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[00:00:00] Matt Mochary
English:

The biggest marker that I've seen between a botched layoff and a successful layoff is at the moment
someone hears that they no longer have a job, did they hear it from their manager in a one-on-one? If
that's when they heard it, it'll be okay. But if they heard it in an email, in a group chat, in any kind of thing
where they were sitting next to or they're hearing it along with other people, it wasn't personalized, it
wasn't one-on-one, that is terrible. That's when people get really angry and that's when they start going
on to Twitter and going to newspapers and et cetera, because it feels dehumanizing. It feels like you
didn't give a shit about me. You don't even have the courtesy to tell me to my face. And of course, there's
no way to allow that person to express their emotions because they're in a group. So, that's the most
important thing.

AR ERIE:

BATRERAME RSB R ZERANXFIET . HRTEMNESKETENI—Z, tiIBMFERE
B —REIRITEIRNG? NREXF, PBEREEEN. ENRMWIIBEIHF. B, HEFEERF—F
S5tASE—E. ENFEEENHEEMNN, XMIEMEK. F—N—HNSNEEERET. XIERAITZ
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RMGEMRATEF R, BEEEIESFRNERILRETLE, ME, EEFENREH, BIARELEZRES
CHtEE, Fill, XRREEN—R.

[00:01:08] Lenny
English:

Welcome to Lenny's Podcast. I'm Lenny and my aim here is to help you get better at the craft of building
and growing products. Today, my guest is Matt Mochary. Matt is a full-time executive coach, but not just
any coach. He's worked with folks like Naval, the CEOs of OpenAl, Coinbase, Reddit, Rippling, Fair, Front,
Notion, the list goes on. He's also coached partners at VCs like Sequoia, YC, Benchmark, many others.

FRZERIE:

SRR E] Lenny FUFEE., HZE Lenny, HWBIRZHEBMFRAMEMEK=RNEN. 9K, BNERER Matt
Mochary, Matt E—fIi2RSEH L, BMAEFLZENH L. tME S5 Naval LUK OpenAl. Combase\
Reddit. Rippling. Fair. Front. Notion X FH CEO &1F, REXRTEFKIEM, MIXIESHLAFLE
(Sequoia). YC. Benchmark FiFZXEHMEH SN Ao

[00:01:34] Lenny



English:

We are so fortunate that Matt agreed to join me on this podcast and in our conversation we cover a lot of
ground. We talk about why learning to fire people is one of the most important skills as a leader and how
to do it well, why anger and fear often point you in the exact opposite direction you should be going, how
to innovate within a larger company, how his coaching has evolved over the years, where the most
successful founders still struggle, and so much more. This may be my new favorite episode and | bet it
will be years, too. So much real talk with tactics, templates, all kind of goodness. Enjoy this conversation
with Matt Mochary.

AR ERIE:

HENEBR=E Matt IESMAHEER . TXER, RITRASZ T ZHES. BIPNIRTAGAZEERERTE
TNSEREENREZ —URNAMITE, ATABRRMREFERIESRERFEIRNA R, NAEAREXF
AEHITEIH, MBS AXZSEREZNFMETH; REATHEIBIEAKATHLE S EREEL, F%, X0J§
ERREVN—&, BEITREESEAFRINEE. XBEERESILHER. KK BIRNEHTER, EEZR5
Matt Mochary B9XEZ3FiE,
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CTET

[00:02:12] Lenny
English:

This episode is brought to you by AssemblyAl. If you're looking to build powerful Al-powered features in
your audio or video products, then you need to know about AssemblyAl. AssemblyAl is the API platform
for state-of-the-art Al models the thousands of product-led growth companies like Spotify, Loom and
CallRail are using to infuse Al into their products. With simple APIs, developers and PMs can get access to
powerful Al models for transcription, summarization, and dozens of other tasks that are fast, secure, and
production ready. All of their models are researched and trained in-house and continuously updated by
their team of Al experts, which for a PM make it easy to build and ship new Al-powered features. Product
teams with startups and enterprises are using AssemblyAl to automatically transcribe and summarize
phone calls and virtual meetings, detect topics and podcasts, pinpoint when sensitive content is spoken,
redact Pll from audio videos, and way more. Visit AssemblyAl.com to try AssemblyAl's API for free and
start testing their models in their no-code playground. That's AssemblyAl.com.

FROCERIR:

NETI BB AssemblyAl 2B, tﬂ%f’]‘*ﬁ?‘ﬁﬁﬁﬁﬁ?m%ﬁ?‘fuEP*’AJE%E?(E'\J Al ThEE, BANRBET #
AssemblyAl, AssemblyAl @ —MEHETNR AIREM API F &, BHTFR=HIBEHE K (PLG) AT (U0
Spotify. Loom # CallRail) ZBEEERER Al ZANF~@mF, 1—1_|E-‘J$E’J AP, FF& A= A] LUAENA
FER. BEURBTMHEMESHNERA AL, XERURER, RE2BAESEFREN. tREHEER
HMWERIALTNES, FHH A EXREPNFEEH, XitF-RREEBREMEH LM Al IIEE. MEIAR
A FPAETEER AssemblyAl BatERMBEBIEREMSIN. WIEETHE. BEEMAHERAR. A&
MR BN ABRFAE B (PIl) 25, 3518 AssemblyAl.com %X AP, HEETAEERZHNIHIER,

[00:03:26] Lenny
English:

This episode is brought to you by Lemon.io. You've achieved product market fit, you're able to activate,
engage, and retain your customers, but you don't have the engineers that you need to move as fast as you
want to because it's hard to find great engineers quickly, especially if you're trying to protect your burn
rate. Meet Lemon.io. Lemon.io will quickly match you with skilled senior developers who are all vetted,



results-oriented, and ready to help you grow. And all that at competitive rates. Startups choose Lemon.io
because they offer only handpicked developers with three or more years of experience and strong proven
portfolios. Only 1% of candidates who apply get in, so you can be sure that they offer you only high
quality talent. And if something ever goes wrong, Lemon.io offers you a swift replacement so that you're
kind of hiring with a warranty.

FROCERIR:

AETIEH Lemon.io BB, REZLM T FamS LA (PMF), BERECE. BERF, BIRANGEREBNT
RIMFAEIFAEAREE, RAREREHRENFNIREN, LEHRUMEZERIFERHEFER (burn rate) Bf, i3t
i Lemon.io FE, Lemon.io ZARRELELZ I HIZ. ULERNSTMAEREISESIRIERNZRALAS, M
BNk AERSE . #FIEIATIER Lemon.io RERAMIMNRRMEIBE. BB =FU LKW BERBAFEMERN
FAEAG. RE 1% NHRIBFEERNE, BRLRATUBEMINRENESHREAT . MRLMEMEE,
Lemon.io X FRMHREEIRARSS, LRI ER R,

[00:04:15] Lenny
English:

To learn more, just go to lemon.io/lenny and find your perfect developer or tech team in 48 hours or less.
And if you start the process now, you can claim a special discount exclusively for Lenny's Podcast
listeners, 15% off your first four weeks of working with your new software developer. Grow faster with an

extra pair of hands, visit lemon.io/lenny.
FRCERIE:

MTRBEZEE, 1F1HE lemon.io/lenny, TE 48 /NEYPIRENIRIERIFF & AR AFPA. WIRIRIMIEFFIAER
&, EALUER Lenny BEITREZ BV siASIEERARRE 15%, EEIEIMIESFLMERIEK,
1EI418] lemon.io/lennys

[00:04:43] Lenny

English:

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

Matt, IEEREBIREER. WDREFHEER,

[00:04:47] Matt Mochary

English:

Thanks for having me. I'm looking forward to it.
R EE:

HhATEE. FIREAIFXR X IE,

[00:04:49] Lenny

English:



I am looking forward to it even more. The way | learned about you is back in the day | read this book
called The Great CEO Within, which | have right here, and | was like, holy moly, this is the most tactical,
practical, useful book I've seen for leaders. | need to tell everyone about it, and | did. Then a few weeks
ago, someone shared a link in my newsletter Slack community to this document that is called the
Mochary Method Curriculum Document. | was like, oh my god, this is the most practical, tactical, useful
document I've seen in a long time. | got to share this with everyone, and | did. Then | realized it's the
same person that wrote these two things, and so | reached out to you and you kindly agreed to join me on

this podcast. And so again, really appreciate you being here.
R EIE:

IECIRERRR . T RN ZFLERRIRT (HABY CEO BUNfIKABY) (The Great CEO Within) X s
B, BMEFL. SRFKERET, X, XEHRDIHHASERGEALIEE. KRLANT. HENEFAE
AN, BBWEXAMT. JUER, BAEHKR Slack HXDZET—18A “Mochary Method IRTEXH” AYHE
B, RURR, XM, XBRBRAURMINZIA. REZHXHE, RETADZLHREAN, HBRET. A
FRHREIREIZXMEFRAEE—TATH, FEXRKR TR, (FERKRIRMEN T, BRBEHRAVEIR,

[00:05:30] Matt Mochary
English:

Thank you for having me.

AR ERIE:
BHEHRAYEE.

[00:05:32] Lenny
English:

Give folks a little bit of background on you who aren't so familiar with you, and just to help understand a
little bit of a how you got so wise. Can you give folks just kind of a brief overview of some of the wonderful
things you've done in your career, maybe some of the folks you've worked with and how you got to what

you do now?
R EIE:

EIRERRPEMBIARNTE—TRNERE, BPAKERRZNARFNLEERN. REEEHAE—TMR
R EEREE R — B EBE? LIRS EIRIA, URIREBINAERSRX—F8?

[00:05:47] Matt Mochary
English:

Right on. I've had a very varied career. | started a company back in internet 1.0 called Totality, which was a
good financial outcome. Then | went and just had fun for a long time and then | went and did social good
and helped ex-convicts get and keep a job by becoming truck drivers. All that was super fun, but | realized
| missed my peers and | wanted to get back into the tech world, but | didn't want to start a company
because a company is a lot of work and the end result is you make a lot of money, but | didn't need
money.

FRCERIR:



&, FAVERWEEIFE Z 7T, HAEEEM 1.0 LI T —RB A Totality WQE], MBEIKEFE. 25
BT RK—EREE, AREMAD, FBERHERBRAREIHARERVRREHRELF. XLEHREES
B, BERFRFFSHNELT, BEERKA. ERFEBEALRET, BAARRKERT, REERBAR
BRZk, BHEHATRE.

[00:06:15] Matt Mochary
English:

And so | thought, how could | get in the tech world and not actually have to do the hard work? Oh, | could
be a coach. | could coach people and then | just get to do the fun stuff and advise them and then they
have to do the hard work. And so | looked around and thought, well how could | do that because I'm not a
coach and so why would anyone listen to me? Then someone told me that there were students at
Stanford that had started companies but no one would coach them. They couldn't get into YC because YC
doesn't accept students. So, | went and started coaching them and it was super fun and very successful
and then they started recommending me up the food chain and eventually, | met folks like Naval Ravikant
and Sam Altman and Brian Armstrong and they recommended me around to the rest of the tech
community, and ended up coaching some of the CEOs and the leaders of the biggest tech companies and
biggest tech investment firms.

FRCERIR:

TFTERRBE, EETEREHFARRANTATBLEZESR? B, HIUHHLE, RILESIIA, IERR
RHEBNES —HEIN, MEERFEHMNTT. RFMEE, 08 BREZZWH L, EHABAREK
1? EXRBEASIFE, MEEELEFECW T, B ARSRESMI], MilB#HAT YC, ERN YC RKER
. TEREABESMI], IZFEEBERY, HEMIIARAESERANARER, REKLEIRT Naval
Ravikant. Sam Altman # Brian Armstrong & A, M BHREFLS TR IERE, RERFBIES —LINK
B AR TNRIE AR CEO MWMFE.

[00:07:07] Matt Mochary
English:

It's been a ton of fun and for me, | do things for joy and each and every one of these interactions has been
massively joyful for me and the people | coach become my really close friends, so it's all very selfish on
my part.

AR ERIE:

XEEFERE. WHEFRY, KMERATRE, S—REDWHEFLEEARNEWR, RIESHABLET KL
R, FRUMENAERE, XEEER ‘B 89178 (AARBIR T REMAE .

[00:07:21] Lenny
English:

| feel you on a lot of that. | also tried to explore starting a company again and similarly decided this is way
too much stress and work, what else can | do instead? And that's what led to the work | do now, which |
love.

AR ERIE:



HREERK. HBEZHBRONL, BEEFEFENMIFEERAKRT, TRETEMRMAA? IMEBHIREX
I TIERVERR, HIFEREE.

[00:07:34] Matt Mochary
English:
Right on.
R EE:

R o

[00:07:36] Matt Mochary

English:

That whole process started about 10 years ago, so about 10 years.
FRCEIE:

BIIERAZM 10 FH1FEH, FRUAEMT 10 &,

[00:07:40] Lenny
English:

Awesome. You have a lot of fans on Twitter and the internet and ahead of this chat | polled folks on
Twitter and asked them what they would ask you if they were chatting with you, so | thought I'd start off
with asking you a few those questions and then we'll dig into a few very specific topics that I'm excited to
talk about. The first question comes from Leo Polovets who's a GP at Susa Ventures, and he asked, "Matt
has coached some incredible founders, what are some of the most common areas where even the most
successful founders still struggle?"

AR ERIE:

KiET o RTE Twitter BB EBRZH¥ 22, 1EXRINIEZET, T Twitter EAEE T AKAERRAVRIZ,
&L, AEBRNRITHRBR MBI EIES, F— R E Susa Ventures IS {KA Leo Polovets,
fiial:  “Matt I8 HRZ T FEEHIBIB A, BBABMERERMINBEIBA, TERILAMHRIASREIIRIL? 7

[00:08:11] Matt Mochary
English:

Great question. To me, the bar is fear and how strongly do people feel fear? There are few people that |
coach that just don't feel fear at all. And frankly with them, we have very tactical conversations, but
they're the minority. The most feel fear to some degree, some feel it a lot, some feel it less, but when they
feel it grips their mind and it prevents them from seeing... It prevents them from doing the thing that is
difficult but necessary, so that's a lot of what our coaching is, me pointing out to them, hey, I think you're
in fear.

AR ERIE:



grimEle WHEKW, RBET TTE URAMNBRIMBIRINEE, ZESHAR, ROVBATL2REERE
T8 AW, MR, FMNIKEBEEEEARED, B DM, KSRAERMEZE LB
BIRME, ARRZY, BNER, EIRMESEXRE, EXMBRAIERRE. - RIS HER L EXEE X
EMNER. FIURMNNBELFRA—SOMBRAMIEL: T8, RESMIEELTRIBRZH”

[00:08:55] Matt Mochary
English:

What happens is very early on in coaching they'll go, yeah, okay, I'm in fear. So what? | go, great. | believe
that fear is actually giving you bad advice and | think you're predicting that if you do this A will happen.
Well, I'm predicting that if you do that, the exact opposite will happen. So, I'll tell you what, why don't we
make a bet? This is very high stakes, why don't we pick something that's lower stakes? You make a
prediction, we'll see if | make the opposite and then let's bet on it. So we pick something and then we
make a bet on it, and whoever wins the bet in the future gets to determine what the actions are.

AR ERIE:

RS, MI@ERR: “289, I8, RHLESHE. BXEE? 7 HRWH: “KEFT. FBERMESE
R EEA MR ARV, RIUUMRMEM T RS, AMSRE. MBEFUWNRIMRE TGS, ERSEAE
o XiFIE, NPT MHE. XHEXRERS, HITEMKLEREIE. RE— NN, HEEROTN, RS
AT R T, EmEIERREITEIA R,

[00:09:31] Matt Mochary
English:

I've made this bet hundreds of times and so far, I've never lost. It's not because I'm magician or a genius,
it's because when someone's in fear, they're gripped. They can't see reality, their brain is making very
exaggerated predictions. Whereas when someone is not in fear, and I'm not because it's not my situation,
| am not gripped and therefore, my brain isn't making exaggerated predictions. And so, we make this bet
once | win, then all of a sudden the CEO realizes, oh my God, there's something to this, fear gives bad
advice. Then after that, all | need to do is remind the person that | perceive them to be in fear. That's all it
takes, and they're like, oh, okay, and then they go ahead and do the thing that they feel fear about. Then
of course, later they come back to me and say, Matt, that was magical. It works so well.

AR ERIE:

BITILE R MM, BIBRALETERES. XFAREHNZREBAMKIKSA, MERNE—PALTFREIEF
B, fRERET . MERERK, ARZMEIFES KT, M —MARLTEIEREY (b, A
FERAIR) , FRBEREE, ARBMASMES KON —BFHm THL, CEOMIRATIRE: “X
W, XEMNFERE, DMEMEILEIFEN." Z2h, RRAFEREM]: “HREIEIRELTEESH" XHt
RET, 1= “H, 78, AREFHITHREILMITRERENER. A, ERMNIERERR:
“Matt, XX#HET, MRIFBLF"

[00:10:23] Matt Mochary
English:

I mean, I'll give you examples. The most extreme is when a CEO realizes that there's a problem in the
business and they haven't told their board yet and their board doesn't know, and remember, their board
is their investors, and they have another round coming up, they know they're going to have to raise



money in another six to 12 months. They need their current investors to participate in the upcoming
round, otherwise outside investors won't. Then they say, well, what the hell do | do? I've got this problem.
Do | tell my investors? And most often, the knee jerk reaction is, no, I'm not going to tell them.

AR ERIE:

BRAMRENFF. RKRHAIERZE, CEO %iREUﬂRHjTI‘ﬂﬁ, BEEEFEFEE, EFBERARB. 12
£, EFSMEMNREE, MUMNEEEIT T —IRE, MEERK 6 F 12 Aﬁlﬂ%ﬂﬁ%‘i&o i IFEM
BERAESST R, SNMBRAEFLISKR. FEMIUSE: “BZELAD? REXNHE, BEIFRA
3?7 @E, N TRIRRNZ: “F, HFESFBIL”

[00:11:01] Matt Mochary
English:

Then | say, "Well, | think that's fear. | think if you actually tell them, tell your investors, the exact opposite
of what we think is going to happen is going to happen. You think you're going to lose their trust. | think
you're going to gain their trust." And so, if we've done this fear exercise before, they do it, they share
transparently with their board all the problems and say, and I'm excited to tackle these problems. Every
single time that's happened, the board members have said, "This is fantastic. | love this honesty. Thank
you so much. This is one of the only companies that I'm on the board of that actually is transparent and

honest," and they gain trust.
R EIE:

REFN: "BEEXEVEEFSR. HANORMENSIFREE, SERSNEENEAER. RUA
ZREEE, RAAMESRGEE" MRBNZAEIXMREALS], MITMIEY, BRAMRAERTZDZEFH
B, H&RT:. “RRANEEEBRAXLERDE.” 5—RXHEM, EFHRHBY:  “KET, RERXH
WSS FERE. XRKREEEFNAFTFR, MOBEEREERMBENATZ—" T2, WINREITE
o

[00:11:42] Lenny
English:

I'm glad that you brought this topic up. | wanted to spend time on it. Just to double click a little bit into it,
just kind of to summarize your advice here, if you feel fear, which you may not recognize you feel, the
advice is: do the opposite of what your brain is telling you to do, right?

FROCERIR:

REXRREIXNIER, REBWIIXD. ATRNRWN—T, SEMRIEN: NRMARIBME (REMRATEE
RFIRE), BWmMRZ: EMMARSFREERNER, H05?

[00:11:57] Matt Mochary
English:

Generally, | mean, check with someone. Don't just randomly, | feel fear crossing the street crossing a
crowded highway and then go, oh, that's fear talking. | should cross the highway anyway and then get hit
by a cop. No, that's not what | mean. | don't mean physical danger, | mean things that we perceive to be
danger to our egos, but that the easiest thing is just to check with somebody else who's not in fear
because they will be able to see clearly when you can't.



AR ERIE:

BEEXEF, BERHNERE, BERARRK. FEEETSE, HUIRIAFNSEARNREIE, RAER:
‘B, BRABEAERE, BNZERPIER,” ERREET. £, BRERIER. RENFEVELNGE
b2, MERLIAPAANZEDE “BFR/EF NES. REENGEREERN—MFLATRERHA, EAS
RERZIEAERN, iIgESREE.

[00:12:24] Lenny
English:

I was working through your curriculum and you pointed out that you found a way to express to somebody
that they are in fear. | think it was your wife that kind of iterated on how to give you feedback that you're
in fear where you didn't get defensive, you got more fearful and angry and can you talk a bit about that?

AR ERIE:

HEMRIMFEGRIZN, MEEIRET —ME5 ARAMITELS FRERHNS R, KIST2MEFFZA,
FHAFRIFORELFRIMER, MASILRFEREOE. BEBERMERETRNA. (REEIEHXNS?

[00:12:40] Matt Mochary
English:

Yeah, so we iterated, | at times feel anger and | act on that anger and | don't even realize I'm in anger, so |
wanted her to let me know, and so she would say, at first she said, "You're in anger," and that just made
me feel accused and made me go into more anger. And then she said, "Are you in anger?" And that felt
passive aggressive or indirect and that also made me go into more anger. Then finally she said, "I perceive
you to be an anger." So it's an | statement and it's simply what she's perceiving. There's no judgment.
That was able to punch through my anger and then | woke up and went, oh, and then | stopped and just
didn't act until I was able to shift out of anger.

FROCERIR:

2, RREZHT, ZRAENSBEIBRHBZXIRTE, MEAEELTIRFBECSEES. FAURREEE
REER. EAIMIR: “REES,” XULBREGRIER, RMBEES. EXRME: “MREESIID? 7 XITEREG
BHRIEMEESHA, HitREES, SREMH: “BWERIRELTFERFR.” X2—1 “B” FHRHE
RrE, (MXRAMHRR, KEEMTH. XAERIIEET RB, ILFBEIR: B, ARFEETT
*, BEIREFEAREITEH.

[00:13:25] Lenny
English:

Awesome. And anger and fear, | think there's different pieces of advice for if you feel angry versus fear. Is
that right?

FRSCERIE:
KET, XFFRANRE, HRENNBINEREN, 315?

[00:13:32] Matt Mochary



English:

Yes. | mean, anger, you're just destroying and what you're doing is you're destroying relationships and so
you just got to stop because you're breaking glass. Of course, you're breaking it with the people who are
closest to you. They're the people who are nearest to you, which are the people you love and care about
the most. They're not only people you work with, but they're the people you live with and you don't want
to do that. You don't want to hurt them.

FRCERIR:

B, BPURBTEWIT, RERIFAMRKR, FRUMRGFE TR, RAMRER “WEKE . ME, REENE
S5RFENAZENXR. WIRMRFANA, BHR&EE. REFHA. tIIFXIMNESE, E2IROIR
A RATRRBER].

[00:13:59] Lenny
English:

Yeah. Maybe one last question along these lines, why do we do this? Is this just we're trying to protect our
ego and ourselves and we just want to do the safe thing?

FRCERIR:
Bl XTFRX—REE—Na#: RIMNATAEZFM? NMXENTHRIFRIMNINEENER, REHEZ2NE

151372

[00:14:06] Matt Mochary
English:

That's it. | mean, | just learned very recently, and this isn't written anywhere because | just learned it,
someone shared with me that anger is not a base emotion. Anger is actually a cover. It's a cover for when
we feel pain, and so our brain doesn't want to feel the pain, so instead it externalizes it. But the problem
is it shoves that pain onto everybody else around us. The real answer here is not to have people let us
know that we're in anger and then stop. The real answer is just to allow ourselves to feel the pain and it
sucks by the way, it actually hurts. But then we're not... Sorry, I'm getting emotional. We're not pushing
that out onto other people and | only learned this very recently and I'm just starting to practice this and

I'm still not good at it, but I'm now at least sometimes not going to anger.

R EIE:

MEBXF, BRENFE—R, XELKEEEAMSG, HAKZNAE: BEASFE, BRAE—MERIBE,
EHERE MR, ERABNREBENARER, RNNARARRZREE, FREHEIME. BE@E,
eSS T RAENS M. EENEZEFZIULMNARERNATRRPARETR, EENEREATES
ERZBOBEE —IRER—T, BREEST, ERRE. EXEHNTMAR 188, BHBERHE. i)
MASEREHSAIIA. HRREAFIX—=, RFBEES, EMERYE, EEDRTENRISEEBNGR
BT

[00:15:02] Lenny
English:

It's interesting how personal this advice is that it sounds like something that you deal with. It's not just
like you're this coach that's just like, hey guys, here's all these problems you have. Here's how you fix stuff



that you help yourself with.
FRZERIE:

RERR, XEBNFEEMAL, WERZMRESEEERNNER. (RAXNE—ESE LK TR
], XZRIRRE, XZRRGE , (RMEERAXLESEREBIRE .

[00:15:15] Matt Mochary
English:

I'm human. Yes, and that's why | try to figure it out with me and if | can figure something out with me,
then | can share it with others.

FROCERIR:
HBEA. BH, ZMBANFATAZHFAAE CHIRE, MRKEEREECHIRE, KMEDIZLSA.

[00:15:24] Lenny

English:

Amazing. That was a fruitful question from Leo, and we might come back to this topic.
R EiE:

XETo Leo IXNEAREUWER, FNFR)LAIEEEREIZIXMEDR,

[00:15:30] Matt Mochary
English:

By the way, this also applies to organizations. | mean, the way that | used to get all this information about
how to run organizations is | started a company, Totality, and my co-founder and I, we did a terrible job
running that company. What happened was | didn't have any learnings from that which | could share with
people because it was just worst practices, not best practices. But then 10 years later, | thought to myself,
well, how could | have done that better? How could we have done that better?

AR ERIE:

e —T, XBERFHER, FIERNEBAREENATAZ: FED T Totality 28], HMESMAEER
TR, ERMUZ, REMZBAEAITUDZENER, RAPLE “KEXK , Mk “SEXE . 8
10 Fig, HBHABRRE: BAERTLUEFBIFIELT? RS LUEHESES?

[00:15:55] Matt Mochary
English:

So, | picked up a book, a business book, it was High Output Management by Andy Grove. | read it and |
was like, "Oh my God, here are all the answers." And then | read another book, The Hard Thing About
Hard Things by Ben Horowitz was like, "Oh my God, there are even more answers." | just kept reading
more and more business books, and every one | read, they were just chock full of answers. But then |
needed to test whether or not these really worked, so that's when | started coaching and | started testing
them in companies, but | had to let the people know here, do this, but they weren't going to read a 350



page book. | had to summarize it in two pages and then share it with them, and then they did, and then

they implemented it and it worked.
R EIE:

FRHEZE—FBFULPE, BFiHE - REXH (BFHERE) (High Output Management), REEHEE: “XK
B, BEREBEX)L. BEHETAE - ETERE (BLESR) (The Hard Thing About Hard Things), (8
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B, TEREABMEAL, EAREMRAEN]. EREFFAMNZEAM, MMIIFAEERE 350 THH, Hi
THBE BERRIUA D Zat], ARMINERKT, HhiTT, MERMT.

[00:16:29] Matt Mochary
English:

Then | had all these summaries, and then | started to create my own summaries of little niche cases that
weren't in any book that I'd read. That's where all these writings came from. Then one day, someone that
| was coaching said, "Matt, you got to take all these writings. They're a book, you got to publish them."
And | said, "No, | don't." My friend said, "Well, how about I do all the work? How about | take care of the
editing and the publishing?" And | was like, "Okay, if you want to do that, great." That was Alex MacCaw.
Others had offered before, but he was the one that actually followed through all the way to the end. That

was it. That's how the book was born.

AR ERIE:

FRBRAETXLEIYE, BEBRARIN PP LIRINADRFIEETECHNEE, XMEXEXFNHFK, §—
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[00:17:06] Matt Mochary
English:

But | realized also, recently, that many of my most radical ideas, | can't get anyone to test them because
I'll say, "Hey, | think you should do blank." And the CEO will say, "That sounds crazy. Matt, can you point
me to other examples of other people that have done this and it's worked?" And | say, "No, this is an
original thought that came out of my head. No one's done it before that | know of." They're like, "Okay,
well I'm not going to be the first."

FROCERIR:

BREEHEIRE, HERSHHPBELARE MR, HRiR: B, RESHRRZMERS.” CEO&2iX:
XITERARIET . Matt, FREELAFE/LIAIAMIERIINGIFIE? * HEW: “F, XERRMFEHL
KHREIAE, IBIRFAREZAEE.” fImE:  “9F8, BREAFBLEE—NIZEEIAN"

[00:17:33] Matt Mochary
English:

Then | realized | needed an organization to test my most radical ideas, and also all of my CEOs had been
asking me to create software because | have a methodology and it's step one, step two, step three, and
you do it in one-on-ones and then a methodology for a team meeting and then a methodology for



feedback and then a methodology for every different motion in the company. It's all in Google Docs. And
they said to me, "Matt, this is amazing. | love this one-on-one process. | love your team process, but |
don't want to have to teach each of my reports the way you've taught me. I'd like it just being softer. | just
hit a button and boom, it happens automatically." At first, I said, "No, that's not interesting to me. I'm not
a developer. You, Brian Armstrong, you're a developer and you have a thousand engineers that work for
you. Why don't you go create it?"

FROCERIR:

FRERABIRIRFE—NHARNRE AR L, MH, KB/ CEO R E—EZRFEALNRYE, BN
BE—EREL: $—F. FZF. F=F, aFE—N— BN RIEURRIBEHEERENGE X
LB FIERTE Google AR, fbfiIxdFii: “Matt, XXET . HRERIMRB—X—RIZMERIZ, BHAEEK
MBBIHFEEHENE TR REZCRNML, RN EH, 7, EmMBENETT.” EMER: “F,
B BB, HAREH KA. R, Brian Armstrong, fREFARALR, RFFE—FIIREM, RATATR
EFKRIE? 7

[00:18:21] Matt Mochary
English:

But in the end, | said, "Okay, this could be fun." So, | hired a team of developers and we started to create
the software, and one, the product is working. But two more importantly, | now have a team of humans
that we work together that | can start testing my more radical ideas out with. | would say about half of
them are wildly successful and the other half complete duds. It almost seems like one are the other. But
now | have my own basically laboratory to test things. Of course, when | see radical things that other
people are doing, | try them in our organization, and it's phenomenal.

AR ERIE:

BREHFE: “WE, XAREAERRE.” TRAET —THRBANFGEHIRMG. $—, FmAKER; £,
FEEME, RMEET —NHEIENRER, FAIUFREMNS DA REBLEEZAREE, HF/H, K
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A, SREIIAEBOAEZRHE, BREIERNPVEARERH-T, BMREBIFA.

[00:18:59] Matt Mochary
English:

I'll tell you the most radical one. | was asking one CEO, | said, "Have you ever let someone go and
regretted it?" He said, "No." And | said, "Well, then you don't know what the bar is because the bar of
where you should be letting people go is here, and the bar that you've let people go is here. So until you
get close to that line, you don't know what that line is." He said, "Wow, that's true." Then | thought about
it and | thought to myself, uh-oh, I have never let anyone go that | regret it, so | don't know where the line
is.

FROCERIR:

HAMRHNREHAN. HEBR—LCEO: “MAERKEBEIXEANGREGIEN? 7 k. “28.7 &it: “B
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[00:19:34] Matt Mochary
English:

Then | thought, oh no, I've got to go into my team and let someone go, and here's the problem. We've
already done talent density, we've already done the Netflix thing. If someone is meeting expectation, we
let them go. We've already let all those folks go. So on our team, it's only outperformers. So, | thought
there was one guy, he's an outperformer, no question about it, and super positive, an amazing guy and
can do anything and is happy to do everything. But there wasn't much left for him to do because
everything else was being covered. | talked to my number two and said, "Can you do what you're doing
and what he's doing?" And she said, "Give me two weeks," and she did. She came back and said, "Yeah, |
can." So, we let him go.

FROCERIR:

FRHE: 717, REERNEANERE— A, BER, RIIELKITT “AFBE" RBE, 2 Netflix 3
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[00:20:19] Matt Mochary
English:

Now, when | let someone go, | try to do it with a massive amount of compassion because | know it's
brutal. | mean, losing your spouse, your home, and your job, these are the three most traumatic things
that can happen to you. When that happens, of course you go into massive fear and the brain shuts down,
so | want to be there and help them through that process and actively help them find their dream job
because there is a place that absolutely needs them. So, what | do is | become their agent and | say, "I
want to help you discover what it is that your ideal role is, and | want to help you create it or land it." | did
that with him. Turns out, what he wanted to do was go start a company and create a new product so he
could just start that day one. But, the litmus for me is that everybody I've let go, | believe anyway, that |

continue to be friends with. That shows me that the process by which | let people go is a humane one.
AR ERIE:

WE, SRBEEAN, RESHFERANEBOEM, HARMEXREAR. KREERB. RERE. KET
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[00:21:17] Matt Mochary
English:

Here's the crazy thing, after letting this guy go, after about 30 days, | was like, ugh, did | do the wrong
thing? Was that too much? But then after about two to three months, | realized, no, that actually was the
right thing because my number two was able to absorb the things that he was doing and here's the crazy
part, with fewer people in the organization, things work better. That's the big realization that most people



never discover. they hit product market fit, they get tons of money from investors, just higher, higher,
higher, higher, but every additional human you have in your organization causes extra overhead and
geometrically so, because now you have to keep all those people informed, give them all context, make
them all feel heard, because unless they feel like they're contributing and you understand what they're
saying, then they feel ignored and they feel passed over and they feel disrespected and grumpy.

FROCERIR:

RIENEBELRET  BEMANI0XRGE, BEEE: B, REFREMET? BFE2XINT? 7 BH=1A
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[00:22:11] Matt Mochary
English:

There's this morale problem that exists. There's this friction of information flow and a morale problem
that grows and grows and grows. Really, the only answer is, | mean, that's why people bring me in
because they're growing, growing, growing, and things are breaking. | have a system that keeps things
together, but it doesn't make it perfect. It just makes it so that the company doesn't fall apart. But really
the ideal is just to keep the team super small. That's what WhatsApp did, that's what Instagram did, that's
what Linear is doing right now. That's what Notion has been doing for a while. Those, to me, are the real

success stories.
FRSCERIF:

XMEET — N ERE#, EERMNEZRNLESRESANEK, B—NERE— XBWERATAAMTER
EMEALE, BRI —BEY K, AERAFRER. RE—ERREEREHE, BEHATE, REILAF
REFHE, BHENEERRESERFHAMLEEE. WhatsApp @XAMEY, Instagram @XAMEY, Linear
MEBLBXAMBY, Notion ERRIFXAMBAT . WHEKH, XA BEIERNMINZES.

[00:22:53] Lenny
English:

This reminds me of a story | just listened to on Lex Fridman's podcast. They were interviewing the head of
Al at Tesla, or former head of Al, and Lex was asking him, "Why did you get rid of LiDAR on your cars? Like
aren't more sensors good so that you can be better at self-driving?" And he's like, "If you have LiDAR, you
got to think about the supply chain and getting all those parts. You got to think about all the additional
data that it brings and adds more chaos to your data, and you have to think about that. Think about if
that one part is gone, everything slows down, and in theory it is better, but then all these other factors
end up making it worse." Talking about how Elon's philosophy is the best part is no part. It feels like
that's exactly what you're saying.

AR ERIE:

XL FHRATECTTE Lex Fridman % LIREIRI— NS, MI1RKA THETHHAYAET Al £5, Lex Rfl:  “NfAfR
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SHRE, BMHEHE TR, B LEHIF, EMEXEHMARSLILLE EE.” XRE TS
BWHEY . RFNEMELEEMN. BEXIERIFAIRENER,

[00:23:36] Matt Mochary
English:

That's right.

R EE:

R o

[00:23:37] Lenny
English:

You're getting to all the stuff | want to talk about, which is awesome. So firing people, this is good. We
were chatting earlier and you mentioned that this is a skill that most managers are really bad at and
maybe is the most important skill to develop as a leader and as a manager. People are just bad at it. You
shared a few pieces of advice there, but is there anything else that you could share about just how to get
better at firing people and that skill?

FROCERIR:

fRIEEIZIFFAERIRAVER, K& T. XTHRERL, XRIif. HMNZaWE, RREIXZAZHIEENESE
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[00:24:03] Matt Mochary
English:

Yeah, the reason people are bad at this is because they think that they're hurting the person who they're
letting go. | mean, how many times have | heard from someone, "Yeah, this person's not performing, but
gosh, they really need this job and their mother has cancer," and whatever personal situation they're in.
Wei Deng, who is the CEO of Clipboard Health, who's one of my favorite CEOs, who frankly I learn more
from her than she learns from me, she shared with me her framework for making decisions, which is she
separates the decision from the implementation, meaning she thinks about who is the stakeholder here
that I'm solving for? And almost always in a company, you're solving for the customer. So, what would the
customer want to see happen? That's the decision. Of course, the customer would want to see only the
best employees and anyone who isn't a great employee, don't be there.

FROCERIR:

2, AMIFMERXNERAMIREFECRERSRBERENA. HFIEBURNXFE: B, XTAX
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[00:24:52] Matt Mochary
English:

Now the implementation is, if | do this, if | let this person go, who gets hurt? Well, the employee gets hurt.
Maybe | get hurt because it's a painful conversation. Maybe the rest of the team gets hurt because they're
sad that their friend is leaving. Then you look at, well, what can we do? Each person who gets hurt, what
is it that they really want? Let's see if we can help them get what they really want. Well, the person let go,
what do they want? They want a great job where they're actually needed and they feel fulfilled, so they
enjoy what they're doing and they're actually critical to the company or organization that they're with.
Right now they're not, by the way, they're not critical, clearly. So you're actually holding them back from
what it is that they really want.

FROCERIR:

MAITIRZ: MREXAM, MRBFEEXITAN, ESIRIGE? RIEXMH. HBTFERMH, BAXE—15
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[00:25:36] Matt Mochary
English:

What you do is you help them find that place that really needs the skill or the passion that they have.
Yourself, what do you really want? You want to not have a difficult conversation? Well, cognitive behavior
therapy, the best way to get over that is to actually have one and realize it's not that bad. Then the rest of
the team, they feel sad because their teammate left. Well, here's how you solve what they really want is
they want to know that... They want to release their emotions. Okay, great. Listen to them, let them share
their emotions, let them share the sadness that they feel, and then it's released out of their body.

FRCERIR:

REMEVZFEMILEI N EERTZMNBREIRBINS. EFMRES, MEERENEMTA? EFE
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[00:26:12] Matt Mochary
English:

Decision is one thing, implementation is completely and utterly separate. That's the same thing here in
letting someone go. But if you let them go kindly and humanely, the key is, in my opinion, you become
their agent, like Michael Ovitz, the CAA agent. You help them find their next job actively. Michael Ovitz is
the one who reaches out to employers for his clients and says, "Hey, do you have work for my client?"
That's what | mean by being agent, not by, if you need a reference from me, I'll be happy to give you
reference. That's bullshit, that's passive.

AR ERIE:

ARZ—EE, ITRERESF—MOF. BERT LI, NRIMREEREBAEKERMI], XBETFT—
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TfF. Michael Ovitz ZEEEXREER: I8, MAESHREFANIFE? 7 XREHRN “FLAN” , MR
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[00:26:50] Matt Mochary
English:

I'm talking about active, and it doesn't take long. Maybe one to two hours of my time reaching out to
people | know saying, "Hey, I've got this great person." Oh my God, of course they're going to pay
attention. Of course, they're going to react. Now you might say, well, wait a second, what if the person
isn't great? What if they're a bad performer and my posit is that they're good at something. You have to
find out what it is they're good at. And really what they're good at is what they're passionate about, so
find out what they're passionate about and that you can recommend them for. That's what | do.

FRCERIR:

BB ESIHE, XERTZLOHE, WIFRE—FMNEEKERALR: TR, ZAX/EMREHA” X
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[00:27:25] Matt Mochary
English:

| think for almost all managers that aren't good at letting go, it's because A, they've never done it, or B,
they've done it badly. They didn't help the person, and that person then went off and had a very painful
time and now hates that manager. But if you actively help that person, they will appreciate it. Now, there
are situations when a person says, "Screw you, | don't want your help." Okay, but they still recognize that
you offered.

FRZERIE:

BIANNFFRETEKERERTINEGE, BARENA: MKRMT; BARENB: MISKIZ. 12BN
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[00:27:56] Lenny

English:

Who's the best person at firing that comes to mind when you think of this person's really good at this?
R EE:

LR “HIEEEKMERT KN, HEPFRNE—TARE?

[00:28:01] Matt Mochary
English:
Wei Deng from Clipboard Health. She's the most compassionate.

AR ERIE:



Clipboard Health %%, tERERBE O,

[00:28:07] Lenny
English:

Awesome. The framework you shared reminds me of something my manager once taught me similarly.
They missed the final piece of actually being their agent and finding their next gig, but just the idea of
separate the emotion and doing the thing from, if there were no feelings involved, what would you do?
And then you should do that, and that might be hard.

AR ERIE:
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[00:28:26] Matt Mochary
English:

That's exactly right. By the way, this whole thing about no feelings, | do have probably two CEOs that
don't feel emotions. They don't feel fear, they don't feel anger. One, in particular, feels zero emotions. |
have to say, he's a machine, he's an operating machine and there's zero time between ah, this is the right
thing to do and doing it. It's amazing. It's an incredibly well run company and an incredibly valuable
company. So yeah, emotions typically, again, typically fear and anger are the ones that derail our brains.

FRCERIR:
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[00:29:08] Lenny
English:

It makes me think of Alex Honnold, I think is his name, the free climber, the solo dude. His amygdala
doesn't quite function so he doesn't-

FRCERIR:

XiLHAE T Alex Honnold (REBEXNMEF), MEBMEFRENAM, MWHECHEZ (KMPLERMER
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[00:29:19] Matt Mochary
English:
That's right.

AR ERIE:



o

[00:29:21] Lenny

English:

That's interesting. He could be a free solo climber, he could be a CEO.
FRCEE:

REEE, MeIEFEFRSE, WAL CEO,

[00:29:25] Matt Mochary

English:

That's right. CEQ's a little safer. The prediction for Alex is that he will at some point, unfortunately die.
FEiE:

BiE. 8 CEO MR 2R, X Alex IFUNIE, MAZ=TEENIIZIFIGEES - (R3E) o

[00:29:33] Lenny

English:

Yeah. Did you see The Alpinist? Not to spoil anything.

R EiE:

EW, fRER (FI/RERHTA) (The Alpinist) 13? BAARBEIET o

[00:29:36] Matt Mochary
English:

Yes.

A EiE:

E=puss

[00:29:38] Lenny
English:

Okay, moving on from that, I'm curious, in a remote world, does your advice change in terms of firing? It
seems like everything you shared you could do easily in person or remote, but does something change
when you're doing it over Zoom?

FRCERIR:
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[00:29:51] Matt Mochary
English:

No, it doesn't change at all. There is one point | didn't include, which I'll include now, is there's helping
the person be their agent, but there's also allowing the person, whenever | have a difficult conversation, |
start it off, "Hey, this is going to be a difficult conversation. | want you to take a few seconds and prepare
yourself. You are not going to enjoy this." What | found is that the way the amygdala gets triggered is often
because of surprise. So, if you give someone just a few seconds to mentally prepare, then the amygdala
often doesn't get triggered nearly as hard because if they're aware that they're going to go into fear,
they're going to go into anger, they're going to go into sadness, then they can see it coming and they go,
oh, that's what it is. But if they don't see it coming, just a surprise and all of a sudden it grips their whole
brain and now they're in it and they don't even know they're in it.

FROCERIR:
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[00:30:43] Matt Mochary
English:

That's the first thing | do. This is going to be a difficult conversation. Are you ready? Then | share the
news. I'm letting you go, here's why. Then second, | deliver the message. The third thing is now they're
feeling emotions, strong ones. Even though | warned them, they're still feeling them. Now you want them
to be able to release those emotions, and so | say to them, "My guess is you're feeling a lot of anger right
now, fear, sadness. Is that true? And if so, would you be willing to share with me what you're feeling and
what you're thinking?" Sometimes they don't answer, but many times they do and they share with me
and they let it out. That's important to allow them to let it out. Then | make them feel heard and | actively
listen. That makes them realize that I'm not trying to run away from the pain that they're feeling. I'm not
trying to leave them alone with it. | sit with them as they have it and then | try to help them get through it.

FRCERIR:
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M ZRHOBZNBEG? 7 BRUIIRRE, ERSHERMINIZOEAERLFK. RATFHNERIEEE
2, ARFOLMANBEARES, HRRMR, XiLWIIRIREBH B REREMITETLHREE, Hed
BNEEORE. KEEMINZNES, AREBMIEIEX,

[00:31:47] Lenny
English:

That's something else | wanted to chat about is the feeling heard lesson that you have for people. I'd love
to just get your advice on just how to help people feel heard. It's like, oh yeah, | know that's important. |



want people to feel heard. I will listen and it'll go great. But you have some very tactical advice on how to

actually make people feel heard.
FRERIE:

XUEHEWHFZ—MER: KT LARIRMAR" BIRE, HREIRIAIRIZI, MREIELL ARG
Ifro ARBEZE: B, BNEXREE, HIAY, KEH" EBRE—LIEEEFBISRARRN, XTFTIOM
HIFHEIX—o

[00:32:05] Matt Mochary
English:

Yeah, there's sort of a few different levels of it. One way to make people feel heard is, let's assume you're
talking to them because there's another way, there's an even more surface way is verbal. Sometimes
what | do is | ask, if I'm in a group of people, and there's a question or a problem that we're trying to
solve, instead of going around the room and hearing people's verbal opinions, which takes forever, | ask
everyone at the same time to take five minutes to write down their solution. Then we all drop it in a doc
and then | just read it. When | read it | say, "Thank you, Lenny." And that makes you know that | at least
read it, so that's a little bit of feeling heard.

AR ERIE:

2H, XENMRENER. —MARNR—RIMENMIIRE, RAEES—MEXRENSR, MOk
e AN WMRBE—TBHED, BMNBER—RE, RAZRAFMETANOKER (3B
KET), RIBKRFEARREEDHE MUIBIBRE R, ARARIEARREXHEE, HEZEFAR. 25
FEERIW: HEHR, Lenny.” XHRAIEHEDRIT, XER—RR “WIHR" B,

[00:32:40] Matt Mochary
English:

Second, if  want to make you feel more heard, | ask you to say it verbally and then | repeat it back to you.
"Lenny, | think what | heard you say is... Is that right?" And you're like, "Yes." Or you're like, "No, not quite
a little bit different." Then if it's a little bit different, | repeat it again until you say, "Yes, that's it." Now you
know that | understood you.

AR ERIE:

FR, MRFBBLMBEIEZIMEAN, RRIIFROKTE, ARHERGIRF: “Lenny, FBILITER
WHIZ - W02 7 R “BHY , HE R, FR2E, BREI . IREKS, ReFRER, HE
R R, MEXHE o WEIMRIERIERIFT

[00:33:00] Matt Mochary
English:

Then there's a third way which is even deeper, which is especially if you're giving me feedback, you likely
don't want to hurt my feelings. So what you're doing is you're giving me the feedback, but you're
couching it, you're polishing it, you're rounding the edges, you're making it softer. It's not really what
you're thinking, but it's what you're willing to say. If | want to make you really feel heard, | reflect back
what | imagine are the thoughts in your head. If | think you're feeling anger, | sort of think to myself, well,
what would anger feel like? | cause myself to feel that anger, then what are the thoughts that appear to



me? | say something to you like, "Lenny, I think what I'm hearing you say is you're off and you're thinking,
screw you, Matt. How dare you walk into the office and not even say hello to me? Is that close?" And
you're like, "No, Matt."

AR ERIE:

EEF=MERBERNAN, FBIAMRETHRREN. MAIEAEHSHHRE, FAURESRENSEE—
L, Bi—T, EFERA, REREM. BAZMEENEZE, REFEREREOMNE, MRFELMEER
BRI, FHSIBIRRFERTREERRIERSIEIER, MREIEFMEES, HIW: FREFARRE? FKiLE
CHRZEBMER, AREMFESHIALRE. RIWME:  “Lenny, FEKIFZEINZE, MOEEE:
‘EfREY, Matte REABGEHDAEEMEFEHARREKIT? * BLE? 7 FAlERR:  “F, Matt---”

[00:33:49] Matt Mochary
English:

People either say one of two things, they say, "Yeah, that is it." Or they say "No, that's stronger than what
| was thinking, but directionally that's right." What that really means is, yeah, that's what | was thinking.
Almost always their thoughts are bigger than their words, but they really feel heard when | share their
thoughts. Now, that's not the end of the process. | mean you actually have to then do something. Once
you made them feel heard, you have to say, okay, well either | accept or don't accept this feedback and if |
accept, here's what I'm going to do about it. If | don't accept, | need to explain to you why. Here's what's
going on. You shared with me what's going on in your world, now let me share with you what's going on
in my world. Hopefully, you can see why this thing that's going on in my world doesn't allow me to accept
what it is that you shared, and hopefully now that you see what's going on in my world, your feedback
changes and that's it. That's the whole process.

AR ERIE:

MIBEIRREFZ—, BAZ: K, MEXE.” BAR: A, BLEEHERZ, BHRAZNH.”
XHLREWRE: B0, BMERAEN.” JLFRE ARBEERL R HRAEEHZ, ESHoZHMINE
SSRUARY, SRBEIRERMIAT. A, XE&S, RESFREITEH. —BIRILAITRERMRNT, REMA
WY, BER (BFER) XTRE. MRER, REXEY;, NRAER, REERFERRRER.” (R
¥ “XZEFNER. MOIZETHRERENER, AELRSIEZRERENER. FEMEEBRATAREK
HIANERIERTERZMVEN. FESREIRILNERE, MORBEEIEZHE.” XMEB I

2o

[00:35:09] Lenny
English:

I'm listening to this advice and I'm like, yes, | will do this next time I'm talking to someone. | imagine
people don't and they forget, and it takes time to actually learn these things. Like the firing advice you
just shared, how do you actually get good at this and practice these things is like | have to work with a
coach who will continue to reinforce these things? Is it follow these steps next time? Have them written
down? What advice do you have for folks that are like, | want to get better at this. | want to start doing this
stuff.

AR ERIE:

RIFEXEREW, 08 ‘8, TRMAPRZ—EERL." BEERBAMNEEREAENEETE, HEFR
XEFENE, MERNA D Z0RREN, NAAEEEERALASIXE? BT HEAFUHIRMKG? &
BT RBRESBM? 5TR? WTFRERERFER. BIBREERNA, MEFTAEN?



[00:35:42] Matt Mochary
English:

Well, these docs are all free to the public in the curriculum. You can post them here, you can post them on
Twitter, you can post the whole curriculum on Twitter, frankly, other people have. It has a step-by-step.
There's a doc in there that is a step-by-step script. All you do is you read it and you follow the script in
letting someone go or in making someone feel heard. My posit is once you do it one time, you're like, oh
my god, that worked so well. That's the only motivation you need. And you've got the script, so you can
just keep doing it. | don't think you need a coach.

FROCERIR:

i, XENHETIRIZEMENARREFR. MAURKERXE, R Twitter b, IBRRMNABEZLIT., B
HEDYIERE, BEE—MRTHE, (MRAFTEERER TS ARERMITE, REMARMITT. HEM
mE, REMFBE—R, MBI "X, MRKFT.” IMSIREENEINI. AR THA, (Rt
AL —Ef TR, BRUNTF—EFTEE L.

[00:35:42] Matt Mochary
English:

In fact, | remember one time | asked an investor who their best up and coming CEO was. The investor
gave me a name. | was like, "Great, can | please get introduced to him? | want coach him." | reached out,
the guy responded immediately. He's like, "Matt, I've read your book. | love your book. | read it three
years ago. I've been implementing all the elements in our company. It's fantastic." When someone says
that they know my work, they've already implemented it and it's worked, 10 out of 10 times, that person
wants me to coach them. Then | said, "Great, that's fantastic. I'd love to coach you." And the guy said to
me, "No, thanks." | was shocked. | was like, "Why?" He said, "Well, because it's all working. | don't have
any problems. | don't think | need to be coached by you." | couldn't have heard a better answer. That, to
me, is the ultimate answer. And he is right. He doesn't need me, doesn't need anyone.

AR ERIE:

EXLE, RE/EREA—IKRAE, ERMWNF THRAER CEO, REELTHR—ITEF. . “X
7, BESIFE—TE? HABESM.” HEXRTM, MIEIEE: “Matt, FHFIMBP, FEER. ZFa0E
B, H—EHERRERETHENFMEER, MRRE" EFIEARTHENIE. BEELHwARKE, +8
J\NBRILE R EHE L. TRHEW: “A#HT, RREAEESM.” ERBRUXFR: “F, #Hif.” HIFRR
T, EL RHA? T iR “EA—UNERRY, FREEMRE, RRFAFTEMIIES.” RIFFEIEX
BENEET WK, XMBLXRER. HENH, HFAFERK, BFAFEREMA.

[00:36:39] Lenny
English:

| was going to ask if that's the goal of all of this writing down and systemizing is just to make yourself

unnecessary.

RS ERIF:
KIFAER), IDXERAS TRARKUNET, RFERRENTIHIECTEFREREER?



[00:36:45] Matt Mochary
English:
Totally.

FRCERIR:
S IEH.

[00:38:05] Lenny
English:

That actually reminds me of another question a reader asked on Twitter who happened to be the one on
only Ryan Hoover. He asked, "How has your approach changed in your coaching since you started?"

AR ERIE:

XL FHRABHC S —(IRETE Twitter LRV, MR AR MBI Ryan Hoover, fiia]:  “BRFAFIRMELR L
*, REVGERETHETN? ©

[00:38:16] Matt Mochary
English:

Ryan obviously started Product Hunt and then he sold the company to Angellist, so he was part of
AngelList when | went there because | was coaching Naval. What we realized coaching Naval is that Naval
did not want to be CEO and he just didn't know how to get out. So, | said there's a way and | can show
you, and so | did and made Naval's life 10 times better. Frankly, made AngelList 10 times better because
Naval wasn't enjoying being CEO, therefore he wasn't good at it. We ended up putting someone in who
did a fine job, then put someone else in who's doing an insanely good job. Now, of course, AngelList is

massively valuable.
FRCERIE:

Ryan 871 T Product Hunt, /5332437 Angellisto % Angellist 35 Naval B, fIBEB/L. FES
Naval B33 52, FHATRIRE Naval ESLA4E8Y CEO, REARMEN@MHME . HiRGME, HATUBR. HX
A7, ik Naval WEJERERA T 10 &, HEW, Wik Angellist T 7T 10 &, FA Naval HREZH
CEO, FRMEH R, HIERIET —PA, MERE, BERIET —MA, HEEERTE. WE
AngelList IMEE K,

[00:38:53] Matt Mochary
English:

Ryan was there at the time, Ryan Hoover, great guy, | love Ryan. So, what has changed since then? | think
what's changed is | don't think back then | had any of this fear and anger give bad advice. | think back
then it was all very tactical. It was all very high up management type stuff, which is you need to have
goals and at the company level, at the department level, at the individual level, you then need to track
those goals. You need to track all the agreements that people make, all the actions they say they'll do.
You have to put it all in Asana. Everyone has to be able to see each other's Asana board so they can see
what each other is doing. | still do that, but now I've added on this piece of oh, you're in the moment and
you're feeling fear? Okay, you still got to go forward. That's sort of the big change.



AR ERIE:

Ryan ZBSFL7EAB/ L, Ryan Hoover 2 MRIEHIA, FHRENM. A, MBERERETHAZH? HBENE
F, SRFERE TENBERZGETFEN XEEL. BRE2EHAMELN, FBEE (BrLhEE) -
B FREEMN, Q8% 8%, A%, ARREXEBR. FREREAIEKRBFFENIN. AENRE
7oh. MRIGIEXLERRE Asana (ESEETR). B8PMAFEEBEIR AR Asana Bk, MEBEAREMMT
2o BRMEKARXAM, BREGMT OEEENAS: B, MIERIDIE? &XER, MERFaH. X
BERIE,

[00:39:42] Lenny
English:

| noticed that's at the top of the curriculum. Do you find that's where a lot of the biggest transformations
happen, that curriculum component?

FRCERIR:
HAERIXBOERENRIR. MESKIN, REPHX—POBRERKELTHMTS?

[00:39:49] Matt Mochary
English:

Absolutely. | cause people when they first start coaching, they have to read that first. There's sort of three
seminal documents: on time, top goal, and fear and anger give bad advice. On time just says, hey, we're
going to start our meetings on time and you're going to show up and if you don't show up on time, you're
going to let me know first. That's just because | don't want to... And by the way, | showed up two minutes
late for us. That's because | was on the Google Hangout for 10 minutes. | didn't realize, | thought you
were-

FROCERIR:

BITR. RILANEABRERIESRTIEXD, B=GZ0OXHE: “ER” (OnTime). “BEBMR (Top
Goal) UK “FMAMBIRSLEHIARN” . &N MENR: BINEENAR, MSENEI, MRTREER,
ZRAIHFR. XRAZEAKEARE: - RER—T, MSRBI TR, FBEEANIKTE Google Hangout B
F7 100, HERIRE, RURME—

[00:40:21] Lenny
English:

I'm trying to fix that bug. Every time we send an invite, there's a Google meet button there. | think |
cracked it finally. Yeah, that would've been a funny podcast where I'm just sitting here starting on time
and for two minutes. Hello, we're just waiting.

AR ERIE:

H—EAEZAEERD Bug. BRXKRBIBER, MAIHI—T Google Meet X5, HBRLXTHET. &
B, BMIB—TNEBNEER. FERTR, ARLHILEMD R Bk, HEES"

[00:41:25] Matt Mochary



English:

The second one is top goal, which is this concept from McKeown, who wrote Essentialism, which is
everyone is making requests of you, but if all you do is spend all day is responding to other people's
requests, you never actually march towards your own priorities. You need to A, create priorities and then
set aside some amount of time each day, 30 minutes, an hour, two hours that you just work on your own
priority. If you do that, you'll make massive gains. And that's true. | mean, in five minutes | can change
someone's life just by having them follow that practice. Then the third one is, if you're in anger, give that
advice and that's what | have people read and say, "Does this resonate with you?" If it does, we can work
together and if it doesn't, we shouldn't work together. So yeah, that's kind of like the crux document of

whether or not people philosophically are going to resonate with what | have to share.
FRERIE:

BTARE “BEAMN , X2 (FBEXX) (Essentialism) 1E& McKeown M= : S NAFERAIRZER, B
INRIRBREERINAIANENR, (KETEAHEECHNERDHE. (REEA: BUMKR; ARBREBLH—
ERpdiE] (30 . —/N\BSEFEVNE) , BITMEIRE SHIRERES. WMRFXEM, ZBEEANKRIR, XEEH
B, ZRRFESHMEBI LR NEBX—SIMRLZMEE, F=TME “TIEMNBRSLLTEWY ,

CEIEAMIRXAHIE D “XBESEIRAVEEISIS? 7 WNREE, FAIMAUEIE; WRAFEE, RHNMFEEF.
FrLL, XZRFMFAMNTEEFZER LEREDINARDZATHNEAXE,

[00:41:25] Lenny
English:

The top goal piece, I'm reading a book called Make Time right now and that's a big part of it. | actually just
added top goal to my calendar every day. It's not working yet. Every time | get to it, I'm like no, I'm going
to just check Twitter right now. But I'm working on it.

FROCERIR:

XF “BEBW , BETE—AN (GLITEE) (Make Time) ¥H, EERAK—EHSEHX T, HELRIHE
‘BEBNR MHSXMNBERER. BRIEEEN. SRIBIRESR, BB “F, RINERBRIR
Twitter,” {BIXIEFESE o

[00:41:38] Matt Mochary
English:

That is the hardest part. Now, what I've done is I'm similar. During my top goal time, | have somebody sit
with me and they prevent me from doing anything but my top goal.

FROCERIR:

PBEESEENED. FRIMERBNAEE —REMNR—F—ERN “BEEF HEZE, RSHDAR
HAE, MIELERESRTEEBRMUINIERSE,

[00:41:51] Lenny
English:

Wait, can you talk a bit more about that? Is this like a coworker? Are you just like, "I need you here for this
hour every day?"



FRSCERIE:
EZ, EZMINXNE? 2RENE? f2ii “BREERERXMNMNREFEX)IL 15?

[00:41:56] Matt Mochary
English:

Yeah, | mean it's like the same idea as a trainer in a gym. A trainer in a gym, maybe they're teaching you a
little bit, but more often than not they're just forcing you to do the thing that you know need to do. But if
they weren't there, you would kind of go eh and not do it. That's all this is. It's what | call an
accountability partner.

AR ERIE:

B, XGRS ENHEE. BEAESIBMR—RoE, EEZREMIRZIRIEBIREMIRLERBARZ MY
£ RMAAFE, MAEMIEWMAM. XMBHFMR “FSIKH (accountability partner)o

[00:42:15] Matt Mochary
English:

There's even an app now where you can go online and you can sign up and | think it costs like $5 a month
and you can sign up to meet someone else and you become accountability partners to each other. It's
insanely effective. I'm not the only one that has a problem focusing on tasks that | don't love that are
necessary, but | don't love. Like a meeting, | could take a meeting, | could take 20 meetings, | could take
10 hours of meetings, no problem. Especially when I'm the presenter, when I'm the active one. But doing
asynchronous tasks for me because so people-oriented that when there isn't another human with me, it's
painful, so | just have another human with me.

FRCERIR:

WEEZEE— App, RAILIEAREE 5 Ex— M BELEZMR, EES—MA, ERRENF. XFEEK.
B —— MR LR BEBRERESHMEUER IR NN LA S, HAIUF 2015, EF
10 /hBSERZRIE, BHEHEBHEANEHAZCERD Fit. BREFRIES BRBEIMF) NERHRES, Bk
EMEEARSABNA, NRLBEAETL, RIRER, FIUKZTRHI T ABER.

[00:43:04] Lenny

English:

| love that. And that person is doing other work, | imagine they're not just watching you full-time.
R EE:

HERXNER. BTAELEHANNITIER, FBMNAELRETERE.

[00:43:09] Matt Mochary
English:
No, they can do whatever they want.

FROCERIR:



T, BT 4a#BIT.

[00:43:12] Lenny

English:

Is this what you recommend to leaders and CEOs? Just have someone there for an hour. Wow.
FRCEE:

XELEIRLG TS E M CEO RURINIS? Rk DATERR) LS—/ B, B

[00:43:18] Matt Mochary
English:

If your personality is like mine, yes, have someone there. It can be remote, it can be in person, it doesn't

matter. In person's a little bit more effective.
FRZERIE:
NRIRAVERRGI—1F, Z2RY, DA L. ZEIT, BXNEBRIT, ZXHR. BNERRESHEHF—=.

[00:43:58] Lenny
English:

To close a loop on the firing piece, something | was thinking about while you were talking is there's a lot
of layoffs happening right now. When you're letting go of like a thousand people, you can't really be their
agent unless you've seen that happen. Do you have any advice for just like there's a large layoff how you
could do this?

FRZERIE:

EEIRRERER, REERKZER, IEARSAHG. SM—RBE—TAN, MEREENEASIANEZ
LA, FFRIFMRIEXMEIE WTFAMRHR, (REFARNE?

[00:44:38] Matt Mochary
English:

Absolutely you can be their agent, not you personally, but they each have a manager and the manager
usually has 12 reports and they're rarely letting go more than 50% at a time. That means six people that
they've got to be the agent of maximum. Yes, each manager can be the agent for six people. My
companies have done a lot of layoffs and here's why. Back in March of 2020, there was a chance that the
world economy was imploding. Now of course, by April and May we realized that wasn't the case, that the

tech world kept going, in fact, it was even flourishing.

R EE:

I AR AMIINEL AN, FERIETA, MESTRIBERE, REBEEEES 21 TE, BRLUs—REEE
2 50%, XEFRESNMEFERZRIFTEET 6 MNANZLEA, BH, SPMFEBEEHAIUAR 6 A, FESHAQ
AT RZHE, REWT: 2020 F 3 A, 2KEFEHERNINKL, =4, BT 4885 8, HMNFIRIER
FIROLL, BHRRKATIEE, EEEMESR.



[00:44:38] Matt Mochary
English:

But in March of 2020, we didn't know that. And so you needed, if you were being fiscally responsible, you
needed to prepare for that eventuality, so you needed pare costs. 80% of costs in any tech company is
payroll, is humans. If you're going to pare costs, you actually have to let go of humans. Almost every one
of my companies did. Some on the low side of 5%, some on the high side. One company that is a hotel
company let go of 40% because it looked like their business was about to get obliterated and the results
were crazy. Within 60 days of each layoff, the CEO reported back to me: It's insane. | don't know how this
happened, but the company's now operating better. I'm not talking on a relative scale, I'm talking on an
absolute scale. We're putting out more features, more code. Our NPS is up, whatever it is, whatever
department is performing better. The only answer for it was we've got less people, so this coordination

issue is reduced.
FhSCERIE:

BTE2020 £ 3 B, BAIHFIE, FrUUNRIFBEMS ERSME, MOTUABRMAsEEMES, WtEEIRmR
7, EREHRATE 80% WMARMELRE, WMEA. WMRIRBEIBMAE, MOMHT RIESHN/LFERAT
HMEXAMT. BT 5%, BNESZ, B—KBEBRXQBHT 40%, RANHEERMWITNLSZRTE
To SERIFBIFA EBRHRGEH60 KA, CEOH=mFERIER: “ARIET, HANMEREARSE, EQF
IMEREEELF T, BRIENAZENAR, MBLENMR, HMLHTESZINE. ESNRE, NPS (F#EE
B) AT, TeWNERIRMEELEF 7. W—HEREE. ALDT, MEEERLD T

[00:46:33] Matt Mochary
English:

Then now in May, June of this year, we had this huge reset of valuations where growth tech stocks
dropped by 50 to 90% value and all of a sudden, which we're still in and we don't know how long this can
last, it's all based on interest rates so it's likely that growth stocks will be at these valuations until interest
rates come back down again, which could be two to three years. These companies now they can go raise
money, but it's going to be at a big down round and down rounds are very painful. So now these
companies have to make sure that they don't need to raise money in the next three years. They've got to

conserve cash once again.
R EE:

BTSE (2022F) 5. 6 B, MEXRETEANEE, MKEMKRRET 50% 2 90%. HIMEDLTFX
MER, FRERREZ A, XT2BURTHE, FUAKRINGEDESIERSIR, BEEFEBRTE, X
AREREMI=F. XERTWEAUERME, BXRRBITNEZE (down round), MITNEEIEERES. Fi
DIMEXEATVIRRAR=ZEFAFTERE, BIAFRXTERE.

[00:47:02] Matt Mochary
English:

Here we are, we're in the land of layoffs again, but this time it's different. This time these CEOs know that
the company actually gets better. And the CEOs that have never done this before, | simply connect them
with the CEOs who have done this before and then they get convinced like, oh man, my company will be
better. And now this time, people have been even more aggressive. We've had companies that have laid
off 50% of the company and the results have been frankly, phenomenal.



AR ERIE:

F=2, FMNXHENTESH. BEXRFRE, XX CEO NAERARKRMF LRI AT ERFEL . HFBPEMKRERN
W& 5HY CEO, HIAFBIBMANINBLLEHIH CEO, MITMIMinMk: “XW, ZRNATAZTREEN.” X—
s MIZBEEMRE. BEATHIET 50% R, BAK, FRIEFHE.

[00:47:02] Matt Mochary
English:

But the key to doing it well is there has to be a humane delivery. The biggest marker that I've seen
between a botched layoff and a successful layoff is at the moment someone hears that they no longer
have a job, did they hear it from their manager in a one-on-one? If that's when they heard it, it'll be okay.
But if they heard it in an email, in a group chat, in any kind of thing where they were sitting next to or
they're hearing it along with other people, it wasn't personalized, it wasn't one-on-one, that is terrible.
That's when people get really angry and that's when they start going on Twitter and going to newspapers
and et cetera because it feels dehumanizing. It feels like you didn't give a shit about me. You didn't even
have the courtesy to tell me to my face. Of course, there's no way to allow that person to express their
emotions because they're in a group. That's the most important thing.

AR ERIE:

BEFRRBET AEUREER, HRIHRBERSRIHERZBRANXAIET: SRTIFEMECRET
RV —ZI, MR MEEREET —H—NEKIFZINIG? NREXEF, BERBERLF. BNRMIIZE
TERF. B, HEEEA—MSHALE—E. ANRETERNZEEM, ZMIEMEL. F—X0—17
AR EABRRET, XEZANREIFIRAESE, thIRAMIFETE Twitter EAH, HIRMBICFFNIE, BN
HiE ARBWIEATFT . BEMGMRIREAAEFH, EEELESFRNESILGEMLE, M, EEE
MRS, BPARETLEREECHESE, XRREEN—Ro

[00:48:17] Matt Mochary
English:

The second thing is then later, so tactically, this is how it happens. You have an inner circle. | think that
inner circle should include all managers in the company and you say, this is how much we need to let go.
Here's how much each of you needs to let go. First of all, you don't say to each department head or team
leader, manager, tell me who you can let go because they'll all say nobody. You actually have to give them
numbers. You have to let this dollar amount go or this many people go, dollar amount is better because if
you say people, then they'll just let go of the cheapest people, the most junior, and often the most junior
are the ones that are actually doing the most work. You want it to be dollars because that's actually really
what you're trying to save. You're trying to save dollars.

FRCERIR:
BRERSRF. EAAL, RAEEXEN: ME—MOETF, HANNZEBEQBMENEE, RiX:

‘HNFBRHEXAZ, XRMIISTAZTESENGE.” B, (RAEZRMIITENEIIE “(Reesisif”
EAMNERR “— MRS o MOTAMITRENST: STHIRZDEFHZ DA BET (E7T)
HEEY, ANMRMERANE, t3EKERE. RFRNRT, MEFERZRNRITIA BT ERSZH
Ao RN ZEEEHE, FAXAZIMEERTERNAA —H%.

[00:49:07] Matt Mochary



English:

So, you say you have to save this many dollars, come up with a number, they quickly come back with a
number. You don't want to have department heads choose for managers because if you have a team lead
and all of a sudden they're told to let go these three people, the team lead will go, that was crazy. Those
are my three best people. So you want to let each manager choose and that doesn't need to take long.
That could take 48 hours.
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[00:49:29] Matt Mochary
English:

Then you move to implementation. At implementation, you spend the morning and have each manager
reach out to people and just Slack them say, "Hey, can | talk to you for 15 minutes?" And then they have
these meetings back-to-back-to-back or as close as they can and they deliver the news, the difficult
conversation that we talked about before. "It's going to be a difficult conversation. I'm letting you go. |
imagine this feels crappy or feels like worse than that. This is horrible. If you're willing to share your
feelings and | want to be your agent now. | don't have time to do it now, but I'd like to schedule with you
another hour tomorrow, the next day whenever, so that we can go and dig in and | can help be your
agent."
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[00:50:12] Matt Mochary
English:

Then, that takes the morning. By the afternoon, you've scheduled an all hands for the stay team. With the
stay team, you'd tell them what had just occurred and you answer their questions. The questions are
almost always around fear. Like, "Holy shit, is this going to happen to me? Did these people even get
feedback that they weren't performing? Does this mean that we're dying as a company and that we're
going to implode?" You have to address each one of these questions and hopefully the answer is: no, to
the first one, is this going to happen to me? No, this isn't. We cut deep so that we only cut once. The
people to your left and right and you, you are the state team. This is the team that we're going to building
the company with going forward. It's important to be able to say that. You actually want to cut deep
because cutting two times or three times creates PTSD in an organization. It's trauma one, trauma two,
trauma three. Now they're like, ah, it's just going to keep happening.

AR ERIE:
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[00:51:10] Matt Mochary
English:

Then, the third piece is, and this not everybody does, if you don't do this, your company within 60 days
will be performing better. If you do this, your company within two weeks will be performing better
because people now, the stay team, they feel sadness, they feel anger, they feel fear. Yes, you addressed
their questions in the all hands, but not fully because some people didn't even talk in the all hands.
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[00:51:34] Matt Mochary
English:

So, what you do is with each and every person on the stay team, you have a one-on-one with their
manager for one hour and all the manager does is say, "I'd like to know your thoughts and feelings," and
the person shares and then all the manager does is make them feel heard. | think what you're telling me
is you feel sad because your three buddies are now no longer here and you feel anger because you think
this is bullshit and you think why did we hire this many people if we're going to fire them? That was just
irresponsible. You feel fear because you're not sure if the company's going to implode or if your job is
safe. Is that right? And they're like, "Yes."
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[00:52:11] Matt Mochary
English:

It doesn't take away the emotion entirely, but it knocks it down by a good 25%, which is enough that the
person won't do something rash, they won't quit, they won't stop working, they won't say bad shit to
other people, and it allows them to accelerates their recovery. Within two weeks, they're now seeing how
the company's operating better and morale then comes up and the company's now performing better
than it was before. So, three elements.
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[00:52:44] Lenny

English:

That was thousands of dollars of advice | think, in just five to 10 minutes.
R EE:
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[00:52:50] Matt Mochary
English:

That's after having probably gone through this with CEOs maybe 40 times and iterating AB testing, and
what's the difference, and what works well, and what didn't work well. Yeah, | can't imagine there's
somewhat out there who has advised more people through a layoff process, certainly in the tech world,
than | have. I'm not saying I'm proud of that, but it just is.
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[00:53:17] Lenny
English:

What a fun place to be. As you were talking, | was thinking a little bit about Twitter and Elon and the
experience that's going through right now. It feels like on the one hand, he's letting go of a lot of people,
which matches kind of your advice. On the other hand, not being handled too well. | think it's emails and
just a lot of random quick things. What's your perspective on this whole thing?

FROCERIR:

BEARER, fRidiER, FES Twitter ISHIENERH, BE—FEMRTREAN, XFEMRIVEN; B5
—7H, SESUFRARL, @S MESRRERE RXGEELE?

[00:53:39] Matt Mochary
English:

| haven't been following it directly, so | don't know how he's implementing the layoffs or how much he's
doing. Frankly, just haven't been following it at all. But here's the sad reality, even if it's handled
incredibly poorly, the company ends up performing better. It just takes a little longer for people to
recover, for the stay team to recover emotionally. But the worst case scenario, it's handled terribly, within
two months, the company will be performing better.
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[00:54:09] Lenny
English:

Fascinating. That's actually a good segue to this last topic | wanted to touch on, which something that |
think you have a lot of thoughts on is building new products within a larger company and innovating
inside of a larger kind of scaled company, and especially the challenges around that. What are your
thoughts on just how to do this well, how to innovate within a larger company?
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[00:54:30] Matt Mochary
English:

| can tell you the short version, but I'll tell you the long version. The long version is that this was a real
problem for everyone | was coaching and | didn't know the answer. But it was obvious that YC startups
were crushing and just iterating so much faster. And then | had the thought, well, why not just create your
own YC startup and have it crush you but you own it? It, of course, has to really look like a YC startup. It
has to have a founder mentality person as the head of the team, someone who's willing to just break
glass and just won't stop until they run through the brick wall. It's actually pretty easy to find founder
mentality folks. You just literally go to the YC alumni list and the ones whose startups failed, perfect,
they're available and they are founder types and now they want to join a company that's actually
succeeding because they realize how hard it is to create something on their own, but they still have the
mentality.
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[00:55:24] Matt Mochary
English:

Then you want to keep the team really small because then they can, again, there's no buy-in required,
like everyone's on the same page with the same information. We started testing that and it worked, and
then | thought, well wait a second. The reason that a big company has a hard time innovating, it's

because once a product is scaled, it's now got millions of users. So you have two things that you need to



make sure stay true every day: the site is up and running and there's no security breach. Every time you
add code, you've got to test it thoroughly to make sure it doesn't take down either one of those. The
review process is insane.
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[00:56:06] Matt Mochary
English:

So now you're innovating, you're writing prototype code on new features. You can't get it approved it
takes so long. That's what you're trying to decouple and you're trying to create an entity that isn't
touching the core code, but you also don't want to have to go through the approval process of the
product team or the head of product. That takes way too long, as well. That's why it has to be a small
team that reports to outside of EPD. It can't report to the head of engineering, head of product, head of
design, it can't. It's got to go outside, usually directly to the CEO. That's the only other place to report
that's outside.
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[00:56:48] Matt Mochary
English:

Then | had this idea, well wait a second, there's also a brand question and so why don't you create an
entirely new name for this product that isn't the core, the base business? Why don't you actually just
create its own C corp? Why don't you make it so clear that this is its own entity? So | wrote this whole
thing up and created its own C corp. | shared this with a few people and one CEO said to me, "Matt, this
sounds radical and sounds like it could work, but is anyone actually doing this?" I thought to myself, oh
shit, no, nobody's actually doing this. Nobody that | know has created new C Corps for the entities, the

new products they're developing.
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[00:57:34] Matt Mochary



English:

Then 30 days later, | got in a call with Wei Deng. | told you before, I'm a huge fan, and we talked about
product and | shared with her this write up. She's like, "Oh yeah, that's what | do." She said, "I created five
C Corps in the last two months." | was like, "What? Someone's actually doing it." | was like, "Well, what
are the results?" She's like, "They're fantastic." She goes, "The team doesn't worry about trying shit
because they know that it doesn't hurt our core brand, and so they're iterating fast." And she said, "Not
only do | do that, | actually have two teams, independent, working on each new product. One | have is
more engineering focused, they build custom code. The other is more sort of customer relationship-
focused and maybe they don't even have engineers and they build a manual solution or they use off the
shelf products to build a solution, and just see which one makes more progress faster." Wow, insane.
That's why, again, | have so much respect for Wei.
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[00:58:36] Lenny
English:

When | think about these ideas, | think of the NPE team at Facebook and | think it's called Area 21 at
Google, which works on new ideas and | don't know if anything amazing has come out of those groups
maybe, | don't know. But it feels like the missing piece, and you didn't mention this piece, is feeling like
there's a huge upside if you get something. Like founders having equity of their company feels like such a
motivator. | could become a billionaire if this works out, versus I'm helping my startup in some small
incremental way. Is that an important piece or do you think it's not critical?
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[00:59:09] Matt Mochary
English:

I'm going to be radical here. | don't think it matters at all. | think that what really motivates people is
building shit that gets used in the world. | think people will say, and they'll fight for equity and money,
but in the end, that's not what actually motivates them. Because I've seen this work in companies where
they don't have big equity, but they have autonomy, they have ownership, not equity ownership,
ownership over decision making, ownership over creation. That's what | think people want. Amazon does
this. They're not giving their people... Amazon's famous for being cheap bastards, but someone has a
great idea, okay, here's 5 million bucks, go do. Amazon is definitely innovating successfully.

FRCERIR:



REAR—THHANUR: RREXT2AEE, FANEEHMANIRZEFMEREFERNRAE Af)
B L2, HEEFRRNNEE, ERE, BHAFREENGN. BARRIE-EQFE, 3TREZD
B, EfMEEEEN, B8 “FrEN FERNEX ERFEN, MEXNARMENSHFIENR, X7
RAMMEER, TESHMEBXAME. MR EALET - LEBLKIIENR, BUIREABNMFER, 2
B2 U, /R 500 HETT, EMIE.” TDBEIEIHTERZ IR,

[01:00:21] Lenny
English:

What about the flip side of that of not necessarily the huge upside, but the I'm staking everything on this
startup, | need this to work, this is my thing, my name's on the line. | feel like that's a big motivator also
for founders, like I'm not going to give up this feeling of grit. Is that important?
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[01:00:21] Matt Mochary
English:

Yeah, it's also fear. It's fear, which is like if this doesn't work, I'm screwed. Fear, frankly, is an excellent
motivator. It gets people to move fast and move hard. The only problem with fear is it's also corrosive, so
it eats out my insides as | go along. It makes it that | don't enjoy life, but it's highly motivated. Now, | think
joy is actually even more motivating or they say it's as motivating, but it's noncorrosive, so | can last
much longer if I'm doing something for joy. Fear is short term, extreme motivation. It's adrenaline. Joy is
long term, consistent motivation that also allows me to look back on my life and go, wow, that was a
great life. So yes, that is effective motivation, but | don't recommend putting oneself in that position to

get motivated.
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[01:01:29] Matt Mochary
English:

In my portfolio, | know Scale and Attentive Mobile are both doing this well. More and more companies
that | coach are starting to do this because | have more and more examples of it working well, so more
and more companies are then copying. | don't have other names offhand that I can share though.
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[01:02:06] Lenny
English:

Energy audit. This is something that you advise folks to understand what gives them energy, what zaps
their energy, can you talk a bit about that?
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[01:02:06] Matt Mochary
English:

Sure. It turns out that what we're really good at is what we love and what we love is often space and time
disappear when we do it. Therefore, we actually probably don't even value it because it comes so easily
to us that we don't ascribe value. Whereas things that we don't love but we're good at, we often ascribe
value there and other people want us to do those things because they're often creating value for the

whole team or the family or the group.
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[01:02:58] Matt Mochary
English:

There are four zones | posit and | learned this from Diana Chapman at Conscious Leadership Group. |
don't know where she learned it from, but almost everything that | have, | poached from somebody, but
at least | tell you where | poached it from. The concept is you have four zones. Zone one is your
incompetence, you're not good at it, someone's better at it than you. That's like fixing a car. You should
let someone else do that. Second is your zone of competence, you're fine, you can do it fine. But so can
somebody else do it fine. Like cleaning your house. Yes, you could do it, but it would take a lot of time and
you're not creating that much value. You should let someone else do that.
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[01:03:22] Matt Mochary

English:



Third zone, your zone of excellence. This is something that you're uniquely good at, but you don't love it.
This is the danger zone. This is likely what you're getting paid for and you're likely to getting paid a lot of
money for it. Other people want you to do it. You are creating value, but it's also sucking the life force out
of you and it doesn't allow you to become amazing and create massive value.
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[01:03:45] Matt Mochary
English:

Then there's your zone of genius. This is the thing you do that's uniquely good in the world and you don't
even notice that you're doing it because you love it so much. The key is to go and look at your day. How
do you move into the zone of genius? It's not that you figure out what it is and do more of that, it's that
you figure out what it isn't and eliminate that and then naturally, you'll be drawn toward what it is that
you love.
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[01:04:10] Matt Mochary
English:

What | do with the energy audit is you go through a calendar, two weeks of a calendar, a representative
two weeks and you first look at all the meetings you have, but then you fill in there's time in between
meetings. What were you actually doing? Take your best guess, write it in and then hour by hour, take a
green marker and a red marker and each hour from Monday, 8:00 AM to 6:00 PM and the same thing each
day for two weeks, each hour ask yourself at the end of that hour, did | have more energy or less energy?
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[01:04:41] Matt Mochary
English:

If it's more energy, you mark it green. If it's neutral or negative, you mark it red. Then, once you've done
that for two weeks, you look at all the reds and say what's with the themes here? Oh, one on ones with
people who are no longer by direct reports, team meetings where nothing was prepared in advance and
everything was verbal. Recruiting meetings, interviews with people that we didn't end up hiring.
Informational interviews from people that wanted to meet me and just know me but provide no value to

me. These are all things that are energy draining.
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[01:05:14] Matt Mochary
English:

Great. Now what you do is you go through each one of them and say, one, do | need to do this at all? Does
it need to be done? If the answer is no, just cancel it. Two, it needs to be done, but someone else can do it.
Great, delegate it to them. Three, and this is the most common, it needs to be done and only | can do it.
Great, then the question is, what would make it exquisite? Well, it's the exec team meeting. I'm the CEO, |
have to be in it. Well, what would make it exquisite?
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[01:05:41] Matt Mochary
English:

You know what would be exquisite? It would be exquisite if everyone pre-prepared their update, which
said how they're doing against their priorities, regular green, what they did last week, what they're going
to do this week, and then they pre-route any problems they saw in the company and any proposed
solution they had for those problems. If everyone did that, then we could spend the first 15 minutes of
the meeting just reading, processing the decisions and we could take a three hour meeting down to a 45
minute meeting. Great, go write that up, share it with a group and say, hey gang, this is what would make

this meaning exquisite for me. What do you guys think?
FRCERIE:

RAEH AR WFEWID? RSP AEBRAVESIFEN, HRANARESHHRE (DEZIT). LAMTH
2. XEBRMA4, HRAFIHAZMBPENRZING R MRAREBXAM, HKNZINEIE 15 2 RT3
RRIRIRER, FRAEIE 3/NBIRIRINZEREE] 45 DFe KHEFT, BXPMARSTRELGHEG: TR, XS
FURXPRWHBFRABFIFEER. (RIIEFRE? ~

[01:06:18] Matt Mochary
English:

Nine out of 10 times people look at it and go, yeah, that would be amazing because they're feeling the
same way. Then you go with a new methodology and it turns out to be great. That's how you take what
you do each day from a lot of energy draining things into open space or energy raising things which will
then allow you to start doing more and more of the things that you love. You keep doing this energy audit
repeatedly, 1, 2, 3 times until your calendar is 80% green. Once that happens, magic will occur. All of a



sudden, your life will become phenomenal and you will start to create massive value. | did it. That's what

happened to me.
FRERIE:

TH/\N, RREWR: “KEFT, BRET,” BAITBERRE. ARRXBHNGE SRIZFFHE, X
MEMINAKESXEEEENFRERUANBATEMEENER, NMILRERHEMESHRENS, (RAH
ESXMEEEREIT, —R BAR. =R, BEIRMABR 80% HEEEN, —BEMIIX—R, FEMaRE, =
P18, MRNAEERERIEN, MEARIEERNME. HMBXAMEY, XMELETERS LANE,

[01:07:05] Lenny
English:

| did that too actually, a simpler version where | just paid attention to what gave me energy and what
didn't give me energy when | was on this journey post Airbnb and | thought | was wanted to start a
company, | thought | wanted to do some advising and consulting and | realized none of that gives me
energy, but writing interesting things that people like, that was fun. So I just kind of doubled down on
that path and had no idea was going to make any money and it ended up making money and that's what |
do now. So yeah, two thumbs up for this method and it's a more sophisticated version, which | like.

AR ERIE:

Hfthlod, FIBE k. BT Airbnb GRARERBFE, KRBT ARLTKER, T4 HEU
FNEB, BRSNS, ERAMILEHTELIEE EE—EAMERNNEBRABTRER, TE&K
MERANEIXFZR L, SRTEAMEENERE, SREEENMRET, XMIBRIMERNILIE. PR, FKIE
BHESXNAEE, MAMXMREERSE, HRENK.

[01:07:36] Matt Mochary
English:

Right on. That's also trusting that there will be, if you need to monetize, eventually you will be able to
monetize, but you got to start with doing the thing you love first.

FRSCERIF:
HiE, XtE—MEE: NRMTEETH, BARIREERIITMMNAGE, BIRBTTEMBIFRENEIEFIE.

[01:08:38] Matt Mochary
English:

That's exactly right. | remember one time we did this energy audit process, | did it with Henrique and
Pedro from Brex and it was revolutionary for them. It caused them to change how the two of them
operated together. They realized one really enjoyed the internal meetings and the other really enjoyed
the external meetings, so well great, let's just do that. It changed the trajectory of the company so much
so that they said, "Matt, would you please come in and do this energy audit with all of our managers?"
And we did. We did a big group thing and what they found was that process also changes the trajectory of
the company because for everything that you don't enjoy but needs to get done, there's someone out
there that loves to do it. You just got to find out who it is, and that's what happened.

FRCERIR:



TR, FIZEE— R Brex B Henrique # Pedro —it2fREEHR T, X3 TR E e IEM, XK
THRMNMABNSEL. HMNRIRA—TPAFEERABZIN, MB—TEEERINEZN, FTEMIR:
KEFT, BRXADLIB,” XIRAMAE T ARNERNT, UETMIR: “Matt, BEREERIRRLTRA]
MEREZEMM—REEE®HIT? ~ BITBMT, BT —RABEERE, MM, NIRRT T AT
T, EAERRAERELTMNE, HR ELEHEAREEME, RRFBREBNIAZRE, FRWHEN
o

[01:09:49] Matt Mochary

English:

This was fun. Thanks, Lenny. | appreciate this.
R EE:

XREHE, #h5, Lenny, HRBHXARNE.

[01:09:52] Lenny
English:

Super fun. | feel like a sign of a great conversation is it feels like we've been talking for maybe five
minutes, but also a lifetime. Maybe we'll do this again. There's like a million other questions I'd love to get
into, but until then, where can folks find you online if they want to reach out and learn more and how can

listeners be useful to you?
FZERiE:

BLEREB, RRT—IR/EMENITEMZE: BETWT A M, XBREWT —=F. WFHIMNUEEEE
o FEB LA RERR), BERZE, MRAKBKARHTERES, FJUEMELEIIR? IFRIIEAIR
et A?

[01:10:07] Matt Mochary
English:

Where can people find me? | don't know. Don't find me. | won't be able to respond. | get too many
inbounds and | can't respond to them. In terms of people helpful to me, just read the content and use it
and don't pay me to coach you. Just do it on your own because you don't need to pay me to coach you.

AR ERIE:

EMPEAEHREIT? RAME, 7. TERE, RRFINEEKXRZT, REBFIFRK, EFARELHE
o RERXERASHPEREMIT T AITHRIBERIHLE, MECHEME, RAFEMRLT.

[01:10:28] Lenny
English:

| love that. It's the first time someone's like, "Do not reach out. | got it all for you online." We'll link to the

show notes of the doc and everything. Matt, thank you. This was incredible.

AR ERIE:



RAXERZNMEET, XBE—RAAR KA, RAHENLAMESTT”  FMNIIEXEBERRIE
TEMEE, Matt, #1§R, XXBEET

[01:10:43] Lenny
English:

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

show at lennyspodcast.com. See you in the next episode.
R EIE:

FERSENWR, MRERFEBTHEENE, AJLUTE Apple Podcasts. Spotify SEEIRAIBE R T
Wo LESh, BERAHKNTAOXE TIFIL, XERAMEBEHEMITARAAREIBEE., BAIUE
lennyspodcast.com X EFHFRETER THRESZER. THTEEL,.



