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[00:00:00] Wes Kao
English:

| often see operators who explain things poorly and then are shocked and horrified when people are
confused or there's skepticism, there's apathy. I'm a big proponent of asking myself, if I'm not getting the
reaction that I'm looking for, how might | be contributing? How could | explain this more clearly? How can
| be more compelling? How can | anticipate any questions that they might have?

FRCERIR:

HEEERI—LEZTEE (operators) RERFRAERE, AEYANBIER. FEIORN, tITERIEIR
MR, HEBRERD: NRFLERITPNRN, HATEEPLELSEMSAE? RENARESES
B? WEHARRERYRI? HiZAIFF b Tr sete th BV E (e ?

[00:00:22] Lenny Rachitsky
English:

You are one of the best teachers of communication I've ever come across. | made a list of people's favorite
tactics and frameworks and approaches that you teach in writing. Any tactics you can share for someone
to be a little more concise?

FRCERIR:

MERNINRHEHNABEMZ — FIT—HERE, BETAKKERN. RTINS ERI5. ERMA
Eo RTMMAILFAERE, MBFARTUSZENRIGE?

[00:00:35] Wes Kao
English:

| think the blast radius of a poorly written memo is way bigger than most people think. If you are just
shooting off a message in a Slack channel with 15 other people, and it's confusing, you didn't include
information you should have included, there's going to be a bunch of back and forth. Whereas if you had
just taken another look at it, those 15 people would be off to the races.

FRCERIR:

BINN—ERRENESR, H “BIEFRE (blastradius, IEHEFIMER) LEAZHABRRNEKXR
%o, MRMRARHEER 15 PAR Slack STEEREF A —FEE, RRRELARDXBEES, BARTRRAETE
RENREDNB. Rz, MRIMEBLE—E, 15 PARMEBILZIEMEL, SRARIET.



[00:00:52] Lenny Rachitsky
English:
You have an awesome framework called MOO.

FRCERIR:
fRE— 1 EEHRIEZM MO0,

[00:00:54] Wes Kao
English:

MOO stands for Most Obvious Objection. A lot of times we're surprised by the questions that we get
especially in meetings, we feel blindsided. When really, if you thought for even two minutes about what
are obvious objections that I'm likely to get, you often immediately come up with what some of those
things are. Are you going to be able to anticipate every single objection? No. But can you anticipate the
obvious ones? Absolutely.

FRCERIR:

MOO XX “REMBILHEFI" (Most Obvious Objection), RZIHE, HiISHKEINIEAT—B, LHE
IRWH, BREWIT T IMEFA R, BXMFL, NRFHEITEHEIHEE—T “BrEEINEMNS LA
FNEAA” , MMBERIZEINHEPN—LL, REMAS—NRING? FiE. BIREMABLEMZ L
g2 #a3gayli,

[00:01:22] Lenny Rachitsky
English:

Today my guest is Wes Kao. Wes co-created the Alt-MBA program with Seth Godin. She Co-Founded a
company called Maven, which | often collaborate with, which makes it easy for people to host live cohort-
based courses. She recently left Maven to launch her own course on Executive Communication and
Influence. There's a quote that came to mind after | stopped recording this conversation with Wes by
George Bernard Shaw, "The single biggest problem in communication is the illusion that it has taken
place."

AR ERIE:

SR EERE Wes Kao, Wes B5 Seth Godin H£EIIZT Alt-MBATNE ., iREXSEIIIT Maven A8 (FHth
KE5ZATEME), ZAENLANMEBEMEDNERXNINLEIRIE (cohort-based courses) . MEITEFF
T Maven, HHTBECXT “BERNBESEMA” WiEE, HERS Wes BIFHEE, HEETRANN—2
& YBBPRRANEE, EFANORGEEERET.

[00:01:51] Lenny Rachitsky (Continued)
English:

By the end of this podcast if you listen to what Wes suggests, you'll be a lot closer to becoming a world-
class communicator. If you enjoy this podcast, don't forget to subscribe and follow it in your favorite
podcasting app or YouTube. Also, if you become a yearly subscriber of my newsletter, you get a year free
of Perplexity Pro, Superhuman, Notion, Linear and Granola. Check it out at lennysnewsletter.com. With
that, | bring you Wes Kao.



AR ERIE:

EIRTEXHRB R H XM Wes NG, FREBRAMRFDEEEL P, NRFERNXHPER, ISTES
FARVIEE N AE YouTube EITIEMXE, tboh, MRIMRAAKFIEER (newsletter) KIFEITHE, FRE%R

B3R 18 — F B Perplexity Pro. Superhuman. Notion. Linear #1 Granola & & . i¥ &5 if Il
lennysnewsletter.com, T, iLFEAIIRID Wes Kao,

[00:02:18] Lenny Rachitsky (Sponsorship)
English:

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

FROCERIR:

ZHAT B B WorkOS #Bh, SNRIRIEEF % SaaS A, RESKBEFERIEMHEWEINGE, 0 SAML F358
IEAN SCIM BR&. XFE WorkOS AR Z i1, EEEILIRIRIER BTt nRAARME L AKINEE. {18 APl 5
FIERE, ILRRERRZAHEFFHLAEMINEE. WS, EEHERATH WorkOS 1Rtz 1, SIF(REIEEHR
&Y Vercel. Webflow #1 Loom,

[00:02:50] Lenny Rachitsky (Sponsorship Continued)
English:

WorkOS also recently acquired Warrant, the Fine Grained Authorization Service. Warrant's product is
based on a groundbreaking authorization system called Zanzibar, which was originally designed for
Google to power Google Docs and YouTube. This enables fast authorization checks at enormous scale
while maintaining a flexible model that can be adapted to even the most complex use cases. If you're
currently looking to build role-based access control or other enterprise features like single sign-on, SCIM
or user management, you should consider WorkOS. It's a drop-in replacement for Auth0 and supports up
to 1 million monthly active users for free. Check it out at workos.com to learn more. That's workos.com.

FROCERIR:

WorkOS St sy 7 4K EE 12 AR SS Warrant, Warrant B9 RET &R Zanzibar RN ARSE, ZE
SERAIEN Google ®iHHI, BT Google Docs # YouTube, XEBEAMIEIFE FHITIHREZIICER
AEIEE, ENREGTEBENRERBHNRIERE, MRIRBAEIREOEETABNIANIES (RBAC)
HihdlkIhge (MR SER SSO. SCIM RAFEE), RRI1ZEE Work0S., E= Auth0 BEMEBNRE RS
X, HREZFLIA 100 FAEKAF. A8 workos.com TEEZER.

[00:03:36] Lenny Rachitsky (Sponsorship Continued)
English:

This episode is brought to you by Vanta. When it comes to ensuring your company has top-notch security
practices, things get complicated fast. Now you can assess risk, secure the trust of your customers, and
automate compliance for SOC 2, I1SO 27001, HIPAA and more with a single platform, Vanta. Vanta's



market-leading trust management platform helps you continuously monitor compliance alongside
reporting and tracking risks. Plus, you can save hours by completing security questionnaires with Vanta
Al. Join thousands of global companies that use Vanta to automate evidence collection, unify risk
management, and streamline security reviews. Get $1,000 off Vanta when you go to vanta.com/lenny.
That's V-A-N-T-A.com/lenny. Wes, thank you so much for being here and welcome back to the podcast.

FROCERIR:

AHATIE A Vanta 2B, ERARARREMAZEIEAE, BRFFSARTR/ES. WE, FAILLEL
Vanta X—PMEEKITEXE. RISEFFEE, FEITTE SOC2. 1SO 27001, HIPAA FEMIAIE. Vanta
AN EAEEF SRR, RNIREMEBERNPE, Lo, {RERLLEE Vanta Al B R
2nE, MTTHEENEBEE. MASEKETRER Vanta BECIEERE. £—NXREBHEHKLZEEHE
B EIME, 3418] vanta.com/lenny BIAJZ 52 1000 £ciItE. Wes, JERBGRAVEIR, YDEIZHEER,

[00:04:36] Wes Kao

English:

Thanks, Lenny. I'm very honored to be a second-time guest.
R EE:

B, Lenny, HIRR=FREFE XIEERR,

[00:04:40] Lenny Rachitsky
English:

Very rare honor. No pressure, but | think this is going to be one of the highest leverage episodes I've done
and let me tell you why I think that's the case in the newsletter and on the podcast, | often talk about just
how important and how high leverage the skill of communication is to product leaders, to leaders, just to
people in general. There's this quote that Boz, the CTO of Meta, he's been on the podcast, he wrote this
famous blog post, "Communication is the job." And | think that's true for product people, but it's true for
basically any sort of leadership role. Anyone trying to get ahead. And you are one of the best
communicators I've ever met. You are one of the best teachers of communication I've ever come across.
You have one of the most popular courses on Maven, on executive communication, so I'm really excited to
have you here and to help people become better communicators, better at influence and all these things.
So thank you again for being here.

FROCERIR:

XERIEEFENHFRE, BATEARESN, BHRIANXBERHMIHITIFESRS (highest leverage) WTTEZ
—o UERHFRMFER: FTEHW newsletter IBERH, REERXRIDBRILGHF-ROSE. EEEUREBEA
RMBLZALEE, T EAEZ K, Meta B CTOBoz (it L3 XMER) EEI—BREZNEX, iItdE
CHEMELEERE . WINAXWTZRMARREEIE, WMEMMSHAGIBE L A KA ARGt 201,
HEBRININRAFNEEEZ—, UERRBIENRIFHAEET. (R7E Maven LE— X FEE@@ENR
SXGLHIRIE, FAURIAEREHBIEEIEIRR, BBARBMAEFNRDES, BAFMS. BRBRERHER,

[00:05:32] Wes Kao
English:

Absolutely.



[00:05:34] Lenny Rachitsky
English:

Okay. So something that | often do with guests on the podcast, not even often, always, | ping people that
the guests have worked with and ask them, "What should | ask Wes? What should | know about Wes?" Let
me read a few quotes about you in regards to your communication skills from folks that have worked with

you-
FRSCERIE:

T, RAEWNBEREMN—HE —HILFRZLE, E8XfaM—mMEBRARESEEHEINA,
il “Fizia Wes HA? %F Wes iz T RLEHA? 7 1J:§L*z1>LFLE>z'51’]"4%%115’])\&11’]?/]@’5&7}5’91%|.

[00:05:51] Lenny Rachitsky (Continued)
English:

And these are three different people. Okay, so first, "Wes single handedly raised the quality of the entire
company's writing by like two X across the board. | always say the best writing course | ever took was
working with Wes for a year."

FROCERIR:

XEXRB=ZNFRABA. B, “WesE—SZNRBENRTINEERELERATRE. ZEWR, HELIR
B RFRMES Wes HEHI—F.”

[00:06:07] Wes Kao
English:
Wow.

FRCERIR:

£
I]:I: o

[00:06:09] Lenny Rachitsky
English:

Okay. That's one. "Wes never just throws things out there, she's precise with her use of language,
meticulous about examining her own ideas before bringing them in front of others and knows how to
make her points in a way that people will understand them and buy into them." Okay. And third, "Wes
includes a reasoning with every proposal in the context behind all of her recommendations so that
everyone around her learns in order of magnitude faster. This also makes her an exceptional teacher
because she can clearly define what excellence is and why something is the goal, and then break down
the steps and principles involved." Okay, reactions.

FROCERIR:



9, XBHF—To B “Wes MAREEMBARCE, WARRE, EFRtARTREZZASIABERES
BN, HEMEMNRU—FEARBHARTNANRENLR.” F=1 “Wes BB MRERPHELSHEL
BNRNEENER, XLEABRNAZIRERAT —MERELR, XBEMAN—REBOEIN, FAREES
MistE X HARMT, AtARNBEmERD, ARFEETHNTENEREN." &7, (REFARN?

[00:06:46] Wes Kao

English:

Those are really nice things. That's amazing. Yeah, thank you so much.
FEiE:

XEFNERET . KIFAT. B0, FERS,

[00:06:52] Lenny Rachitsky

English:

And these are people across different companies, so.
R EE:

mEXLEARBRRBAE,

[00:06:55] Lenny Rachitsky (Continued)
English:

Okay, so that was just to highlight of how good you are at this stuff. And what we're going to be doing with
our chat is going through a bunch of your tactics that you teach and that have helped people become
better communicators, executive communicators, better at influence. Before we get into the specific
tactics, is there anything that you think is important for people to understand just broadly around the
skill of becoming a better communicator?

FRCERIR:

%, XARATRBAGEXLEAEEZFEE. HiHETRONEFRNRITRBERN—RIIEIG, XERITE
EBIAMIENEGFAEE. SEWEE, HRAFZMA. ERINEANRGRIGZAE, MIANERADEE
EXMKIRE T, BMLEEMNSEARGIIEHR?

[00:07:17] Wes Kao
English:

| often see operators who explain things poorly and then are shocked and horrified when people are
confused or there's skepticism, there's apathy, there's a lot of avoidable questions, and I'm a big
proponent of asking myself, "If I'm not getting the reaction that I'm looking for, how might | be
contributing to that?" So, you know, instead of blaming other people for not understanding me, | think
about how could | explain this more clearly? How can | be more compelling? How can | anticipate any
questions that they might have? So I'm a big proponent of agency. And realizing that we can only control
our own behavior. And so the best place to start, if you're not getting the reaction you're looking for, is
reflecting on how can | get better at the skill of communicating? And it absolutely is a skill.



AR ERIE:

BRARBI-LEHITERBRRS SR, ARANARIIEZE. 8. 28, HEFRH AR LSRR
B, fIXBEIBIRME. HFEFEKAES: "“NRFLERIBENRN, HAIEEEPREETHAE
FB? 7 FrlL, SEREINATERRE, HBE: WERKTEBEBRSESRR? REFAREERLRS? izl
EFFIMt 1T RE B RIEER? HIEEEE “FHY (agency) , HEIRFIFKNREZEFIECHITH. Eib, WOR
MEBERETHNRN, SFOTIARRERE: FIZMARADBXIEE? MXENE—IA LG

ok
BEo

[00:08:11] Lenny Rachitsky
English:

So what I'm hearing is if you're having a hard time people buying into what you're trying to convince
them to do or you're finding people are doing not what you asked them to do, it's likely an issue with your
ability to communicate, it's probably not their fault.

FROCERIR:

FRIAFRIAEIRYZE . SRIRRMELLAACARIREAE, HE LM AMBENRERNTEFRE, XRAIGERIR
RYDBRE L T R, WA,

[00:08:28] Wes Kao
English:

Yeah, | would say so. You can't solve everything with improving your communication, but you can
increase the likelihood of getting what you want.

RS ERIF:
21, BEXA4AR. BAHEEENTEERAFTAINE, BCREEMRREEBERMNATREM.

[00:08:39] Wes Kao (Continued)
English:

| think another big one that | teach in my course and really kick off with is practicing like it's game day,
playing like it's game day. So | see a lot of operators who save their best behavior for executives only. So
you know, they want to shine when they're presenting to senior leadership, but with everyone else,
they're kind of calling it. And | just don't think that you're going to be able to get enough reps to actually
get good at executive communication if you are only doing it with executives. Because many of us only
present to execs once a month, right? Or a couple of times a quarter. And that's just not a lot of chance to
practice. So really treating every single stakeholder as if they are important because they are, and you
shouldn't be if you don't want to waste your CEQ's time, you also shouldn't waste your cross-functional
team members' time or your manager's time or your direct reports' time. So that's something else that |

ask to keep in mind.
AR ERIE:

HERBEPHRAFAARNE —NERR: RERAFE-HEES, KREXLLFEHFERIN (practicing like
it'sgame day) . HEFRSWITERTEANSEN A RALSIFN—E. MITEERABEASECIRNAKE
¥, BEENEMANRBITTE. Hikh, IRMGRAEENSERA 4, MIRETLIERTRBHIESIRIL
(reps) REIEZESEDNEKRIG. AARNASERATE-—TAARABETLR—R, HE-NTFEA LR,



XEINEZRLT. i, BREERS—UH@BXEBIFEZAYRNT, EABIHLREE, WRMR
FAUREE CEO BYBYiE], fREFHBANIZREBEIREFAM S, MIVFENIREY TR E, XERHFEAKIC
ERS—o

[00:09:39] Lenny Rachitsky
English:

And maybe a last question before we get into the tactics. When people think communication, they think
email, they think meeting presentations, things like that. How do you think about, when you talk about
executive communication and communication in general, what's kind of the umbrella of things that
includes?

FRCERIR:

EHENEFKISZHE, EE— T &ERE SAMBREDEN, SBEIRFERGt. SWERZER HIRK
EEEBBNIT XHRREN, XMEREaSMLERS?

[00:09:53] Wes Kao
English:

Yeah, | would say broadly the two mediums are verbal communication and written. So verbal being
meetings, conversations, presentations. And written being emails, strategy docs, notion docs, Slack
messages, text messages, those two categories broadly. And | also think about communication as more of
a means to an end, which might be interesting for some people because | teach a course on
communication. So you would think that's like the end in and of itself, but | really see it as a means to an
end where the end is getting the ideal outcome you're looking for. So whether that is buy-in or making a
good decision as a team or moving to the next step, whatever that might be, communication is really in

service of that end goal.
FEiE:

"X B, A@EERMET OKaaNBmaE. OKAREERIN. Wi, BER; PEEEEEE R
. GRBESCAS. Notion XiH. Slack HE. &S, RBINNAREZE—MEE BT, XXFELE ARG
AIRERES, BARBENERER, MAEIESVERGMEEN. ERIANDERTFER, BHNEREIRE
EMIERLER, TIERRFIAA. FAMEBERARR, E2EHEIT—F, BDREBENIRTREBTRSH.

[00:10:58] Lenny Rachitsky
English:

Okay. So | made a list of people's favorite tactics and frameworks and approaches that you teach, and
talking to folks that you've taught and folks that you've worked with. So I'm just going to go through a
bunch and let's just help people get better at these things.

AR ERIE:

T8, BRBMRBIHAMAZTINANRE, FIHET —DARKERIIKIS. ERNGEER. B —I
—iE, RN —EHEBATIEA X LR,

[00:11:00] Wes Kao



English:

Allright, let's do it.
FRCEIE:

KIFT, FHamE,

[00:11:07] Wes Kao (Continued)
English:

Yes. So a common mistake that | see is overestimating the amount of buy-in that you have from your
audience. So that looks like jumping straight into talking about the logistics, the details of the how to do
something, of the process. When in reality your audience has not yet decided if they even want to do the
thing. So what | see operators do in response then is go even deeper into the logistics and the how,
thinking that, "Oh, if | just explain this more than that person will want to do it." When really a sales note
is different than a logistics note. A sales note is meant to get people excited to do the thing you want
them to do, and to agree to do it. And only then after they have bought in, does it make sense to share the
logistics.

FRCERIR:

2. REIN—TERBRESMETIRARMNRIIATEZEE, XRMAEZREIBGICHITAT (logistics).
AT RR. MERRL, (RNAREERRREREBMXMHE, REIRITENRNEHE—TRNA
THAEE, O MR, MRFWBRESEFE, BOIAMSEBMT” BLFLE, “HHEEER" (sales note)
M “HITEER” (logistics note) RAREN, HHEEFEEEN TILAMMRRLIIENEREEHBRE
e RBFEMITARZE, DERITATAEEN.

[00:11:57] Wes Kao (Continued)
English:

So there's an order of operations here. If you switch the order of operations, you will likely get a slow
response or just no response, right? We've all put a Slack message in a channel and got crickets and
tumbleweed. So really starting off with selling the person and making sure that they know why we're
doing this, why this matters to the company, why now, and then sharing the logistics tends to be a lot

more effective.
AR ERIE:

FRUX R —MEEIRF. MRIRBRTIRF, RAEIFIRENRNEERIEERN. HiIBEHIE
Slack SiE % 7HS AT AIEEREVITR. Fib, 5o “HH" 4X7, BREMNMERINIATAEXIAH. XA
BIATAER. ATARIE, ARBOEHRITAT, XEMETFERES.

[00:12:22] Lenny Rachitsky

English:

Is there an example of that that might help illustrate that point or that approach?
FREiE:

BB ABFR AR MR 5 E?



[00:12:27] Wes Kao
English:

Yeah. So one of my clients is a head of operations and she was trying to get the rest of her executive team,
which she was a part of, to fill in some wins for the week so that they could share this out with the whole
company. And this was going to be motivating, it was going to shine a light on folks. And she led with the
logistics of which document to send, to put the details in, what time to put it in by, the format that you
should put these wins and didn't really get much of a response from the leadership team, which makes
sense, right? Because this totally sounds like one of those things that's another item to check off on your
list when you already have so many other things to do and here's this other process that like we're all
supposed to do now, like yay, right? And so she wasn't really getting response. And that's because she
dove straight into logistics.

FROCERIR:

Bl BRN—TEREEEATA, NI SERARNEMKRR hEEP—5) BEEFH—L “5
R (wins), UEREATNFE. XEFZEZHEHAC. ILARERNSE. Bt—FEmigRTAT: 251
Xig, IBATHIREM. #SIENEIRAA. BEENRAZH4. ERSERMNEFARN, XRIERE, *E?
AXFERMGEEFNERLENZ T —IES, EREZICERAIFZMEE, RT—1 “RRIMEEBEM
RUHTRAE, EREXIE? FIURSEIER, FAthERELE THITAT,

[00:13:20] Wes Kao (Continued)
English:

Whereas what she could have done is start by selling folks, selling the other executives on why are we
doing this? Well, we're doing this because this is a chance to shine a light on your team members who are
doing amazing work, for them to feel motivated and to feel like the rest of the company really sees them
and understands what they're doing. And this is all something that is going to motivate your team, right?
So sharing why this is helpful and useful and how this is in service of you and your team versus like, "Oh,
this is a favor that you're doing for me to fill out this form and fill it out this way and by this date," et
cetera, et cetera.

AR ERIE:

Bk, tARAILEREMEE “HHE  EHNAFTLAEIAE? HNNXABMERANXZ2—MILRBLERI S
MEIARR R AR ARV S, Lt 1RBIRHE, BRI RAFED T7THERMIINIE. XEL2HMIRNE
Fho FREL, REAHAXREREE. REA, UNCRMAAFRMIREIERSE, MAZHR: 12, F%EHK
PMOE—TFXMNR, BXMEN, X1 EHRIRT.”

[00:14:00] Lenny Rachitsky
English:

| know that execs often want the opposite where they're just like, "Okay, | know, just tell me what you
want to do. Just like, okay, just get to the point. | don't want time for all this context and background."
Any advice on when to spend any time on the sales? Like what are signs that, okay, maybe you don't have
them sold yet, or what are maybe contexts where you should probably still try to sell them first?

AR ERIE:

FANESENTEREARNAN, i1xR: “177, FMET, ERFFREEETA. BERYANES,
FRAEITXEEJM ETX" RTFHARERZERE HH" , (REFTARNIG? tbin, BMLTR KAt



MiEemink? HEEWLEBIRT, ROARIZZIRTHER?

[00:14:20] Wes Kao
English:

Yeah. So | actually think that you should always do a little bit of selling even for situations where people
have generally bought in. Because most of us have a lot going on and we're not actively thinking about
whatever you're talking about. So even though | agreed to something two weeks ago, by the time you're
telling me about it again, like | thought about a billion other things since then, right? So reminding me of
why are we talking about this? Why does this matter? And then getting into it and framing that
conversation upfront is way more likely for us to not get stuck in a cold start and not kind of go two steps
back one step forward.

FRCERIR:
BH. EFRLEHINA, BIEEAREEBELZINANERT, MENZEERM—RR “HWH . BARINKZH

ABRIC, RFa—HEBEMEAKICHER. L, BMERRBRNBRTREGS, SIRBRIEEN, &E
SEERIWT EAHEMET . Fit, RERK: HMNAFARKICEXN? INFAEE? AREFRZHLY
MEHITHE (framing) , XEFNMAKATEBAN RBH , BASHILBRRI #—RNENEE.

[00:14:55] Wes Kao (Continued)
English:

The other thing is, you can frame a conversation and sell a bit at the beginning very concisely. So I'm not
talking about spending 15 minutes out of a 30 minute meeting selling, I'm talking about one to two
minutes, even a couple sentences, and then transitioning into the main thing you want to talk about. So
I'm a huge proponent of doing that and basically reminding people, why are we doing this? Why are we
here today? Why does this matter? And then getting into the meat.

FRSCERIE:
E—4EZ, FAUEFBRIFEES AR INEF M —SEH. BRTINE 30 DHMSINETE 15 DXkl

H, RRPE—MOH, EELE, ARTEIRRRINZOANT. RIFEREZIFM, BEA LM REX
K. BIAAABRXAM? HNNSRAFAREXE? XIAMFAEE? ARBHALRRAS.

[00:15:24] Lenny Rachitsky
English:

| love that. So basically you can do this really briefly, it doesn't have to be a whole pitch for half an hour.
It's just a reminder, "Here's why we think this is important." And | think that's such a good point because
a lot of times it's like a leader is looking at this thing you're asking them to do and they're like, "Why are
we even, why am | spending time on this?" And just a reminder of like, "Okay, | see, | forgot this was going
to be, this a part of our strategy, this has this much impact potential or here's how it could help our team
be more efficient."

FROCERIR:

HEXERZTMRNT . BEXLRAUHSERER, FEEFNHNTEEH. A2—MZE: “XmENf
AHNMPAAXRER,” BRAEF/XRERY, ANRSHEASEEMERMIMENSE, OBEEFE: “BiTAft



LBREN? AL EEX EEERE? 7 M— MR 1R, HBEAT, ST XERATH
BREY—ER ), EEXAKRKEERMN, NECRERINAEHHRNINEESHRER"

[00:15:52] Wes Kao

English:

Yeah. And you can really do that in like 30 seconds.
R EE:

=M, {RERRLTE 30 PR5ER.

[00:15:56] Lenny Rachitsky
English:

Is there like a, | don't know, structure to this? Is it just like why? Is there a kind of a template you like or
some way you recommend of selling first? Is it like, "Here's why we're doing this." Starting like that?
Anything along those lines?

FRCERIR:

XBETALEME? MER “NHA” 153? ERBMERNER, HEREFRITHENTGE? LI “XmE
VX GENRE" FFL? EAILEEET,

[00:16:09] Wes Kao
English:

Yeah. | think explaining why we're doing this, why this benefits the business, what problem this is solving.
Again, you can do a lot of this in a couple of sentences. And then | also like asking or stating what | need
from the other person upfront. So saying, "Hey, we're here today because two weeks ago we were
reviewing the product flow and realized that there were a couple of parts that were kind of confusing. So |
took a stab at fixing those areas, rewriting the microcopy, and | want to present them to you today, see if
you agree with these changes, and then we're going to roll them out. What I'm looking for from you is
feedback on the changes and if you agree." So like that was like 15 seconds, right? Super fast. And then
now we're all on the same page about why we're here. And you can listen more intently knowing that I'm
looking for a certain kind of feedback.

AR ERIE:

Bl BIANERRHNAMNABXAM, XU SEFAFR, BRT AR, BiF, JLaOEMERE.
RE, REERE—FEMRHIRBARFTEN AWM 4. il R, RIISRBEXERERAREFIHA
THEEFmAEN, RUABNLIMMAERSAERR. FAIUREHARBRETXEXE, EETHXE
(microcopy) , SRFEBRIFET—T, BIREEEEXENRE, ARRINMEH. HEBIMAXELRRM
K55, HWIMRRERR." &, XAMRET 157, FER. WEARNBENAFTAREXRRALT -,
RBREE T RN, EAMRERFEERM &5,

[00:17:01] Lenny Rachitsky

English:



I would love to hear it that way. | think there's like an implication here that maybe is worth sharing of just,
a lot of this is about communicating effectively to execs, which will make you communicate better to
most people. But especially with folks up the ladder. They don't have a lot of time, they have a million
things in their head. Maybe just share like why this is so important, like what the state of mind of a leader
is that you need to kind of break through.

FROCERIR:

HRERZMAES N, RRFTXEAE—MRESNEXNESHE: REABBXTUAEKMSSEDE, X

RIRERSHYANDELFE; . ERIZNTRERUESHA, MITZEXZHE, RFEEXERT
ERHE, WIFREAUDZE-TAFAXMLEESE, tLNAFENOSEEFR, (FEERRATAFIOED
%2

[00:17:25] Wes Kao
English:

Yeah. So | call it the yes, yes, yes, next, next, next mindset where if I'm listening to direct reports present
something to me, very often | find myself thinking, "Got it. All right, yes, let's keep going." Right? And you
know, on the other side of that, I've often presented to executives where | had a 15 slide deck and execs
would do that and I'd be like, whoa, whoa, whoa. Like | have a whole sequence, | have a whole order, you
know? And sometimes they would give me buy or make the decision by slide four, you know? And I'd be
like, "Okay, well you know, slide 13, | want to show you this great graph | put together." Right? And what
was really helpful for me was realizing that | should take the win. Okay, if five seconds already agreed,

take the win and keep it moving, move on.
FROCERIR:

BH. HFZH B B &, PN TN T B0, HRATEAFCKREN, HEELXRBS
£ ET, 17, 8, #48 MES—E, ZRtEERSEIHR, FEET 15718 PPT, SENRILAR
MOSE, B B, FF, RE-EBEZBIRNFR.” ARMIES 4TMERTHHETRE, HE
B e, B% 13 IHREENMRENERBLIIRER.” HHRY, BEEEHNERIREITNZ “RiFHi
W o IR S HHRMITMERT, BMEZXOMA, Sed, #ANT—I

[00:18:13] Lenny Rachitsky

English:

Yeah. What's that quote like? "If you've sold them, stop talking."
R EE:

W, BAIEREAWMRE? “NRMFELWRRT M1, Ak

[00:18:16] Wes Kao

English:

Right. Yes. Yeah, you might talk them out of agreeing.
FRCEIE:

Ko Y, IRAIRESEAREAS kMLl RIE,



[00:18:20] Lenny Rachitsky
English:

Yeah. Okay. You mentioned being concise. Let's talk about that. You have some really good advice on just
how to effectively be concise and not too concise. What's your advice there?

FROCERIR:

%o fREZEIT BE. FITREEX T, XFMAERMRSEEMX AL TERE, ME—LIEEFHEN. R
HRINEMFA?

[00:18:31] Wes Kao
English:

Yes. One of my pet peeves is when people are too concise and they equate being concise with brief, being
brief. And being concise is not about absolute word count, it's about economy of words. It's about the
density of the insight that you're sharing. And so you can have a 300 word memo that's meandering and
long-winded and a thousand word memo that is tight and concise. And so not equating concision with
briefness | think is a really big one to understand.

AR ERIE:

. RRIATHEBZ—MEANITESE, HE “&E" (concise) FRT “BE" (brief), EERE
FENNFER, METHBNZE, ETROZMERNEE. RAILE—% 300 FHEEER. A=
MNESR, WAUE—f 1000 FAZETE. SERENESR. i, FTEEBEEEFRTEE, FHIAAXZ
FEEEN—R

[00:19:05] Wes Kao (Continued)
English:

The second thing is a lot of advice about being concise, | think misses an important point. So we've all
heard, "Don't bury the lead, cut to the chase." Main point, put the main point at the top, bottom line up
front, right? And all of these pithy aphorisms assume that you actually know what your core point is. So
you can't cut to the chase unless you know what the chase is. You can't unbury the lead unless you know
what the lead is. And so that | found is the bottleneck to being concise. It's actually not really being clear
of what you are thinking, that's what's leading to being long-winded.

FROCERIR:
FRE, REXTEHENBWNEIMBET —1MER. HMNMIAT “FEELKES (lead), AITRW (cutto

thechase)” o ZOIMBRAEFFL, £ie5k1T (bottom line up front), FIE? FrA XEAERERIR S EIRIGIRE
THE B CHIZ O RET 4. BMNRERME “W” EW, RE&E “FlIW” . MRREAFEERZEMT
A, RERZEIBEREFR. FIUEELZDN, RIFEENRTET: MELHABREBCHERFA, XTERSHZ
IRAY R Al

[00:19:49] Wes Kao (Continued)
English:

And you can kind of test this theory because most of us have a go-to story that we've told a bunch of
times, right? We're like, you know exactly when people are going to laugh, you know when they're going



to gasp or hold their breath, right? And why are you so good at telling that story and why are you so
concise about it? Because you've told it a bunch of times, you know all of the beats. So in meetings
though, at work, we are very rarely talking about the same thing that many times it's always something
new. It's something that we are also probably likely processing ourselves and are in the midst of
processing as we are in a quick turnaround time, telling someone else about it, telling our team about it.
And so you are basically asking your brain to do a lot of different processes, especially in a real time
conversation. You're listening to the other person absorbing, making sense of it, processing it, figuring

out what you think and how you would react.
R EIE:

RA LA —TFRNEIE . BONARSHBABE—MHIRERNEFHRE, WIE? RFEMEEAIT AR
2K, FARBRIIRFHFEETR. ATARABTREREBAT. BaEE? BAMRHAIRZR, RAE
FrENTIR., BEIER, EaNL, BMBRLIBE—HFHBAZIE, BREMAE. XERAAER]
BOEEHEKT, MAEXRENNEE, RMNELEFFIA, SFEAM. FRUREES EREERKMFER L
BREZAENIRE, LERERRMED, RERMNGHIE REERS. BESX. QEBERE. BEZEHEHN
RN 2 o

[00:20:39] Wes Kao (Continued)
English:

And then trying to say something cohesive that makes sense, right? And then trying to be concise about
it. So it's just a lot of different processes. And so the only solution | found consistently to being concise is
preparation. It's not a very glamorous solution by any means, but the clearer | am going into a meeting,
going into a conversation, going into a pitch, the better | am at being concise and being able to bring the
conversation back to the most important points at being able to stay flexible, but also firm and
preparation. | don't mean spending hours and hours preparing for a weekly meeting, even a couple of
minutes really makes a huge difference.

FRCERIR:

ARMEBZZHARE —EER. BEXE, FALEREEE. XIRRSAENIRRT. Eit, FAIEE
IRARFEENE—TTENBES. XEFR— NS ANBERWHRRLS R, BREHANZYN. WEFHREZ
A B RSAAHT, FEBEEREEDS, MR MESIRREEN R, MERIBREMRE. RRAESTEIET
FILNNEERR, BERZ/LOHEIFEERNES.

[00:21:25] Wes Kao (Continued)
English:

Most of us are so back to back in meetings that we're doing zero preparation. It's like the meeting has
started 30 seconds in and you're still unwinding from the last Zoom call that you were on, right? So most
of us are in that mental state. So if you even take 30 seconds to one minute to ground yourself on why am
| in this meeting? What do | want to share and make sure | get across in the time that we have, you're
going to go in there so much more focused and so much more able to be concise.

AR ERIE:

BINARSEANZWER—ME—T, RELEES, IWFIET 307, RIEEME— Zoom BiEH[ET
R, WIE? RSHMAMOET IR, FrLL, SNRIREETE 30 2 1 pHpitBECE T OR: HAHAES
MZEANZIN? EERBEEE, HRDPEHAHBRERBE? MEEZEETERFS, BERERFEE.



[00:21:51] Lenny Rachitsky
English:

So the advice there, so this is for meetings and | want to talk about writing also, but for meetings, the
advice here is before you get into a meeting, actually think about why am | in this meeting? What do |
want to get out of it? Instead of in the meeting figuring out a lot as you go, which to your point, you're just
going to ramble and be like, "Oh, okay, here's what | actually want to say."

FRSCERIE:
FAIAXBEHEINE — XN, HERBENMNEE—E#ARNZE, HEEZ—T: HAta

ESMEMZIN? BEMNPREGFA? MAZREINPRLELE, BEFEERERRDN, RIBAFEIE, AR
RATIRE: IR, 178, XAZHBHR.”

[00:22:10] Wes Kao
English:

Yeah. And what might | want to share in the meeting too? You know, especially for more introverted folks.
Sometimes you need to decide beforehand that you want to speak and you want to make sure you get a
certain point across. So even deciding that beforehand makes a huge difference.

AR ERIE:

. TERESWRAEEDZMNA? (FAE, CHENTFERARNA. ARMERREIRAEECEL
=, AWREELEEMIENMR. BRIARREMEXNRE, BarEEXRBIRM,

[00:22:25] Lenny Rachitsky
English:

Yeah, | found this extremely powerful just like five minutes before you get into a meeting. And it could
happen earlier in the day, right? It doesn't have to happen right before the meeting, or worst case, it's
right before the meeting. Just, "Okay, what do | want to get out of this? What am | here? What do | want to
say?" And just like giving your brain a little bit of time to prepare. Super powerful. In writing, is there like
any tactics you can share for someone to be a little more concise?

AR ERIE:

BH, BRUXFEEN, MEASHADH. BAINESIRNFLEREMY, WB? F—EBESNEEZ
Al, AERIFNBERRESIRII—Zl. RFR: “9F, BEMPEIFA? HAFTATEX? FERTA? 7
AR —REEES. FFEERA. ASFAE, METAKIGAUILRAEREELD?

[00:22:50] Wes Kao
English:

| think the main tactic is to remind yourself to be concise. And usually when | do that, | end up trimming
20% at least of what | wrote, tightening up some sentences. | also ask myself, how might | be adding
cognitive load to whatever it is that I'm saying? So is there a tighter, clearer, cleaner way that | can ask
what I'm asking or present the information I'm presenting or make the recommendation that I'm making?
And usually if you even ask yourself that, your brain automatically comes up with stuff. You just see
whatever you wrote differently and you're like, "Oh shit, | could trim this entire paragraph because that's



secondary." And maybe you have your primary message in Slack, and then within the thread add some of
the secondary stuff, right? So | find that most of us, it's reminding yourself to be concise. And once you
think of it, your brain naturally will see places where you can trim.

FRERIE:
HRANNTENRICEREECOEGE. BEYUYRXAMY, REBXAMHEE LD 20% HWARS, HEESEOF. &
E=ES: RNRAEREEMT MARARARE (cognitive load) ? BREEREK. BiE. BT840
AREHENDE. BRENEEHABHENEN? BERBREOESX NI, REARMKS B8N
Eo MRAEUFRMBENEFECENARA, AROE: B, %5, RETUMEX—2E, RABSrEN,”
WIFIRAILATE Slack BREEE, RAEHEREL (thread) EFINAERZS, WIE? FRAUEEIN, HAZHA
i, XBERREBCEGE. —BRETXNREL, ROARBERAS LI RS,

[00:24:00] Lenny Rachitsky
English:

There's a layer of advice under this that you're not saying that I'm going to say, which is actually look at
the thing you wrote at least once before you share it. Because | used to be really bad at this. | just like,
"Okay, | don't have time. | wrote this doc, send it, get feedback. All right. Send this email. | don't have
time to read this email." And | find just forcing yourself to look at it solves so much of this.

AR ERIE:

XTEHEE—BRFEHER—EEHMNEY, BHE: EREZE, EVERECENARBE—B. AANEKU
RITEX 7 EMISIEEER. RE2E: "W, HENET. XEEEFT, KL, FRR. 17, BHEERT, &
RESESXE B TR, (INEREBCSE—IE, FAERRAKRED I,

[00:24:10] Wes Kao
English:

Oh, yes, yes, definitely. | was assuming before doing that, but you're right, some people might not be. And
yes, definitely reading your own message first is huge. And yeah, | find that even doing that you can often

spot a lot of low-hanging fruit.
R EIE:

IR, B8, B E. RMABREARBIXAM, BRENH, BLEATERR. 20, HE—EECHES
EBREE, MEARKAW, MFERER—E, MBEHELXMELZEMSIN#S (low-hanging fruit).

[00:24:51] Lenny Rachitsky
English:

Right. You'll find the typos and grammar issues and you'll be like, "Oh, | don't need this word." Along
those lines, let me share two books. People always ask me, "How did you learn to write?" I'm like, "I'm
not a writer, | don't know what I'm doing." But two books really helped me write more effectively. And
one is specifically to help you write more concisely called On Writing Well. | don't know if you've read
that.

AR ERIE:



it RRRMERNFIMEZRNE, FEE: B, BAFEXMNL.” MESERER. AI2@FK: “MRE
EAFIEERN? 7 R HARER, BEFNEECSETH.” BEEMEAPHEERIES TR, H
P—ALIHROAEEERSE, M (GEE1E) (On Writing Well) o FERIERBENTZ.

[00:25:12] Wes Kao

English:

Is this by Sol Stein or another author?
FEiE:

2 Sol Stein GREERIHIEE?

[00:25:19] Lenny Rachitsky
English:

| don't have it... It's somewhere in my bookshelf. So we'll look it up. There's also Writing Well | think by
Stephen King, that's another one that people love, but there On Writing Well is the one | really loved
because it's very tactical.

FRCERIR:

BFXNEE - EROPRERL. HNSE—T. BE—Z Stephen King Y (BEX[EIE) (On Writing),
BAWRZRL, EFXREMNRER (GEEE) (On Writing Well), RANEIFEEFLIRM,

[00:25:37] Wes Kao
English:

Going back to something that you were saying earlier with rereading what you wrote, | think the blast
radius of a poorly written memo is way bigger than most people think. So if you're just shooting off a
message in a Slack channel with 15 other people and it's confusing and you didn't include information
you should have included, there's going to be a bunch of back and forth. All 15 of these people are
reading this being like, "Okay, what do | do with this?" Whereas if you had just taken another look at it,
those 15 people would be off to the races. They would've read your message and then known exactly
what to do next or what their part was or what you were looking for from them. So | think about that a lot
too. It's not just me writing this and sending it off. It's, "Who are all the people who are going to come in
contact with this message who are going to refer to it and use it? And if | just take 30 more seconds to
make sure that it's clean, how much can I unblock from their work?"

FROCERIR:

EERZAIENERBSENIRE, RN —DHERRENESRYN “BIFER” EAZSHABRHNEXRRT
%, MRMAREER 15 TAN Slack SMEREF A —FEE, ARRIERDXRER, BAMITEAEN
RE@E, X 15 MAREVEEREMEE: B, HEZREXNEAN? 7 MORIFEBLE—E, B 15 TA
FLBELZIITENEER, MIIRTIREVER, MByBtilE T -2zt 4, BENRREREA, HEMRFEM
MNREt2a. HBEEREZXNENH: IFMUNERERTAHERTET. ME FIARERIXFER. &
SIBFMERENARIE? MRISE 30 WHRTBEMAT, HENMNNIIERRS VER? 7

[00:26:34] Lenny Rachitsky



English:

That's such a good point. | like that, | love that term blast radius. It's such a good point. Just like there's
so much negative leverage in writing inefficiently and inconcisely. If you spend like... Inconcisely? | don't
know the word is there, but if you just spend three minutes spending a little more time making it more
clear just like the impact and leverage that has, that's such a good point. | looked up the books, it's so
funny. Okay, so there's On Writing Well by William Zinsser. There's Stein On Writing by Sol Stein, which is
what you said you were talking about. And then Stephen King has a book called On Writing. Everyone's
got the same.

AR ERIE:

WEREFT. HEW “BIEFE XNE, XBELZNMFMNR. BREFREENEERFE ERNAEALIT,
MRBE=ZDHEZ—RNEILEEEW, BENEWRMITTERREARN. BET—THILHE, KIgXT,
4%, H—2 William Zinsser 5 (IS E) (On Writing Well), H—7& Sol Stein 58 (HriBIXEE) (Stein
On Writing) , LRI RIREIMARA, FAfS Stephen King B—a&N (B{EX[EIE) (On Writing) . ARMBH
#HELRZ,

[00:27:12] Lenny Rachitsky (Continued)
English:

Not ideal for SEO but On Writing Well is the one that | love by William Zinsser. There's also one called A
Series Of Short Sentences if you haven't seen that one. It's a really good rate too. It's just how to write
short sentences and just the power of just keeping sentences short, which | struggle with.

AR ERIE:

BN SEO FAKRYF, BEKEMWZ William Zinsser B9 (ILEE). BB —ARN (FFARTI) (A Series Of
Short Sentences) , IRIREEIRE, BABRE, SHNBRNASEM, URRFIQFEENDE, XIE
B ZERY,

[00:27:27] Wes Kao
English:

Yeah. Yeah, | like that.
FRCEIE:

EHY, HEXRIB.

[00:27:28] Lenny Rachitsky
English:

Okay. Back to our agenda. There's another framework/tactic that I've heard you recommend. It's called
signposting. What is signposting?

FRCERIR:
9%, EEIFENIBNGR. RIS IRHEFRNS—MESR/ /IS, M “BAR5|F” (signposting). TARKITRSIF?

[00:27:38] Wes Kao



English:

Signposting is using certain words, phrases, formatting, and an overall structure in your writing that helps
guide your reader and signals what is coming in the rest of the post. So, this is especially helpful if you
have a long memo. It adds structure to where are we going and what certain sections of paragraphs are
about. So some of my favorite signposting words are, "for example," shows that you're about to show an
example because shows that you're about to share your logic and rationale behind something. "As a next
step,” is a great one. People's eyes automatically zoom to, "as a next step." Even "First, second, third,"
kicking off a paragraph with that, you're not needing to rely on rich text formatting with bolding, italics,
underlines and all that craziness. If you kick off sentences with signposting words, you can often signal,

"Here's what I'm about to talk about in this paragraph."
FRERIE:

BATS | SBIEESEREAIFENIRIC. 28, BRXMBALEN, R3ISREHMTINEETRHANS, IR
ME—MRKNESR, XLEER. EA “HNBEREE" Uk “BENFESIBRTHARN ENT
LRk, RRENMW—LRMEAEE: “Bla0” (forexample), RRMRERGFIT; “BER” (because), &R
MENERFEENZENER, “FAT—F" (asanextstep) HENMRIERIE, )\ﬂ‘]E’\JEﬁ‘ﬁAEﬁJ%‘EE'
XME L, BERREALER “B— FZ. 5= , (MAFERBNAE. FE. THELFEHER
XARNT . MRIFABIMAFBAF, MMERLEES: "XNEREXRIEPERICHAR.”

[00:28:41] Lenny Rachitsky
English:

These are power words for clarity. There's this whole concept of power words like, "free." "A gift." For
copywriting and these are basically power words for helping your brain see the structure and get to the

thing you want to pay attention to. So I'll read back the words you just used. "For example," " because,"

"as a next step," and then, "first, second, third."
FhERIE:

XERRABMERN “BEE1R" (powerwords), XEGFHFAE—BEXTRENNHR, bl “RE” |
AT . MXERES EREMANEBTEWHSISEENEER LRVEER. REE—TIRRIZ BRYE:
‘Flan” o WA O ERTET , Bk B0 B2 8= o

[00:29:05] Wes Kao
English:

Yeah. Yeah. You can use signposting in writing and verbally too. So if you're doing a product demo, you
might say something like, "The most important part to pay attention to is, blank." Or, "The part that we
were most surprised by is, blank." Or, "The part that customers are," et cetera. Right? So it's, you're
signaling that whatever comes after this thing is something that you may want to pay attention to. So it's
a great way not only to add structure, but to also grab people's attention back if it has strayed some time
as they were either listening to you or reading.

FRCERIR:

%B’\Jo RAE] A BEMOKREPMERBIRS S LLAMMREMT mER, JUR: “RFEZITHHD

------ T HE CRIULERMNBIRINBOZ " RE BFARIXONBAZ 7 FF WIE? FRELAL
1.:.15, HIFNGETRNABTEEX T XTMBIEMEDRGF 5, BREXNTSITHEFRE S EHRME
AR .



[00:29:42] Lenny Rachitsky
English:

Along those lines, | find | find formatting really helpful here, just bold and bullets. | know you have a pet
peeve with too much formatting. How much is too much formatting?

FhCERIE:

JIiE X MER, BEAMEXWIEEEEEE), LLOMEMmMERTS. HAEMERRIZHET. BZLEL
%?

[00:29:51] Wes Kao

English:

| really hate excessive formatting. So, I've seen memos where 30% of the note was bolded. And that just
negates the entire point of bolding because if everything is bolded then nothing is being highlighted,
right? So | think using formatting in general more sparingly than you think you have to is probably a good
rule of thumb. I also dislike when people overuse bullets and sentence fragments, phrases in bullets
when they should use complete sentences that actually show the connected tissue between ideas, that
show the logical flow of what it is that you're saying.

FRCERIR:

BEMNBRITRIENER L. EUET—LEE&EFE, 30% WRBEMET. XELITETMENEX, RANE
FREREEEBINME, BMETREES, XWB? FAUFKIAAL, —PMEFHNERZENE: FERXELRIANEEN
Brtl,. FURBRANIEERNERSNOFER, SMIEZERRENGFRERMA ZEREBER
(connected tissue) FFIEMEY, MAIENEDEMSER—LZiE,

[00:30:33] Wes Kao (Continued)
English:

And it feels faster and more concise to put bullets and fragments, but a lot of times your reader on the
other end of that is needing to decipher and interpret and guess what you actually meant. So it net, net
takes longer. And | also think that it can be a little bit of a crutch, it can be a little bit lazy because you are
telling yourself that you're being concise when really, if you had to turn your sentence fragment into a full
sentence, a lot of times it actually is harder than you think because you realize that you actually didn't
really know exactly what you meant. So as you're trying to turn it into a full sentence, you're actually
needing to use brainpower.

AR ERIE:

ERMB N SHERUREEERER. BEE, BREMNE, 5—kAREFTEERFE. BEANFNIRER
R ARR. FMURLENRMER, MERIAAXATER—MEN, EEERMAEM, RAMSFESXUE
&, BRfLE, MRMBIIEEFERERTENGF, REMRFILXAXLLBRPEE, FAMREIREE
CHIHAEBRBTREMN 4. SIRABRECEMTENAF, (RSEFR EFEME.

[00:31:15] Wes Kao (Continued)
English:



So that's | think a great litmus test of, "Was that idea fully thought out?" Because if it was, you should be
able to really quickly turn it into a complete sentence. And many times, you actually aren't. So | see
people like basically think, "Oh, | want to make this easier to read, more skimmable. I'm just going to
throw a bunch of formatting and bullets and turn everything into bullets." And it's not quite that easy of a
solution.

FROCERIR:

FRIAFIAARR—MREFNAER: “XMEEEF2TE? ” ANOREERLT, (RNZERREEE
— P EHAF. MRZEE, MELHMAE FIUREIIANERLEER: B, FRIXIERZE,
FEAHR. ZEENSBINTERS, EFEREHERTENS.” BEXHFTE— M BABRNBERT

ES

o

[00:31:41] Lenny Rachitsky
English:

This is very much along the lines of the whole Amazon six-page memo where Jeff Bezos just realized, "If
you can't write it out as a long memo and explain yourself in prose, you don't actually know what you're
saying." And it's a really good filter for helping people actually crystallize and know themselves, "Okay, |
see. | don't actually know what I'm doing here." And | love this is a microcosm of that. Can you just make

a bullet point a real sentence versus a fragment of a sentence?

R EIE:

XIFEFALIGHEZN NOIAESR" BFEMH, AX - MEHSIRE: “NRMRFRFEH—HKEESS
FHABSABERERE, MASHAMEBCERMTA.” XB— 1M FEFIEIESE, EMANETRRHAE

A B, REART, REAKELBERXHE.” RERXMEMBGIF: MEREIE— T IENSEM—
THEIENGF, MAR—MIFER?

[00:32:06] Lenny Rachitsky (Continued)
English:

I'm thinking about as a listener being like, "Okay, how do | actually get better at this?" So maybe let's take
a tangent. | know that you teach a whole course, you do all this stuff hands-on with people to help them
actually build these skills. For someone that hasn't taken the course or isn't taking it, what's a good way
to start practicing these skills and know if what you're writing is getting better, is good. Is it find a mentor,
find someone that you think is a great writer and have them review stuff? Any tips there?

FROCERIR:

HER, FA—NAR, ARERE: W, RERZEARSR? 7 BIFRITATUEF—TER. RAERHE
—E IR, FIEFMBEAKEIXEREE. W FBLER EISTITE EXITTREOA, B AFRIGER LS
HIXEREE, ARNEEACHEREEERE. BEEBME? B TFM, M MRNATFRENAKRFEH
fREVRAENS? B AENE?

[00:32:34] Wes Kao
English:

Yeah. So | have a pretty first principles driven approach for this, which is to think about how long does it
take me right now to get to the reaction I'm looking for from my recipient? If it takes a bunch of back and



forth and a bunch of friction, then that's my baseline. And once you start practicing some of these
communication skills, how does that speed up? If you would have had seven different touch points of
back and forth, does that shrink to two to three?

FhSCERIF:
20, BME—NEERET “E—MEIE” (first principles) 8753%, BHERE: MAEREELS K EA

REMEWEBERIRBENRN? MRFEAENREDBMNER, BUEROEBELZ, —BIRAFHBEIX
LB RIS, X MNIRERINAINER? MRUAFECARERR, RERSERE TH=R?

[00:33:08] Wes Kao (Continued)
English:

Not every point of friction is going to be avoidable, but a lot of it is if you get better at communicating. So |
like watching for the reaction and how quickly and how enthusiastically I'm able to get that reaction. And
for the things that are working, do more of that. For things that are not working, adjust your execution
because it might not be that the tactic doesn't work, it might be your execution of it wasn't great. And
keep trying, basically.

FROCERIR:

HAZFBERDBEREE T OB R, BNRIREEFHAE, REERZALUERN. PRAREREREN
BHRN, UNKESR SREMFERITNRE. MTFEBRNGZE, mSH; NTFERESGE, FEMRIR
7530, AANARTAERBARZA, MEMORITAEL. BEX ERERERRSR.

[00:33:35] Lenny Rachitsky
English:

So the advice here is just see how well you're writing/meeting/suggestion goes, how well it does. And if
it's not like there's the ideal immediately, "Yes, let's do it." And then there's the, "I don't really
understand." There's the spectrum of response. And what I'm hearing is just pay attention to if the speed
to getting what you want is increasing in general.

AR ERIE:

FRUXEEINZ: MEMBEE. IWHBNARRNE. RNEELEYN, BRERRLZIRFE “6F, »
XA, BHAIEER “BRAKBER" . ARENE, EXFRREGVBRLERNEERSERKIE.

[00:33:59] Wes Kao
English:

Yeah, yeah. | don't think that there's any single shortcut on how to get better besides that. | do think that
being fascinated by a topic and being excited about it makes it more likely that you're going to find it fun
to try all these different things and try different ways to get through to people. So, | would approach it
with a hypothesis-driven experimental mindset and almost like a game. Like, "When | do this, how does
that other person react? If | frame it this way, do | get a different reaction? When | try this, am | able to cut
through the noise more?"

AR ERIE:



Bl BRILZIN, BRIUNNBEME—ER. FHDIANN, W—MEREEXHREINE, FULRERAIER
RERASMAE 2RAEAASABBRHEBNE. I, HEU—MRIREHHIEE SRS FE, JL
FREYE—DIE. bl “HRXEME, WARBEFARN? MRBXHFHE, RNIFRG? RS
HXADEY, HEEBIFEEIRZT? 7

[00:34:39] Wes Kao (Continued)
English:

Yeah. So | really think it's about practicing. And I will say that the way not to do it is to try to incorporate
30 different tactics at the same time and then beat yourself up when you don't remember to do them. It's
really easy when you are learning a new field or function to get overwhelmed when you're learning a new
skill. And the way to build a habit is usually not changing so many different things at once. It's picking one
thing that you want to try and keeping that top of mind, trying it in a bunch of different settings in
different ways. And getting it better at that thing before moving on to the next thing.

AR ERIE:

B, FIUKENUNAXBETES. HEHRNZ, HRNHEZXERIZA 30 MAERNEIG, ARHIRIE
FMEEAMBINFEREB S, HIMFI—DIHMREGHINEE. EE—TUikeEN, REZRETHMFE. B
B EAEERAB—RNEXRZER, MERE—HTEZHNEHRZIEECE, EFARNZRETURER
BFARRE. AEEXHEZE, BERRAT—HE.

[00:35:19] Wes Kao (Continued)
English:

So that's like a really common thing | see in my course is people feeling overwhelmed. And | always
remind folks that, "You are building a new habit here. And be patient with yourself, take it step by step."

AR ERIE:

XERTREFLERINAR . ABEEAER. REBREAK: “MREERI—MHIMR. HECE
B, —F—FK”

[00:35:31] Lenny Rachitsky
English:

There's a lot of stuff we're talking about here that a lot of people might be like, "This is so minor. What? |
just bullet point sentences, be a little... Tell them the why at the beginning." And | just want to share in my
experience the biggest jump | made in my career was actually getting better at these very specific skills. |
had this manager, Vlad, who's been on the podcast and | talk about him regularly, who was such a stickler
about communicating well and being very clear and concise and thinking and just spending more time
on documents and emails, on strategy docs. Just like, "No, this isn't ready. Spend more time, here's
something that's not clear." And just doing that was such an accelerant for me.

FRCERIR:

HNMNEXBRENRESFA, REATESRERFT: "ZAWARET. +4? RRABEOFERTNENS, 1
e EFREFRMIRR” BERIABIEZEHNEN: RERWEEFRAN X, LREERETFXEEER
ARV EERVERFT. BB —ULEN Vlad (it EIXMER, REERIM), HIFERETRFNDE, &



KIFFFM. BE. BRE, HERENE. BEMNSBXG ERAESRE, thRii: “F, XELES
. BEZERNE, XERENEE.” (MNEXFE, w7 HERWEERBHESSR,

[00:36:12] Lenny Rachitsky (Continued)
English:

And it's all these little things. That's what's interesting about it. It's like everything seems really minor but
it all adds up to a lot of impact because to your point, people see it, "Okay, cool, | get it, let's go." Versus
like, "I don't like this idea." And then it's like it all falls apart. So | guess any reactions to that?

AR ERIE:

XER B MEXENEME—E, SFEERNEM. RNENFRR, AMIEEERE: W,
g, WIET, FEE" MAR: “BAENXNER.” AE—UMOBEBRT. RNEEtARE?

[00:36:29] Wes Kao
English:

Yeah. All these little things compound and make a big difference. | often hear people think, "Well, this
individual instance, this individual email, the Slack message is not worth spending a couple more
minutes on. It's just an email or it's just a Slack message." The problem with that line of thinking is that
no one instance of something is ever going to feel important enough to spend a little bit more time on
that. And then, but when you zoom out, that's like, "Well that's all your work then. This is literally
everything you've touched. This is all your work output then." because any piece of that process you
thought wasn't worth spending time on and now this is just the quality of your work and it's not as good
as it could be.

FROCERIR:

T, MEXENEHMITEEFNY, HHERERNESR. HEBRIIAMNE: “TE, MX—K, X—H
B, X% SlackHE, MERZE/LDH. ERE—HMHH—FEHEME,” XMBLELANRAET, &
BEA—E-—NRFAZLARSERIESSERE, BHRBAKRE, (RERIM: 8, FMEIMEEE
MIET. XRMEMEINES—4E. XMEMMENIESL.” EARARRERNER—BIERERE
BYiE), ERXMEMIIENEARRE, MERAIUEF,

[00:37:15] Wes Kao (Continued)
English:

So yes, these might seem minor but A, it compounds. And also B, all the "big things," everyone else is
already doing. So, there's not a lot of alpha in that. Whereas if you are paying attention to skills that
people think are boring or too basic and realizing that's a lever that you can pull, that someone else
thought, "Oh, we're hitting diminishing returns on that. I'm not going to spend more time on that." But
you realize that there's actually more juice left to squeeze there and you decide to squeeze that juice.
Well, now, you have extra juice that the other person doesn't have.

FROCERIR:

FREL, =B, XEFERAERM), B8k, EamEERN. HR, E “AF" JIABEMEMY, FUPBE
REXZH “BEfkm” (alpha). MIARMRIERLEANTAN LW AR EVREE, HRIREBE—MFEIL



RITHEIIAF —RI ABJBERES “BRMFERUf R m EE R, R TEBERET” , BRRIREERLES
FEH “RitT AR, HBIRRESIFIRE. B4, WERMEE 7TIANLERNTS "Rt .

[00:38:19] Wes Kao (Continued)
English:

I'm not saying that everything has to work for you but for you to claim, "This thing just doesn't work,"
feels a little bit intellectually dishonest. It's more likely that your skill level, your creativity, your execution
ability was not good enough. And that's fine. Let's admit that to ourselves because if we admit that, then

we can do the hard work of getting better at those things.
R EIE:

BRABREBHEHOINREN, BNRMMEES "XARAMSLA” , BEBRFBIME. EHAIEERIRIREY
REEKF. BIENHHITREAER B K&K R BB DML, FRMRENHINZ—R, FK{ILEE
ESHEXEREMITES.

[00:38:42] Lenny Rachitsky
English:

It feels like if you really boil this down, all the advice comes down to just spend a little more time on all
these things you're putting out.

AR ERIE:

[00:38:51] Wes Kao
English:

| like thinking about it as a little bit more upfront investment. And it is an investment. It's not just time.
It's an investment because yes, it takes a little bit longer to make a Slack message a little bit better, but
net, net if you save a bunch of questions and back and forth and people asking you things that you don't
think they should be asking, then by investing a little bit of upfront effort, you've prevented all that from
happening. So yeah, it is a little bit more time in the moment but reaps a lot of benefits down the line.

AR ERIE:
REWLRECEFE— S8 “FIHRE” . XBEES—TIRE, MAMUNENRE, RAES—TRE, BRIE
Slack HE BB EF—aHEBETKMNEE, EMKITRE, MREMREREIERNHA. REDEUKZANTRR

T —RBtE], BRKIEREWRmEMF,

[00:39:25] Lenny Rachitsky (Sponsorship)
English:

Today's episode is brought to you by Coda. | personally use Coda every single day to manage my podcast
and also to manage my community. It's where | put the questions that | plan to ask every guest that's
coming on the podcast. It's where | put my community resources, it's how | manage my workflows. Here's



how Coda can help you. Imagine starting a project at work and your vision is clear. You know exactly
who's doing what and where to find the data that you need to do your part. In fact, you don't have to
waste time searching for anything because everything your team needs from project trackers and OKRs to
documents and spreadsheets lives in one tab all in Coda.

FRCERIR:

SKXWTEH Coda 228, EMNASKREFER Coda REEHNBRMMX, HIBIHRIRE(IEEMR@KE
BE, URIBHXFZFEREBE, eEREETERNAR. UTE Coda sBEtNREMR: BR—TEAER
— e, RNESEEW. MEBTIEEEERTA, UREMETLULERFIEIHE. EXL, 7R
SERBNEFREMRA, RARAAFTEN—T— MIERERESH OKR FIXEMBFRE —EBEET
Coda FJ—MRETTH,

[00:40:42] Lenny Rachitsky
English:

You mentioned Slack. | have a great quote also about you that | didn't read that I'm just going to read
right now from someone that worked with you. She said she searched the Slack channel at the company
you worked at for old posts from Wes for inspiration for what to ask you. And she said you had zero half-
baked thoughts, 100% complete sentences, perfect punctuation, clear takeaways at the top of every
message. It's the kind of thing you don't notice in isolation, but once you see everyone else's messages in

a remote-first company, it's a stark contrast.
FRCERIE:

friEE]Y Slack, FXBEE—BRXTIREVESENN, NA&E, WER—T, BRE—MESHFEASZHA. it
W BEMRIES QBN Slack 5B R ER Wes LIFININEF, BIHRBEZEMA 4. tRIRKEER
“Fpiam” BVAE, 100% NRBEEF, TEMTMRES, BREENAMEHERHMNER (takeaways)o X7
FHERBARFIZERE, E-BRE—XKEENEHATEIEMARER, M AIEBRRIXLL,

[00:41:14] Wes Kao
English:

Yeah, thank you. | will also say that as someone who tries to walk the talk, | feel like | get a pretty good
response rate pretty quickly for the things that | ask for, for the recommendations I'm making. It's not
instant, it's not 100%, but over time I've realized that improving my communication has led to people
receiving my ideas better. Ideas that used to be locked in my head that | would get frustrated that no one
else understood. People were now understanding and that feels really good. That's very, very exciting
and it made me want to do it more and pay more attention to that. So that's going back to what I said
earlier about watching for what's working. There's momentum is really encouraging.

FRSCEiE:

20, #hE. BIEER, EA—IMSHET—BHA, BAUXNTHRIZHNERFEN, HKERRESIHAYR
EMEINER, BATEHETH, UFRE 100%, BHENENHERE, REIRIURFDEMEILANETIES
THRIEZK, URIEESERTFRE. EAEABRMIRRICATNEE, MEANEERT, XHRHEIES
Fo XIEFSAME, IBREEMEES, HEMFEX—H, XXEBTHRZENRN, WETAENGEE
Mo XFHLIEE S ATE,

[00:42:01] Lenny Rachitsky



English:

And | totally feel that. If you start getting the things you want, that feels great. I'd be like, "Okay, cool. Let's
do more of that." Yeah, and again, it's like very minor things. It's like a couple more minutes on the Slack

message, a couple more minutes on email.
R EIE:

KT B, WRMFFIERFEAMEENARA, BHBEREFT. RSB W, B, IXR.™ B, BRRE
B, XBERLIEERNNER, bITE Slack BE LSO, EHbE EZTE/LD 5.

[00:42:17] Lenny Rachitsky (Continued)
English:

Yeah, which everyone can do. There's no magic here, it's just spend a little more time and use some of
these tactics that we're talking about. Speaking of that, let me talk about another tactic. Apparently you
have some really good advice on finding the right level of confidence in what you're saying. There's
always this question of, "I come to this leader. How confident should | be about, 'This is the answer,’
versus, 'Here's a bunch of ideas'?" What do you think? What's your advice there?

FRCERIR:

TH, XEETAMEBTIN, XBESBEHAEE, RE
RPWS — KI5, B, XTWNAERAPHREIGE
B “BERNGAS, BRRABZL4BE? B XME
REVEIZ T A?

Z—RHEFZARINMNTICHXERTT, REIX,
WBEREE, ME—LEEFNREN. S2BXFNEE
EF , B2R XEBEREMWERE 7?7 REAE?

%

[00:42:41] Wes Kao
English:

| find that people tend to naturally be on the spectrum a little bit too confident as a baseline or not
confident enough. So people who are too confident might state hypotheses as if they are fact. So that
really bothers me. That's another one of my pet peeves, where if you say, "This is X," or, "This will X," that
is different than saying, "This could X," or, "This might X," or, "This will increase the likelihood of X."

AR ERIE:

HEDANKREFDTFRTFHE MG BEAREBEELS, BEATBEG. BEILNATESIBRIZSF
FLKR. XENREST. XEENS—IMER: ORMR “XMEX H “XRE|HX , X5 XA
BEEX « XWX B FEM XN RREFE.

[00:43:12] Wes Kao (Continued)
English:

So I'm a big proponent of speaking accurately. You can avoid a lot of problems if you speak accurately
about your level of conviction and about the actual amount of evidence that you have for something. It's
okay for something to be an initial hunch. Say, "It's an initial hunch." Don't act like this is something that
you are super sure about. You've proven out that this is absolutely this way because the rest of your team
is listening to you at face value. And y'all might spend real headcount and dollars pursuing something
that you have advocated for in a way where you overreached with your level of confidence.



AR ERIE:

FRAZAEE XK “ERRIA" o WRIREERMREMOAEREURMRABNLIMLES, (FlkEedRRS
[, MRIABWIHER, ZXFR, fii "XZMTHER" . FEXRIAFHFGMBERHE. BLIERTE
MEXE, RAAEMBNEMEZSEFTERBAME. RITAESRAELHANNBZEEREREMHS, MX
INBEARERNETEERR T BIE.

[00:43:52] Wes Kao (Continued)
English:

So, that's for people who are overconfident. It's equally a problem if you're under-confident. So | have
some clients who their CEO asked them to share some recommendations with another team because
they've run something before and so they share all this amazing information and at the end they're like,
"Oh, but you can ignore everything | just said. Obviously, make your own decision. Do what you think is
best. And if you want to just ignore everything, that's totally cool too." And it's like you just didn't have to
say that. You could say, "Make your own decision, take all this into account," but you don't have to
diminish to that degree.

AR ERIE:

X2 WNIEBENA. FEERFEZNRE,. HRELEEF, 18 CEO ZXMIRAS —TMEMND E—LiZ
B, RAAMEMNURHIRMBTIE. FRMMNAPZETHREXLERENES, B&EMR: B, RIIRAILZ
BEFENIAREI—). B2A, RECHMRAE, MIRAANRIFN. NRMETEZBXLE, hignE.” HLfrTe
RUBEX AR, RALR “BREXEERETRE , ERFTEERKE CEIMIZE,

[00:44:31] Wes Kao (Continued)
English:

And so again, speaking accurately, if you have really strong reasons to recommend something to the
cross-functional team, it's almost irresponsible to act like you are not really sure and it's just this random
idea, "Hey, try it if you want to." We might lose a lot of money and time if we don't take this idea, right? So

again, speaking accurately is so, so important.
FRCERIE:

FRUERSRIE, BERTRER. MRFEFERDHEZARBRERMEERAGSE, RATHFRIFAAHE. R
EAOFEMARE (T8, BEMIAR") LFRAAEEN. NRENFRAXNMEUE, JRSMEARENEH
FETE], XPE? FRLL, EWMRAERNIEE. FEEE.

[00:44:56] Lenny Rachitsky
English:

Is a simple way to think about then the right balance is have a point of view, have a recommendation,
present accurate facts, and be clear when you are not? "It's not actually 100% true, but here's a hunch |
have, or here's a theory we have."

FRCERIR:

Ba, BEXIMTFEN—IMEELZERTE: BUR, B, BRERNSESR, HEFHENBERIRAE? b
. “BA—ER 100% [EHRY, BERE—ER, HERINE—1EIL.”



[00:45:11] Wes Kao
English:

Yeah, | think sharing a point of view, sharing a recommendation, and then backing it up with evidence,
with logic, with first principles, with examples, with data, if you have it. Not every situation you're going
to have data for, especially if you're building something new. So this is where first principles comes in.
Even explaining how you got to where you got to and why you think this is going to work, that all gives
your team, your manager, something to push back on, to poke holes on or to align on and say, "Yeah, |

agree here, but | disagree on this part."

AR ERIE:

Bl WANENEUR. #ERW, AEAIHE. 2. $—MHRE. §lF, IREVUENIEHINEkREFR
XFE. ATEEMERBARE, LEHRUREEHENEYN. FIUXMES —ERELEERIMS,
WRRBFERIRRMNAFHXNELCH, MRATARIANARXERN, XML IRBIEAFZ IR H—Er] 1L
RE. HRESIAL—HAVEM, tiIaER: “EH, BKREXE, BRFAREIHD.”

[00:45:44] Wes Kao (Continued)
English:

So you can talk about ideas with a lot more specificity when you share your thought process. And you can
frame it all kicking off saying, "My initial thinking is," or, "Based on what we know, my hunch is, blank."
So speaking accurately and then still bringing up those facts so that we can all make as informed of a

decision as we can make given what we know.
FROCERIR:

FRASRD ZERETIZN, (RAIUERGEMINIERZE, (RAIXEFEFK: “BRRDOEEZR " HE BT
BIEMBMER, BRERRE " . EHRMTKE, RRDAREBLEER, XHFRIFEETENEE R
£, #MHRATRERRE RIRTE,

[00:46:07] Lenny Rachitsky
English:

Advice | got that really helped here for me was to try not to be biased with how you frame everything. You
have your suggestion for how to do something. It's easy to just bias all of the data to point in that
direction. And if people notice that, they're like, "Oh, okay. Well, | can't really trust this because | see
you're just like, you clearly have an agenda." So it's a little bit like having an agenda and a POV, but be

clear about what is actually true. Be accurate.
R EIE:

BRI — M EEEENEN: REFEERR (framing) NHEERIL. MU UFAMEEEECHEN, B
BZMRIUPTBEBBFETIERBT AR MRAMVERIX—x, WA &, 58, HFETeEEX
T, AAREREMREAETECHERN (agenda).” FTLl, XERGEREEENMUR, XEWNELRRFE
B, ZE.

[00:46:36] Wes Kao

English:



Yeah. | think anytime people have to discount what you're saying because you are biased in this way is

not great.
R EIE:
2. BINAERRMRANEAIREIRRMAS AR RENEITIN, BEBREHATFS.

[00:46:49] Wes Kao (Continued)
English:

Yeah, so in my course | talk about not being a single-minded martyr. So single-minded martyr is someone
who very much has an agenda, who wants the recommendation to go through and is presenting a bunch
of evidence, supporting that direction. And then gets really frustrated when other people are not seeing it
or are skeptical. And so one of my clients was a single-minded martyr in a recommendation she was
making. So she was on the growth acquisition side of her company. And was having trouble with cross-
functional team members lending headcount to her project. And so everyone would say like, " Oh, yes,
we believe in this, this is important,” but wouldn't want to actually give her half of their engineer for two

weeks.
RS ERIE:

=0, ERERED, BRI TAEH— “TREHNEES" (single-minded martyr), FEREHHNREES S
IEHLIEEEENMENA, MI—O0RIERNED, HBRR—HZRZARNIEE. S5AEFTHENESR
NIREERY, fi1sREHERE AR, BN — I EFPEREENNRRNESG N ERHNHEES, MEATNIEEK
REIIILME, ERIEERERMRRAMNMBREANZRNBETEE, S ABWR: 18, 26,
BAMEEXY, XBREE,” EZABERENIBMINIRRESMFED, B LA,

[00:47:36] Wes Kao (Continued)
English:

And we were talking about it and as we were talking, she revealed that the CEO had at the beginning of
the year said that the company-wide goal is retention that year. That their biggest challenges and areas of
opportunity were in retention, not necessarily in growth. And once she zoomed out and realized this, she
was able to put her recommendation in context. And realized that it's not just I'm the only one who cares
about this company. Everyone is a hypocrite. They say they believe this, but don't actually want to work
on it. Before that was kind of her narrative, but once she zoomed out and realized she was being a single
[inaudible 00:48:16], she could better fit her proposal in the context of what else was happening in the

organization.
FRERIE:

AT MERY, 1hiERE CEO EFVBIRT, B—FEN2RFBERE “BHF (retention). IN&RABIPE
NERETEE MA—ERERK. —BftMAMAHRIRIX—x, tHERBHENRIERERTERE.
WEIRE, HFZE “REF—TAXROZXRAR, HA#BENEF, BLRBEANRELN" . EIRZH,
BEIEICIERNE, E—BiBktisk, TIRFIBECSKIEME, MM REMNIARPEETLENH
fthE 1B+,

[00:48:42] Wes Kao (Continued)

English:



I think actually this is a really big difference between more junior people versus more senior people. More
junior people are like, "I need to win. | need to get a yes for this proposal and I'm going to keep
advocating for it until | get a yes." Whereas really sometimes the best decision for the company is not
right now. This doesn't actually fit our priorities right now, right? Or maybe yes, but let's right size the
level of investment. So it might look like half whatever the size of what that recommendation actually
was, and having the maturity to realize that, to put your idea into context is huge. That took me a really
long time to learn and | think that goes under the umbrella of always do what's best for the company, not
necessarily what's best for me, my career, my team, my wins. If you prioritize what's best for the
company, that helps you have a more right-sized way of still advocating for your ideas, but doing it with a
bit more equanimity.

FRCERIR:

HIANNX LG EREBREANASERALZEN—PERKG, BHENAZE: “BRBTR. RLTLX
MEEREY, RE—EHFREEE AL ML, BRNARRFNRER “WERMT « XHARTFEHA
MENMES, WIE? HEMFATLUR, EILFHNTFBKENR, LIERINAIREF . AEXTAEE
BREX—=, #RMINEZETAERD, BHFEEEN. HETRKBEAFZZIX—R, RIAAXET
IBAMNATRGFNE" X—EHF, MA—ERMH. ZRWEE. HHFAAIIEKBHSHIIFIIE, W0
RIFRUAZERNABRFNE, XEFMFUEGENANBERESMORE, BOSIEMFM.

[00:49:26] Lenny Rachitsky
English:

And also just connecting to what the company is. Just this idea of if the thing you're pitching is not
aligned with what is important to the company right now, it's unlikely to be prioritized. It makes sense.
This is why leaders choose, here's what matters most. We got to do the things that are going to help us
drive this thing right now, like retention or revenue. And so that's just, | think, a sub tactic there is just
whenever you're pitching something, connect that to the goal of the person you're pitching to so that
they're like, "Oh, | see how this is going to help me. That's great. Let's do it. Great advice."

FRCERIR:

EAEMES QABNIRER, MRMEENRASQABEEINERFT—B, EMFAKAERRLEEER. XRE
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[00:50:01] Lenny Rachitsky (Continued)
English:

And | think this is something a lot of people run into. It's just, "Why aren't they listening to me? Why don't
they want... That's such a good idea. They hate me." It's something, "Oh, | bet they hate me. They don't
trust me." When it's just like, okay, this isn't a priority right now. Let's come back to it another time. Okay.
I'm going to get to a couple more tactics and then I'm going to shift directions to talk about managers and
being manager. You have an awesome framework called MOO. What is MOO? What does it stand for and
whatis it all about?
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[00:50:26] Wes Kao
English:

MOO stands for Most Obvious Objection. M-O-O. And the thought there is that a lot of times we're
surprised by the questions that we get, especially in meetings where we feel blindsided, that was
unexpected, and then we're on our back foot. When really, if you thought for even two minutes about
what are obvious objections that I'm likely to get when | share this, you often immediately come up with
what some of those things are. So are you going to be able to anticipate every single objection? No. But
can you anticipate the obvious ones? Absolutely. And so this is where knowing your own argument in and
out, including counterarguments becomes so important. So knowing your counterarguments as well as
you know the arguments for doing the thing. When you do that, when you have prepared in that way,
you're less likely to feel caught off guard.
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[00:51:31] Lenny Rachitsky
English:

When you hear you talk about this, it's like, obviously | shouldn't do this, but very few people actually do
this, actually spend a couple minutes, " Okay, here's what I'm going to pitch." Even a couple seconds,
really. Really, even a couple seconds, your brain will think of something.
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[00:51:43] Wes Kao
English:

| use MOO multiple times a day, every day, every single day. Literally whatever I'm about to say | think
how might someone disagree with this or what might an objection be? So whatever it is I'm writing,
saying, it's a really good mental filter because it encourages you to think a couple steps ahead in kind of a
structured way, right? If I'm about to say this, the person may then say this to me. Well, if | take that into
account, | can volunteer that information upfront or | can frame it in a way where they're less likely to
think that that's an issue.

AR ERIE:



KEXR. SNSXWHEZREA MO0, FH L, TIEHBRTA, HHZA: HAFTEZEARMN? HERNK
AR A? FRUERHRET 4. R4, B2 — N EBFHBLLIEE, FACRBIRUA—FEHLE
AREABE/LY . MRRBWRX, WHAERIWERELED. B4, MRFEBIX—x, RAILURFE
hRMER, E UL AKAIBEIA AR R 5 TR BHITHE,

[00:52:19] Wes Kao (Continued)
English:

And so it's muscle memory for me at this point, and this might be something we include at the end is
something to start with. But putting MOO on a post-it, Most Obvious Objection, what is someone likely to
object about? And then just keeping that top of mind. It's a great way to train yourself to empathize with
your audience and with your recipient. We all say that and we all know we should do it, but for me this is
areally tactical concrete way to do it.

FROCERIR:

FRAX R, XEBEM TANIEZ. XAIREREN RGN UBNARABZHN—HE. MO0 SEEFN
F— ‘®REMBIANF , FIAFTEERHA? AENZIEEOE, XEIIGKESSIATZRE =4
HENGFHE. BARERERE, AEZXAW, EXNFEFKR, XE— T FEEEMAE. ARSI

[00:52:50] Lenny Rachitsky
English:

| think what's great about a lot of the tactics you're sharing is not only is it going to help you
communicate it better, but it helps you actually think and crystallize it better for yourself because you
may realize, oh, that's a really good objection. Like, oh, the objection's probably going to be this. Will it
drive enough impact for the business? Oh, that's a great point. Maybe | should not pitch this right now.
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[00:53:10] Wes Kao
English:

Yeah. It definitely helps shape your own thinking. | think communication and thinking are so much more
interrelated than we think. | think people think there's a thinking as phase one and then communicating
the thinking, and the reality is a lot more intertwined. And | loved your example there that thinking ahead
to what might be the most obvious objection actually then prompts you to realize that maybe there was a
gap in what you were planning to present and then you now have an opportunity to strengthen that pitch
before you say it out loud.
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[00:53:45] Lenny Rachitsky
English:

There's a quote | have highlighted on this podcast a number of times that | love that is exactly along these
lines by Joan Didion. "I don't know what I think until | write it down." | know exactly that feeling. Okay. So
there's a couple more things that people have shared that you are amazing at helping them get better at.
One is just keeping your cool and staying calm during very high stakes, real-time conversations when
things maybe aren't going your way or if you disagree with someone, any advice on that, it feels like
you're really good at this.
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[00:54:17] Wes Kao
English:

I think one thing that tends to throw people off is putting a lot of pressure on themselves to get the exact
right answer. So if they are asked a question and they don't know the answer, a lot of people will then
kind of freak out. And | was taught early in my career that if you don't know the answer, you should say,
"Let me look into it, I'll get back to you." So that's a fine approach. It's definitely better than making
something up, right? So definitely don't make something up. But if you are more experienced and have
some confidence in your subject matter area, just saying I'll get back to you, is sometimes a missed
opportunity. You can ask for a bit more information to be able to continue the conversation in that

moment.
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[00:55:20] Wes Kao (Continued)
English:

Let's say that your exec says what percentage of users came from mobile last month and you don't have
that number off the top of your head. So person A says, "Let me look into it and I'll get back to you."
Person B might say, "I don't have that number off the top of my head, but in the last quarter the number
has been 60 to 70% and it's grown in the past year, so mobile is now a bigger part of our business, et
cetera. Are you wondering if we are investing in mobile appropriately or where's that commission coming
from, basically? Right? And so being able to answer a similar question in the direction you think the
person is asking about and then validating why they're asking that question allows you to still continue

that conversation in the moment.
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[00:56:10] Wes Kao (Continued)
English:

| call it the question behind the question, sometimes you get a question, but underneath there's a deeper
underlying concern. And many times people don't even know that it's there, right? Subconscious. So it's
not nefarious, they're not withholding anything from you. But when you are explaining something and
you're kind of getting multiple questions on the same thing, it's a good sign that there might be a deeper
question behind the question and it's our responsibility to figure out what might that be. And so probing,
asking for a bit more information, answering in that general direction and then validating these are all
techniques you can use when you are in the moment without feeling like, oh, | must have every single
thing prepared and the moment that I'm caught off guard, everything goes to shit.
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[00:56:49] Lenny Rachitsky
English:

Another tactic along these lines that's very similar to what you're describing, but I'll share that | learned
that was really helpful is just if you're not sure what to say, basically just reflecting back their question
and just being like, let me just make sure | understand what you're looking for. You want to understand
monthly retention for, and then maybe clarify. And that one gives you time to think about it as you're
talking. Two, it helps the person recognize, "Oh, he hears me. Great. Okay, this is good. He's thinking
about this." And then at the end of that you could be like, "Okay. | don't actually have that specific
number. Let me think about it." Or, "I have the quarterly number. Okay. That's what | know." So there's an
interim step almost that I'll add into your piece of advice of just reflect back their question, just better
understand what they're looking for.
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[00:57:34] Lenny Rachitsky (Continued)
English:

Awesome. Okay, let's go back to what | said we do. Let's pick one tactic that you think people should try
first, maybe one or two. So let me read the ones we've gone through and then see what you think would
be a good first step. So one is starting with sales, before getting to logistics and giving people the why
signposting using specific words to help people guide the doc and not get overwhelmed. Finding the
right level of confidence, having a POV, that sort of thing. Getting better, being concise, MOO, not
overusing formatting, something else you shared. And then this idea of when you don't know the answer,
not saying I'll get back to you as the default, maybe giving them a different answer, maybe asking them
more questions. Across those, which do you think someone should try to like, "Okay. Let me start here."
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[00:58:25] Wes Kao
English:

| would start with Most Obvious Objection and also framing your conversation up front. And that kind of
relates to using signposting words if needed to help you frame that conversation.
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[00:58:37] Lenny Rachitsky
English:

Sweet. That's such an easy one to remember. Just MOO. Okay. So stick a post it somewhere when you're
about to share something in Slack and ask someone for something, present in a meeting, send a strategy,
and just think about for a few seconds what might be the most obvious objection to what I'm trying to
ask them to do. Great.
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[00:58:46] Lenny Rachitsky (Continued)
English:

Okay. So let's talk about management. And there's kind of two sides to it. Being a manager and being a
person reporting to a manager, you have a bunch of really good advice here. One is there around



managing up. One of my most popular posts in the early days was advice for managing up and just how
important it is. What advice do you have for someone to get better at managing up? Why is that even so
important? Why do you think people may be under appreciating how important it is to manage your
manager, let's say.
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[00:59:18] Wes Kao
English:

One of the most common myths about managing up that | definitely felt early on in my career was that |
would have to manage up if | were more junior, but eventually | would outgrow it, that | would get senior
enough that | would no longer have to do it. And it was a rude awakening that no matter how senior | got,
managing up, | not only had to manage up, it actually became more important. So | think managing up is
one of those skills that if you invest in learning it, it serves you now and for the rest of your career.
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[01:00:09] Wes Kao (Continued)
English:

And | realize that many senior people are actually the best at managing up. That's partially how they got
to be so senior in the first place. But also, the more senior you get, the less likely that your manager is
going to give you really well-defined tasks and problems on a silver platter and ask you to solve them. You
are going to be dealing with more ambiguity and you're going to be dealing with sometimes a mandate
like make this number go up or create this division, right? Where you need to manage up and make sure
that your leader, your manager, is in the loop about what you are about to try and what you're about to
do and make sure that they're aligned.
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[01:00:44] Lenny Rachitsky
English:

Just that even if you become even a VP, if you become a director and still something you want to invest in,
any specific tactic or advice for how to manage up well.
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[01:00:54] Wes Kao
English:

The biggest one is to share your point of view. So this some people are surprised by because they think
I'm going to say do a weekly recap of the tasks that you worked on or what you contributed. And that is a
good idea, if you want to do it, you can do it. But | think the more highly leveraged way to contribute and
manage up is by being more vocal about sharing your point of view. When you just ask your manager,
"Hey manager, what should we do?" You're putting a lot of cognitive load on your manager to need to
think about the problem, think about potential solutions, craft the solution, and then tell you what to do.
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[01:01:54] Wes Kao (Continued)
English:

Whereas if you instead said, "Hey manager, here's what | think we should do. How does that sound?
Where do you see gaps? Am | thinking in the right direction?" You give them something to build off of and
that reduces the amount of mental lift that they have to put forth. And so sharing your point of view more
readily, backing it up with evidence, that's a wonderful way of making your manager's life easier. And also
showing that you are an active rigorous thinker who is thinking strategically about the business. You're
not just waiting to be told what to do, you're not expecting them to figure things out and then tell you you
are actively looking around the corner trying to solve problems, forming hypotheses in your mind,
observing and noticing things.
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[01:03:04] Lenny Rachitsky
English:

| was going to say exactly that. | think not only is it something junior people can do, this is a really good
way to get promoted and to take on more leadership opportunities. You coming to your manager with,
"Here's something | think we should do. Here's a perspective | have. Here's an opportunity.” If you were
in charge, you're like, how awesome would it be for people to come to me with amazing ideas and have
clear recommendations? That sounds great. Everyone wants that. So if you can do that, amazing. Who



wouldn't want that? But then what's interesting is similar to how writing helps you crystallize your
thinking, you coming in with a recommendation forces you to really think deeply about it because that's
putting your reputation on the line. So there's a second order effect of it makes you actually spend more
time on the thing and be clear about why you think this is a good idea and do more research. So a lot of
wins here.
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[01:03:53] Wes Kao
English:

There are a lot of situations where you might have the most visibility into a problem. You might have the
most proximity into an issue. And so if you're not speaking up about it and sharing what you're observing,
sharing what you're noticing, your manager doesn't necessarily have visibility into that. And so I've heard
so many managers say that they want their junior people to speak up more because their junior people
have often close contact with customers, with support tickets, with cleaning data, with a bunch of things
where the manager would love to hear insights from that.
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[01:04:32] Lenny Rachitsky
English:

If you're not having success with this, if you're hearing this and be like, but it never worked, my manager
doesn't listen to me, listen to the rest of this podcast we just did, which is basically advice on how to
effectively convince someone of a thing. It's like, tell them why this is a problem, be really concise about
it, sign post words, all these things. That's exactly what this whole conversation's been about. Okay. Let's
see. We have a couple more really cool tactics that people have suggested we talk about. One is how to
give feedback well, how to do better, how to be more effective at giving feedback. What's your advice
there?
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[01:05:05] Wes Kao



English:

| have a framework called strategy, not self-expression. And so the idea here is that most of the time, by
the time we are giving feedback to someone, we have been frustrated for a while. | used to be very
conflict diverse, so | would wait and try to convince myself that | wasn't bothered by something until |
really couldn't hold it in anymore. Then | would schedule a one-on-one with a coworker to tell them the
feedback and it would inevitably turn into a venting session where | was in the name of sharing the
impact of what they did would share all my frustrations and all the ways that they have basically harmed
me and made my life difficult.
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[01:05:59] Wes Kao (Continued)
English:

And this would be very counterproductive because the person would either feel like and feel really
demoralized or they'd get really defensive and they'd want to argue with me about how what they did
actually was not that bad or it was partially my fault too or whatever. And so | realized that a better way of
giving feedback is thinking about motivating the person's behavior change. The goal is behavior change.
So if that's the goal, trim everything else that you were about to say that does not actually contribute to
that goal and only keep the part that will make the person want to change, help them understand the
benefit to them as well as to the people around them. And so usually for me, that's trimming 90% of the
initial stuff that | want to say and really keeping only that 10%. And that's made a really big difference.
Whenever | am giving constructive feedback of any kind, I always keep that in mind. And when | don't do
it, | almost always regret it.
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[01:06:46] Lenny Rachitsky
English:

Someone close to me in my life is working on the skill, which is there's just, "I want people to know how
they messed up. Justice. | need this to be fair." And what | always recommend is just think about what
you want to get out of this conversation, what do you want from them? And then, okay, what's the best
way to get that? Versus just making sure they hear you and making sure they understand how screwed up
this was. And that's basically what you're saying is focus on the outcome you want to achieve, not
something that's useful, something that will make you just feel better.
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[01:07:23] Wes Kao
English:

Yeah. | definitely think that having a space to vent and to share those frustrations is important. So you
want to get that out before you go into the conversation with your counterpart. So whether it's talking to
your therapist or your partner or friend, you want to basically get all that energy out because otherwise
you bring it into the conversation and it doesn't take much to set you off. You might have a whole script,
you're controlled, you're calm, and then you start talking and the other person raises an eyebrow and is
acting a little incredulous at what you're saying, and that's all it takes for you to snap and be like, "You're
surprised? You're incredulous? Why are you incredulous?" Right? And then you're off, right?

FRSCERIF:
B, RENANBE—INAHNDZARNTEEEE, FRIREES N A XHE 2 Bl iR X e 14 &5t sk,
TS OEELE. HETERK, REALEINERMAEEHT, FNRSIBEHEHTIER, ME—=a/0)

EREEILITE R, RAJREERT TRIZ, RIFR=H. RL5H, BIMARWIEN, NARTHE, WRHR
FMRMH—RIEE, XFMELOLREESHFRE: “RRIFE? (RRIEE? MEFARE? 7 WIB? ARIRMK
#7,

[01:08:23] Wes Kao (Continued)
English:

Yeah. Getting that energy out, | would say step one, so that you can go into the conversation clear,
grounded, setting that emotional tone that is more positive and that allows you to stay focused on only
the part that will get them to behave in the way you want them to behave.

FRCERIR:

. H=MMHEERE —T, XHFAEEMNEPERTBE. BE, RE—TERRNIBLERRE, iLIREE
TETRERIENSRMIEN S ITENRS,

[01:08:42] Lenny Rachitsky
English:

Such good advice. And | think we come back to are you getting the outcomes you want? If you're not, this
is another reason it might be the case is you just need them to hear your mind. | just need you to know.
And | think a lesson here is that may not be the best path to getting what you want, but it may feel good.
Maybe people are like, "Ah, but | really want them to know this."

FRCERIR:

FEFHEN. FRFNXEET: MEFEBRENERTE? IREE, XAEEF—TREA: RRERiLt
MIFERRIOE, “BREFZILRAE.” HIANNXENKIINZ: BARFIERREMEZERNEERR, R
EEAREILMRERRR. WiFAISE: “W, BRENBILMWIIFEXA”



[01:09:19] Wes Kao
English:

There's that great Einstein quote about insanity being repeating things that you're doing expecting a
different outcome. And | feel like that applies so much to the workplace and to communication. Most of
us have certain patterns that we are used to and certain ways of responding, and if you believe that there
is untapped upside that whatever you are at is kind of a local maximum and that there's better out there,
then that's where switching things up could be useful and not just doing everything that you've been
doing and getting the same result that you might be getting.

FROCERIR:

ZRHEE—ARE . RAMREEMRAFNFNHFARNER, RESXIFEERTRHMNAE. KK
ZHABEIBRERRAMEBIN SN, WRIFBEEBRKIZENES, BERAEHRESREZ— "B
AfE” (local maximum), SMNEXEEEFHAIE, BAZHATEMEERYN, MAR—HEEEEZ—EHFIR
BERUEER,

[01:10:04] Lenny Rachitsky
English:

Two more things | want to talk about real quick. One is your advice on delegating, but also continuing to
have high standards. This is something | spent a lot of time on because a lot of people don't delegate
because they're afraid it's not going to be as great. | just want this to be really good. | don't trust that it's
going to go as well. If | did it my way, it'd be great. So just advice on how to delegate effectively while

maintaining high standards.
FZERiE:

AERGERERSYE, —PBXTFEN (delegating) EBMFRIFEIMENEINL. XERETRLZEHER
BRI, EARSZAFTEEN, BERNBOERFBELF, “HRABIBXGFEMHTF. HABENAEBSEEF
%o MIRIEEMAHM, BERE.” FILl, XTFNAERESTENRNERIEN, FEFARI?

[01:10:08] Wes Kao
English:

Yeah. | have a framework called CEDAF. C-E-D-A-F. It's kind of like Cedar, but with an F at the end. | need
acronyms for myself. All of these are really reminders for myself because | need a short way to remind
myself. So CEDAF stands for the C is comprehension. Have | given this person that I'm delegating to
everything that they need to understand what it is that | want them to do. That includes more simple
things like logins to all the right software tools that they need to look up, whatever you need to look up.
And understanding what the end result should look like, right? So that's all under C for comprehension.

FROCENIR:
B, HA—MMEZRMN CEDAF, C-E-D-A-F, IffekB Rk Cedar (5#2), BEER F. RFEEEFH4EEKA
FRiREEEC, XEMEHBEINESR. CEDAF K. C 2 (Comprehension). HEEGLH T WA

FH—), iLMEERBLL M A? XeFE-—LEEHENES, MERETANERKS, UNIEMHE
RAERNIZZ1FN. XEHET Co



[01:11:06] Wes Kao (Continued)
English:

E is excitement. Am | explaining this in a way that is making this as exciting as it could be? There are a lot
of tasks that aren't inherently that exciting, but by explaining the why behind we're doing this or why it's
important to the project we're working on, that makes people more likely to understand and be excited
about how this fits into everything. So E is for excitement.

FRZERIE:

E@M&E (Excitement), HZEBEXGENAXNZSRARMILAREINE? BREESEIHFBALS AN
&, EEIBERMNATAEIAM, HENMTACHRMNEETHNMERERE, @RILANERZEREANE
AN R RRBE A, FRELE FRNE,

[01:11:06] Wes Kao (Continued)
English:

D is for de-risk. Am | de-risking any obvious risks from delegating this? So usually when | ask clients this,
they immediately think of something. They're like, "Oh yeah, | wouldn't want my direct report to spend a
ton of time going in the wrong direction, filling out a hundred rows of the spreadsheet if actually it took
longer than we expected." Okay, great. If that's a risk, then maybe you have them do 10 rows, see how
long it takes, see if we need all the information that they're actually gathering, and then regroup, right?
So what's an obvious risk? Another might be | can see this person misunderstanding and thinking I'm
looking for this where I'm really looking for that. Okay, perfect. Just tell them, "When | explain this, you
might think | mean this, but really I don't want that. | actually want this," right? So just vocalize it.

AR ERIE:

D BEN (De-risk)e HRERERTRNXHEHRNEMS WHIXL? BEHIHRZAXNIZE, Wil
TR LR, iR R, B8, RFAFERNTERRENEEHRNSRE, RIE 100 75K
EEFRERR B KIS ZMIE.” 4F, KT, IRAEX, AHILMAAII%IE 1017, BEEEZKEE, BERHIIZ
SENFEMITRENFEER, ARBENMTL. XMNEEMS LHIXL, S—TRIEATER: HFALEX
TAFTRERTEIRE, UARBEA, HLFBEB, F, 5Tx. EERSFMI]): “HEEEXH, fAJgS
DAHEMNEEBRZEA, EESHAERD, HEEEENZ B, etk

[01:12:00] Wes Kao (Continued)
English:

The A is for align. So am | giving the other person a chance to speak up and make sure we are actually
aligned, that they're picking up what I'm putting down? Because you might be explaining a bunch of stuff,
but how much are they actually absorbing? You won't ever know if you wrap up your little spiel and then
say, "Okay, go off. Come back to me when you're done." So give people a chance to ask questions to see
what parts are resonating, what parts they might be a little bit confused on. Usually, when | do this, it's
amazing. Because my team member will say, "What did you mean by this part? How does this part fit in?"
I'm like, "Oh my God, | totally forgot to mention this thing." Or, "Oh yeah, | didn't even really explain that
well."

AR ERIE:

AZXTF (Align)o HERBATHALRSHNE, UBRRHNENERT -, HRWMNERTHENER? BN
fREJRERRRE T — K3, EMMNEIRRET Z0? IRMESMANKEREERZHR “UF, =B, MTBRK



", (RKEARZAE. RS AMHRRNE, BEMESDSIRTHL, ML ILMIREER. &%
HEXFEE, MRIRA. BARNEMRGEZE: “RRBIXBIRHAER? XEBOREAXRKN? 7 I
=R K, REETTIRBHE.” HE B, B0, RWILKEREE”

[01:13:24] Wes Kao (Continued)
English:

And then F is feedback. How can you have the shortest feedback loop possible? | am a huge fan of
shorting the feedback loop as much as possible and then shortening it again. So even within that initial
conversation where I'm delegating something, instead of waiting a week, what if we waited a day and
checked in on the initial direction that person was going? And let's do it even more. What if after | finished
explaining, at the end of that conversation, we brainstormed a couple things that, that person wants to
do? So within this same conversation, I'm delegating, I'm already getting a sense of, where do you want to
go with this? Once you start, do you see any bottlenecks?

AR ERIE:

&Ja F @R (Feedback). fRINAIREIABRAIGERERNRIREIT? HIFEHRERAIREERIGREIR, RSB
8—mo FILL, BMERERNNRIMNIER, SHEF—F, FIF—RKMRE—THARVNERZE ER.
BEEAUE#H—: ERMERTZE, EEERE, BMI—EXRNE—THLERMBL4S. FRUER
—RXER, FENHEN, EETHET: “MMIREAM? —BFSE, MAASEAmMmE? ”

[01:13:49] Lenny Rachitsky
English:

So much of your advice comes back to this idea that we've touched on a couple of times. We just spend a
little bit more time upfront. Is that how you described it, a little more time upfront?

AR ERIE:

mBYE)?

[01:13:56] Wes Kao
English:
Yeah, a little bit more of an investment upfront.

FRCERIR:

[01:13:59] Lenny Rachitsky
English:

Upfront to save you tons of time later. Okay. So as you described this, | don't know if you're realizing this,
but you're basically just helping people work better with Al and agents. This framework is exactly I think

what people need to effectively delegate to this future world of this agent world of society of agents doing



work for us. Basically, you're going to be delegating to these agents in the future, and this framework is a
really cool way to frame it.

AR ERIE:

AIEIRARA T UETHEKRENE, §f, HIRERXLEN, RAMEMREERIRE, MEX LEREEMAIIE
gFin 5 Al AN RER (agents) &fF. HINAXMERERANEREKRN “SHEAER” hEREERIILIE
AU BEAIRINFIR R, BA L, REMEAXLEEEERN, MXMERE— M EEEIHERES .

[01:15:58] Wes Kao
English:

Yeah, | found that Al will often shorten the feedback loop and align with you as well. When you prompt it,
when it comes back, it will not do the entire task for me, sometimes. It'll say, "I've done the first part of
this. Does this sound right? Is this what you're looking for? If so, | will complete the next section." And
then sometimes I'm like, "Do the whole thing. Just stop trying to conserve energy and just do. | want you
to do the whole thing." But that's what it's doing, it's breaking it into smaller chunks to de-risk that it's
going to use all this bandwidth to process this thing and I'm going to say, "Oh, that's not what | was
looking for."

AR ERIE:

BHY, BRI A EEREERGERHASMMNT. HIRGERTIE (prompt) B, EBENAZERZTHRED
5. ER: “KRELTHTE 0. IMERND? XZFBEMND? NRZE, HBTH T —H2." B
Ha8 IBeiEEMT. MBRETEEET, HEMS. REMEEE.” EXMIEEM: BEHRV)
3®R, LR “BHTREREAERE, RNRXTERBEN" XX,

[01:17:03] Wes Kao
English:

Yeah. So swipe files are really common for marketers, and | think other functions haven't caught on as
much, but I think it is really, really useful. And basically a swipe file is collecting inspiration that you can
refer back to later on. So some marketers will collect examples of copy, landing pages, ads, et cetera. For
me, | have a file, an Apple Notes, file called Smart Things People Have Said, where | will basically paste in
phrases, words, things people have said that | thought were well articulated or sounded really intelligent
or sounded strategic.

FROCENIR:

2. REBE (swipefiles) EERARPIFEEE, FINNEMIRERIELEARLE, BFIANEENIE
FER. 4L, RBEMBHRERR, WEREESE., —EEHARIWENSE. BT, TEFHEM.
XFHYL, FKTE Apple Notes BEH—NXMH, M “BRAAREHNIE" , HIEBLERESREFRIF. FEX
REENRA HEIRCHEE. FICAIEEMILH A,

[01:18:01] Wes Kao (Continued)
English:

And | don't actually go back and look through my swipe file very often, | think other people do, but for
me, even the act of adding it to my swipe file, I've already gotten value from it because it's training me to
be more alert to noticing when something is working well. | think there's so much happening around us



all the time that your coworker says something smart and you're like, "Oh, that was nice," and then you
keep moving on. But when you stop and pause and think, oh, that was really effective, let me add it to my
file, and also think about, why was that effective and is that something | can borrow?

AR ERIE:

KR EHHAFEBOLBMERNREE, BEEMARRER EXNEFR, IXZREMAREEZ N EIE,
MEZIULHRHE T, ANETINEREHFRTITAMEREAZEHERET. HUAARIMNAENLLZEER
Z%, MORAFER T —LEAENIE, MEgSA 1R, BEEN” , AEMESEITHNT. EYHRETRIE
1R, BEPRE, LFBEMHEXHE" , HREZ “NHARRER, HEMELED? 7 , IRF—HFT,

[01:20:18] Wes Kao
English:

Yeah. | love Claude. There are days when | talk to Claude for three or four hours prompting as a thought
partner. So yeah, | think that Al is really helpful for an initial draft of something to bounce off of.
Sometimes I'll paste in an email that | am not quite sure how to respond to and ask Claude, "Tell me draft
reply." And I'll usually give it some direction. So | found that sharing my point of view makes the output
way better.

AR ERIE:

M., HEM Claude, BIHEFKSF Claude I E=M4NEY, IBEHE “BEMUME” (thought partner). Ff
IR Al ST FERDTE. #1TRERIEFEEEER. ENESMME—HBRAHE ZNMAESRERE, [
Claude: “EBHEE—MEIE.” HEESKTE—LEHAME. LI, 2EBENNSSLEHERITREZ.

[01:21:19] Wes Kao (Continued)
English:

If | just give it something and say, "What would you say?" It's just not as good. Whereas if | say, "l am not
sure about how to tell this person no, because | previously said yes and so | feel on the hook, but history
has changed and so is there a nice way where | can be really respectful of our relationship and also make
them feel seen and heard, but decline?" So if | explain, "That's the problem I'm dealing with and here's
what | would ideally like to be able to do," Claude comes back to something that's pretty good.

AR ERIE:

MRBRABBE—LERAHNR RIEAWR? 7 , BMRMEBALF. BMRIH: “BAHEZWDETELZ D
AN, ARRZAIERT, FRUARE[ERE, BBERAETEN. BRE—FEHNAN, BRREEERINNX
%, L TREIRERNWMT, EXEEL? 7 MRFFEFER "XREHEIRNEE, XESHREBAPEA
FRIRER” , Claude LA HAEIEEEERZE.

[01:22:46] Wes Kao
English:

One is High Output Management by Andy Grove, which is a classic. Another one is Your Brain At Work by
Dr. David Rock. And that one is all about better understanding your own brain and attention span so that
you can allocate your mental resources appropriately. So that one's great. Ever since reading that, | hide
my phone from view because there have been studies that show that even seeing your phone in the
corner of your eye, it's distracting.



FRZERIE:

—ZRERiE - REXW (SFHEE) (High Output Management), BRE4&H#, HF—22 David Rock 18

(KRIIT{EZD (Your Brain At Work) , BBABEXFIAEF M T B CHNARIEIRNEE, UESEDE
DB R, BEABIESE, BMNRTHAE, RRIIBFVERR, TIEERENLE, RABHRREA,
BMEFNMRAREMEMRHNRAE, BRPECERT.

[01:26:51] Wes Kao
English:

Yes. | actually have many, but I'll share two. One is everything takes longer than you think. So this applies
whether you are calling customer support for something or running an errand or building your career,
building skills. | find it's useful to add buffers for yourself. This applies for launches too. Just assume it
will take longer than you think and you'll be less stressed. The other one is a riff on always be closing, like
Glengarry Ross. "It's always be selling." This does not mean pawning your wares, but rather putting forth
effort into convincing the other person of whatever your recommendation is.

FROCENIR:

0. REXLBRZELH, BNERD. — 1R “ERFEENNEHRLFERNEK” . XERTEM
£, TEBRATRITEIE. HihE, ERETRWEE. Bk, RRMABSBHEAE (buffers) R
BR. ZEERATTmAT. RABRKEILFTENERE, (ROETRS/NMESZ. 5—1T2X (BEmE -

B - BH) B KZEMR” BIRG:  KIZTEHEE” (Always be selling) . XABKRERER M, MEtE
BRI R IR AR

[01:32:33] Wes Kao
English:

You can find out more at weskao.com. | linked my course to my coaching from my main page. | also post
on LinkedIn as well, so you can follow me there. And I'm always looking to meet fellow operators who out
about communication. So if you put any of these principles into practice, | would love to hear about it.

RSz ERIE:

{RE]LATE weskao.com THEE ZE R, HRET T LiHET BRANRENHEIRS. AT LinkedIn E&nE, R
AUEPRBERFH. H—EHBEFEIRRLE @R FERBENET. Frl, MNRIMRIEXLERNTESRE, KEE
MR fRET R S5



