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[00:00:00] [Matt Abrahams]
English:

Visualization is a really useful technique and you see yourself not just in the moment of speaking, but
getting up to the stage, seeing it being well received, thinking about how you step off the stage. We see

athletes do this kind of thing all the time, and there's good research to say that this desensitizes people.
FRERIE:

ML (Visualization) B—NEEHANKIG, (MIAMXERRBCETEHNI—Z, TERRBCELE
8. BEEAREWID, URBFMAETEZEENIRE. RNEEEESEZMXMES], MABRDSBHAR
RAA, XEEFBIANIS (BREMSEENRBBE).

[00:00:16] [Lenny Rachitsky]

English:

Most of the public speaking we do is on the spot. It's not often you give a prepared talk.
FRCEIE:

BATRHITHASZS B AREHEBREIHME, FROUSBNEZEB—NEERTOWENEMR,

[00:00:20] [Matt Abrahams]
English:

You actually have to prepare to be spontaneous. And that's counterintuitive, but when you think about it
in athletics or jazz music, it's like of course you would prepare and practice.

FRCERIR:

fRSEFR L&A “BIMARE" HUkES. XIFEREEFEE, ESRBFETSHHB LR, MUSRSES
MRS 2R AR,

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

Are there any other techniques that you love that you find people find really helpful in calming their
anxiety?

RSz ERIE:



EAEEMIRER. RENEEEEIFERBERIRISE?

[00:00:34] [Matt Abrahams]
English:

Strive for connection over perfection by daring to be dull. Just answer the question. Just give the
feedback. Just be engaged in the small talk. By doing that, you dial down the volume of self-evaluation,
freeing up resources that can be used to really help you succeed.

AR ERIE:

wE BT FE” (daringto be dull) REXKEZMIFTR. RFEFFH, RF|LHRE, RFRNEIHRH
o BT, FERTBRTNHNEZE, NMRREFER, EEFREBIREISEII.

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

Today my guest is Matt Abrahams. Matt is a professor at Stanford University's Graduate School of
Business where he teaches a very popular class on communication and public speaking. He's also the
host of the incredibly popular podcast, Think Fast, Talk Smart; and the author of the very popular book,
Think Faster and Talk Smarter. Matt also coaches people one-on-one on public speaking and
communication skills. And in our conversation we focus on the two areas that people most need help
with. One, reducing their anxiety before and during any form of public speaking, and getting better at
speaking on the spot, including giving better toasts, giving feedback, doing Q&A, and even apologizing.

FRCERIR:

SRBIZERE Matt Abrahams, Matt RETNERAFEFRNEIR, MEREHE—1IEEZVLRERES AKX
EWIRIE, iR INMAIIEE (Think Fast, Talk Smart) BIERFA, UKZHEF (Think Faster and Talk
Smarter) BIEE. Matt FIREQAXRBHADBEREIGN—H—HS. EERINOEFR, BMNZIFFANRE
BRI F—, BROERAEXNAKEHR ZFMBENERS; £, REEOEHNESD, S1FW
AIEFHPUE. ARG #HTRERT, EEREH,

[00:01:36] [Lenny Rachitsky]
English:

Like we talk about in the actual conversation, speaking well is a superpower in your career for
interviewing, for being great in meetings, for pitching your manager on ideas, to leading teams. And the
skill becomes even more important as you grow in your career. The good news is that you can get better
at it with a bit of help. I've worked on this a lot over the course of my career and I still get really nervous
before big talks and even before every podcast episode, but many of these techniques I actually put into
practice and | share that in our conversation. If you pick just a couple things from this episode to put into
practice, you'll become a better communicator, you'll be less nervous, and you'll get better at dealing
with on-the-spot moments.

FROCERIR:

EMFHRAIEMNERKER, ERRARMRRLEEFHN—ITEEN—LIEERER. FENFRALE. @L
BiEHIE, EEMSHM. BERIEENARE, XUKEZTF/URER, HHER, REF—~&H, 7
MBEMISEY. ERMIREES, REXFE FTRZBINK, BEREEHRZE, BEEEE—SREERHZ



A1, HIDAZBEIFERK. FF, BBIKFEFIFSRIGMNELE, FEMNEFIETXELN, NMRIREE
MEETERE/LHEELE, MRSRA— 1M BEFREEE, TR/AMWARK, HEBEBRGERHIIZ.

[00:02:14] [Lenny Rachitsky]
English:

If you enjoy this podcast, don't forget to subscribe and follow it in your favorite podcasting app or
YouTube. It's the best way to avoid missing feature episodes and it helps the podcast tremendously. With
that, | bring you Matt Abrahams after a short word from our sponsors.

AR ERIE:

MRMERXMER, HISTHEEEANBERAR YouTube EITIAH X, XEBEEIRRHTENRES
I, BRATEEERNER. TH, ERHEENERENEARS, LWL Matt Abrahams,

[00:02:29] [Lenny Rachitsky]
English:

Let me tell you about a product called Sprig. Next-gen product teams like Figma and Notion rely on Sprig
to build products that people love. Sprig is an Al-powered platform that enables you to collect relevant
product experience insights from the right users so you can make product decisions quickly and
confidently.

(00:02:48):

Here's how it works. It all starts with Sprig's precise targeting, which allows you to trigger in-app studies
based on users' characteristics and actions taken in product. Then Sprig's Al is layered on top of all
studies to instantly surface your product's biggest learnings. Sprig Surveys enables you to target specific
users to get relevant and timely feedback. Sprig Replays enables you to capture targeted session clips to
see your product experience firsthand. Sprig's Al is a game changer for product teams. They're the only
platform with product-level Al, meaning it analyzes data across all of your studies to centralize the most
important product opportunities, trends, and correlations in one real-time feed. Visit sprig.com/lenny to
learn more and get 10% off. That's S-P-R-I-G.com/lenny.

AR ERIE:

AR TB—REJ9 Sprig B9 . & Figma 0 Notion X#FRVHT— ™= mEIPAERAKEE Sprig RITERZ AL
EENM M. Sprig B — T AIERREINTFE, SrILIRMNBIRAFBEWEAEXI~mEIRE, MMLR
REFZIRIR H B St = fRER,

(00:02:48):

ERNITEREBIT: —YI8aTF Sprig BUFEEE N, ERFRIRIER P NFIEMN T PRV EAb & N AR H
Ro AfE, Sprig VAl 2*BEZHEFBMARZ L, IMENEFRFPREENF IR, SprigSurveys (BAZE) &
IERET 345 E BB P IREVE X B BB/ iR. Sprig Replays ([EiR) BEILIRIBIRISENRIERER, FERME~ SN
K35, SprigBY Al 3= mEIARGRE— NN EE, MIEW—HE~mR Al NTEe, XERECHED
WRPREMRRANERE, HE—IENEERPLEAREEN~Rs. BHEMMBXMY. 158 sprig.com/lenny
THREZEEHIRE 10% AYHTH1, BP S-P-R-1-G.com/lenny,

[00:03:40] [Lenny Rachitsky]

English:



This episode is brought to you by Dovetail, the customer insights hub for product teams. Are you working
in a feature factory building filler that nobody wants? Probably, because the sad truth is that most SaaS
features are rarely or never used, costing the industry billions every year. Let's change that. Product
managers, Dovetail is holding their first industry conference, it's called Insight Out, and they want you to
come. Over one day in San Francisco, the product community is coming together to learn how to better
leverage customer insights and build products that people actually love to use. It's on April 11, and you
can hear from product leaders from Uber, Twitch, Meta and Netflix, as they share their strategies for
driving innovation, thriving in uncertainty, and balancing customer-centered work with business needs.
And here's the kicker, it's absolutely free for online tickets. Just go to dovetail.com/lenny to register. This
is thanks to Dovetail, the best way for product teams to get the most out of customer insights. Check it
out at dovetail.com/lenny.

FROCERIR:

AETEH Dovetail AREW, ERFmBANMNEFARRL, MMEBEE ‘I I, fIiESAREN
1Bz REMRE, RAERIIIERE, KZH SaaS R DVIMKEFER, SELTIEMEHZETHIMR
Ko IFHNATXMRN. F=@mEE(], Dovetail EEEMMINERBITILRIN, B Insight Out, fh{1FHE
REESM, FEIHSWABE—RNENF, FRAXEFTR—E, FINAEFHFATFAER, ITEAELE
EEFHANTR. 2WETF 4 B 11 B%17, {RuILUREIRE Uber. Twitch. Meta #1 Netflix ™= @S &S
ZMAIEREIEH. ERAEMEPEDLBUNRFHURTFA AP O TIES I SERAFEHIRE, RIFHNE,
EEIERe2RE, REFITE dovetail.com/lenny JEMENF], EXi§f Dovetail, X mAPATLFBEF AR
HEREH. EIIA dovetail.com/lenny &,

[00:04:50] [Lenny Rachitsky]

English:

Matt, thank you so much for being here and welcome to the podcast.
R EIE:

Matt, IFERIIREREIXE, WIMKEIAREE,

[00:04:54] [Matt Abrahams]

English:

Lenny, | am excited for our conversation and thank you for having me.
R EE:

Lenny, FRIREARFEAIBUISIE, BHHIREIFT.

[00:04:57] [Lenny Rachitsky]
English:

Thank you for being here. I'm even more excited for the conversation. So what | want to do with our time
today is there's two areas | want to focus. One is talking about techniques to help people manage anxiety
when public speaking. And two is helping people get better at speaking on the spot, which you wrote a
whole book about. And if you think about it, I think that's like most of the public speaking we do is on the
spot. It's not often you give a prepared talk. It's usually like you said, Q&A or a or toast someone wants to



give you or ask for feedback or things like that. So I'm excited to dig into those things. How do that sound
broadly?

AR ERIE:

BHSRBVEIR, FHERRXRMIE, PRGBS RO EIZCER IR —2RNFEBAMTERRE Y
EIEEEIRIS; —EEMANESISCEHRVES, MALT T —EB4AH, FARER, TUNARIMTETHX
ZHARBHEKRERENE, MROSEM—OESFNENEHR, BERGMITE, BEEFFT. HE.
WEREHRRIFZENER. FIURRHMEERNRITIXERAR, KELIFEREAR?

[00:05:33] [Matt Abrahams]
English:

Absolutely, | look forward to that and those are topics I'm very excited to talk about, have done a lot of

research in and look forward to sharing more.
R EIE:
REA, KRR, XEWERFEFHERERNIIEE, BWIMTRERR, HIFIZEEZRNE,

[00:05:41] [Lenny Rachitsky]
English:

| suspected as much. Okay, so let's talk about anxiety. You have a bunch of really novel techniques in your
book and your podcast for calming your body down, calming your mind down when you're planning to
give a talk, when you're actually about to give a talk, when you're giving a talk. And a lot of these | haven't
actually seen anywhere else and I've used a few of them and they are really great. So what | was thinking
we'd do is let me go through the ones that | found most useful and interesting and just share your advice
on those and then see if there's any | missed and then maybe add those at the end. How's that?

FRCERIR:

FIRHER. T8, BRAVKIRXER. EMRBNBEES, MEETRSIFEHHARID, BTEITEH.
BN R URIETEEHEIL S AL E TR, EPRERIGEAMREANLRT, HLATILD, BRIFE
%o FRLUFAR, HNALAI—BREFERER. REEBHN/LT, BMRIZREN, AREEHRETERT
4, mEBHTE. XEFRILE?

[00:06:15] [Matt Abrahams]
English:

That sounds great. That sounds great. | love that you've applied some of these techniques and found
value from them.

FRCERIR:
XIET . BIREHRNA T HAN—ERIGHMR LI T HiE.

[00:06:19] [Lenny Rachitsky]

English:



I'll talk about this, I'll talk about this. Okay, first of all, just to catch on this, you're not a fan of the picture

people in your audience naked approach, correct?
FRERIE:
SRR BT, KTFX—R, FHREN “WBRUREEHRN XMHEE, WE?

[00:06:27] [Matt Abrahams]
English:

The Brady Bunch advice is not good advice. | don't know about you and | don't know anybody who could
imagine seeing a bunch of people in their underwear and feel more comfortable with that. And | think if
you do, there are other issues you need to be dealing with than beyond speaking anxiety.

AR ERIE:

(EBRE) (The Brady Bunch) HBIENHAFRHEW. HAMERELRE, EFLEANIEEEIBR—
BAFERNXMERIEREN. RUNNNRMFENXATR, BIRAIEEIGE LEHRHEEETERHEMIT

o

[00:06:42] [Lenny Rachitsky]

English:

Yeah, it feels like highly inappropriate now, just that idea, trying to picture everyone-
R EE:

2H, NERIXMIZFERSE, HEBKEIA—

[00:06:46] [Matt Abrahams]
English:

No, but underlying that if you'll give me a moment, there is some value. This notion of visualization as a
tool of desensitization actually can be very helpful, but you're not visualizing the audience half naked.
What you're doing is you're visualizing yourself in that space. You're visualizing the audience responding
to you and what you're saying. So just like a pilot might do a flight simulator, having a visualization can
actually really help you feel more comfortable and confident. It literally puts you in the room even though
you're not there. And there's some tools and I'm fascinated by these tools that are virtual reality tools
that can also serve to desensitize you. So this notion of seeing your audience in advance of actually
speaking can actually impact your level of comfort. It's let's keep everybody clothed and let's keep them

all focused on your topic.

AR ERIE:

T, BMRMRLEKR—REE, XEEREXEENEN. XMEAZLEANRBTAENRE LIFEERE,
BRFAZERRARFR. MAAMMHNERKRECEBI=E, BRWRMRFIRFTREES RN &
TRHAIT TR, #HTARCEIBLEILRRIEST. BEBE. EelLiREImEE, BMERFRE
7. FX—LEMIMSE (VR) TRIFEER, SEEEERSER, Bit, ERFFEHRITILIREITA
HSEREIMRETEE, RRFMNBIULAREBEFF KRR, HILMNEZ EFIRBER,



[00:07:36] [Lenny Rachitsky]
English:

Well, let's actually talk about this one while we're on it because | think this is a really powerful technique.
An idea just to kind of summarize, you picture ahead of time, what it's going to look like and feel like. You
talking, looking at the audience. You talk about that and just how to go about using that technique.

FROCERIR:

BEPAKE T XA, FNVRNDH, RARKFEXE— N FERANKIT, BRIE—T, MERREIBKRE
NMIREEFHIRED . (RIETERIE, BEWR. BRKXTD, UREFINFRIEAX M5,

[00:07:50] [Matt Abrahams]
English:

Yeah, absolutely. And this is some of the oldest research on public speaking anxiety. It was research done
in the '80s from the University of Oregon. So visualization, what it does is it allows you to see the event in
a way that you have much more control over it so you can think about it. So a good visualization involves
some deep breathing to calm yourself. Either you close your eyes or you just look at a picture. Maybe you
can get a picture of the environment you're speaking in. | often recommend speakers see the room even if
they're not physically present, but get a picture online or some way envision yourself in the room,
envision yourself in the room with the people you'll be speaking to. Often we know the individuals or
some of them. We can also go online and figure out who they are.

(00:08:39):

So visualization is a really useful technique and you see yourself not just in the moment of speaking but
getting up to the stage, delivering the presentation, seeing it being well received, thinking about how you
step off the stage. And by taking yourself through that you in essence are a dress rehearsal even though
you're not physically in the room. And there's good research to say that this desensitizes people. We see
athletes do this kind of thing all the time where they'll do visualization to help them and it really does
work. And like | said, there are virtual tools now that can help you do this where you can actually program
it to have a certain size audience. You can even program some of these to have a responsive audience or a
distracted audience. All of this in service of just preparing you for what you're really going to see.

(00:09:25):

The bottom line is this, what you're doing for yourself is making sure it's not new and novel. It's
something been there, done that, even though if it was virtual or visualized in your mind, to help you feel
better about the circumstance. It gives you a sense of agency.

FROCERIR:

Rife XRXTAREBREEROENARZ —, SEHBNKFTE 80 FRMBIAR. ARWBIERRILIRU—
?#Eﬁ%??: B NFAREM, MM#HTEE, —MFRAREEEASSERIRRILE ST, RAILIH LR

, WERRE KRR, IR RAMER—KIEEERHNFIRENRE. REEBINEHREREFEFIGI
i% WEERERNEFTF, ENLEEKERR, HEUEMANERECHERTESEE, BRECSHARE—
. BERMAREPHN—LEA, HEAUENLEZMZE,

(00:08:39):

FRUMBE L B— T IFE BRI, IAXEBREBDEHNB—%, FEEFFECELES. #ITEH. B
RERAREIT, UNBENEETESG, BIXMEE, MARLEEHIT ) “BH , BMEMRHAFRERE
B, BRDHARRAXEILALS RIMNBREHREBMIMAEUEIREBES, XHEER. E



NFRFRIR, MEE—LEEIMTAAIUEMR, RATLUKEREMEBUAR, EEALIKERARZE AR T
BARNDHN. FMEXEERENTILMMNEEEINELRETEE.

(00:09:25):

VARG, (REEBRX MISMNRRAFBE2LHHN. FBERN. ETMTEM “ZHE” BFE, BIEXM
ZHRAREMNHEREPRERY, XEEILAMNIFRRTEL, HIR—HERR (agency).

[00:09:42] [Lenny Rachitsky]
English:

I've done this myself actually. | gave a TEDx talk once and it was probably the scariest talk I've ever given
and | spent a lot of time doing this and it doesn't actually have to take that much time. It could be like a
five-minute thing where you sit down, calm yourself, and then just picture the stuff. And ideally you do it a

couple times, | imagine.
R EIE:

HECSHHIXT. HEZMI—X TEDX EH, rAIERKMIRKITARER. BT RSIEMMDTILE
3, HREAFRESAARSHE, FIERF[ELDH, FE TR, iLECFEH, AREKPLEHR. HE, B
BER RIS MR,

[00:09:57] [Matt Abrahams]

English:

That's right. Good for you. And congratulations on giving a TEDx talk. That is a high-stakes talk.
FREiE:

Bih. WIS, REMMT TEDEWH. BE— I ENILHEW.

[00:10:01] [Lenny Rachitsky]
English:

Thank you. That was before TEDx became super uncool. It was still pretty early. It's out there in the
internet in case people want to find it.

FRCERIR:
Bl BRRALETE TEDx BISHBL “TE Zal. HINEEER, BTN L, 1RE ABKRBIE LRE,

[00:10:09] [Matt Abrahams]

English:

Don't say they're uncool. I'm doing one in two weeks.
FRCEIE:

ARENTE. RRARREEM—.



[00:10:11] [Lenny Rachitsky]
English:

They're so cool. That is, they are cool.
R EE:

ENREE. AR, EfIHSEREL

[00:10:13] [Matt Abrahams]
English:

That's right.

FEiE:

R o

[00:10:17] [Lenny Rachitsky]
English:

They're incredible. I'm impressed.
R EiE:

ENXET . KRR,

[00:10:17] [Matt Abrahams]
English:

I've done a number of them and I've coached many people and | think that there's a lot of value that they
can provide people.

FROCERIR:
HELMIFURT, BiESIRZA, HUANENENATHRHIRZMNE,

[00:10:21] [Lenny Rachitsky]
English:

There is. There is. | think they've just become slightly less cool because now there's a lot of them, but
they're still incredibly cool, I'm very proud.

FRsCERE:

2. i, HRFENIARTRHMLBART, EAREHEXRST, BENKRAEER, HRER.

[00:10:29] [Matt Abrahams]
English:

Okay, thank you.



AR ERIE:
9789, 8.

[00:10:31] [Lenny Rachitsky]
English:

So on the visualization piece, | think we have a lot of techniques, but just on this one, part of it is continue
to calm yourself as you're doing it. | think that's really important because you want to help your body not
connect to the stress that you're feeling like you're going to experience.

FROCERIR:

FRAXR TGN, HNNBERZKIG, ERMX—1 NS, HF—H22EMIEREFHLILBESRE TR KA
NXIFHER, AAMEEBRNS AR ESHRRSEHNEDEEE,

[00:10:46] [Matt Abrahams]
English:

That's correct. Any distance you can give yourself from the anxiety that you're feeling is helpful and there
are lots of techniques that help give you a little bit of distance and visualization is one of those.

FRCERIR:

R EMEELRSFIRRINERRSEBNAZHBEE RN, BRERGAUEMUA—RES, MK
mEHRZ—,

[00:10:57] [Lenny Rachitsky]
English:

One of my favorite techniques that it might be in this bucket, it might be on the spot advice bucket, but |

think it works great here is what you call dare to be dull. Can you talk about that because | love that?
Fp ERIE:

RRENIKIGZ——ERRBRTX—3X, BAEETEAIMENE X, ERINNEXERRRE—NE
RPTREY “BRFFRE” (dareto be dull), fREEHIKABIIG? EAKBEER.

[00:11:09] [Matt Abrahams]
English:

Yeah. | really leaned into this with the spontaneous speaking work that I've been doing as of late, but it
applies to anybody speaking. This is a notion that comes from the world of improvisation and when
people hear improv, they often think of standup comedy, having to be funny. And that's not what improv
is all about. Improv is all about being present, being collaborative, being open, and it's a wonderful tool
just to help you get present oriented. Think of it as like meditation in action, but also it teaches lots of
valuable skills for communication.

(00:11:42):



When we communicate, especially spontaneously, we want to do it really well. We want to answer the
question with the best answer, we want to give the right feedback, we want to be the most interesting in
small talk and that puts a lot of pressure on ourselves. And you can think of it this way, it's really taxing
our cognitive bandwidth.

(00:12:04):

Your brain in many ways is like a CPU, a computer. It's not a perfect analogy, but it works. And if | am
constantly judging and evaluating everything | am saying against some standard of perfection, whatever
that is, it means | have a limited amount of bandwidth to focus on what I'm actually saying and
connecting to my audience. If you have a laptop or a phone that has lots of windows and apps open, each
one of those is performing less well because of the other ones being open. So | often say strive for
connection over perfection by daring to be dull. Just get the task done, just answer the question, just give
the feedback, just be engaged in the small talk. And by doing that you dial down the volume of self-
evaluation, freeing up resources that can be used to really help you succeed. So dare to be dull is all
about giving yourself permission to just be present and do what's needed. And when you do that you find
that you actually do quite a good job at it.

FROCERIR:

. RREFEMMEHNIFREBHERX—xR, EeERTAEATERANER. XMISREEMNERE

(improvisation) . HAMTIRFIENXKREN, FESBIROSRE, BELITHEX. BRFZENKRENE
2o BIXFENZOET AR (being present) . MENFAR. ER—MRIFINITR, BEEMETEFET,
REJLUBEERER “ToiFmMER" , ENCEERIFSERNED@ERIG.

(00:11:42):

HEATAE, LEEANDE, HMNEBRIAF[IFELE, BTEARFNERLDERE, B4 HRIER
i, BENMARAREBHIA, XLHMECHERT ERNEN. RA]LOXFR: XKFREEEFERN

NN B0
(00:12:04):

FIFZHE, FRRMME—T CPU, —GBMK. XAZ—15TRMEL, BREMR. MRKIFEHRER M
TEINE (BEBZEMA) RFHITERFARNE—0E, XRREXRRBERNTERZT ETFTRELHFER
BB SR ERE. MRIFNELABRIFVIATHSEONNAE, BTHBNANETT, 8—M X
RRMERS TR, FMUREER: B “BWTFRE" KEREEZMIFERER. RFTMES, RFBLIFR,
RAFGLHRE, IFRANFRIS, EIXFH, MERERTEERFNNEE, BREHRR, HIEFEBREEK
o FRLL, “BITFFE" NOETRIFECNXZIRTAE, MIZMHE, SRXFMEN, (ReRIECH
KSR E .

[00:13:03] [Lenny Rachitsky]
English:

The last point | think is really important, you talk about this in your book. Is when you start with, "Okay,
I'm just going to say something, it'll be fine." Without that pressure, you end up saying something better
and more interesting and more insightful because you're less nervous about it.

AR ERIE:

Ra—RRRGEREER, MEBEWMREDT. SiRFER: “WE, REERRAFART, ®FH.” KBT
BHES, MELXRMZREEEF. EEB. BERMEIE, FAMREIBALRIKT



[00:13:16] [Matt Abrahams]
English:

That's exactly right. We are often our biggest impediments to good communication because of the
anxiety we bring to the party.

FROCERIR:
TelEf. ATRIMNFEIZNERE, KIMEERECRFBBEHNRARER,.

[00:13:23] [Lenny Rachitsky]
English:

That's awesome. And | think this can apply to prepared talks too. When you're preparing a deck, don't put
this pressure on yourself, "This has to be the best talk ever." Just like, "I'm going to do my best. Let me
just start with something that's good enough." People learn something and then from that, their editing
ends up leading to something great in my experience.

FRCERIR:

AiET, RREXUAIUNAFESFIER. TESITRE, FELECEN, B85 “XUARELUF
RUFER o RAFER “BERAMN. LHIEMN—TEBFHNREAIR.” REFERZE, AFET L
A, AEEIEN, REASTESABFR.

[00:13:39] [Matt Abrahams]
English:

Right.

FSCEiE:

o

[00:13:40] [Lenny Rachitsky]
English:

Awesome. Okay, let's go to the next technique, and this is another one I've practiced and another guest
on the podcast actually suggested this and these two remind me of using this one, which is to tell yourself
when you're going to be giving a talk. "I'm excited. This is going to be a lot of fun. I'm so excited to give
this talk." And reframe it from, "I'm nervous," to like, "No, I'm excited. This is going to be amazing." Can
you talk about that technique?

RSz ERIE:

KiET . 38, BIRE TG, XREGITHNS MG, BENS—URERENY, XREILK
BEEAXMXD, BPRIEMEEARSFES: ‘RS XRREB. RIEEALTFEMIREHR" £
FIFRK BEA R, BRME. XSRE” REERKIBMRIFG?

[00:14:04] [Matt Abrahams]
English:



Absolutely. So this is one of many cognitive reframing techniques. It is often attributed to my friend and
colleague, Alison Wood Brooks, she's at Harvard Business School who did some research into this. And
what she found is...

(00:14:18):

Well, first take a step back. When you get physically aroused by anxiety, you're under that fight or flight
threat response. It turns out that same response happens to your body when you're excited. The human
body has pretty much just one arousal response. Our heart beats faster, we breathe more shallow, we get
a little shaky, but the big difference is how we label that. So if | say, "Hey Lenny, guess what? Your
colleague couldn't show up today and you need to go teach the class or you need to go give that
presentation.”" You might feel your heart rate go up, get a little shaky, sweat on your brow and you're
seeing that as negative. But if | said, "Hey Lenny, guess what? You just won the lottery." Same
physiological response would happen, but you would see that likely as more positive.

(00:15:06):

So how we label the arousal matters and what Alison's research and others have followed up with
suggests is that when we feel those symptoms of anxiety, rather than seeing it as negative, say, "This is
exciting. | get to share my point of view. | get to demonstrate my value." And in so doing by seeing it as
more positive, it causes us by definition to relax. And her research fascinatingly found that people
actually were perceived as communicating better. And again that's because that pressure was taken off of
them. So | challenge everybody to think about what are the exciting elements of the communication
opportunities you have and really lean into those. And when you feel those anxiety symptoms, remind
yourself these are signs of excitement. This is me being excited about sharing this information and it can
really help.

FRCERIR:

LA L. XBRZINFIEM (cognitive reframing) 152 —, XBEFHFHNBALREE. WBHEEFR
#9 Alison Wood Brooks, #i3fitbi T —LEFn. kg -

(00:14:18):

B, tRINNB—FFH. HREREERMAEEEREERN, (RAFIMH “Hsikm” SRR, FEIE
B, Sfpan, RNSFEIFEREFNRN. AMEEE ERE-—MRERN: OBIIR. HREX. &
Wi A#E. EERMNXANETENOFLEMITE. WRKR: 1%, Lenny, BEAE? MHEESRKA

¥, MEBENRBEEZMIBNER" FEIRIBREOBINR. HiRE FKET, (REEFXEREN.
BIRFLW: 0%, Lenny, RWEALE? MNFTER.” FAFNEERNBILRE, BRREAUEIEEXER

iSRS

(00:15:06):

FrLA, BATANEFREXMIREEIEEEE, Alison WIARUREMGEMFARE, HERITREIBBLEEEEEIRN,
5HBHANAE, FR: “XELAME. RENSSIZHNUS, BRENNE.” BIEEANERR
NEE, MEXLEH, ERIEENTRL. M RELIT — 1M EBNIIR: XEALREHIANEBEESE
. B, XRAAEARERT . MUBREESNAEREZMRBNEHERNLESANENTER, HELE

RNER, SIRRFFLESER, REQAOXEZHENTR. XERN I EXEESREHENRI,
XENRBEE.

[00:15:56] [Lenny Rachitsky]

English:



This is another one I've done and it super works. It sounds so trivial and so like, "Why would this do
anything?" But | find you just say that just like, "I'm going to have so much fun. This is going to be
exciting." It does make an impact. So another one to try, even though it sounds really trivial.

(00:16:12):

Kind of along these lines, there's another technique you recommend which is a mantra, having a mantra
that you repeat to yourself. | don't know if it's kind of the same general idea, but you have a couple
mantras that you recommend to people like "I have value to add" and things like that. What advice do
you have there?

FROCERIR:

XEF— T EHEZAST BBRERIRIG, TEREDE, R “XEEEMTAER? 7 BRAIIRIEIREFIR,
‘HEBRAL, X2REAME , EHISTEEM, FAIUXERS—MEBSHNAZ, REITEXRE
WA EE,
(00:16:12):

BEXNRE, REEET S5, BrE “RE (mantra), HECEE—NIE. HFNEXZEER
FRE—HEBER, BIRBLEILMEFLAMNBNE, bl “BENMETURER” Z2E£8. RETAEING?

[00:16:27] [Matt Abrahams]
English:

Yes, thank you. And that's mine. The one that you shared is, "I have value to add." So if we were to really
listen to the voice in our heads when it comes to communication, we say a lot of negative things to
ourselves. We say things like, "I'm not prepared. I'm not going to be as good as this person. I'm an
imposter." We carry around with us a lot of this chatter that actually sets us up to not do well or to be
more nervous. So if we can actually change that talk track, it can help us.

(00:17:01):

I'm not saying you have to go to an extreme and say, "I'm going to be the best communicator ever."
Rather you can simply say as | do and as you alluded to. What I'll say right before | speak is, "I have value

to bring."
(00:17:12):

Often when we are in communicative situations, especially at work, people want to hear from us. We've
been invited to speak, we're on the agenda for the meeting. There is value people can take from our
communication and we just have to remind ourselves of that. So having some little mantra that you can
say that's not over the top but just makes sense. It could be as simple as you've got this, or I'm prepared,
or | know my stuff. And | actually encourage people to write it on a post-it note if you're old school,
sometimes people put it into their phones as a reminder. So like a minute or two minutes before they're
set to give the presentation or participate in the meeting, it flashes up. We just have to turn off or turn

down the noise of that internal negative self-talk.
R EIE:

B0, . BEEN. MOZHWNE: "HRENEATLUSEE.” WRBNENEMFRERXTAEE
g, BB RRSAENIE. HMFR: “HWKESEF . “FAZEBLIA—IFEF . "HETEE
B o BAMESETRXEEESKE LR RMAEHEME K. FrL, WMRIFANTERTEX M ENE,
EReeEEEH

(00:17:01):



EABRMEERARG, 7 “WEMAEELEURRFNEEE” . HR, FAIUGRE—F, HEGRTREIINHE
HEEEMY, REBHAIRN: “WENEAUHR”

(00:17:12):

BEARMNLTFOEEEFR, CEREIEY, AMNSERFIMIEN. BITEEIELS, BRIMNEMESIYL
ZBE. AMTEIUMENMBEERRENE, RMNIAFTEREEHSX—R. Fill, E&F—1MEENRE, F2X
Sk, RESBESEMT. BAMUERE “ReET  “WESE T H ‘BTHRENORNE . BEEZMA
HEEEREEFAM L (NRFLLRERNE), ERAMNSEEE#FVENRE. EMITEEHETHEME
WRI—RDH, ESBER, RIRAFEXENIERBLERTEAEBRNENRE,

[00:17:58] [Lenny Rachitsky]

English:

What are some other mantras that you found helpful or that people use?
FRCEIE:

BHEMLEARESHEREHEAMTEBNRIE?

[00:18:03] [Matt Abrahams]
English:

They're very personal to different people. | was just coaching a senior leader the other day who his
mantra was, "Last time this went well." He's a leader, he does a lot of the same presentations and just by
saying last time this went well, reminds him that it's likely to go well this time. We are very susceptible to
catastrophizing when we're very nervous about things, especially when we're exposed in front of people.
Not in the Brady Bunch exposure we talked about earlier, but when we're out there speaking or
communicating and simply reminding ourselves that often they go very well is helpful.

FRCERIR:

MAEBIARKG, XEBIFEMEUN. HAJIRNESFI—(URRARE, HHORER: “"LXERRIR
Fl,” E—UWMSE, SEMEFNET, RER “ERXHERRIGH” , MeREMORBRAREIRM. H3K
MFELEEBERIFEEKNY, CHELAHNERATD “RE" B, RMNEEFZTERELT4
(catastrophizing) . AEZAVZENXZIMAM (FREEBXRE) XHNRE, MEHNEEBEEHDEH,
& PR B R E B RBHRGRY, X2IFEEH.

[00:18:36] [Lenny Rachitsky]

English:

Yeah. There's another one that | think you shared which is, "It's not about me, it's about my content."
FRCERIE:

W, BURBIIRENELE—1, M2 “XARXFR, XFEHRE.”

[00:18:41] [Matt Abrahams]

English:



Yes, exactly. That's another one. That's a great one. It can be very helpful.
FRZERIE:
1, g, WEF—1. BE2—NMEENFRIE. ERIEEFER.

[00:18:45] [Lenny Rachitsky]
English:

The one you shared about, "I've got this," reminds me, my wife took a course with the Artist's Way writer,
Julia Cameron | think is her name. And she has this piece of advice where you name your critic, your inner
critic that's always telling you to stop doing stuff. You name him or her. So | name mine Jim. And then
when he or she is giving you things you don't want to hear, you're just like, "Jim, | got this. Jim, | don't
need this advice."

AR ERIE:

RO ZRIAA “FKAETT” (I've got this) LA, REFSMT (ZARKZE) (The Artist's Way) 1F&
Julia Cameron BYIRTE, WA —TEI, MBLFHMITE, BMERNE2UWFFLEHFENREMRTELE D
BFo HATAERM Jim, S (R— LR RRIRRREINEY, fRatii:  “Jim, FEETT. Jim, HAFE
XN

[00:19:11] [Matt Abrahams]
English:

There is a lot of evidence on personifying the things that challenge us and then having conversations with
it. It's a way of rationalizing some of the things that we do that are quite negative. So something there for

sure to be thinking about.
Fp ERIE:

BRZIEREA, BREEMNNEIVARK, ARSEMNE, 2—MRERNABESAENSESELNT
o PRI BEFTEEN—Ro

[00:19:30] [Lenny Rachitsky]
English:

There we go. Bonus advice. That was-
R EE:

M. BIMNEN. BR—

[00:19:32] [Matt Abrahams]
English:

Bonus advice, yes.

FSCEiE:

BMINEW, =B



[00:19:33] [Lenny Rachitsky]
English:
| didn't expect that.
R EE:
G EI IR A

[00:19:34] [Matt Abrahams]
English:

And the cool thing that what you're highlighting is there is a lot of advice out there on how to manage
anxiety. Many of us feel like we're the only people who feel this nervous because we see our colleagues,
our friends or Ted talks as you were talking about, and we see these people communicating just so
effortlessly. Often a lot of work went into that and we don't see that work. And sometimes just knowing
that others experience it makes us feel better.

(00:19:58):

If you'll allow me, I'll tell this very quick story. | was in the San Francisco Airport, this was several years
ago after my Speaking Up Without Freaking Out book came out, and my name was called over the PA
system at the airport counter. The seat that | was supposed to sit in was broken and they wanted to talk to
me about it. So when | came away from that, somebody came up to me and said, "Hey, you're the guy
that wrote that book on speaking anxiety." | said, "Yes." And | said, "What do you know about it?" He
goes, "Oh, | bought the book." | said, "Oh, was it helpful?" He says, "Incredibly helpful, but | didn't read
it." I'm like, "This is weird. So you're telling me the book was helpful and you didn't read it?" And so | said,
"Tell me more." And he said, "Just knowing that a book like that existed made me feel better because |
don't know you and | know you certainly didn't write the book for me. So it implies that lots of people
have this issue."

(00:20:44):

And just by normalizing the anxiety, which by the way is the normal condition. Those of us who study this
believe it is innate to being human to feel nervous communicating in front of others. So sometimes just
reminding yourself that you're not alone and that others have it can actually help reduce the pressure

that we feel.
RS ERIF:

RN —RRES, BMEBEXTUNAEEEEERZEN. RNPOTFZARFREECREXARK, FAAN
BINEEESE. Bk, HEGMIAE TED EiH, HEXENABFUILENR, BEXEEMHTRENSES,
MIXMERE B, BRI AtBBEEFIEHMI LI TRITT L,

(00:19:58):

WMRRRIFRIE, RF—DEENRE. JLFR], TFB (Speaking Up Without Freaking Out) —H Ak
&, BEBEWNG, VIZESRI BUENEF. ERERERNEZLNEMFT, MITERKRX K. K
BHFESH, BAEIRNENR: 1B, FUREERAXTEHEENBHUAL" FKix: “BH.” Kl
YREAFERN? 7 fthid: MR, WETHXRB,” Iin): “BEBG? 7 k. “IEEHEER), BFEEIR
BOB: ‘XERFBERT. MERKBEER, BRX? 7 FERHR: ‘B M “NMXHEEX
$¥-$%ﬁfﬁt1ﬁﬁ@ﬁ9¥;7, HRBERIANRE, BANEMEEFESEZIIAREN. FIUXBRTRSAH
XA



(00:20:44):

BIREERESK (normalizing) —IRER—T, XWLBEERS. HNXERRTXMURBIABRE, 7%
tAEIBRERKEALNRSE. FMUERIABRES SMANINER, AABEXMES, LR EmMEERS
BRI VR EIBEST.

[00:21:01] [Lenny Rachitsky]
English:

This is such an important point that | am kicking myself for not starting with this also because | think this
is something people don't realize. They see all their execs at their company speaking incredibly well, so
confidently, so articulately and just like, "Oh my God, how will | ever be someone like that?" Is there
anything more you can share of just like you have tons of students that go through your class, you see
these issues, they're more transparent, you think about their challenges, | imagine. Is there anything
more you could share there to help people feel better? Like this is most people, even when you see
someone amazing at speaking, they are also probably nervous.

FROCERIR:

XE— T FEEEINMNR, HBEREASRAEMNX—RAR, AAREEXRAMTLZERIREN, &
AFFENTERERHEBIEELE, MEBE, MEEOERRF, Mm@ “XW, HEATEMABFEIAN? ~
XTFX—R, (REEDEESZT? MEXRENFESNMMEVIRE, MERT XL, WIESEHE, HAMRE
BEIMIIBIBEE. (RIEEEDEHARKILANRREIF—RME? b, XBAZSHRANES, BIEMRERRNE
FHEBEHEHA, miTEEREK.

[00:21:36] [Matt Abrahams]
English:

With regard to that, | think we just need to talk about it more. We need to share about it. | mean, | always
will share that I still have anxiety in speaking in certain situations and it's something that's taken me a
long time to work on. | also help people understand that it's not a light switch. It's not like you either have
it or you don't. It's a process. And so the idea is over time, we will feel less nervous if we apply some of
these principles you and | are talking about.

(00:22:01):

A great technique to help people that often isn't talked about is many of us feel much more comfortable
in conversation than we do in presenting. And conversation is a back and forth. So you can actually set up
a lot of your communication situations, a presentation, a meeting, et cetera, as conversations. And you
don't even have to have a conversation with the audience. You can simply have it with yourself. For
example, what would it be like if you were to start a presentation by saying, "Today | have three questions
I'd like to answer. Question number one is..." And you state the question and then you answer it. | am
actually having a conversation with myself in that moment where | am asking myself a question. | happen
to know the answer, | give the answer. This again, just like the reframing as excitement versus anxiety, this
is a reframe. I'm not presenting, I'm having a conversation. And in so doing it ratchets down that anxiety.

(00:22:53):

So we need to talk about it. We need to share our experiences with developing anxiety management
plans. We realize it's not binary, it's not | have it or | don't. And we start seeing where we feel more



comfortable and how can we bring that comfort level into the types of situations that make us nervous,

like simply having a conversation with yourself.
R EIE:

XFX—=, BINARNAFTEZEEZHIKILE. RINNEFEDZEE. BNRERE, BREERSEHRETRELF/AT
BIHMARREER, XEBRETEREKNBEA RN, RBEBAMIER, XARBITFX, FERRIFEA
B, BagB. X2— 318, Fill, REENENHERE, NRBNMAMKRETITICHXLERN, HITSKE
REBALEK,

(00:22:01):

— PN EBEREIRENENAMNNGFRIGE: BITPNTFZATEMEPRLHEEBRPRIBESZ. WIEENE
o PRLAMREFR LRI LU FZ/a@IEIR (B R. RINE) REANIE. MEEFFTEENMMARITIE, ReTLL
fEpi g axiE. fl, MRMAEFIGERNE: “SKEE=MEERZENRZ, F— @ 7 RkE
RERRRIBHEIZE. E—%l, EXLMFLEENESHIE, KBS — N, RIGHFMEER, ARLH
EFR, XEEFEE—MEN, MBIEBEEEMANET—F., BABTET, REEMIE. XEFEMET IR RER,

(00:22:53):

FRUBRMFEEIXRILE. RNFEDEFNEREBERITNER, BRMNEBRIRIXAFZIFREREN, T2 “HE”
B “BRET o BITFEURECEMERIERT, URIMAFEXMETERH NBLELRTE KBRS,
Ebgnfe S thA B 2 31E.

[00:23:13] [Lenny Rachitsky]
English:

You have another technique | think that's different, maybe it's exactly the same, which is to ask a
question of somebody else as you're talking, which is | think deflects attention from you. Can you talk
about that?

FRZERIE:

REBEZ— T HINARERIRTG, REAGETE—F, MEEMRIENRERRRIALRR, FIANXAUEE
fREVEE o (REEVIXABIG?

[00:23:22] [Matt Abrahams]
English:

Yeah. So we talked about the way we desensitize through visualization. The other thing we can do is
distract.

(00:23:30):

| coached a very senior leader at Google who got very nervous when he was up in front of people, and
what we did is we distract his audience. So he would start every single presentation saying these words,
"Good morning, let's watch this video." And he'd show a 30-second video that was on topic about
something they were going to talk about in the meeting. And when the video stopped, he would then
facilitate a discussion of what that video was about and then he would ease into his content. So he went
from being a presenter to being a facilitator or somebody who was having a conversation with the
audience. That made him feel so much better.

(00:24:05):



And so all of us can do things that can distract our audience. Now when | say distract, | don't mean take
them on a tangent that's not relevant to what you're saying, but maybe you ask them a question, maybe
you tell them a story, maybe you show them a video or ask them to read something. So there are lots of
things that you can do that will help get the attention off you for just a little bit so that you can then focus
on what works for you or take that deep breath that'll help calm you down. All of these are very useful
techniques.

FRZERIE:
B, EATKA T @EIMEUWIEBI G R, S—HRNAIUMNSEBERHSEERES (distract).
(00:23:30):

HIESI RN —NUFRRATE, BEXRABIIERELE K. HMNMHIZRSBMREGER . FAUMERER
MUXEFG: “BLEEF, ERNE-RIN.” taERTR—K 30 IR, THESINETTEHREE
Ko MIMLERE, ESISAKITRMMHIAS, ARIEEBIIANENES. XF, MMM —NETRELRRT —
MEIRE, HE—NEESUWARIMIENAN. XiLEEFZ T,

(00:24:05):

FRIAFAIPRE AS R LU —EDEMREENNFR. SRRFDEEITNN, BRAZEFMIEZNSEET
KEVFIME, MEIRA LU —NEE, H—NEE, Litf1E—BRAM, HELBITERAB,. BREE
BRI, BEILERNERBEAR, XFFMAUETETHECERNGE, HERFRRILBDRHEH TH,
XEEER R IR E KA RIS,

[00:24:35] [Lenny Rachitsky]
English:

Yeah, it's interesting once you start talking, it's okay usually. It's the beginning part that you need
[inaudible 00:24:40].

FRSCERIE:
=0, BlENE, —BIRARRE, BFEILEET. REENIEFIEEBED

[00:24:40] [Matt Abrahams]
English:

Yeah, most people are most nervous one minute before speaking and the first minute of speaking. And if
you can find ways to get yourself through that, then it becomes much easier for most people. There are
some people who that's not true for, but for most people that's the way it works.

FROCERIR:

BH, ASBAEEHA—DHNEANE—DHREK. NMRMEKRETEZEIRBIMER, BANASZEA
KRMZEREH TS, BANFELEARKGRHIEMNLL, EXNAZSHARRHLEXE,

[00:24:54] [Lenny Rachitsky]
English:

Awesome. Okay, next technique that actually another guest mentioned, and we spent a bunch of time on
this, a guest named Johnny Miller, which is a breathing technique. And just to give a little context from



what he taught us is that 80% of our neurons go from our body to our brain versus 20% is our brain telling
our body what to feel. And so this research shows that what our body's feeling is what our brain's going to
think. So if our body's acting nervous, we're going to think, oh, we're nervous. And if you change the state
of your body, your mind feels different.

FRCERIR:

KET. FH, T I RIGEFRLES—UEERIIM, RINETRESHEINEXD, BBAEEM Johnny
Miller, BLR2MFRiIT, BRENEB—-THELHNNER: H] 80% WHELTEM B KEEAME, MRE
20% RAREF B ZERZ 4. FIUXIARKRE, RISENBRRRE T KMAVEZE, MRFNVSEE
WREK, HIMSA: M, HREK” WMRIMABFFEVRTS, MIOSHEEEZRE,

[00:25:23] [Matt Abrahams]
English:

| love this stuff. This research, embodied cognition is what it's called, is fascinating to me. I'll share one of
my most favorite studies in this. There was a researcher at Duke, | think it was Duke, who... The only
experimental variation that he did is he had people hold something that was cold in their hand, like an
iced coffee versus a warm coffee. And then he asked the participants to make ratings of people. And if you
were holding something cold, you saw the person as a colder person, as more aloof and more distant,
and if you were holding something warm, you saw them as more collaborative and embracing. | find this
stuff fascinating. What our body feels, our minds think.

FRCERIR:

BEVXLRTA, XMARERA “BFIAH” (embodied cognition) , MEFKIFIFEEA. BOZF— 1M HK
ERHAR. HRARF (FERHRART) N—UARARMT —1RE, B—NEERULE5EFEZER
BUZRES (EbENKMINE) SURRBIZRES (FAMINE) . ARMitE5EWNA#TITH. MRIFFEZELHNAKRAE, Rt
VBB IAERER. ERT; WRMFEZEANKRA, MUIRESMIERDIERE®. EXT, REEX
KHET 7o BHRHRRIRE T KX,

[00:26:03] [Lenny Rachitsky]
English:

Awesome. So along those lines, there's a technique that you recommend that he recommended, but |
think it's a great reminder of the double exhale where you breathe in and then you exhale twice as long.
Can you talk about that and tell people about it?

FROCERIR:

AET. BEXNRE, MEEFET —MbBEEIRRDT, BERUAAXZ—IMRIFNEE, M2 “WEES”
(double exhale) , BIIRS, PASMFSBYEIRREIMIE, MREEKRKXDNHEIFARID?

[00:26:13] [Matt Abrahams]
English:

Yeah. Breathing is very helpful in managing so many of our anxiety symptoms. It slows down the heart
rate, makes our voice sound more normal because when we get nervous, we breathe shallow and that
changes... Our voice is a wind instrument, it changes the way we sound, can reduce some of the
shakiness. So deep belly breathing, the kind you do if you've ever done yoga or tai chi, gigong, really



important to do and there are a whole bunch of variations on it. The one you're talking about is the
double inhalation where you're taking an inhale in until you feel completely full and then you sneak in a
little extra air and then you take a long exhale. People call it box breathing and other types of breathing.

(00:26:54):

The bottom line is this, what's critical to the relaxation response is the exhale. Lots of ways to inhale, lots
of ways to exhale. You want your exhale to be longer than the inhale. The magic of the relaxation happens
during the exhale. So | have a rule of thumb, I jokingly call it a rule of lung. You want your exhale to be
twice as long as your inhale. So if you take a three count in, even if you sneak in a little extra air as we
were talking about, take a six count out. And it is that way that you will feel... Not only will your body
physiologically feel less stress, you'll be more focused in a present moment and not catastrophizing
about all the things that might happen in the future.

AR ERIE:

. WRAEEERMNNTSHREERTEIFEERER. ERMEBOR, ILHNNEBREKREEE, AN
BATEKE, FRETL, XRAE - BIINEERERERS, WRAZREEE, X 8. i
LURBERUIT IR (FURIRFERM. KR[N FMEIBE) FEEE, EARSTHE, MRIINIBHENER

] RREIRIT27H, REAMBER—SAS, BEHTKEKNES, AIFFZzRH “FBUrg” siEd
FERUAINEIR
(00:26:54):

VAR, FEBMRNYXBETES. REINFSERZSHAER, ERFEFSLERSIK. BIRBNEL
FEFIIEF. FIURE—TZIEN, RFMERMHRZA “FHEEN” @ (RAEEFSEEIRZR S
& MRMKS[HK=T (EMEGHNNZNFRZHR—R), FIMEBENT. BIXMEN, MAXSEEER LR
AEARE, EELTETHT, MARNRKAERERNFIEEBETEREEEE,

[00:27:36] [Lenny Rachitsky]
English:

Great. Yeah, so it's like another example of this sounds so trivial and why would breathing differently do
have any impact on my nervousness? But one, there's all this research that shows that it does, and two, if
you try it, and this is another one | use, is it actually works very quickly and you do it a few times and like,
wow, | feel really different.

FRZERIE:

XiET. B8, FIUARXES—PIRERRBIENGF, AtARBNERASNSH IR K~EZM? EF
—, FIBNMRERAEHRIER; £, NRMIE—T XUREAN—175EE), EHLERIFER, @
NVRZIE, ¥, BREENA—HT,

[00:27:54] [Matt Abrahams]
English:

Absolutely.

R EE:

B3R,



[00:27:55] [Lenny Rachitsky]
English:

It is interesting you put these together. From the way I've seen it, these are two different techniques, but
I've never tried them together. One is... | think Huberman is big on this one. All his clips are always talking
about this. One of you inhale fully and then you inhale a little bit more and there's some capillaries or
something in your lungs that fill up that-

AR ERIE:

BEBNERBXEESTE—R. BHRAM, XREMHARNKIS, ERMRZHIFENEG. —TR—FK
%i1S Huberman (HMBEHIR, MBFEEE) FEHEEXD, MOFRERMA RBEKILEX . T2k, A
EBEZR—x, MHN—EEANENTARAITH—

[00:28:12] [Matt Abrahams]
English:
[inaudible 00:28:12]. Yeah.
R EE:
(AARB) o R

[00:28:13] [Lenny Rachitsky]
English:

And then there's the 4, 4, 8 is the way this other guest shared is like breathe in four seconds, hold it four
seconds, breathe out for eight seconds. But I'm going to try both. Wow. That's going to double up my
calmness.

FRCERIR:

REREE 4-4-8 %, XEF—IBENEN: RO, BEOEW, HS/\#. ERITERMERIHIR. H
B HBLFHZEDE,

[00:28:27] [Matt Abrahams]

English:

You'll be so mellow, nothing will bother you.
FRCEIE:

METRIEENE, BB AR,

[00:28:29] [Lenny Rachitsky]
English:

So mellow. Okay. Are there any other techniques that you love that you find people find really helpful in

calming their anxiety?

FRCERIR:



FEMT. T8, TEHEMFERYN. RN EREEIFEGREBAIRIGNG?

[00:28:39] [Matt Abrahams]
English:

Well, so the first book had 50 techniques and not all 50 techniques work for everybody. One that |
personally think is a lot of fun is getting present oriented because when I'm in the present, by definition
I'm not worried about the future. And many of our anxiety comes from our fear of a potential negative
future outcome like, "I'm not going to achieve my goal." So if | can do anything to be in the present

moment, that helps me out a lot.
(00:29:02):

Something | do as part of my personal anxiety management plan is | say tongue twisters. Tongue twisters
for me are a great way to get present oriented. You can't say it right if you don't say the tongue twister if
you're not focused on the present moment. And it also warms up your voice. A lot of nervous speakers get
so inside their head that they don't warm up their voice. And we all know if you've ever done any exercise
or competed in any sports, you should warm up first. We have this mistaken notion that we can go from
silence to brilliance without warming up. And | like saying tongue twisters out loud to get present
oriented and to warm up my voice. So that's one that | often recommend. People thinkit's silly, but | have
people who are like, that really works. It really helps me to get centered and to warm up. And so | like that
one a lot.

FRCERIR:

1R, F—ABEH L0 MG, HAREME 50 MEILHEEET A BETARBREBN—IE “XFHET

(getting present oriented) , AAHFEAFEHTE, MEX LH, BEMAELOKREK, BIFLERET
RFBEMEMERNWDE, b0 “BIEELIER o Fill, MNRBEMEASFLECEEET, BIFKEE
R K

(00:29:02):

BEMAEEESETPH—4EMREIHSEOS (tongue twisters) . MHEFRH, ROLEXREYTHSLES
o MRMFALEFET, MMLZEEBMIKESEO<S, EXERR FZEKNEHEXITNREECH
BEER, UETTIRTER, RENE, MRMEEMSHHSMAEBLLE, BMNZLRS. KITE—ThiE
RO, INARNTURZIREMMTREZBRZBE RN, HERKBREOLSRKIXELE THER,
XRHEEHEFN—17TE. AMIE/XRE, EREII—LEARXENRER, REFRLOEOHTHAHR
Bo FTUIIAEFEERX N4,

[00:29:46] [Lenny Rachitsky]

English:

Well, let's share a couple of tongue twisters. What are some recommendations?
FRCEIE:

BEAVKDPZENANROL. BHAHEED?

[00:29:50] [Matt Abrahams]

English:



I will only share my tongue twister, | say Lenny, if you promise to say it after me.
FRZERIE:
Lenny, BRAZHEMLKOS, NRIRENERKIZAIE,

[00:29:53] [Lenny Rachitsky]
English:

Absolutely. I'm so ready.

R EE:

i, HEEF T .

[00:29:55] [Matt Abrahams]
English:

This is my favorite tongue twister. It takes five seconds to say, it's three phrases long. And if you say it
wrong, you say a naughty word. So I'm going to be listening as for all your listeners. So are you prepared?
So it goes as follows, | slit a sheet.

AR ERIE:

XEREEMWEOS, RERIEERNS, E=MNEa, NRFHET, FRASRE—MEE. TURS
A4, ARSI, ESEFTIE? ABWT: Islitasheet.

[00:30:10] [Lenny Rachitsky]
English:

I slit a sheet.

A EiE:

| slit a sheet.

[00:30:11] [Matt Abrahams]
English:

Asheet | slit

FREiE:

A sheet | slit.

[00:30:13] [Lenny Rachitsky]
English:
A sheet | slit.

FRsCERE:



A sheet | slit.

[00:30:14] [Matt Abrahams]
English:

And on that slitted sheet | sit.
FRCEE:

And on that slitted sheet | sit.

[00:30:18] [Lenny Rachitsky]
English:

And on that slitted sheet I sit.
FRCEIE:

And on that slitted sheet | sit.

[00:30:20] [Matt Abrahams]

English:

Very good. You didn't say that naughty word. I'm sure you can imagine what it would've been.
R EiE:

R, RS, FAREMERREABZZEM AT,

[00:30:25] [Lenny Rachitsky]
English:

A lot of danger, a lot of [inaudible 00:30:26].
R EE:

RFERK, RZ (FFE)-

[00:30:26] [Matt Abrahams]
English:

A lot of danger. But in that moment you weren't thinking about, what's the next question I'm going to ask
Matt? Or how much longer do we have in the podcast? No, you were simply focused on what we were
saying and trying to say it without saying a naughty word. So that's that [inaudible 00:30:39]-

FRsCERE:

RBLRK. BEB—Z, RHKEER: HER Matt W F—NERERMHA? AERNPVBEEBESZALER?
T, MRRETFTFRIVERE, ASAFHEREMECH LR, FAUERMmZE (FFE) —



[00:30:38] [Lenny Rachitsky]
English:

And not have to censor this podcast.
R EE:

METRLEX M EETE,

[00:30:42] [Matt Abrahams]

English:

I've only had to bleep one guest in all my years of doing this.
FEiE:

AERMEMIXASZER, HRG—MRRITTHEE,

[00:30:46] [Lenny Rachitsky]
English:

Okay, cool. We're going to link to that. Is there any other ones you want to share before we move on to
getting better at speaking on the spot?

FRCERIR:
4R, o FMSBEREIARD. ERNERMAEFHEIGRH A, MEEHABSERNG?

[00:30:52] [Matt Abrahams]
English:

Well, the last one I'll say is, and this one is another one that falls in the kind of funny category, but there's
research that says that when you swear, curse, it actually helps you reduce anxiety. When you curse, you
release a flood of neurochemicals that blunt out the neurochemicals associated with anxiety, cortisol
being a big one. So you get a big dopamine hit, for example, serotonin when you swear. So I'm not saying
get up on stage and drop an F-bomb, but my students love this. | mean, it's like, "Matt's giving me
permission to swear." And no, that's not what I'm doing, but it's an interesting technique that seems to
help some people is to curse not necessarily in front of people, but that can help. And it also has an
analgesic effect. It actually reduces pain as well.

FRZERIE:

B, RBRNRE—TE, XTMEERTHRMER/RBRNES, BERMRERAE, SRS, WiHEN, Bk
LREBIREEER. HIRRAEH, MERRAENHEUFEYR, MMITESEERXNEZEEYR (KRR
BEEHRETEN—M), M, HFRAZH, RIRFBAENSZEBRANMER. FFERILMAEEXEED, B
HOZEMRERZ T I8 “Matt RIFREAT.” F, HAZERITER, EXEZ—MEBRKIG,
UFNFELEABE —F—EEZEATAE, BEREHIEHEY. EEFBREER, K LtBEREER,

[00:31:44] [Lenny Rachitsky]

English:



That's interesting. | could see during birth women screaming curse words.
FRZERIE:
XEE#, REBREAEIER, TEREFERIYFTE,

[00:31:48] [Matt Abrahams]

English:

Yeah. Well, I'm not going to say what | heard when my kids were born, but...
R EE:

Bl B, RFWABEFHERKAETHA, B2

[00:31:54] [Lenny Rachitsky]

English:

But again, this could double up with the tongue twister where you just go for it and say-
R EE:

BEEF, XAUMROSESER, MMBEERHER —

[00:31:58] [Matt Abrahams]

English:

Yeah, every tongue twister has to start with Nantucket and then we're good.
R EIE:

=0, 8NMEOSEHLAL Nantucket FFk, AN T o

[00:32:05] [Lenny Rachitsky]
English:

This episode is brought to you by Coda, and | mean that literally. | use Coda every day to help me plan
each episode of this very podcast. It's where | keep my content calendar, my guest research, and also the
questions that | plan to ask each guest. Also, during the recording itself, | have a Coda page up to remind
myself what | want to talk about. Coda is an all-in-one platform that combines the best of documents,
spreadsheets and apps to help you and your team get more done. Now is the perfect time to get started
with Coda, especially its extensive planning capabilities. With Coda, you can stay aligned and ship faster
by managing your planning cycles in one location. You can set and measure OKRs with full visibility
across teams and stakeholders. You can map dependencies, create progress visualizations, and identify
risk areas. Plus you can access hundreds of pressure-tested templates for everything from roadmap
strategy to final decision-making to PRDs.

(00:33:01):

If you want a platform that empowers your team to strategize, plan and track goals together, you can get
started with Coda today for free. And if you want to see for yourself why product teams at high-growth



companies like Pinterest, Figma and Qualtrics run on Coda, take advantage of the special limited-time
offer just for startups. Head over to coda.io/lenny to sign up and get $1,000 in credit. That's C-O-D-
A.io/lenny to sign up and get $1,000 in credit. Coda.io/lenny.

AR ERIE:

AETIEH Coda AREM, HRINER, HEXREEEM Coda REMFMUXMEENE—5F. REBEFN
HHABARD. BEFRR, URFITHESUEENER, i, EREIREFR, REITHF—1 Coda TTEFK
REEQ CBKILHAS, Coda B— 1 2RETH, EEGTXHME. BFRERMNAEFNMS, FERAMIREIE
PATEREZ T1F. MERHIE(ER Coda WRERY, LTHEEBRAKMIITIEE, @i Coda, RAILIE— it
HEEMYIEE, MMERFZIFE-RHMNRZRE, RAILUKEHEE OKR, LERMAMmEXERETS
HURT L, fRATLUERIRIIR R, QU2 ERI ARG KRR, ks, fRERLUARERE MRS ESNH
AURRMR, REMEBLLE SRR EIRLRRBE PRD HFAEARR.

(00:33:01):

MR E—NEEILIRB AR EHIE RS, MXAREREEFNTES, ORI UREFIEMER Coda, MR
{RI8FZBRBEF T4 Pinterest. Figma # Qualtrics ERIEKQABMFmEINEZE(ER Coda, BFIBEIIEHN
eI R EMIRBILE, FiIfE coda.io/lenny JFAFEIEI3ATE 1,000 £THIIRAE, Bl C-O-D-A.io/lenny SEAFH 3K
51,000 E5tikA$, Coda.io/lennys

[00:33:34] [Lenny Rachitsky]

English:

Okay, let's shift to talking about talking on the spot.
FRCEIE:

§FEY, TNV EEICEIIE R

[00:33:39] [Matt Abrahams]

English:

| see you said shift very carefully. | appreciate that.

R EE:

BEMA “H#m” (shift) XMIARERIWD. HRME,

[00:33:44] [Lenny Rachitsky]
English:

Now we're going to be so, so careful, | don't want this podcast flagged and for adults only. Okay, shift to a
new topic. You have a whole book about how to get better speaking on the spot. And | think why this is
important is again, what | said at the beginning that | think most of our "public speaking" is not planned
public speaking. There's people asking for feedback in a meeting, people wanting you to give a toast,
Q&A as we talked about. So what | want to do is you have advice for broadly getting better at these things
and then you have advice for very specifically how to get better at giving better toast, doing better Q&A,
getting better at small talk and things like that. So | want to start with the broad advice and then get into
each of these. That sound good?

AR ERIE:



MERMNEIFE. FEND, BRARLXIMEZWITCARATE. 719, BREA—THES. (RE—BXHE
XFMERSEICRIFREN . HINAXZFIUEE, EMNRAKAIRA, HMNASHN “AXEH HFE
BN AREHR LLINESIWNFEABRKMRERRG, BARILMTE, HEGRIIKXEINREF T Frld
BEMNE, RELEXTNAINMZIREXLERNNVEN, ARBHMMAEFTE. #iTEE. FPEFER
FIRAEHEN. FBEMEZNEITHE, ARBRANES—TAFTR. NEREAE?

[00:34:27] [Matt Abrahams]
English:

Absolutely.

R ERE:

RIRE,

[00:34:28] [Lenny Rachitsky]
English:

How about you share your favorite techniques for broadly getting better at speaking on the spot, and
then we'll see where that goes?

FROCERIR:
MEENE— RSN, 88l ZIRSEINEHEEDARIGG? ARHINBEETRNLRE,

[00:34:37] [Matt Abrahams]
English:

Sure. So the first thing in helping yourself feel better, speaking spontaneously, which is the vast majority
of our communication, the plan presenting, the practiced pitch, the meeting with agenda pale in
comparison to the times that we are spontaneously speaking. And the first thing that is important for
everybody to know is we can all get better at it. That's the fundamental bottom line. Many of us feel like
we're either born with the gift of gab or we're not. And so the first thing we have to realize is we can get
better at it.

(00:35:08):

The second big point to make is you actually have to prepare to be spontaneous. And that's
counterintuitive, but it is through preparation that we get better at it. And if you think about it, if you
think about an athlete, when an athlete is doing their sport, they are being spontaneous, they are
responding to the conditions that present themselves to them. What helps them do well is all the
preparation and practice that they've done. So there are lots of analogs to this, but when we think about
it in of communication, it seems foreign, but when you think about it in athletics or jazz music, it's like of
course you would prepare and practice. Those are the two big underlying principles to helping people get
better.

(00:35:48):

The next level has to do with we have to attack both mindset and approach and the actual messaging
itself. The only way | have found to help people get better at this is to look at how we approach it, our
mindset, and then how we actually craft the messages through structure and focus that help us be better.



So that's the gradual process from the broadest level about how we have to go about making this better
for ourselves.

AR ERIE:

B B, ATILACHEIMERNBEEY —XBHNBRSEKABELN, BIHIEVER. HK3I8
HH. BNENZIN, SHENMEASREAELEER L. SMASBTENENE—RE: KiEREMIF
Bif, XRREXRNRLZ. HMNPHFZARFEAREOLE, BARERT. AURINELEERIRE, &
MR LUBE 4 S BIF 8T,

(00:35:08):

BINERRE: REFLOMANMNEERES, XMERGIFEE, BERRIES, KT EBFET.
R —R, YEIREHTILRN, MNBERNAE, BEXNHIMNEMBERME RN, MmittbilxN
HER R ZRIFHSBI PR EEMES . XBERSEMBGF, BERDEIR, XMUFREE; EHREE
FAEHABLRE, MUSRFESMNESIZEFRIAN. XEHEMANRSHRMAESER,

(00:35:48):

T—TEBRENBNGHRNBEOE. FERUNERRES G R, ZRMRESX—EENHE—SE2H AR
MERERN (0F), AEARMOFAEIEHMERRELGEEESR, MMERRINKRISEET. XMEMR
[TZNEEFE, ZFHAER/D@EENIRAHE R,

[00:36:14] [Lenny Rachitsky]
English:

Maybe let's dig into the structure.

R EE:
BIFRNRRNRN— T,

[00:36:17] [Matt Abrahams]
English:

Sure.

FREiE:

a8

[00:36:17] [Lenny Rachitsky]
English:

What is your advice for how to think about structuring if you're on the spot, like, "Oh, shit, how do | share
something smart [inaudible 00:36:22]?"

FRCERIR:
NFUEIBELEN, REHAEN? MRRENRGT, 08 ‘MR, 23, RZEARBMSZ—LRAE (IFF

A 27



[00:36:22] [Matt Abrahams]
English:

See, the bad word came out, so you're ready for my tongue twister. So structure is critical. In spontaneous
speaking, most of us, because we feel the intense pressure, the anxiety we just talked about, we just spew
out information, we list and itemize information. We take our audience on the journey of our own
discovery of what we want to say as we're saying it, and our brains are not wired for lists of information.
In fact, Lenny, how many items do you need to buy from the grocery store before you actually have to
physically write it down? For me it's four. Anything over four, I'm going to forget something. Our brains
aren't wired for lists, right?

FRCERIR:

B, IEHKT, BRMEENFENEZOMTESR T SHMEXEE, ERNEHRT, BITPHXRSHBAR
NEZEERNESD EIRNNAKZBER), FERBEMEES, THHBRRHRRES. BINNEHIENRE
B, HEMKREHENE CHRRRRTAERE, MENNARAFTEGLRIEEETIR FLLE, Lenny, fRE
BHERA, EUANES TRZA, RERZESIMM? WHERTESOG, BIOG, RS RERA, i
MARFESBIETR, *E?

[00:37:03] [Lenny Rachitsky]
English:

Yeah.

FSCEiE:

=0

[00:37:03] [Matt Abrahams]
English:

And so-

FREiE:

FRIA—

[00:37:04] [Lenny Rachitsky]
English:

| text myself.

FRCERIR:

REXEELEC.

[00:37:05] [Matt Abrahams]

English:



Yeah, right, exactly. Yeah, no, I'm old school. | actually put it on a piece of paper, but the point is that
we're not wired that way. Our brains are actually wired for story, for connection, a logical connection of
ideas. So it's about connecting those pieces together. So a structure is nothing more than a beginning, a
middle, and an end. A package of information. The structure that almost everybody listening in is familiar
with is one that comes from the world of advertising. Most advertisements are set up as problem,
solution, benefit. There's some problem in the world, here's how we solve it with our product or service,
and here's how you benefit from it. That's a structure. It's a logical beginning, middle, and end. These
items have a connection. So by finding a structure that you can rely on when put on the spot, it halves
your burden.

(00:37:54):

When you're put on the spot, you have to think about what to say and how to say it. The structure tells
you how to say it, and then you just have to think about what to put into it. So it's like having a recipe. If |
have a recipe and | have good ingredients, | can cook a good meal. So there are lots of structures.

(00:38:10):

The whole second part of the book Think Faster, Talk Smarter is specific structures for specific situations,
introducing yourself, making an apology, giving feedback. And I'm not saying every time you give an
apology or give feedback that you have to follow these structures. It just gives you a place to go when
you're in that moment where you're like, "Where do | go? How do | start?"

FROCERIR:

=, &, BERESR, RREEHA L, BERE, RIMNNARAEHRHFEEN. HRINPNARLFELEES
WIEHE. ERUNREEZEINIBIERR, FTUXRBRETEXEHREERER, SMTEME— L —
FEF— 1N ER. —MEENEE, JLEFREMAREBIEN—MEREBT &R KW SHLEEHZ: 1
. fRRFZE. WzE (Problem, Solution, Benefit) . tH5R EFEERENE™, XEHAV0MAED = RERS R
EN, XEMMAMFZEN, XME—TMEH. EE—TMEE LML PENER, XEMZEEEHKA
B, FRLL, @i EI—MEENMIG A AT RSN, REVAIBRER T —%,

(00:37:54):

YIRBHEEIRSCATTE, (REMBERFAUNEAR. EHEFMEAR, ARMRIAFEREZEEFAR
o XRMEAE—ITRIE, NRFEREEEFHRM, HMEME—TEE. FIUBRSMLET,

(00:38:10):

{Think Faster, Talk Smarter) XA HBENE BB H T EBRNFESEN: BENA. ER. 4
Rif. BAARRBIRMEBIERREL HRRENITERXLELEN, ERBEMRBRE “WZEAD? FHZMEFHF
98?7 MR, BIR— 1 E RENZ S

[00:38:33] [Lenny Rachitsky]
English:

Cool. So we're going to talk about those examples. One of the structures that | liked that | wrote down is
called prep, which is make your point, give a reason for making that point, give an example. And then
what's the last one point again?

FRCERIR:

g HANBITICHLRF, HERW—EMI PREP, BMZHMS (Point). 4AHHIEH (Reason). LAH—1
5l F (Example). &E— 1 EBE/XEAMS (Point) 13?



[00:38:47] [Matt Abrahams]
English:
Yeah, restate your point. Review it.

FRCERIR:
2H, ERFIMR. ElRE.

[00:38:48] [Lenny Rachitsky]
English:

Restate your point. That feels like something that say in product teams can come up a lot is just like,
here's what | think, here's why. Here's an example and then let me just remind you again what the point

I'm making.
R EIE:

ERNR. XREGETRENFEESHIER, il IREHHEE, ZnERE. X2—MIF,
AR RERIRERR IR LB <o

[00:38:57] [Matt Abrahams]
English:

That's right. Yes. | love prep and the structure | really like is a three-question structure: What? So what?
Now what? And people on product teams | think could benefit so much from this. What is your product,
your service, your offering, your update, your feedback? It's the what of why you're speaking. The so what
is why is this important and relevant to the people you're talking to or to your company or to prospective
clients? And then the now what is what comes next. So on a product team, if you're describing a feature,
here's what the feature is, here's why it's important, and here's what we're doing about it. If you're giving
an update in an update meeting, a standup that you're having, here's what I'm working on, here's why it's
important, here's what I'm doing next.

(00:39:41):

By packaging the information up in what, so what, now what, it becomes much more digestible, much
more memorable. Just like prep. Prep works really well for a point you're making. What, so what, now
what works really well for a broader presentation, update, feedback session that you're giving. So having
a whole series of these tools in your toolkit can really make a difference.

AR ERIE:

R, =M. HIFFEEZ I PREP, BEREEERMNEME—N=ZREN: BF4? (What?) BBXEH? (So
what7) MEZEAD? (Now what?) HINAF@mEIMKIARIUMPREER “Bf4” 2RO~ m. R

R EREURG, WRMEMASHNER. “BEHF" BATARXNFMREAR. ABHEEEFARE
EH*E%GE’\J? MAERELN" BETRNTE, T mENF, MRMEEE—TIhEE: X2 AT, 7
FAERERE, URKNEEABTL. MRMEUESIHEMRNEHCKR: XBRREEMBIIE, A4
ERERE, URIEETHROII,

(00:39:41):
BEREEEEN “‘Bft4a. BXEH. MEELD , TEERZHEHNK. ERSWicE. m& PREP —

¥ PREP IFEEFER—IM=, M “Bfta. ?JBX,’EHQ E,’E\ 7" MIFBEGE ZHER. ERER



BT, AMNIAREEE—RVIXFNIE, ERNZATHER,

[00:40:05] [Lenny Rachitsky]
English:

So we've talked about three structures so far. What, so what, now what; prep, which is make the point,
give a reason example, and then restate the point; and then problem, solution benefit. So people
listening to this it's like, "Oh, amazing, all these structures are great." Do you have any advice on how to
remember these? You're like, "Oh, Matt, what do you think of this design?" Like, "Oh, shit, which one
should | go with?"

AR ERIE:

FERALERNEENET =NEWE:  “BHA/MNER/IMEELD" ; PREP, BMEHIMR. LHER. §I
F, RREFMR; &7 “FE/BRAE/Mm” o IXTHARNESE: "B, XF7T, rEXEEHERR
Bo” R TR EXERTHARING? LhanB AR “BR, Matt, REFEXMRITEAE? 7 ABMRDO
8 MR, 25, HEAW—1? 7

[00:40:28] [Matt Abrahams]
English:

| try to give each structure a catchy name. What, so what, now what rolls off the tongue. There's a
structure in the book for giving feedback called 4lIs for Apologizing AAA. So part of it is just coming up with
a mnemonic that works for you and you can name them whatever you want, but really the way to get
familiar with them and to have them at the ready is to use them.

(00:40:48):

When | coach people on what, so what, now what, | encourage them at the end of a podcast they listen to
or something they read, take a moment and say, "What was it about? Why is it important to me and what
can | do with that information?" And if you do that, not only do you get better and more comfortable
deploying that structure, but you also remember the material better because there's a whole bunch of
research that says when we interrogate the material that we listen to or read, we digest it and remember
it more. So in 30 seconds you're really helping yourself at least in two ways by getting the structure down
and remembering more. So you have to put it into practice.

(00:41:24):

The other way to do it in which we do a lot in my classroom is we have people dissect communication. So
you listen to somebody or you see it and you say, what structure did they use? So it's about awareness
building and then actually getting the reps. The only way you get better at communication, spontaneous
or planned, is the way you get better at anything. Repetition, reflection, and feedback. You got to practice,
you got to think about what worked or what didn't, and then you have to get feedback from others. We
are not always the best judges of our communication. And in so doing, repetition, reflection and feedback
takes your communication to the next level.

AR ERIE:

HRAELEMEWE— TR LONRF. “BAHA/MNEHF/DMEEAD” REXRRIRO. BEEE—4ER
IREVEEADIY 4ls, ERBIEEMO AAA, FRLL, —8B0 TAESRH—MESRMENIET (mnemonic), RE]LAKE
R, BHRENEHENERERCNNGEREEREN.



(00:40:48):

HBRESAMMER “BHA/MBXEF/MEELD" B, REIERTRTHIRTHRAR, TREER:
EEBXRTHAR? ATAEHNKRER? HEAXLEEEMHA? 7 MRFEXFE, FUEEAL. EEEH
BRAXNENR, TEREEBHFMIZEERNT. BAERERRTE, SHRMNHAIHNRIHATHITEHM
(interrogate) BY, HMSBEWSELF, 121GEF. Fill, £30 R, FEIEEERFILRIZIZ, EVER
NEEHEBTBS. FRURGITIESE K,

(00:41:24):

B—Hr5E (BOORE AR RUANMNGEE, MFSIAREREWR, RER: 01T A%
1?7 XHERIFR, ABHTRIFET, REDBIN (ELREOTRIRIFHN) NE—I5%, HIEIE
BEMAKE—: B8 RENRE. MURFS, PATEPLER. BLEK, RELTMEAIBERE
Rifo RINHTERECHERMMWBETAE, BIEE. RENRE, (MODEENBIRA B RIK
=

[00:42:00] [Lenny Rachitsky]

English:

That's a lot of work, Matt. That's a lot of work.
R EE:

ARZERZ I, Matte BRERZIIE

[00:42:02] [Matt Abrahams]
English:

Itis work. There is no shortcut.
FRCEIE:

LR IIE, RERER.

[00:42:04] [Lenny Rachitsky]
English:

Got you.

FRSCERE:

] = g

[00:42:05] [Matt Abrahams]

English:

But that's true with most things in life that are really important. There's no shortcut.
R EE:

BEEPARSHRAEESENEFEHRE ML, KBEER.



[00:42:09] [Lenny Rachitsky]
English:

That's right. That's right. As people are thinking about this and listening to this, there's your course,
obviously that you teach at Stanford and only Stanford students can take that. There's your book
obviously. Is there anything else? If there's nothing, that's totally fine, that you point people to to actually
practice these outside of the workplace? Are there courses that anyone can take that you recommend?
Anything else you can point people to?

AR ERIE:

Rt ", SANBEXEHITXLERARN, EAEMEMEEHNIRE, ERAEMEENFEEL. BA
ERMFENH. EENE? NR&EHEXR, MIESIAMNEWEEIFZINAIIXLE? BHAEAAEA
USMBBREHFID? BB AR LSS I ARG?

[00:42:31] [Matt Abrahams]
English:

Absolutely. There are a lot of resources out there. One, I'm a huge proponent and a former member of
Toastmasters. | think Toastmasters is a wonderful organization designed primarily to give you the reps.

They do some teaching, but it's really to give you the reps. So | highly recommend Toastmasters.
(00:42:48):

Improvisation is another way to get comfortable with these skills. When people hear improv, they think,
"Oh, | got to be funny and it's about performing," and it's not. Improv is really just about being more
comfortable, being present, and really focusing on collaborating with others.

(00:43:04):

And then there are courses. You mentioned obviously that people have to be MBA students to take my
MBA class, but Stanford and other institutions have continuing studies classes or extension classes that
are open to the community. So |, every quarter teach a class that's open to anybody who registers all over
the world. It's virtual. | have students this very quarter who take a class on a Monday night Pacific Time,
7:00 PM. I've got somebody in Egypt, | have somebody in China. So there are ways to take advantage of
things happening at universities without being an enrolled student. So | would point people to all of
those. And then clearly listening to podcasts, reading books, checking out blogs and videos can be really
helpful.

FRCERIR:

LR, BRZAR, F—, HE Toastmasters kD EIFEHS) WREXHENTRR. KA
Toastmasters &— A1E$$E’Jiﬂ,,\, HFZEEMNEAMREEINS, MEH—LRA, Ex0IILIRRELR
o FRLAFSRZIHERE Toastmasters,

(00:42:48):

SMEE (Improvisation) E% MR %, Y ANIREIEDNGREY, 28 B, REE,
ﬁsmaeﬁe,aago” HSFR, EMRENRORRIHITEEAE, BEELT, HAESITFSMANE

(00:43:04):

REEE—LEIRE, (MEEIRA MBA FAE 88 EFAY MBA 1212, (BETBREM EtANADER S B M+ KA AL
SHHFRENHEBIRE. ZETZFEHIH—ERSKEMEIMEFRBIRE. SREM. MEXTE



B, BEFEEXFFENEA—BL T KR, t1ENERR, BNEFRE. FIL, BMERRERFE, 1B
BIENBAZNAR, REE5IAMNKEXE, B, FEE. =8, FEFNWMBLREE,

[00:43:44] [Lenny Rachitsky]
English:

I think to your point, it's like you can read about this and listen to podcasts all you want, but you're not
going to actually get that much better. And with your course, | imagine there's practice you're doing as a
part of the course.

FRZERIE:

BUERFEMIRARS, MAIURBHEREXHHE. T, BERAIENEREN. MEMIRES, BIBE
SIBIRERI—ER T

[00:43:53] [Matt Abrahams]
English:

Everything is applied. The only way to get better at communication is to do communication, to watch
communication. And that's why in the books | write, | have this, try this. It's literally put the book down,
go do this and then come back because that's how you learn communication. And so yes, any avenue to
help you get the reps is going to be helpful.

AR ERIE:

—IHMRNA, RENRBENNE—FERZBHITHE. UEDE, IRBATAERTHRE, HE ‘A
—i" BT, EFERRMIBILIFR TS, ZMXHE, AEBREX, BAXMEFSIEENSGN. L, &
B9, EAIBEBIFRTEINSNEREEE .

[00:44:13] [Lenny Rachitsky]
English:

I'll be honest, | did none of the try this. I'm just like, that's too much work. So | think that's why it's
important to take something where you have to do it because it's too easy just like, yeah, yeah.

AR ERIE:

WL, H—D WA B, RRAZE
BEN, ANREZWE: X, 7

SMIEEARKRT . FAUEIANSM—EMROMEMBIFERER

&k

[00:44:24] [Matt Abrahams]
English:

Yeah. You're not the first person to say that they don't take the time to do that. There are others who say
they really appreciate that. And for people such as yourself, at the very end of my book, | have a QR code
that takes you to a bunch of videos. So if you don't want to do it yourself, you can actually watch people

do it or watch me do it. And so that's at least better than not doing any of it.

AR ERIE:



Bl RARE — MR EMARLELSIBIA. A NRMIIFEREARLESES . HFEMXEFNA, EHEY
BfE, FE—NTHE, AIUHRE-RTM. FRUNRRAEECHTF, MELAUENANEAM, 5
BERELM. XEDHAATHAMEL

[00:44:46] [Lenny Rachitsky]
English:

Awesome. I'll also give a shout-out to Toastmasters. | did Toastmasters for a while and two things there.
Oneis there's a special focus on the spot speaking that's a part of the sequence.

FRZERIE:

XET . HMENRN Toastmasters 2N, FHEME—E&BTE]IAY Toastmasters, BBEEFW =, —IBERFFIxX
FERNSEM, FRRRIEHI—EB5

[00:44:56] [Matt Abrahams]
English:

They call them table topics.

R EE:

¥Rz “BI¢EE” (table topics).

[00:44:58] [Lenny Rachitsky]
English:

Table topics, yeah. And that's like a 60-second, someone gets up and just has to talk on something. So it's
a big part of that method. Also, | did it for a long time and all | did was | was the counter or the timer. You
can do it without having to give any talks for as long as you want. And it's very cheap and they're
everywhere. There's a local chapter wherever you are.

FRCERIR:

B, B8 BHERE— 60 WHVIFTY, BABMERMGIEHHNEMERLS. FIUBRRZGEZNERSA
RUERTD. SN, FEMTRKESE, ERMHNIARTRERLITE G MALUREBSHER, EFRRKREME
HBERTE5RA. MEZRIFEEER, JLHEE. TEMERE, HEIMNI S,

[00:45:17] [Matt Abrahams]
English:

Absolutely. And many companies sponsor their own Toastmasters groups, so that's great. And they are
very good at easing people into it. You're not forced to do anything. And the same is with improv. A good
improv teacher never forces anybody to do anything.

FRCERIR:

#ITH. FZATEBIE CHY Toastmasters /N, XiR#E, MJIFEERIISANHENRS, MASBWIREM
EAE, EMRERZENL, — N FRERKEE MM RIBERAMERS,



[00:45:31] [Lenny Rachitsky]
English:

Great. We went way off-topic, but let's get back to the agenda at hand, which is let's talk about specific
situations and advice you have for getting better at these. So maybe we start with small talk and there's
one that | love and | find so important and so subtle, which is have comparable levels of disclosure. And
the question basically is how do we get better at small talk? And here's one technique.

FRZERIE:

KEFTo BABEAKZT, ILENEIZER, #i%EENERURM RS XL IR WIFRITMRD
(small talk) Fig. HEREP -G, ERSEIEEEEZANY, BRE “RENSHNRBEE
(comparable levels of disclosure) . [AJEEA 2 HITWAREHNWEES? XMBHEF—M 15,

[00:45:55] [Matt Abrahams]
English:

Yeah, so let me get to that point in a second because that's a more refined point than some general
principles. When it comes to small talk, many people dread small talk, they feel really awkward about it. |
think small talk has a bad reputation, needs to be rebranded. | think a lot of big things happen in small
talk. We learn about ourselves and others. We form and foster relationships. | challenge everybody
listening to think about some of their friends, our closest friends. How did you meet them? Probably
some component of small talk played a role, especially early in those relationships. So it does good
things for us.

(00:46:32):

The best advice | have ever heard for small talk came from a guest on my podcast. Her name's Rachel
Greenwald. She's an interesting person. She's an academic and a matchmaker, really fascinating. And her
advice was this: Be interested, not interesting. Many of us go into small talk thinking we have to be super
interesting. We have to spike the ball over the net every time. When in fact small talk is more like playing
the game of Hacky Sack, where it's simply just set the other person up to be successful and get the ball
back to you. So if we go in with that mindset, it makes it easier.

(00:47:06):

Now there's some rules that we can follow. One rule is the one that you shared that in small talk there
should be a balance of disclosure or depth of disclosure over time. So if you're telling me about the first
time your first pet died, and I'm telling you my favorite color is blue, there's a discrepancy in disclosure
there. Clearly you've revealed a lot more than | have. And we have this notion of reciprocity that if you
share something that is appropriate but is more disclosive, that | should at some point match that level or
come close. And if we don't, then it feels very awkward and we feel like we're not jiving in that way.

(00:47:49):

| don't want everybody sitting with a little card that they're checking off, but having that general notion in
mind can help. And the trick here is not to be too disclosive too quickly. So if we start small talk and we're
talking about the | meeting that we're at, and you immediately jump into the fight you had with your
significant other that might lead to divorce, that's a deep and big step that might feel a little
inappropriate. But over time, if we continue to disclose, it might be perfectly natural for you to share that.
So there's sort of expectations and we just have to be mindful of those.

(00:48:24):



Another thing we need to be mindful of that | think is really important is this distinction between shifting
and supporting responses. In a conversation, | can be supportive. That is, you might say, "Hey Matt, | just
got back from Costa Rica." | could say, "Oh great, did you spend time in San Jose? Did you get to any of
the beaches?" Those are supporting responses. I'm asking you to keep telling me more. A shifting
response would be like, "Oh, you went to Costa Rica. | went to Hawaii." And the goal in a good
conversation is to have more supporting responses than shifting, but to have some shifting responses.
Because if all | do is continually support you, it looks like | don't want to share. I'm not being disclosive at
all. So there are these subtle things that we can be aware of to help the conversation go and to breed that
intimacy and immediacy that we feel, but it takes a congruence, a balancing of doing that.

AR ERIE:

78y, ILFERREB—R, RARE—EBRRNERH, REWRH, RZAZHERY, ZEREWD. FiA
ARPNBERY, FEEF@EL. HANRZAFHLREETRDF, RITEINYTHEESHMA, B
HIEFX R, HMBBURRESERMRNNALR, LHERFENBR. MITREAINRN? EXRNEH,
NEMRATRERCE T 1R PRIAMEDX FA 12 B 47 /Y.

(00:46:32):

BIMmIM X FRIRFHVEICRERBEEZN—(IRE. tiYEF0 Rachel Greenwald, 2 MEEBIIA, BE
EFENIEAN, EFEERA, tHNENE: BEXRIENE (Beinterested) , MABRMEEBE (not
interesting) . FHTHPHEFZ ATERNYN 2 REBHARMSBLER, SAMBIBKINIW, BEFEL L, NHE
GREREF, IERERMANHOLERINNS, RAEILKEEIRXE, NRENFEXMOSEND, %t
KTBEHEZ,

(00:47:06):

MEF—LERITLUERNAN, HR—FMEMOZEN: ERWF, EENENHES, RENEEIURERN
TR T, MRMMESFRME-REMEUNERN, MBIAERKREERHNACRES, RARERERM
HIMTRE. EAMBEBRNABLERSESZ, HNE—HER (reciprocity) BB MRIFDET —EEE
EEAKEENAT, HENZERTHZXEFRFNEZERREE. MRBNIFZFME, MEBEIEEE
i, BERILTER.

(00:47:49):

HABILZPABZENRREZY, BEEXPIKRNUZEEYN. XENREEFEAREELRSZ, AR
FATRIFFaMRER, EERERNSMIZI, RILZBERMHEMRAESHEENES, BX—PEFX
ARKRT, ARRILARSAGE, BEENEINER, MRBENNLSZR, MOEXETERERIFEE
o FRLUXS MEIRMIH, BIIFERBEXLENH.

(00:48:24):

SE—HHANNEZTEZEEZTEBENERE “BHBMUELN" (shifting response) 1 “SZ#FMEEIN”
(supporting response) ZEIHX3, EXHEFR, AU, Hla0, RElgExit: “IE, Matt, KR
MEEHARRER,” FHATLAR: “IR, X7, MEZFAERING? X3EHE? 7 XEHEZRIELRN,
BREERMGLE LS, MEBHEINNE: “M, RETSENARM, RETEREER.” T—BRIFHIER,
B RN S FEBSMERN, BHhEF —LEBMEN, ANNRE—EREXZHR, FREMEER
BNE, AR AEREE . Fikl, RITIURIREIXEMWHIER, USBBMIIEHRTT, HIEFRI1RZ
FIRBR AR A BN, BXFE—M—NE, —MTEE,

[00:49:16] [Lenny Rachitsky]

English:



This is awesome. | feel like everyone needs this class to just like, how do | talk to people? What's the right

way to talk?
R EIE:
XKET, BEFETABEFEXITR, il RZMAEARK? ERNKIKRANZMA?

[00:49:24] [Matt Abrahams]
English:

Well, right. The point that you're bringing up there, Lenny, is we're never taught this stuff and yet we have
to do it all the time. And that's why focusing on it | think really matters. And it can really, as you said,
superpower, it can be a superpower because so many people don't do this or spend the time getting
better at it. We all operate under this notion of... the definition of insanity, doing the same thing over and
over again, expecting different results. And that's not good for small talk and other communication
situations.

FRCERIR:

Rito Lenny, fRIZEINERRE, FNMKREEIXLERA, BRINMLTA—EXF R XMmEATATKIAAX
ACHNREE, EWMRFTR, ERIUBRA—MEED, BARSARTKEY, BRENEERS, RITME
—i RIEREX" TEfF: —BX—BMHYEEFNERS, DHSTARNER. X TFREMEMDEEERER
EAHE,

[00:49:53] [Lenny Rachitsky]
English:

I love this balance you just shared of... So the primary piece of advice for small talk is be interested, not
interesting, ask person questions, get excited about what they're telling you. There's a classic book, How
to Win Friends and Influence People, which is very much about this. Highly recommend it. It's like very
old school now, but there's so much good advice there. There's no better sound to someone's ears than
their name. So just saying their name, they're like, "Yeah, | love that." And then just smiling. There's all
these very simple things that that book shares. It sounds like you recommend and you're fan of that
book, and it's something you've read, right?

AR ERIE:

BEREWRMENA DZHXN T8, FAIUAPINEZERNERILENE, MASRNEER, MXARER, 3t
MNERFNEBERENMNE, E—4FELHNFE (WARSARHZMMA) (How to Win Friends and Influence
People), RAELMEBXTXM, BIBEE, BAMEEREER, EEMERZIFHEN. HF—PAX
W, HBLHRIECHNZEFERENES T, RAUIRZUMIINEF, tIMaiE: “@00, BERZXD”
TENK. BEABLZTHAEXLEZEHRENER. WERMBREEFAERE, BEBEBIINL, MEIRIE
o, XfE?

[00:50:27] [Matt Abrahams]
English:

| know the book. Some of that stuff has been true for a long time. Some of the stuff. I'm not a big fan of
ingratiation and manipulation. | like authenticity and some of the advice in books like that can sound like
smile, nod your head. And all of that can sound a little manipulative and inauthentic, but | think some of



those principles are important. And if you can in an authentic, true, appropriate way, leverage some of
that, | think it would help you.

RS ERIE:
BAMERAH, HPN—LERBERE—BRRERNTSEBN. RREASIOTFNRMN, HREWELM, M

BEPR—LERWIFEREGR XK. RK" . TEXERERATREE /RBARBNAES, BFRIANEFH
—ERNEEEN, NRMEU—MESE. WE. BEANARFBEFH—LERN, FIANIHIREFRER,

[00:50:57] [Lenny Rachitsky]
English:

Yeah, somebody once shared a story with their kid... Then they're 13. They read that book and it just effed
them up for a while because they just started putting these into practice way too young.

FRZERIE:

B, BEAADEI—PXTMIEFIINRE S8 13 5, il TRES, SRBABEMIEE T
—EzBYia), EAMITFRERN I ELMIEX L EK R,

[00:51:06] [Matt Abrahams]
English:

Well, one thing... | mean, all of a sudden you're focusing on... You can get so wrapped up in doing these
things that you're actually not connecting. It's like people who travel on a vacation and all they do is take
pictures of where they are instead of experiencing where they are. And that's not where we want to be
with this advice.

AR ERIE:

B, B—HF-HHOERE, RAZEMRETET - FABSATETHMXLESE, UETMKHFLZEE
BILER. MEBHREEERBA, IABNIEHETUOIIFRER SRR, MAREEAIIFRENG, X
FRENFEXLERIGEZINMR,

[00:51:23] [Lenny Rachitsky]
English:

But I love this other component of... Because a lot of people hear this advice, ask questions, be interested,
be excited, this version of it, but you need to have somewhat equal levels of disclosure is really
important. Because | fall into this sometimes where like, "I don't care about myself. | just want to ask you
questions. And this is going great, I'm just going to keep asking." And if you're not sharing anything by
yourself, it gets really strange. Even when they ask you, you're like, "No, no, let's keep talking about you."
You think they want that, but they don't. They actually want to hear about you.

FROCENIR:

BEERS— AR . BARZAREXNEIN: 2. RIEMEB., RUEHE, XREH—RE,
BREEEGEMEENNERE (equal levels of disclosure) RIFFEEN, FANFBERESMBNXFMER:
“BAXOEBED, BRRENERR, #EERE, RaBEn T NRFEECHADEEMARA, BRms
TERFR. EELSMINEME, B3 R, K, ERNSEEET” (U8 ZRME, BHESMH
11A48, fhfi1SCpr L ABIRIRRAYES,



[00:51:50] [Matt Abrahams]
English:

Yeah, absolutely. And you do such a lovely job as a podcast... | mean, so podcast host is a great job for you
if you like asking questions, but | bet you have found, because | have found this for me as being a host of
Think Fast, Talk Smart is that sharing a little bit about your own experience actually makes the
conversations go better. And so | think that's a lesson for all of us, and you don't have to have your own
podcast to learn that lesson.

FRCERIR:

BH, B}, FA—RBEEHA, MEFEELE. HNERRE, MRMFEWRER, BEEHFARRER
RB—IRENIIE, BRBITRIREZLAI (HNFEEIIEN (Think Fast, Talk Smart) BIERABZNL) ,
NE—RRECHER LM E2IEIEHITEETF. FRURINAZXFTEIAEARZ—II, METTERE
BE B CHREREFEIX I,

[00:52:16] [Lenny Rachitsky]
English:

Yeah, | read this book on podcasting interviewing when [ first started, and one of the big piece of advice is
if you share more about yourself, you'll hear more stories that they can share. They're more vulnerable.
Not that | think about that, but that's in my head sometimes.

FROCENIR:

2HY, RNFIEMIEERILERIXAXTRERNNE, ERF—TEENENRE, NRFOEESXTIRE
CHER, MMIMEIESMWIIUDZENRE. MERERTHRSBHN—EH. RAFZFHAELIRZT,
BEENEIERMERFM.

[00:52:29] [Matt Abrahams]

English:

Yeah. Well, you do a good job of it, even if it's just intuitive.
R EE:

0. B, MEFRY, BMEXRZERN.

[00:52:33] [Lenny Rachitsky]
English:

Appreciate it.

(00:52:33):

Let's talk about another version of on-the-spot talking, which is giving feedback. Oftentimes people
listening to this podcast, they're asked, what do you think of this design? What do you think of this
roadmap? What do you think of the strategy? What are some tips for getting better at on-the-spot
feedback?

RSz ERIE:



Al LTRSS —MEIIIKEIIER, Btk IIXMEENALEIRAE . FESXMRITEA
B? MRBEREX N IRAEEANR? (RESXTREEEAR? XTEIMRER, REMARING?

[00:52:48] [Matt Abrahams]
English:

First and foremost, we need to look at and define feedback. Feedback to me is an opportunity to problem
solve. Certainly there are some behaviors that we absolutely have to shut down. It's inappropriate, it's
inexcusable, we have to shut it down. But often feedback is really an opportunity to problem solve. And if
you take it as an opportunity to problem solve, then what you're looking for is collaboration with the
other person, which means that we have to invite them to join us as we do this. So it's not me bestowing
upon you my opinion, it's me inviting you to together work on whatever this issue challenge is that we
have. And | am a huge disciple of Kim Scott, Radical Candor. | really like her approach to it. Kim's a friend.
She's actually a neighbor.

AR ERIE:

B, RNFEFAAEX KRR WHFHKR, RIFEE—MRREENNZ. SR, BETARNENLIH]LE
FAEEE. AAURIRETA, FAIGTFILE. EREREKF ER—MERRENIZ. WRIFMBEEF
BRIV Z, BAMIKOMESH AN, XBERERNNGITEBMITIONZKS ] AL, XA
ERFEMEHNER, MEERIBR—ERRENEIRRERBESE. FZ Kim Scott (#IEEZXR) (Radical
Candor) BYBSEEfE. HIFEERMBIMIES . Kim BRBAL, SR EEHBIPEE.

[00:53:33] [Lenny Rachitsky]
English:

Well, she's been on the podcast, by the way.
HRCEIE:

I]E':‘t ’ “W@iﬁ—-lt B) mtﬁﬁﬁ\%go

[00:53:35] [Matt Abrahams]
English:

Oh, great. So you know Kim and your listeners know Kim. Yeah, she's great. Where | think | can add a little
value to what Kim talks about, and she does talk about structure, but | think having the structure to
package up the information to make it easier to digest by your audience, the person or people you're
talking to, but also to formulate your thoughts can help. And we've already talked about one mechanism,
one structure for feedback. It's what, so what, now what?

(00:53:59):

So imagine, Lenny, you and | come out of a meeting and you say, "Hey, Matt, how'd that go?" | could say,
"I thought the meeting went really well, Lenny, except when you talked about the implementation plan.
You spoke a little quicker than you did with the other parts and you didn't go into the same level of
detail." That's my what. "When you speak quickly without a lot of detail, people might think you're not as
prepared or you're really concerned about this part." That's the so what. "Next time | suggest you slow
down and you include these two or three bits of data so that people see you really are knowledgeable on
this area." So that's the now what.



(00:54:32):

So that what, so what, now what helps me very quickly structure information and package it in a way that
helps me as the giver of the feedback, think through what are the things | need to say? | need to think
through what's bothering me, what the consequences are of that behavior, and then what | think you
should do.

(00:54:51):

There's a more robust structure | talk about in the book called The 4 Is, and each | stands for something
starting with the letter I. But four eyes also like glasses. It helps you see more clearly. So in the 4 |
structure, the first | is information. You're just setting the playing field so the person knows what you're
giving the feedback about. The second is impact, and this is impact on you, the feedback giver. The third
is the invitation that you make, and then the final is the implications or consequences.

(00:55:19):

So imagine | have an employee who doesn't show up to the meetings on time and prepared. | might say,
"This is the third time that you have showed up late to this meeting. | feel you're not prioritizing this
meeting the same way others of us are. What can we do to help make sure you show up prepared for the
next meeting? Because if you do, we're going to finish the project on time and get a new cool project." So
information, impact, invitation, and implications. Now, certainly | can vary the tone and the directness of
some of those responses so it sounds very differently, but thinking through it in my mind, | have to level
set what we're talking about. | have to share why it's important to me at least, make the invitation, and
talk about the benefits or consequences. Makes a lot of sense. So there are lots of structures and lots of
ways to communicate, especially in feedback. Find one or two that work for you so when you're put on

the spot, you can default to it.
FZERiE:

MR, K#%F7o PRUMRT#E Kim, fREVIAARE T AR Kim. 287, iR, FINFFATLUE Kim EHAR B Em £
EIN—eNE, WHRKKETEN, ERIANAE-—TENREERER, FHERSHRMHOAR (FREERX
BIA) B, RREERZHNIMBRE, BEHEBN. RMNELINEI—MRIENG, —Fdgm. BHZ:
—fta? BER? WEREAD?

(00:53:59):

BKR—T, Lenny, fRMNEATELEK, fRiE): “IR, Matt, RIEAHE? 7 HAILY: “BRBRINHITE
FEL, Lenny, BRTMRIXFIMITITFRIAIIHE, (RIKIELLEMEBORT —x, MERBRANEBEFETIK
" XREN BAA” o “HMRERRELBARSATH, AMIAEZIANMESSRBRD, HEIRY
XEDIEEELD.” X “MWREHE" o “TREEWFHERE, HIMAR=FENE, XFEATRERRIRE
XML REIL.” X2 “WERELN -

(00:54:32):

FREL, XA “Bft 4. BBXER. BAEEAN” FEEIRHIFEREMAREE, HFU—MEHFZ (FARBGERME
E) BERFERTANAAREBEE., AFEBZHATERNE, XMTANEREMFA, URFIANIRK
ZE Ao

(00:54:51):

PRFKE T —NERRIEND, W 4s, 8DIAR—DUFE | FFRAEE, B 41s TERBERE (four
eyes), EREFIREBMIMBRIE, FRLATE 4ls &9, E—1I1ZERS (Information), IRRREREER,
A MERRENET 4. FZNEFM (Impact), XEXWFR (RIFRMHEE) HIRMH. F=T2IMALHE

1# (Invitation), mE—"TEEXFHER (Implications).

(00:55:19):



BER—T, BE—1 AL, MESMaNFER BT ES. RITESNR: “XRMFEZRSMENEIGRE!
7 (ER). RREBIFEBGRNAMA—BEAXTISIN (M) HANBEMEM AKBRIR TR I
FEFENS? (BF) EAMREHMET, HMPEHRETRIEHRG—MNETNE (GR).” FIUEE
B ®i. BiETER. YA, HAUREXERNMIESNERREE, ILERERFEEFRR, BERRES
BER, HOTEBBNIEXRICH A, BRBADENFAIWERARERE, LHBIE, HREFmHER,
XEEEEX. FIUARZEMIMEL N, LERERBR. H—AMNESMY, XFELMBHERIRICITT
B, fRELEJARRINERE.

[00:56:13] [Lenny Rachitsky]
English:

Maybe a big takeaway here is pick one of these structures that you want to use when somebody asks you
for feedback. And the two you shared are what? So what? Now what? Or these four Is. Give information,
show the impact that it had on you, invitation and then implications.

AR ERIE:

BIFXEN—NEEWRE, SEAERMREMRIGE, BFEEP—MrECEEANEN, (RPENFHE:
“‘BAA? BBXEE? MAZEAN? 7 HEZXAN . #EHER. BREMREENRE. KH&IE, AE
2R,

[00:56:30] [Matt Abrahams]
English:

That's correct, yeah.

R EE:

=i, =%

[00:56:32] [Lenny Rachitsky]
English:

Okay. Let's talk about another category, which is not a work category, but | suck at toasts and | am always
trying to get better at this. And you have a bunch of awesome advice for how to give better toasts. Can

you share some stuff?
FR3zEiE:

FEY, EENIKRSZ— DK, XARIERF, ERBAEKNESE (toasts), H—HREEXHHEMSE
%o IRERZXTUMLS HBIFHIPEFNARERIN, REEDZE—L3?

[00:56:45] [Matt Abrahams]
English:

Yeah. We have all been victimized by bad toasts. The toast that goes on too long, the toast that's more
about the person giving the toast than the event or the person. And when | say toast, | don't just mean at
weddings, bar mitzvahs, quinceaneras. We give tributes at work all the time. Congratulations to the team
or somebody's anniversary or somebody's retirement. So we give toasts and tributes all the time. In fact, |



heard a statistic once that it is the most frequent public speaking event across people is giving toasts and

tributes. So we should learn how to do these well.
(00:57:16):

So I have an acronym. It works. It's called WHAT. W-H-A-T. The W stands for why are we here? Now, if I'm at
a wedding, | don't have to tell the audience why we're here. We get it. But if we're doing an all hands and
I'm called up to speak, it might be in my best interest to share with everybody, I'm here to celebrate the
release of this product that that team put out. So you might have to say, why are we here?

(00:57:42):

The H is how are you connected to the event? So if I'm at a wedding, people might not know who | am. |
could say, "Hey, I've known the groom for 25 years." And people are like, "Oh, okay. Now that makes
sense." If you're giving a tribute at work, you don't have to say, "And I'm the boss." Everybody knows
your position. So again, these are choices you make. So why are we here? How are you connected?

(00:58:02):

The A stands for anecdote. Tell a story or a quick example that is relevant and accessible to everybody.
There's no insider knowledge and keep it concise.

(00:58:16):

And then ultimately the last part is the gratitude, the thank you. So express gratitude, express some kind
of thanks. In a toast at a celebratory event, you might say cheers or whatever's appropriate for the culture
you come from to signal closure. But again, why are we here? How are you connected? Anecdote or two,
and then the gratitude or thanking at the end. And if you follow that structure, it can navigate, just like a

GPS, your way through the toast.

AR ERIE:

B, HAHMEBEBEMNBEENREE, UBEHRTAK, BREZEXTHENAMA R EMEREER
Ao HIIREITUERS, RARZHEIEIL. AL, BIMNEIEREEERH: NEEAN EANBAELRE
KARBRIK, PR —EE#HTRBNEE, FXLL, BRI —P5iHEE, BENUERAIRIME#H
THIRARERTER. PRIAT N % F 2 AT X

(00:57:16):

FRAEE—1 457, SREM. MM WHAT, W-H-A-To WHREREITHFTAEXE? (Why are we here?)
MRBEEELL, BERFESRFMARNMNATAEXE, AXHHR. BUNRE(IEELEASLE, HEWE
EXS, BREFSIFAR: BEXERATRABITEPALZHEN™ M. FTLURAIREEER “BiTATAEX
B,

(00:57:42):

H RARIREXRESNBHABR?  (How are you connected?) SNRF[KAEEILLE, AITERERS . &K
AL PR, IRINDEFRER 25 FE T, AMIEiei8: “MR, 78, MEBRAT.” WMRIREIEREHE, RR
FER “BKEREIR , AREEERAERML, Fril, XLEBIRMEHNERE, FIUE: ATAEXE? B4R
B2

(00:58:02):

ARKREKE (Anecdote) H—PTREH—MEENGIF, BESEMNAEXAEZTIER. FEHAMNE, HEE
REFES.

(00:58:16):



RE—E87 2R (Gratitude) , BIEHS. FiARR, RAFEMGPE. ERVUENOBEF, RETLIR “FHF
HEMESIRXUBIEARRTER. BR—B: HMNAFTAEXE? FEFAEKR? — BRI RS, RERZRH
B, MRIFEEX NG, ERAER GPS — 1 SAIRTTATE.

[00:58:45] [Lenny Rachitsky]
English:

This is such an easy structure to remember. There's so much of it that | love. What | want to understand is
where do you put the actual content of the tribute and the toast? Is it the anecdote expands into, "Here's

what | want to say?" Like there's an example or story and then it's like-
R EIE:

XR— M EEEZICENSR. HPAERSHENRMSG, FETHRNE, (RMEEEMTERISSRRNERIE
ME? BHEMOY EA XMEBEAEN 13?7 LLNE—MIFHEE, AE—

[00:58:59] [Matt Abrahams]
English:

Exactly. So it is typically part of that. You might do it as part of the why we're all here. "We're here to really
celebrate the Herculean effort of this particular team to get this product launched. I'm so honored to have
supported it. I'm the manager of the team. Here's a story about how Lenny worked overtime to get this
done. Let's raise our glasses and give them a salute." So yes, you could do it in the why are we here or
through the anecdotes.

FRCERIR:

Rifo FMUEBEERETN—HD. RALUBEFRN “BMNAFTABMEXE"” N—&f0. “BIIEXERAT
RMZXMFERNN =@ A BATENERSE . HRRFEIFHM]. R2FAUNEE, XBEE-1XT
Lenny S0AIMNIESEMESS BUEE, ILFAIBSEBEMFEMIBER" L, B8, REIUE “NHTAEXE" 5@
AEREHRTE,

[00:59:29] [Lenny Rachitsky]

English:

Okay. And then one of your other piece of advice, which connects to what you just said is be brief.
R EiE:

T8 RS —TENE, XS5RNIARNERX, MR,

[00:59:33] [Matt Abrahams]
English:

Yes, yes. So nobody has ever complained about a toast that's too brief. I'm sure it's possible, but the
majority of complaints are the toast went on forever.

FRSCERIF:
21, 28, BREABELRIERAE, BREXET, BASEELHEETBIELTE T



[00:59:46] [Lenny Rachitsky]

English:

Do you find that it would ever make sense to give a couple anecdotes or make a couple points in a toast?
R B

RS EREFEF IR LM RKETRE LM RSB B XG?

[00:59:51] [Matt Abrahams]
English:

Yeah, and it depends. Toasts are opportunities for teaching and learning as well, especially in a work
environment. So it might make sense to tell a couple anecdotes. I'm a huge fan... | mean, your listeners
know, you know minimally viable product design, agile development, really critical. What is it about? It's
about understanding your audience, your users, and it's about rapidly prototyping and iterating. | believe
in minimally viable communication, trademark pending, where it's the same principles. Know your
audience, put together a rough draft of what you want to say, test it out. So if you're going to give a big
toast in front of a company all hands, run it by a few people and say, "Is it too many anecdotes? Would it
benefit from having another story?" Get people's feedback. We are not the best judges of our
communication. So the answer is yes, but test it out.

FRCERIR:

B, XEURFIER. UEHFEERFENZINNE, CEEEIEFE . MUH/LIMBHETEEEEX
BN, BE-HNEBEML - BNEEZE, MHOIFKRKE, RHME&NAT~E (MVP) &It 8EAFR, X
EEXHE. EBRXTMHAN? ERXTTHRIIFNZAR. MEIAF, UNREREIGHTIER, KES ‘&I
1779:@” (Minimally Viable Communication) , BrERIEH, HREER—HN: THRMEWZR, E—NMRE
WHNER, REHTMK, FI, IRFBEATDEAAS EM—NAREIUE, TR/ LDARNT, BE: “%
ERTRAEZT? BII—MERTFREHF? 7 RBEATHNRG. RMHARE ABRMNEETHE. Fr
UEREHEN, BELEMX—T,

[01:00:45] [Lenny Rachitsky]

English:

Another element of a great toast that you recommend is to be emotional. Can you touch on that?
FREiE:

MEENS — MEEBEENERREGER. REERIKARE?

[01:00:50] [Matt Abrahams]
English:

Well, so emotion connects with people, and as long as it's genuine and authentic, it's really important.
I've been thinking a lot about emotion and communication. My father recently passed away and
everybody in my family said, "Well, Matt's going to do the eulogy." It was like, | had no choice. What do |
do? I'm the guy who teaches communication. So | felt added pressure not only to honor my father's life,

but everybody's like, "This is the way you do a eulogy." And so | wanted to do some research on what's all



the advice out there on eulogies, and there wasn't a lot. So | actually wrote an article on my experience,
and hopefully it'll help people. But the point is, in those circumstances where there's a lot of emotion, it's
important because it connects to the audience, it makes it human, but sometimes the emotion can get in
the way for you as a communicator. | mean, | was very concerned that my emotion would cover up or
overshadow the honoring | was trying to do of my father. But the same thing can happen in any kind of
toast situation.

(01:01:48):

So think about emotion. Emotion is a tool to use. The best way to convey emotion in a toast is through
the anecdotes you use. The anecdotes reveal the emotion. It's one thing to say, "l am so sad." It's another
thing to tell a story that is sad.

(01:02:02):

| was very fortunate to interview for my podcast coming up soon, a one-panel cartoonist. So she has to
create everything in one panel. And her advice is: Don't tell, show. In that don't tell somebody you're
angry, show that you're angry in the panel she writes. So showing the emotion through story and
anecdote is the way to do it.

AR ERIE:

id, BRESARILIER, REERERMASRYN, enRERE, RRIOI—EERTBERNDE, HRXFRIE
AT, MREENE DA B, Matt Kifieia.” MEHIITER—1F. RZEAD? RE2HDE
BIAe FRUAFRRBEIFOMNIES, ANBLEIHFEN—%, MASTASRERTS: “XRn2fEi=anst.” F
RHEBAR—TFXFIERANEN, ERAFHFZ. MURERLE T —REXTREHNNE, FEENATE
FREEE, BERRE, ERERBBERNGS, BRRERE, RANEREEMRX, ILERAAL; EERBERE
S RENARENRR. RNWERE, REBELRNBEBEAZIRTRFENLE, BEEM
BB S, RFRNSBEERIEERLE.

(01:01:48):

FANEREER. BRE—MAUEANTR, ANERRABREFNANSEIMERANKE, KEHR
TER. W “HRHLT B—EHFE, H#—1T<LABOHKRERS—EFE.

(01:02:02):

BRRESHATFBLIBERNS T —(IREEER. AT E—TEEZLIELFIERS. HHNENZE:
FEYRHE, BRTHE (Don'ttell, show), HHLEWR, FEEFIAMRES, BEEHENEERRETHIR
RES. P, BIHRENRERERBRA BERNTG X

[01:02:22] [Lenny Rachitsky]
English:

Have you had Matthew Dix on your podcast?
FRCERIE:

{r#8iE33 Matthew Dix E{REVIEZRIT?

[01:02:26] [Matt Abrahams]

English:



So it is so funny. | have not, and | want to. His name comes up more than anybody else's. And | know of

his work and his advice, so | might ask you to connect me.
R EIE:

XEBT, HEKEIM, ERREE. HHZFHAMMRICERMATRS. KT HEBOERMNEN, PR
FIRERIFIRE TS o

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

Absolutely. | thought of him as you were talking because he helps people create their eulogy ahead of
time before somebody passes away, before you get really emotional and you have to rush it. So that's one
of his services is he helps to write eulogies for people.

FRZERIE:

A, RFIEREHERZAAE T M, EAMEBAMTERAZEZA. EREFIFEBFEUEF ST
Z 80, RERIeIfELFIevEiE. FRLABRRMRIARS 2 —, MEBBIANIE =,

[01:02:50] [Matt Abrahams]

English:

Yeah, yeah. No, I'd love an introduction. His work is very influential.
R EE:

=, Bl A, HEEWSIE. tHERIFEERM.

[01:02:53] [Lenny Rachitsky]

English:

Absolutely. He's amazing. We'll link his episode about storytelling.
(01:02:57):

Okay, let me talk about a couple more. Q&A, getting better at question, answer at the end of a talk,
whether it's on the spot or not.

FhaERIE:
#3tH, MiRIE, HilxBiEMXxTFHRENB—%.
(01:02:57):

9789, BRI QA (RIEFWT), ERERHERNEFMHATTRE, TILREZEH.

[01:03:05] [Matt Abrahams]
English:

Again, | always start with approach. Many of us see Q&A as threatening or challenging, and in fact, we
need to see Q&A as an opportunity. It's an opportunity to extend, expand, connect, learn. Even in the
most hostile of situations where people are really coming at you with a lot of spice or hot and heavy, you



can get a lot of value out of it. So we have to come to the approaches. These questions are opportunities.
We have to make sure that we take the question in without interrupting or over-validating the question.

(01:03:36):

I have two pet peeves about Q&A sessions. One is saying good question to every question. And two, at the
end of answering the question saying, "Does that make sense?" Because in both cases, you're trying to
validate the asker when you say good question. You're also trying to buy yourself time. And there are
other ways to do that. And at the end when you say, "Does that make sense," you've got a laudable goal
in mind, which is, "Did | answer your question?" But I'd much rather you say, "Did | answer your question?
Can | tell you more? Do you have a follow-up question?"" Because if you keep saying, "does that make
sense, does that make sense," people are going to start thinking, "Maybe he doesn't make sense because
he is always asking." So some pet peeves there.

(01:04:15):

Once the question comes in and you have to answer it, | have yet another structure. This structure is
related to the what, so what, now what structure. It's called ADD for adding value. You answer the
question cleanly and concisely. You then give an example to reinforce the answer, and then you explain
the relevance or significance of the answer so people know it. Would you mind role-playing an example of
this with me, Lenny?

FROCERIR:

B, HERMOSHIE. RIPHIFZ AR QA MBI SHE:, MEXL, HMNFER QQA RA—1H
=o EERNEM. B, EENFEINNS. BMEESENIERT, JANTENLGREMMEAMEIR
RiAEY, (RBEEMPIRFREME. FAURNBALEFZE: XEREHENZ. HNEBREATENIE
B E Y ER OB AR,

(01:03:36):

B3 QAT AR MNRENMA, —BES N AR “WRHE  Z_REETR#AGN “XEEERE? 7
(Does that make sense?), EAEXFEMIERT, HFR ‘WA N, FEEREEERMNE, RNHBE
RENE SR E, EXAFEMAEATUMEIX—=. MERER “XEEMRID” B, FHRIEN,
B “HREIZMFNEATIE? 7, BREFEMRE: “BEZMOEA TIE? FREEZSEIFF—LD? (BG4
\Eg? 7 RAAMRM—EY “XEEIEMED, XEEMRIL” , AR “DiFtiiiEsEiE, Bams
BEME,” FIXREMN—LERER,.

(01:04:15):

—BafRY, RRAREE, BEES— 1 El. XNENS “BHA/MXEH/MEELN EEEX. E
WA ADD, ARIEMMNE (adding value) . fREMIEEHEIZE (Answer) B, ABIRGEH—1FIF
(Detailed example) RBUER, REIREREERMEXM (Describe relevance) EEM, UEANT#E
Eo Lenny, fRNEME—LABHE—FIFIZ?

[01:04:43] [Lenny Rachitsky]
English:

Absolutely.

FSCERiE:

N e =)
/ch—’.lﬂﬁo



[01:04:44] [Matt Abrahams]
English:

Okay. Imagine you're hiring me. You're a hiring manager, and I'm interviewing to be what | do for my day
job. I'm a lecturer at Stanford's Business School, teach strategic communication. You so happen to have a
position open for a strategic communication lecturer. | show up. What is a reasonable question you would
ask that doesn't just have a yes no answer?

FRZERIE:

. BR—TRERMIE. MER—IBEALE, MREEEXKAE TENRL. RRMBEAFEEFRN
Wim, BIRHEDE, (RIaFE— T EERDERMRERITER, FHHR T, FERE—THANEER-E, B

AEPHIAFEE B H ‘D BEE?

[01:05:07] [Lenny Rachitsky]
English:

Wait, so you're interviewing for a role to be a lecturer in my school and [inaudible 01:05:11]

communication.
FRSCERIF:
£E, TUREERRABEERN—MHIMERAM, X FE8 (FFRE).

[01:05:11] [Matt Abrahams]
English:

Yes. You're the dean. You get to hire me. What's a reasonable question? | mean, you could ask a super
hard one, but | want people to hear how ADD works.

FRCERIR:

28, MRERK. MMARERTK. TARSEMRII? BRMERRE, Ralbln—NBEMMRE, BREFEA
1R = ADD 230 1ERY,

[01:05:19] [Lenny Rachitsky]

English:

This might be too simple, but just how many students have you worked with and taught over the years?
FREiE:

XABERFERT , EMEXEERMREFIHBIZVFE?

[01:05:23] [Matt Abrahams]
English:

Okay, so I'm going to morph that question because | could just say thousands, which is true, but I'm going
to turn it into a question about experience, because really what you're asking me is what's my
experience? So because that | can give an ADD answer too. If it's just a numeric answer, just give a



number. So | might say, "I've been doing this for 25 years and | have taught over thousands of students.
I've taught both in the academic world, but also in the corporate world. What this means is | can tailor my
material to be relevant and useful to your students."

(01:05:56):

So | answered the question. The question was, what's your experience? 25 years, thousands of students. |
then give an example. I've done this in the corporate world, I've done this in the academic world. So |
ground it in something tangible. And then | show the relevance. What this means for you as a dean hiring
me, is that I'm going to be able to tailor my experience. We often assume that people can connect the
dots. If | give my answer, you're going to see, "Oh, that's why this is relevant and important." But we need
to actually connect those dots for our audience.

(01:06:24):

| had a psychology professor once who said, the funny thing about common sense is it's not so common,
and we often make the assumption that people will connect the dots. So answer the question, give a
detailed example, and then explain the relevance. And if you do that, it will help. And | challenge every
one of your listeners working in companies that have FAQs, frequently asked questions, go back to those
FAQs and put them in this structure. Not only will it help you digest and get familiar and comfortable with
the structure, anybody looking at those answers begins to see that this is a way to give a complete
answer. This is how our organization answers questions. And that can be so helpful to building
consistency and helping yourself answer better.

AR ERIE:

FEY, RERA—TERNRE, HARAUERERT LS, XEFR, BRILEHRUR—TX TR0
A, AAMEENRNEERNEREMHA? XERBATULAE— ADD XNEZE, MRRB—IMFER, i
MEEAHT, FIUKARRR:. “HELMXHFE2FT, BIRTLEANFEE (B1F), KETFARH
FH, BERWREIE GFAFF). XERERALUARZOME, EENRNZEEFBEXMEMSEAMS
(RAERM) "

(01:05:56):

FRAFREIE TR, R RNEREMA? 25F, T LEANFEE, ARFLE—IOHIF: HERLFTHE
i, EEAFEME, MUKIBERUARANEL L, ZAERBRTHEXY: XM FRXUBRARNKEKE
RE, HREBEFIENENER, RNEERRAMNEBECRIKR, IRBRALBER, R2BQ:

‘18, XMEAMAXEBEEEEEX” BEMNELFLEFEARNNIFRIER XL S,
(01:06:24):

HREEE—(IOEZFHRY: BRNEBZLAETEAFTRATE. HMNEEREANZBECEILEKR. i
B, E&ERE, LH—MFANGF, ARBREXE. NRMXEFY, SBMER. ZSE—EQRTL
TERYITAR, MIRIFIIAEE FAQ (BIIREEARE), EIFIFL FAQ, BENMANXNMENH, XA NEEREBIRHE
UHAEXNEN, FAEIXEERZNABSARRTIRE, XE—MAHTBERNAR. XMERINER
EEFRFEB AN XN TFTREI—EIEHFEIRE Bt Z AR TR,

[01:07:06] [Lenny Rachitsky]
English:

Just to clarify, the acronym is ADD?
HRCERIE:

&EiE— T, 48538& ADD?



[01:07:09] [Matt Abrahams]

English:

ADD. Answer, detailed example, describe the relevance.
R B

ADD, [E1% (Answer). #4%IF (Detailed example). ##iR48%1% (Describe the relevance),

[01:07:12] [Lenny Rachitsky]

English:

Describe the relevance. | see how you snuck that D in there.
R EiE:

HREX . HEABIREEAERD D BHENT

[01:07:16] [Matt Abrahams]
English:

Yeah. Yeah. | mean, you can come up with whatever acronym you want that helps you remember. ADD
because it adds value.

FROCENIR:
M. B, BNERE, FelLBBEREEIRSENS SR, ADD EEANEEMTHME (adds value).

[01:07:24] [Lenny Rachitsky]
English:

Awesome. Okay. And maybe one last quick one, apologizing. What's a couple tips for getting better at

apologizing on the spot?
R EE:
AET, ¥l HIFRE—NEREN, B#. XTEFHMEIFER, BHARIND?

[01:07:33] [Matt Abrahams]
English:

First and foremost, we need to take the time to apologize. Many of us don't. And when we apologize, we
need to make sure that we apologize for the transgression and not for how we made people feel. So often
people will simply say, "I'm sorry that you feel bad." Well, that's not an apology. You're not assuming
responsibility. So we need to first start by talking about the issue that we are addressing or the problem
that we caused somebody. So we need to think about apologies in that way. So an apology to me, | have
a AAA, like roadside repair service here in the United States, AAA. It's three steps, acknowledge,
appreciate, and amends. So | have to acknowledge what | did.

(01:08:23):



So imagine we're in a meeting and | interrupted you. You were in the midst of speaking and | interrupted
you. So | might say, "I'm very sorry for interrupting what you were saying. | over-spoke when you were
talking." I'm acknowledging what | did.

(01:08:36):

Then | appreciate. "I can imagine my doing that made you feel bad and you feel that you didn't get your
fair share of sharing your point of view." So that's the appreciation.

(01:08:46):

The amends part is, "I will work not to do this. In fact, I will wait till you're done, and I will actually
paraphrase what you said before | contribute my point." So I'm signaling | understand it, and here's the
very specific thing I'm going to do to try to remedy it, which of course you can comment on. You can say,
no, | don't think that's enough. I think you whatever, or thank you, | think that's even more than is
needed, whatever. So you acknowledge the actual behavior and offense, not how you made the person
feel right away. You then express appreciation for the difficulty you might've caused, and then you make
amends. And the AAA approach, | think can really be helpful to people to be better at in-the-moment
apologies.

AR ERIE:

B, BINBEEENEEER. BIPHFZAHRER. SHRNERE, BINFERRKNSAIEER,
MABABIBLANT=ENRILER. AMIELEIASEEMIE: “REERILAREMD,” B, BBRZEK,
RREEERT. FURITEEZTERICHRITETRIENRRE, RERINANNERNT. FHIFELHXH
FRBEEM. PTUKERN, ERE— AAAEH, TEEEDN AAA BRIDEEIRS—1, ERDR=1TE:
#IA (Acknowledge). =& (Appreciate) M54t (Amends). FRIAFRMIAIAFM T 14,

(01:08:23):

BER—TENEAR, BITM TR, RIETEIRIE, MIWITE TR FIUARATER: “IEBEBITH 7RO
WHe ERIENEHERILIET (FKiIN).” BHREFAINEKFIMHAIE,

(01:08:36):

REREH. “BrILBREXEFEMILMRIEBERETR, LARESLERIATFHNSRKROLZMIM= (B
IBfR).” XK.

(01:08:46):

SRANIBD B ‘BERBAFBXEM. BEXL, BEFIMRET, HEATEAREIMSAZ51EER—TRNIA
WENE GF#h).” PIUEEARLES, RAKEMRT, FEXERATHHMEMNVIEERENERE. A,
RE] AL Z RITIC, RETLANE:  “F, EREXERTE, (REOZOAWE” , &R G, EREXE
EBHTEE" . T, (FERINLFENITAMNEIR, MARIZZIE X RIEXNAEENREDR, AR EIEEE
BRI RRIERR, REMETRM. FIAS AAA FEEREEEB A Bt 7RI E#

[01:09:29] [Lenny Rachitsky]
English:

Amazing. Matt, | think we've packed this episode with so many tactical golden nuggets to help people
become better communicators, especially on the spot. Is there anything else you want to share or leave

listeners with before I ask you how they can find you online and things like that?

AR ERIE:



AiET . Matt, HIANAX—ERFH T XAZHAMENERF, ATUBMANKNNEGFRDEE, LHEEA
o TERIRINAEMN LIEIRZEMRBZ A, RIEE T ARDZHRLTREID?

[01:09:45] [Matt Abrahams]
English:

Again, | want to go back to how we started the second part about spontaneous speaking. Everybody can
get better at communication. And | encourage, | challenge people to take the steps that they need to take
to do it. So it starts with initiative. It's followed by grace and a lot of compassion, it takes time. But in so
doing, you can improve your communication and help others. It's not just about you finding your voice,
it's about you sharing that voice with others. So taking the time to work on your communication is
critically important, and | encourage everybody to do so.

FRCERIR:

HIER BRI A EE 80 X TRISCRHIFTRBYIE. ST AR LIRS W@ET . FEhh. FBREAL]
KOMNFZEXRMN T BEMXAER, Xia T, BEFEMRNAENRRBL, XFEHNE, EEIX
P, RA]ACRE R BH BB A. XRXNEBXTIRLIECHNEE, BERXTMEMADERIE
Ho FTLL, TERBIEBLAMRAIRENEXRER, BERME T AEBXFR.

[01:10:18] [Lenny Rachitsky]
English:

All right. I'm hoping people will follow that advice. And if not, think back to what we talked about at the
beginning of just how much impact these have and how many people are also going through the same
challenges you're probably feeling speaking and being on the spot. All right, where can folks find your
podcast, your book, and also how can listeners be useful to you?

AR ERIE:

T, HRBEAMIIEBRMEN. W0FREE, BE—THRINEFEHREINXEZMESZ K, UKEZDA
WIERZHMPARERAMEN LN ENEEE. 789, AKEMEAILEREIREER. REVH, UL
ReBfr AR BT LS o fiReR B Bl ?

[01:10:37] [Matt Abrahams]
English:

Oh, | love that last question. So mattabrahams.com, great place to go to to find things. So at
mattabrahams.com you'll find a whole bunch of resources. My own and others. I've curated a bunch of
resources. You can find Think Fast, Talk Smart wherever you get podcasts and on YouTube. And then the
book Think Faster, Talk Smarter is available everywhere. I'm a huge user of LinkedIn. And to answer that
last question you asked, | invite people to connect on LinkedIn. I'd love to hear their stories and find ways
to collaborate.

FRCERIR:

I8, FEXRE—MEE. mattabrahams.com 8— N FHEREVIFHS, 7E mattabrahams.com, {RE&IN
—KERR, BFERECHANMARN, BRI TREZRZR. (Rl UEEFAREIEZNM A YouTube £3KE|
{Think Fast, Talk Smart). $ (Think Faster, Talk Smarter) FERI I, FZ LinkedIin BZRBF. A TIE
ZRANRE— R, FEIFANE LinkedIn FEBIBR, HEERIAMIINKSEHIHEENAR.



[01:11:06] [Lenny Rachitsky]
English:

Awesome. And your podcast is ranked higher than this podcast. You're in a different category, which is a
very competitive category. The business category. I've moved myself to the technology category, which
feels more natural to me, but your podcast is killing it, so congrats.

AR ERIE:

AiET . MPBEHRUEXMERLES, RFE—TFENE?, BE-—TIFEERFNHEG —BkE
Ao FIBHCBETHRANE], XMFERFBIEEBAR, BIRVERTIEERII, FIURER.

[01:11:06] [Matt Abrahams]
English:

Thank you.

FSCEE:

1135t

[01:11:21] [Lenny Rachitsky]

English:

Thank you for sharing your wisdom with us. That's it. Matt, thank you again for being here.
R EIE:

REHRS N D ZMNE R, MXF, Matt, BRBRIREIEIR,

[01:11:27] [Matt Abrahams]

English:

Great pleasure to have the conversation with you, Lenny. | enjoyed it thoroughly.
R EE:

Lenny, REMEESMRK. HIFEEER.

[01:11:30] [Lenny Rachitsky]
English:

Same. Bye everyone.

(01:11:34):

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



FhaERIE:
EtE. KXKEW.
(01:11:34):

BRI, WREFEXBEENE, EaJLUE Apple Podcasts. Spotify S EMRAIBEN A LiTiHZs
TH, i, BERAEBINNTOHABTIFIE, AAXHLEENEMIAXRKIXNEET. BT UE
lennyspodcast.com #EIFIE AT ER THESXTATENER. EITTEBML.



