIHENERERFNAT L. XFGERERT, X2IMNZ
—HIME “ABRXZRIE

[00:53:55] Lenny
English:

| was just reading Charlie Munger's book and there's a quote that he references of just the classic, an
ounce of prevention is worth a pound of cure.

FRCERIR:
FNRTER - =R0H, MEIRAT —ELHEE: “—RENTHEI—RERAT.”

[00:54:03] Kim Scott



English:

Yes, absolutely.
FEiE:

0, 3N,

[00:54:04] Lenny
English:

Same idea. So we've talked about a leader getting feedback. What if you're the employee? Do you also
recommend the same thing in the one-on-one, have an agenda item and ask this question? Or is there a
different approach you'd recommend?

FROCERIR:

EFEEE, HNW T ASEMARMR R BMRIMBRITOE? REEINAE 1341 EIRPIMA—MAETH P
XNEES? A MRS E?

[00:54:16] Kim Scott
English:

| think yes, if you're the employee, you should also be soliciting feedback on a regular basis from your
boss. So there's sort of an order of operations you want to solicit at first, no matter who you are, it's the
same up, down, and sideways, even though it feels very different, the order of operations is the same. So
start by soliciting feedback. Then you want to give both praise and criticism. | think sometimes it feels like
you're kissing up if you give your boss praise, but bosses need praise too. And if there are things that your
boss does that you appreciate and you want your boss to do more of those things, praise is a better tool
for that than criticism.

AR ERIE:

HEEN. NRMERT, FENZEMRZBRIERRR. XE—ERENF: Liefr2iE, mL. @TEZ
e, MFaSe—En, RERIEAEATEE. BAMERREFG. AR, MEBLHBERMAT. TN
BAERBEFIUARFZERDRE, EERUFERE. IRERMHOXLERZMRMEN, HEMFEE
WREMXLEE, BERICHITEIFNTR,

[00:55:09] Kim Scott
English:

When it comes time to offering your boss some critical feedback, you want to make sure, and by the way,
this is also true when it comes time to give your employee critical feedback or your spouse or anybody
else in your life, you want to be sure that you are prepared to gauge how it lands. So you want to start in
kind of a neutral place. You don't want to go to the outer edge of challenge directly because then you're
going to wind up in obnoxious aggression. So if we go back to that story, my boss started, "You said um a
lot, were you aware of it?" "Nah." That was my response. And then "I know this great speech coach,
would you like an introduction?" "Nah," was my response. So she had to keep going out on that

challenge directly.

AR ERIE:



HRIGERREHEIITERIGN —IRER—T, $RT. ERIEETFEANEMARGREIMNL —RE
RRIMESFNRENLHRN, (REM—MENRIZEM S T8, MAREZDE "BEkiE” NRiL5,
ABERZBN “CAREHEBIE" . OEBIERE, FERFGE: “GRRTESZ W, RRIRET
13?7 ZPEIEFR & - ARMH: “FONR—NMRENERELE, BENEAS? ” RNLEFER 98" . Ff
DIt RS AHEENNGE “BEiEka” BHHE.

[00:55:51] Kim Scott
English:

She didn't start out by saying, "When you say um I'm every third word, it makes you sound stupid." But
she realized she had to go that far. So you want to keep going out if you think they're brushing you off. But
if you find that your boss looks either sad or mad, that is your cue to move up on the care personally
dimension. And so to take a moment, and if you find your employee looks sad or mad, if they look sad,
pause and say, "I feel like maybe | didn't say that in the best possible way. How could | have said it
differently?" And so that means you're going up on the care personally, dimension, but you're not going

the wrong way on challenge directly.
R EIE:

w—HFRHEER: “SHRs=MEME—T W B, XLRITERRE." BfRIREI TR ZIAM7
o FRUUNRIRESIN FEROTIR, RRABRSMNENE, BURMAREREERREIHRES, B
REVES, Z8mE “DPAXRD” £ET. EREE, NRMARRATIEERREIHRES —MRMBIIEYE
o, FRRHAR: “BWREENANREILAATEFRRITN. RZEARAEHFIE? 7 XBKRE MMM
PAXRLD” , BHKERE “BERLL LR%E.

[00:56:34] Kim Scott
English:

I don't know about you Lenny, but if | say something to someone and they look sad, it's so tempting for
me to try to pull the words back. "Oh no, it's no big deal. I didn't mean it," but it is a big deal, and | did
mean it, that's why | just said it. And so if you go the wrong way on challenge directly, you wind up in
ruinous empathy, and then you leave the person both sad and confused, so you make it worse. So you
want to take a beat to pay attention to the emotions in the moment, but not to go the wrong way on
challenge directly. Same thing if they're mad, although if somebody's mad, that maybe is even harder. If
somebody starts yelling at me, it's tempting for me either to start yelling back and wind up in obnoxious
aggression or to crawl off to a self-protective, manipulative insincerity. And so instead, what | try to do is
get curious, not furious, and why is this person so mad? So say like, Look, maybe | didn't say that in the
right way, but this is an important issue and we need to resolve it.

FROCERIR:

e, BRTAMEMEAR, BMRFAMNENRT FamiIEERRAED, HIFEBRCERER, “BE, &
FARRTH, HAEBIER." EFRHEEMHASE, FHIEBIEE, IMEBAHARKNART . MRMR
£ “BEEkE LR, MMRIBA “RIEREL” , ENGEEIXER, BRRMERE. FUREEH
—F, XELSTHIEE, EFEERSEE LEES R, MRMWIMNEI TR, RALEFRAIEEM, W0
REANEAAARY, HEEZEHEIE FBNREYL), HEREIBRERIPE “EHIEN F. Bk, RS
HMHZE “REFFE, MIFFRR" | ATARDPARAESR? ARH: “hE, EIFRNAHBAHR, B
XE—TEENRM, RIIFEERE”



[00:57:14] Lenny
English:

This comes back to the point you made about when you're giving feedback to try to do it in person or on
a phone call to do exactly what you're saying, to read them as you're giving this feedback and figure out
which axis you want to go down.

FROCERIR:

XEETHRZARINUR: SRIFNREIEMIGEIBIE, EEN THMEIRRIZA KA
7, FHREZE N HEIEE,

TE4A R IR BT RIS X

[00:57:25] Kim Scott
English:

Yeah, you want to gauge it. | mean, when we communicate with other people, we communicate on an
emotional level and on an intellectual level at the same time. And if we ignore the emotional signals that
are coming at us or say don't take it personally, then we're just not going to communicate very well.

FROCENIR:

B0, MERRRNE, RNEER, HEMNSHAZRN, RITERANEEXREEMNEES EE#HITIRN. W
REMNBMTEROBRES, HEYR FWEOEEX" , BROATEHTREFHIDRE,

[00:57:43] Lenny
English:

Along these same lines, another question that came in is from a coach of yours that works | think for you
or somehow with the program. She asked this question of many top leaders have very low self-
awareness. They believe obnoxious aggression is the only way to give feedback, or they just ignore the
problem and fire people with no feedback. Is there something you've learned about how to change their
mind about this is the way to operate?

AR ERIE:

s XA B, F—PREEREMRI—UHE, FBRRAMIERSS TIRNBIE. e REMRASE
MBEHEDIRFEDR. TN “LAREGHERE" RoadRRNE—FSN, NETRZ2AREA, ARELKE
EARGHNER TRER T, XTINANREMIINIMEEANNEE, RFETHAm?

[00:58:05] Kim Scott
English:

Yeah, | think the most important thing with leaders like that, that you can do is to explain to them the
impact that they're having and to also show them that there is another way that is going to help them
succeed. Very often the leaders who are low on the care personally dimension, they do care about their
results and they do care about their own careers. And so when you sort of explain this to them in terms of
enlightened self-interest, they tend to get better at it. And also, | mean there | can think of maybe one or
two people I've worked with who are truly low on care, who truly don't care. Very often people are bad at
showing they care, but they do actually care. And also sometimes there are leaders who think they're not
supposed to care. And so unleashing that capacity that they innately have to care and telling them this is



actually part of the job can make them a much better, more effective leader. But look, if someone is a
psychopath and they truly don't care, they shouldn't be a manager. That's the solution.

AR ERIE:

B, BIANMNXLAFERY, MEMNKREZNEEMERMNERMBII=ENZW, FatiIBREE
S—MAEEREBMIIRD, BE, BLE “DPAXRLD” LEGSHIRENASE, MITHEXOER, X0
BRI AE, FRUUEIRM “FFBARIEF]” (Enlightened Self-interest) fAE MMM, MilFERM
SE. ME, HEBINEERZXF. EEFREFHARTEER—F T, EBEAMNIZFERERRAEX
D, BERALHELEEFHN. FELEAFEANEC “FHE" RAEXO. Eit, BRINXERSHNXITEE
71, ASFMIXEERTEN—&, SATLILBIIRAEY. EeMHMaTE. BnE, IREAZ TR
A%, BENREFET, BT RILE, IMEMRTR.

[00:59:27] Lenny
English:

| totally get that one. So I really like that takeaway. Just basically show them the impact they're having
because to your point, they want the company to succeed. They want their team to succeed. And if
they're not realizing there's downsides to the way they're operating.

AR ERIE:

HEeEE. HRERXNEIL. BEF EnERtlRRMN~ERMm, EAENRAR, MIHEQER
1, HERAAT. MRMITLTIREIB CSNERANERIER -

[00:59:38] Kim Scott
English:

And they want themselves to succeed. That's why | say part of the problem with obnoxious aggression is
that you harm other people, but it's also inefficient because when you act like that, people can't hear
what you're saying, so you're wasting your breath.

FROCENIR:

mEMMNFEZE ST, XMENTATKR “CARENERRIE" NEDREETMEET A, EEBIER
RMEY, EAHBIRBRESET, AMIFRERERAA, (REEEHEOE.

[00:59:56] Lenny
English:

And the way you show them that impact. Do you recommend interviewing people, getting stories, seeing,
I don't know, how do you collect this impact so that they're like, oh, wow, | didn't realize this.

FRCERIR:

BiraNfEImt IR R XA R I? (REIGHAR T, WEHELE? JAE, RINAREXERNE, ikt
o MR, HLUEDERIREIX—RT ?

[01:00:07] Kim Scott

English:



| think that the best thing to do is, for me anyway, is | start by sharing stories from my career and stories
when | was a jerk. I've acted like a jerk too, plenty of times, unfortunately. And | show the impact that I've
had and then | ask them for a similar story. And usually sort of me holding up the mirror to myself is
useful for them to be able to hold the mirror up to themselves to realize you want to help these people
adopt a growth mindset around this stuff. | am not telling you that you're an asshole. I'm telling you that
we all behave like assholes sometimes. And it's a big problem for us as well as for the people around us.
And here's my story, when | acted like a jerk, what's yours? And people, that kind of self-awareness,
sometimes people talk about inflicted insight like it's some kind of burden, but usually that kind of self-
awareness makes people feel lighter. They're like, "Ah, now | know what's wrong and now | know what |
can do about it."

FRCERIR:

HANRFHIME—ZEONBERE —BADERRIEEFHRE, DERRAFEDRENNR, F=
B2, REESRRIABGEDER. RERTETENTME, ARRMINRSELMNKE. BE, HNES
“REBF NITHEEDMBITEXNES “RIRF , MMEIREFEEIIEXLEEE LRI KERLE,
BRABERMBNEE, HEARKNANBIRIABENEER. XNENESHARNABZNKEZ X
RHHHNE, SRRABEDEEN, FOKERMHA? IMEXRTIR—BAINHE “BINRAR" &iFH
1B, EEEXMERTIRFILANREEMR, MN=RE: W, RERMEWEHRR T, BHEZEAMN
7"

[01:01:14] Lenny
English:

Yeah, I've definitely noticed that about your stories. They always are you making the mistake, which |
think is very disarming.

FRSCERIF:
=M, BRISTIEIRNRELSEXTIMECIEHE, HitEXIEFEEEEERI AR Y.

[01:01:20] Kim Scott
English:

We all make mistakes.

R EE:

A =L,

[01:01:22] Lenny
English:

Yeah. Maybe the extreme of this obnoxious aggressiveness is Bridgewater. Their whole approach is like
theirs.

AR ERIE:

B, wiFXH “CAREGHEEMLE" RGN FREFHKESE (Bridgewater), IINEESZLMEZA
o



[01:01:31] Kim Scott

English:

Oh my gosh. Did you read the book The Fund?
R EE:

MR, R (E=) (The Fund) FBARFHIG?

[01:01:34] Lenny
English:

No, not yet.
FEiE:

SRS
lI/Xo

[01:01:35] Kim Scott
English:

You must read it. It's all about Bridgewater. | always thought it was problematic. | had no idea just how
problematic it is. Put that book in the show notes one of the best business books I've read in the last
decade.

FROCENIR:

R—EBER. 2RXTHIKE, ZR—EHRFEERZ, EHRBERBRAXAK, BREBRETENA
2, BERIE+FRINRFIRLBEZ—

[01:01:48] Lenny
English:

Wow, that is high praise. Yes, | will read that. And so | guess for people that aren't familiar, like
Bridgewater, they encourage, they have a system called Dots where they tell people, you must give hard
critical feedback after every meeting, publicly.

FRCERIR:
i, XFNRE. HEERN. FENFILERAENARN, Tk —i1E—&M “x¥L” (Dots) BY

24, BRAMIGAEBRSWE QA L™ FH#ITE R R

[01:02:01] Kim Scott
English:

Not after the meeting, in the meeting, publicly. And it's recorded on, it was, | think they changed it since,
but it was recorded for posterity on video. And sometimes, in fact, true story, shortly after I left Google, |
was approached to work at Bridgewater in a management capacity, not in an investment capacity. And so
| called someone | knew who worked there and he said, "Let me give you an anecdote." He said, "The
other day there was a meeting and there was a woman who in the meeting who had made a mistake and



everybody just piled on. The criticism was very personal. There was no core about the criticism. It was
like, these are your personality attributes that make you a useless human being. Kind of terrible feedback
until she started to cry and the whole meeting was recorded and then they emailed a recording of the
meeting out to the whole company, including all the people who were not in the meeting saying, this is
an example of how to have..." So | would say that is deep, dark, obnoxious aggression. That is not radical
candor. That is horrible.

FROCERIR:

FREWE, B “EIWNFR AF4H, MESERTR—FEMIIERNT, ELURRANTEEFMREG. F
KL, XB—TELHRE: ARBAAREFIA, BEABRRETKHEEIE, FE2KHE. HITHEEL—
TEAR) LITIRRVARR, fthifi: “FRLGIRIHDBHRFE” . “fI/LXEBEI R, SEE—ITRIHIETIE, SRME
A—HM L. #ITEBHIDA, TLEEEMR COREELR, MERY XLEMRBREILIRK T —NEAN
N o XMIERNRIF—EFSEIMAGRRL, MBEINIWUERRT TR, ARMINERGRET2AF, &
RSN, W XR—DMEHET - BRE 7 IS, BEREN. BREHN “SARENERK
1 o BAZ “WRER" , BRRE M,

[01:03:24] Lenny

English:

So it's safe to say you're not a fan of that approach?
FRCERIE:

FRUARI A EMIR, (RHFHERABTFE?

[01:03:26] Kim Scott
English:

No. In fact, | did an analysis of Dalio's book Principles and it's like a, | don't know, 3 or 400 page book. And
there were | think four or five pages about caring about people. There's very low care personally.

FROCENIR:

AR, FLLE, BAWEIEFIRR (Ray Dalio) 89 (EMY (Principles), BBR—A=MEINFH, BEXTF
“KIMBAN” WRBAMRENAT, BEH “PAXRL” ZEIFHR.

[01:03:44] Lenny
English:

| imagine many people see that, they see Elon, they see Steve Jobs, and the perception is they're very
challenge directly people, they're not clearly care about you people, but they're very successful. What do
you say to people that are like, but it works. Why wouldn't | be that if that's the way | want to do it?

FROCENIR:

HRRZABEXLE, D5, BTG, BREMIIBMENM “EEHE A, MAZER “ROM”
BN, EfTIEER. XTFRLER “EXREMW, MRBEXAM, ATAREMIT? 7 A, (FREA
W2



[01:04:00] Kim Scott
English:

Well, first of all, | would not put Steve Jobs in the same category as Ray Dalio and Elon Musk. | mean,
Steve Jobs could be obnoxiously aggressive, but mostly | would say he built such good relationships with
his direct reports that when he got cancer, Tim Cook offered to give him half his liver. And | don't know of
a word to describe that other than love. These were real human relationships. When | worked at Apple,
you could see Steve and Johnny talking. You could tell these people cared about each other. Now, radical
candor gets measured not at the speaker's mouth, but at the listener's ear. And | think that Steve had
built a team around him of people who didn't mind rather what other people would consider obnoxious
aggression. But | think in the context of their relationship, it was understood as care.

FROCERIR:

B, RARIBEFEX - FTEHNME - AR, KE - DHRIFN—L. ZRPERE, THEHERBISRI
H “CAREGHEEME" , BHER, H5SEETERILTIFERENXR, UETAMBEN, FiB - Ex
(Tim Cook) BEERMEBD—FAELAM. FFT “&" , HEAFFEEAREEZMX R, BEEENARRX
Fo REERIIER, seBREFEXRMITE (Jonylve) X%, REERMEEIXLEARRKILRON, ME, “W)
I BEERERETRIEENE, METHENE . AANLFREMBERILT —THE, XEA
HANERNARTBE “REEE" , EAEMINOXRZIERTR, BPRIBENXIT.

[01:05:44] Kim Scott
English:

I'll give you an example of that from my own career, not that | am comparing myself to Steve Jobs, | think
I'm a much gentler person, but sometimes | develop relationships with people. And part of that
relationship is that we push each other pretty hard. So there was a person who | had worked with for a
long time, for many years. He had followed me from one company to another, and we were localizing a
product and he kept conflating Slovakia and Slovenia, and | corrected him once. | corrected him twice the
third time, | was like, did Slovakia, not Slovenia dumb ass. And he started laughing, and that was fine in
the context of our relationship, but | realized that the people around me, | was silencing them. They were

like, "Oh my gosh, | don't want to make a mistake. Kim's going to call me a dumb ass."
FREiE:

M E R AEEFENF—HAEER B CLLETH, RE/RENENFTZHA—EENES
MELEAZBUE-—MEHESRENXR. BE—MTHEAZIZENRE, BEREERRTH/LRAF. B—RKHK
MEM masit, mEREERRMIEXEIRERE, FAETMHM—R, MR, FZRETH: “BHS
X5, FRETEAXREIL, IMEER” thETIEER, XERIMHXARZREEN, BHRFIRE, AENAKEK
MMEFBLLAET. fflaf: “RXW, HAFEILEHE, ESEREEREN.”

[01:06:19] Kim Scott
English:

So | had to pause and say, "Look, | respect this person enormously, and | like this person enormously. We
work very well together." And so | think that sometimes people have relationships with others and they
have those relationships in public and other people misinterpret those relationships. Steve Jobs was not
perfect. He made all kinds of mistakes, but he was no Ray Dalio or Elon Musk, who | would say make far
more and worse and more egregious mistakes. And | think you're raising a really important point. You're
raising a point, which is that there's this false dichotomy. In fact, the new biography of Elon Musk falls



into this category. | like Walter Isaacson's work a lot, but he falls prey to this in his biography of Elon
Musk, which is there's this notion that we have to choose between being a total jerk but really competent
or really nice but incompetent. And those are not our two choices. That's the whole point of radical
candor is that there's this other way that works better and doesn't hurt people.

FRCERIR:

FRABASNMETRER: “hE, REBEEXTA, HIFEENRM, KNESEFERT.” TIANERAL]
ARG ERIEPHXZIHENIRE. THHHATE, IEIEMER, BHUA2EFMHSHR, Hik
NERELHNERESZR[/S. TEFSZ. MELT—TFEEENUR, IEE—M “ERNZDE . FX
£, BHRRHEEMEANT X MR, HRENKRE - XiERH (Walter Isaacson) BIfFm, EfEDH
RERPEENT XMW RITGTE “B—IEEDELAXNRMER” M “M— 1N FEERFAN" ZiE
HER, EXHARNENRHMNER. “HIEER BZOBEXMET, FEF=FK, cEAEREFZMHE
fthAo

[01:07:13] Lenny
English:

| think that's the key takeaway there is you can be even more successful if you lean into the care deeply. In
theory, they could have gotten more out of their people if they made it clear they really care about them.

AR ERIE:

HIANNXBERBTRE . MRFEMEIRTIXC, MAUEFEMAL. Bt L, MRIIERmFENRZITH
Kby, SFIUMRTE ERSES,

[01:07:26] Kim Scott
English:

And there's plenty of counter examples of incredibly successful people who are very caring leaders, and
it's not as much fun to tell stories about that. And so we don't as often.

FROCENIR:

MEBRZRE, BERERNNAFERFERIEEXTMMANNTE. RBAXERELIBA R
FRIAFA TS R AR 450

[01:07:40] Lenny
English:

Along the same lines, there's someone that you worked with that suggested | ask you about investing in
your authentic leadership style, Melissa Tan. | don't know if you remember her.

FRCERIR:

IREXNMER, E—UESHRESHABRNFERFXT “KRETHRELMNGSXE @, mUgs - 8
(Melissa Tan) . AEDE(REIZRIEE .

[01:07:50] Kim Scott

English:



Yes.
AR ERIE:

1%

[01:07:51] Lenny
English:

Okay, great. And she was on the podcast in the past, and she just said how when she met you, she was a
very people-pleasery person and just wanted to be like, and you helped her develop her natural
leadership style. Can you just talk about what you suggest to people to figure this out and how to find
that for yourself?

AR ERIE:

AEF7To wllaith EdXMER, Miii@FRRE—NIFETEN “WHEREAR" , REBWASER, MR
Bhitt R R T i B ARV N (REEVORIRZINAMTINEE LR MHLEE T B SRS XARIE?

[01:08:06] Kim Scott
English:

I mean, | wonder what Melissa would say, but my memory of conversations with her, and this is an issue
that | talk about a lot because a people pleaser too. | grew up in the South and I'm a woman. | was not
brought up to challenge directly. That was not part of the culture that | was brought up in. | was brought
up to be polite but also brought up to be kind. And for me, the thing that is most important to hang on to
is that fundamental kindness and to realize that it's actually unkind not to say the thing. And so that is
part of the reason why | encourage people. | tell the Bob story so often and | encourage other leaders who
| work with to think about what their Bob story is that you realize it's not nice in the long run.

FRCERIR:

BREBMEBWIREAR, EEKICIZFSHAINIEE —XBWEREERICHNER, FAKBED 957
£ . BREBAKK, X2XM, BRMWNERHHERE “BEML o BRRREKXXUHN—E7. HRHA
SELR, WEER. WHEXH, KREBN—RE2EHEMELANER, HRIRE “MMEIEHHK" KHFELE
FERN. XMBATAREEHADNHE, HEHRSENEBMSEEZREZMNN “@HE" —R
ZRIRE, MKIZRE, NMEB—REBREE.

[01:09:00] Kim Scott
English:

It's unkind in the long run, not to tell someone if they're making a mistake. There's nothing nice about
that in the long run. And so that | think at least for me, that's been helpful. And then another thing that is
helpful is again, to get others focused, to focus not on pleasing people, but on doing the right thing for
those people, on truly caring about those people more than you care about your own discomfort in the
moment. And that is something that is easier for people to do than just to challenge directly. I think in
many ways it's about what is getting in the way. That's why | call it ruinism. Empathy is a good thing, but
sometimes empathy can paralyze at least me because I'm so acutely aware of how what I'm going to say
might impact the other person, might hurt their feelings that | don't say it.

FROCENIR:



MRFEALTHAREFM, KERERNCEN, XEPRKEEARENS. ARFELDWIFRR, XRE
B, Z—HERZPHNEZHFREE “KXEMA" | FEXEOMEGRMA, MEXENAAMISER
E, HIEXOMA), BIXORETHRER. XWAMKRLLRAE “BEkLE™ EFZMHE. FIANNER
ZHH, RBETTRAABEET RN XMBAFAEMZA "KL . BEOREE, EAREELRIL
R, RARKBPMEIREIFORAEFIRSOAREMNTG. GEXNANRE, UWETHHAORS,

[01:10:01] Kim Scott
English:

And so when | push myself to be, and you can call it compassionate candor if you like that better than
radical candor. But when | push myself not to feel so acutely what | think the other person might feel, and
by the way, | could be wrong about what | think the other person might often, they're like, it's no big deal.
They're like, oh, thank you for letting me know. But when | can let go of that and think about the other
person and what | care about and what they care about for their future, going back to your point, if you
know that it's really important for someone to get promoted and they won't get promoted if they keep
talking to people in a particular way, then you're focused on what they want. That is really helpful to
move past that.

FRCERIR:

FRASFGRIBE CER—WRIRTEF “WIRER A, sIUE “ZERER" . SRBEECSFEDR
LB ARBERR UN WAENRZHE (RER—T, REERHE, WHAFERSRITLAKRRT,
EEQY “BHEMREIFE") . HHERTXE, KMBZEXNS. BERPAR OB MR K ORI R FKES
EEREMR, MRMAMEEANEAREE, MORBBEUREMSANSARRMTEZRETE, BAMR®
TAET "WRER . XN TRRERIFEEE,

[01:10:47] Lenny

English:

Just a few more questions before we wrap up. Your book sold something like half a million copies.
R EE:

TEERAEB LR, REIFHET K29 50 HHE?

[01:10:47] Kim Scott
English:

A million now.

R EE:

IMTER 100 AT o

[01:11:00] Lenny
English:

A million copies. 23 languages. Jesus Christ. So a lot of people have read it, a lot of people have been
using it. What's something that people often just get wrong that super frustrates you about the system,



the recommendations that you just wish people come on, here's what | really wanted to say, or here's
what you should change.

AR ERIE:

100 5, 23MIES. KW FRURZARTE, REAEEAE. XTXERAREIN, AEKERHETA
IHRREIFFERTR? MMRFEAMBAMA, HEREMITNERFA?

[01:11:17] Kim Scott
English:

There's two things. | mean, as | mentioned earlier, when you write about a book about feedback, you're
going to get a lot of it. One is this, in the spirit of Radical Candor and then the person acts like a jerk. That
is not the spirit of Radical Candor. That is the spirit of obnoxious aggression. But shortly after the book
came out, | was giving a talk at a tech company in San Francisco and | got some feedback from the CEO of
that company that was so impactful that it caused me to write my next book, which is called Radical
Respect. And in many ways, Radical Respect is kind of the prequel to Radical Candor because if you don't
respect the other person, it's impossible to care about them and you're not going to bother challenging
them directly.

AR ERIE:

BRfGE. ENRZARIN, E—4&XTRENBRILMFEIIRSRIR. F—HmERM “SEMYERERN
B RAERRIABENER. BAZ “MRER" , B2 “CARTGHERIE" . BEBHREFRA, &K
EIHZW—KEHRABEWH, WEIT AL CEO FIRR, MRRREIMRE, REKE T T—4H (MEEE)
(Radical Respect), ERZAH, (MKREE) G2 (TIKER) BAIE, AANNRRAEEXNS, RMAR
REXRIOMtEf], BRMAZIEROEEZREME ],

[01:12:04] Kim Scott
English:

What happened in this meeting? | walked in, | was really excited to give this talk. The CEO had been a
colleague of mine for the better part of a decade. She's a person | like and respect enormously, and she's
one of too few black women CEOs in tech or in any other sector. And when | finished giving the talk, she
pulled me aside and she said, "Kim, I'm excited to roll out Radical Candor. | think it's really going to help
me build the kind of career | want." But she said, "I got to tell you, it's much harder for me to roll it out
than it is for you." And she went on to explain to me that as soon as she would offer folks even the most
gentle, compassionate criticism, they would call her an angry black woman.

AR ERIE:

BREWRETHA? TEHE, IFEHEMESEH, M CEO BRFRETFHNRAE, RIFEERHEE
o, RRHRRADEEFATFRARFZHNEBEALN CEO 22— EBHERRE, BRI —0%E: “E, HE
MEREHETT MIRIBIE , RERFCEBREULFBENRNERE" Bittii: “BlREIFER, FETEEL
MR, EEmER, RAEMLIANERREN. REFRIBONHIT, AIMESMtA “BEIRIRA
T’ .

[01:12:49] Kim Scott

English:



And | knew this was true as soon as she said it, and | knew how unfair it was because she's like one of the
most even keeled, cheerful people I've ever worked with. And | realized a bunch of things at the same
time when she told me that, the first was that | had not been the kind of colleague that | aspire to be, that
I imagined myself to be. | had failed even to notice the extent to which she had to show up unfailingly,
cheerful and pleasant in every meeting we had ever been in together even though she had what to be
ticked off about as we all do at work. So I had failed to be an upstander, a good colleague.

FROCERIR:

—RTEMAEXEEN, BAEXEZAFAT, AAMERREGFINRBERE. RABNAZ— 4
EIFFX LR, HRANTIRATLHE: F—, RARERAFTBERNNNBTHESE. REELF IR,
FEHNN—ESMNE—RINF, ML ARMSBEN—FBRMER, REMMBIIFFEA—F, TIF
PEETESNE. FMUFOKERN— “EEMEE" (Upstander) , REERN— 1 EFESE.

[01:13:41] Kim Scott
English:

The second thing | realized was that | had also failed to acknowledge when | was experiencing different
versions of bias, prejudice and bullying. And | think part of the reason it's kind of hard for the author of a
book called Radical Candor to admit she was in denial. But | had been in denial about a bunch of
experiences | had had in the workplace. | had pretended that a whole host of things were not happening,
that were in fact happening. And I think part of the reason why | did that was that | never wanted to think
of myself as a victim, but even less than wanting to think of myself as a victim did | want to think of
myself as the culprit.

FROCENIR:

BFHEHEFTIRE, FKEAAECANEZHIFRALEANRRE. EANHER. FEF2RER, ¥F—1
57 (MBI BIARNR, FABCHE “REIKN" SRMEN. ERHINE SERIPHN—RIIEZHAM
TR BRBERSFELERE, MENERLLEET., RBRBIRRERAFARICEHCEFRESE, BEEE
BE, REFMRICECERF "FEWE -

[01:14:11] Kim Scott
English:

So I'd been even more deeply in denial about the times that | had said or done things that hurt other
people who | worked with, said or done things that were biased or worse. | had bullied people before.
And by the way, when you become a leader, you're much more prone to bullying even if you don't think of
yourself as a bully, which I certainly don't think of myself as a bully, but that doesn't mean | never bullied
anyone. And then the last thing | realized was that as a leader, | imagined that | was creating these BS free
zones, but | had allowed all manner of BS to pass. So that was what prompted me to write the next book,
Radical Respect, which you can pre-order right now and please do.

FROCENIR:

FRIURERMTINT BERD R IHMINGERENE, BETERIEEEENS., RUFBEHEZIH
Ao IRER—T, HIREATASER, MESZRANFE, BMERHTNANNBERIMHEE —HRHUATER
BoE, EXHAERERMRBZIEMA. REHREIRE, FHASE, RUNBCHEEE—T “EBLRE
i NXE, ERMNAFTIMEREN BIE FE. IMERERE T—4F (IREE) NREA, REE
ZRILIFIT Y, AR



[01:14:41] Lenny

English:

That was my next question. Talk more about this book. What is it about? Where people find it?
R EE:

XEZERT— A, SHEXARE, ERXFHAN? AMTEMEFTLUREE?

[01:14:46] Kim Scott
English:

Radical Respect comes out in May. You can pre-order it now. Anywhere you buy books, at your local
independent bookstore, I'm speaking at a conference of independent bookstore owners soon you can

pre-order it on Amazon or Barnes Noble or anywhere else you buy buy books.

AR ERIE:

(MREE) BFTFRAMR, RIMEMATUTNIT, EREXHAIMGEE, LRI MMIBE (RRREE
I PEFRIWEEW), BWEIUEESHE. Barnes & Noble SE AR M HBF &EFIT,

[01:15:05] Lenny
English:

And who would you say it's most for?

[01:15:08] Kim Scott
English:

So there are chapters in that book about things leaders can do. There are chapters in the book about
things you can do if you're harmed by bias, prejudice, or bullying. There are chapters in the book about
how to be a great upstander, how to be a better colleague, and there are chapters in the book about how
to become part of the solution, not part of the problem when you're the culprit. And | think we all find
ourselves in all four of those roles at different moments in time, and | don't think there's any one group

who can solve this problem. Everyone is responsible for creating a more respectful work environment.
FRZERIE:

PRELZNNHAFETUEA ANET; BHNRFERERR. ERNTEZGEEAT LS ANET; BN
ARA—MEBE “REMEE" . ARANEFHNRENET; TEHIIMREAN “FRBE" B, MEms
R =B —EB D TR —E8 7. HUARNERFN LB EXNHEE, KEEA—EHFERR
ERZ AR, BPABBRAELE— N EASERI LIFFIR.

[01:15:48] Lenny

English:



Awesome. We'll link to that in the show notes.
FRSCERIF:
KiET, BMNSIEPEERETENRE,

[01:15:50] Kim Scott
English:

Amazing.

R EE:

KIF 7o

[01:15:51] Lenny
English:

To leave people with a very tactical next step. What's one thing they could do this week today to get
better at Radical Candor, to start building that muscle?

FRZERIE:

ATHRR—TIFERBAAEN TR MIXBRS KLU —SE, KA “WIRER" B8N,
FHARIFXIRALA?

[01:16:00] Kim Scott
English:

I would love it if everyone would write down their go-to question what are the words that will come out of
your mouth and practice it. Practice it in front of the mirror and then practice it with a friend and refine it.
Just figure out what, because it is uncomfortable to solicit feedback from others. They don't want to give
it to you and you don't really want to hear it. So if everybody can write down their go-to question and
then put five minutes in your calendar of someone you're going to ask that question of.

AR ERIE:

BRHEESIAMES TEHCH “BREE —HBmEBLESMREREREREE, HEIE. WEHREFE
3, RAERMBARGIHTTE. FrR%EANR, AARFAERRGEERETRN: ti]F84%, RERE
o FRLL, MIRBMAES TEHSHGREE, ARTEAERERL 5 5%, H—MRREBAZER,

[01:16:31] Lenny
English:

And that calendar entry, | was going to come back to it actually. So you do the one-on-one agenda,
adding the question, the calendar entry is for people you don't have a one-on-one with, pick someone

that you're going to ask that you're not meeting with regularly.

RSz ERIE:



KB BRERH, HEBEKBHIA—T. Ll BR7TE 1M1 ERIEERIANRE, BREZHRH LR
A IN1IEKRBA, E—MIAEERERAZER?

[01:16:42] Kim Scott

English:

Absolutely. Or add it to the bottom of your next one-on-one agenda. That's fair too. Either one.
R EE:

BRI, HELEMERT—R 1] BRIENR TH. BT, RHERELL

[01:16:44] Lenny
English:

Amazing. Kim, is there anything else you want to leave folks with before we get to our very exciting

lightning round?
FRERIE:
KiET. &, THNHMAOHNABRERTZHE], EETABRBLRARNG?

[01:16:52] Kim Scott
English:

| think just remember, you do not have to choose between being successful and being a jerk. You can be a
successful kind person.

FROCENIR:
BRBAKIZE: (RAFEE Ay’ M “MNER" ZiEMoER. R UE— P EERIIX ERB A

[01:17:00] Lenny
English:

Oh, | love that. Amazing. Okay, well with that, we've reached a very exciting lightning round. Are you
ready?

FRCERIR:
MR, IRERXEET . XETo 8, BARNENFEEREHNBREN T EEFTE?

[01:17:07] Kim Scott
English:

I'm ready.

R EE:

HEEET



[01:17:08] Lenny
English:

What are two or three books you've recommended most to other people? You've already mentioned a
few but what do you want to share?

FROCERIR:
MREHEFLINANR=ZEBEMA? (FRELRET/LE, EEAABSERNG?

[01:17:14] Kim Scott
English:

Yes, I've mentioned a couple. Please do buy Radical Respect, | believe that the more novels people read,
the better. People often ask me, what can | do to move up on the care personally dimension of Radical
Candor and read more novels? This is the best way | know of to build compassion for other people, to
understand the emotional signals that might be coming at you. | mean, some of my favorite novels are
Middlemarch. I try to reread that all the time. Anything that Toni Morrison wrote, the Bluest Eye is one of
my favorite, but also Song of Solomon. It just such a brilliant writer and will help you enter into the lives
of people that you haven't entered into. | think that Orlando by Virginia Woolf is another one of my
favorites. And Robertson Davies, the Deptford Trilogy is an incredible set of novels to read. I'm cheating

now and giving you three.
R EE:

B, HELRTILAE, BH—EEX (MKEE). i, FBREAMDRNZESZET. AMTERZK: FXE
2fRA MBS FEY DARD” LE? BREZWNE. XERRAMENZIRED. BEMABRE
SHREFN. BRENANMIEE CRBRSRE) (Middlemarch), REEEFR, TEHLE - REHK (Toni
Morrison) BYFiE{Fm, (RIEMREE) BERNREZ—, &8 (FAFZ1ZR). MR —UXA R, sE&EIR#E
ANBBEARMRS BIREE. HFERI - A/RKY (R=%) UERNEE. TETHE - MERDN (BEF
BIE=a), BR—EABNBINE, BRIMEEMSLE T IRILA.

[01:18:27] Lenny
English:

The more the merrier.
R EE:

HZ#T,

[01:18:27] Kim Scott
English:

Yes, Alice Walker, the Color Purple is another one of my very favorite books, so | recommend reading more

novels.
RSz ERIE:
=0, BEiZ - AR (K8) RRRERNHZ— FIUERRBINZ N,



[01:18:34] Lenny
English:

| love this leaning into fiction that doesn't come up often on this podcast, so this is great. What is a
favorite recent movie or TV show that you really enjoyed?

FROCERIR:
HERZMHMEWFENER, XEFBERAELI, KT, RO AMIEEESRNBRHBIEI?

[01:18:47] Kim Scott

English:

| watched all 19 seasons of Grey's Anatomy with my daughter during and after COVID. That was really fun.
FRCEIE:

EERiENZE, BN |—EETTEBE 19FN (EIELERE). FENREE,

[01:18:55] Lenny
English:

Actually. I did the same thing with my wife. We didn't do all the seasons, but we watched a lot of Grey's
Anatomy.

FROCENIR:
FEX L, FNBEFUMTEHNE. RTKETREEE, BHETRS,

[01:18:59] Kim Scott

English:

We watched every single one. It's still coming out.
FRCEIE:

BB —&#ET. eUEEES.

[01:19:04] Lenny

English:

Yeah, it's funny to see which characters continue and which | die off, leave.
R EE:

TR, EMLEABETR, BEABMELHEH, BEEEMN,

[01:19:07] Kim Scott
English:

Yeah, exactly.



FRZERIE:
pa:-

[01:19:09] Lenny
English:

Oh man. Okay. Funny
R EE:

X, 48, HiZ,

[01:19:10] Kim Scott

English:

And Shonda Rhimes, | mean, watch her TED Talk, amazing person.

FROCENIR:

KHEMHE - I8 (Shonda Rhimes), —EEFEAY TED &, WE N T FERIA.

[01:19:14] Lenny
English:

All right, we'll link to that in the show notes. Do you have a favorite interview question that you like to ask
when you're interviewing people that might be helpful to folks interviewing?

FRCERIR:

Ry, BNFPEERETENEE, FEHHAIIANEREAAKERENEA, FTEXNETEIHIAEE
Bh?

[01:19:22] Kim Scott
English:

The question that | like to ask is just tell me the story of your career. And | know that's kind of, maybe it's a
hard, it seems like a softball, but it's actually can be unfairly hard or not. | don't know, unfairly hard, but |
always learn a lot about people from how they tell the story of their life and their career. And then what |
try to do is they'll say a couple of things that really interest me and | sort of double-click down into the
details of a couple of aspects. | love people's life stories, so that makes it a more fun conversation for me.
Often people like talking about themselves so it's not too painful for them, but you also learn all kinds of
unexpected things.

FRSCERIF:
KERRMRIDME: “AERBHROINVEERSE,” RAMEXITERED DK , BLfFLEraEIEEM,

HEEM—TARREFNRVHENSARFERS, ARERIHMEF/IMERBHBHIR, RANZERA
To BAEMHANERKSE, XEMENFERAEGE, BEAMNEERKICED, FAUXMEIIRREEAR
B, (BRAEFESMHEERIIAR,



[01:20:13] Lenny
English:

And is there anything you're looking for in an answer that's like, this is a good person to hire or is it mostly
information? I'm just gathering a lot of background.

FROCERIR:
MEBERPZ IR AFENRAERAE “XB—MESREANA” 13? EREENTRIERER?

[01:20:22] Kim Scott
English:

| find that | learn how the person approaches setbacks from a story, from the way they tell a story. | learn
whether a person is able to identify mistakes they made. | mean, if you say, "Tell me the story of your
career," if there's not a couple of mistakes in there, | also find that when they talk about accomplishments
and then | double click on it, I learn a lot about what a person really did. Sometimes a person will claim
credit for something that just happened that they had very little to actually to do with, and | learn about
very often. | find that a good way to learn about people's skills and depth of knowledge.

AR ERIE:

HEAMKEMBEES. MUITHRFENSRNF TR ADNFES T ZETHE-—TARTRIRMBESED
AUHEIR. RMHRVEELINLRE M EIR, BmARE. i, SMITKICHEE, FORNZEAT,
FBE T XD AZIRM T 4. BRAMNSIE—EIRFELE. MEMNESKEAZ5NEHTES. ZLH
X2 T - ARBENALRREREES .

[01:21:10] Lenny

English:

Is there a favorite product you've recently discovered that you really like?
R EE:

BEERE T ARERNFAIFESREIN A= Mm@?

[01:21:14] Kim Scott
English:

Yes. | love my new it's called Attitude, and they're shampoo bars and conditioner bars, so it comes in
cardboard, wrapped in paper. There's no plastic. It's much more environmentally friendly, and | have long
hair. It gets very tingly and the conditioner works, so | recommend.

FRCERIR:

BiY. HERFHENM Attitude FARENIPR B, ERAREE, BAREN, REEH, FEHFR. &
KERK, BHITE, BEXMPLREREM, FrUZKEE.

[01:21:35] Lenny

English:



Very unique suggestion. Is there a favorite motto that you often repeat to yourself, share with people, find
useful to come back to in work or in life?

RS ERIE:
IO, RESEAALKLEXNECEE. 5 ANENEAY, REEIEREFHEERA?

[01:21:46] Kim Scott
English:

"It's not mean. It's clear." This is something someone told me on the streets of Manhattan. It's actually
the origin story of Radical Candor. | was walking my dog, almost got hit by a cab, and this man, a perfect
stranger, looked at me and he said, "I can tell you love that dog." That was all he had to do to move up on
the care personally dimension, but he says, "You're going to kill that dog if you don't teach her to sit." And
he pointed at the ground this kind of harsh gesture. He said, "Sit." The dog sat, had no idea she even
knew what that meant. And | kind of looked up at him in amazement and he said, "It's not mean. It's
clear." And then the light changed and he walked off leaving me with words to live by. So | think about
that stranger all the time.

FROCENIR:

‘RABLE, XEEM.” XBERWEHIN—PASFRN, XLFFLERE “WIREHR" ERSE. S
TiE, ERREEEER, —MEelENSAEERR: "HERERMGRERFR.” IMEME “TA
KL HE PR, BMEER: “WRMRAHRE LT , (RREXEH.” isEtmE, M7 —MREE
BFHR: “BTF! " WRALTT, ZFEEFNECHFE. RIRTHEEM, ik “XF2ZHE, X2
A" ARAZITET, EAT, BFTXAUULRZHRLINIE, REBRERMEEA.

[01:22:30] Lenny
English:

Such a good story. Final question. | read online that you started a diamond cutting factory in Moscow at
some point in your life. Can you please explain this part of your life?

AR ERIE:

KiENRE, Re— MR RENLREREBEERRFREINI —KEGIE . MEFRBRE—TRAEFHX
REEFIG?

[01:22:41] Kim Scott
English:

Yes. So | studied Russian literature in college, very practical major. And then | moved to what was then the
Soviet Union in 1990 when | graduated from college, and | wound up taking a job with, first of all, | was
with an investment company and then they pulled out of Russia and put the money in China. And so |
wanted to stay in Russia and through a friend of a friend, | got a job working for this diamond company
called Lazare Kaplan, new York-based diamond company, and they were trying to figure out what they
should do in Russia. And | found out there was an opportunity to start this diamond cutting factory. And it
was actually my first management job because | had to hire these diamond cutters and | had to hire them
away from these Russian diamond cutting factories and | knew nothing about management or business
or anything.



FRZERIE:

Bl BAFFNEHFHXE, FE “EAH” BT, 1990 FEAEHRRE T HERIHEK, REAERE XK
BRBEIE, ERMMNBEETHEERRETRE. HRBERTH, BIRRNE, FET—KWY Lazare
Kaplan VA9t A AT, MNSNERERTHAREM. HAI T eIDatlE Bils. BERFLZE
BHNE—MEELRE, EARLSTRAEBELATIEIN, BEMMRTHEEI 23K, MAHEWNERE,
Bl —EE A,

[01:23:44] Kim Scott
English:

I'd studied Russian literature. | knew a lot about Dostoyevsky, so | thought it was going to be easy though.
| was like, well, the ruble is collapsing. I'm going to pay them in dollars. Of course they'll come work for
me. But they didn't take the job right away. To my surprise, they wanted to have a picnic. And at the
picnic we brought a bottle of vodka, and there's a rule in Russia, if you open a bottle, you got to finish the
bottle. So by the end of the bottle of vodka, | realized that what | could offer that the state could not offer
them was to give a damn about them. They wanted to know that | would be a manager who would get
them out of Russia if things went sideways there. And as you can imagine, I've been thinking a lot about,
they were all men, about these men because | haven't been able to get them out. And I'm devastated by
what Russia has done to Ukraine, but that was the moment when | realized that management really
matters, and that to be good at it, you have to care about other people. And that was what made it
interesting to me.

FROCERIR:

BENERTHXT, BXNFEBZBMRFETIRE, MMURUANXEREZ. H8: AHEHER, RAAMH
MNEx, MMNEEZR. EMITIBEIIERTF SHIFFNE, MINEETFR. FENBANTHT MRS
m, EEHENNE: FTHRMEET. BeiilEE, RRIRFIREREMEXFEEHNAAZ: W)
WEIEXT, tENE, MREHEL, BEXIMEERTEFMNEAETH,. FAUER, R&EEEER
EXEBEA (file5%), RAFKKEFMIIEEK. HNETHN SR —IRE 08, BIEZR—
ZILHRIRE, EEENRER, MBMFERE, MBFAXOMA. XMEEENE~ERSININERE,

[01:24:53] Lenny

English:

Man, that is a heavy first job as a manager.
FRCEIE:

KB, (EAZENE—N TIFRTEBINER,

[01:24:56] Kim Scott
English:

Yeah. Yes, it was.

R EE:

[y, HSEuitt.



[01:24:58] Lenny
English:

Wow, Kim, this was awesome. | think we're going to help a lot of people become better leaders. | think
we're going to help a lot of companies change their culture. I'm so honored that you agreed to do this.
Two final questions. Where can folks find you online if they want to follow up and learn more about your
stuff? And then two, how can listeners be helpful to you?

FRZERIE:

I, &, XKXET. ZRHENIFEHREAMNEFHNNTE, BHRSAFREX K. FRRZIREZNX
Rinik. mEMNAE: MRAKBERAHTHESMNAS, AIUEMEREIIR? 5=, AR LNFEER
R?

[01:25:18] Kim Scott
English:

Radicalcandor.com is our website, and I'm not much on Twitter slash X anymore, but you can find us. We
do a lot of posting on LinkedIn. | think that the thing that people can help me do is to send us a note. You
can also email us radicalcandor@radicalcandor.com and let us know what could we do in podcasts like
this or in our materials? What could we do that would make it easier for you to put these ideas into
practice? Because Radical Candor is, it's about behavior change, and it sounds easy, but it's really hard,
and we're always trying to figure out how to help people walk the talk here.

FRCERIR:

FATHIM L2 Radicalcandor.com. EAREAR Twitter/X T, {BYRAILATE LinkedIn £ EIFKAT, HRINELEE
EEML, RUBARESERMMBLAEINIZES, RBAILILHR4 2 radicalcandor@radicalcandor.com &
WEAN: EXFENBEPRERNNVERS, BITFEMHENA, BEILRERZMIGXEAREATELE? AN
‘MR XFEITHNZE, MRERBZMERE, RI—BEEZSHINAEBANMHEIZTIT .

[01:26:02] Lenny

English:

I think doing this podcast is going to make a dent in that goal.
R EE:

BRAXHBE AL IMABA BARHH T8,

[01:26:05] Kim Scott
English:

Oh, good.

FRCERIE:

MR, ARFLLFo

[01:26:06] Lenny



English:

Kim, thank you so much for being here.
FREiE:

&, IFERXGREER.

[01:26:08] Kim Scott
English:

Thank you. | really enjoyed it.
R EiE:

g, RRERZXRMIE,

[01:26:11] Lenny
English:
Same. Bye everyone.

FROCERIR:

[01:26:12] Kim Scott
English:

Take care everyone.
FREiE:

ARRE,

[01:26:15] Lenny
English:

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

AR ERIE:

BRI, NRETFIXEATEBNE, FILATE Apple Podcasts. Spotify St ERATHER N A 1TIH
ATH. Wi, BEERARINMNTIHIBETITIE, XERAMEBEHHMIARLMNAER, LA UE
lennyspodcasts.com #EIFIE AT ER TREZES. THTEBEL.



