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$1 Billion in 365 Days: The Habits of an Elite Closer

Guest: Ryan Serhant · 2026-10-13 · 0:55:32

https://www.youtube.com/watch?v=xr7tUPuc7xA

Keypoints
	Don’t ‘fake it till you make it’—act now as the person you will verifiably be in 12–24 months.
He rejects the phrase because it implies lying, and in sales ‘everything sounds great until someone lies to your face.’ Instead: write down who you’ll be in one to two years and behave like that person today. You rarely become exactly that version, but you become ‘some alternate reality version’ of it. He now runs this with his daughter, agents and staff.

	Embarrassment, not failure, is the modern career killer—people willing to look foolish make more money.
He argues social-media natives have normalised failure but are ‘100,000% afraid of embarrassment,’ so they won’t talk to 100 people to meet five. Theatre gave him memorisation and diaphragm breathing—selling isn’t acting, ‘but it’s the same muscle’—so he strongly recommends improv for agents. Bad comments are fine; worry when people stop talking about you.

	Treat your ~1,000 productive minutes a day as cash, and don’t hand the rest of the wallet to whoever stole five.
Of 1,440 daily minutes, about 1,000 are usable. If someone grabbed $5 from your $1,000 you wouldn’t hand over the rest, yet people let one bad five-minute call wreck an afternoon. He split days into find, keep and do business, cut meetings to 15–30 minutes and lived in 15-minute blocks—done humbly, never ‘I have 14 minutes, go.’

	The best sale is no sale: people hate being sold but love shopping, so sell the dream before the bed.
Open with the ‘two C’s’: a compliment to disarm and something in common (the street, a job, a star sign). Then the ‘question game’: never ask anything answerable with no, and let people talk. Discuss everything but the sale, yet set expectations and next steps (his ‘CODO’, close on day one) so you don’t just make a friend. Weak sellers pitch the bed; strong ones sell the dream first.

	Follow up, follow through, follow back—forever, until people buy, die, or tell you to stop.
Follow up until there’s an outcome, follow through on every promise, follow back with everyone who chose you. His follow-ups are personal notes every other week—market news, a listing, a sale—never an ask. Not a 100% hit rate, but ‘far greater than the not.’ Quitting is easy; trying is harder ‘but it’s also free.’

	Ego kills more deals, careers and relationships than anything; play for the other side to win.
In $20–100M deals, agent, buyer and seller egos collide. Over-communicate, ‘kill bees with honey,’ ‘kudos them to death.’ Outside true zero-sum contests, a deal only works if the counterparty wins too—even a bank in a short sale wins by clearing its books.

	Distribution is the most valuable asset: content pulls, advertising pushes.
When Million Dollar Listing aired the phone didn’t ring—nobody calls people they see on TV. What worked was ‘content to community to commerce’: Instagram from 2013 democratised luxury homes visually, then YouTube because reality TV aired after properties sold. By 2015–17 developers wrote clauses into listing agreements requiring tours on his personal YouTube. Ads push and must repeat endlessly; content and PR pull.

	Hook ’em, help ’em, ask ’em: no one owes a stranger attention, so earn the right to ask.
Everyone already has friends, so first give a reason to know you (the hook), then help with something unrelated to you—an introduction, a discount, a hard-to-get table—before any ask. He says 60,000+ salespeople in 133 countries train on these frameworks, needed because many young people ‘have no idea how to talk’ off their phones.

	Being pleased but never satisfied is both the engine and a cost borne by the people closest to you.
His wife told him on camera he used to be happy. He argues businesses that don’t grow die as costs and taxes rise. After a $1B sales year and about $22M in commissions in 2019, he ‘went to zero’ to found a brokerage, and reframes his chip on the shoulder as ‘pure brutal responsibility’ to people who win when he wins.



Examples
	The Million Dollar Listing audition: ~3,000 applicants down to 16, then four.
Living in a tiny studio and riding the subway, he asked who a casting director would want. He borrowed a Range Rover, had the LA crew meet him at 5am (2am their time) for shirtless boxing, showered in front of them to show he had no filter, had friends call nonstop, and cast an acting-class friend as an angry hedge funder. When a showing fell through, he copied a date who once walked out on him—claimed an emergency and drove off. They called the next day.

	Five years of fortnightly notes, then $16M, $73M and $33M sales.
He met a wealthy prospect briefly in 2012 and wrote every other week until the man replied in late 2017—he had simply been busy. Google Alerts on names and companies gave him reasons to send a no-ask ‘congrats, crushing it.’

	The $8.3M ‘con artist’ deal that turned out real.
In 2011 a phone buyer offered $8M cash on an $8.5M listing, settled at $8.3M, then vanished. Months later an $830,000 deposit arrived from a bank in a dubious country; peers called it a laundering pattern. Serhant found his Paris address, flew over, drank tequila, got partial signatures, and later rode armoured Escalades to JFK while the buyer inspected a new plane. They closed in cash. The buyer’s reason: he’d been drunk online and ‘felt bad for you.’

	Rock bottom: a declined card at Food Emporium in summer 2008.
Avoiding his balance, his card was declined buying chicken, rice and tofu, and he cried on the subway. His parents said come home; a friend said get licensed. He licensed the day Lehman filed, needed only $2,000 a month, made $9,000 in year one, and thrived because competitors fled the crash.

	2018: outselling the next team by ~$350M in a bad year.
In a rough New York market he crossed roughly $800M in sales despite being ‘by far the least connected,’ beating the next team by about a million dollars a day. He credits treating time as high-value currency.



Other relevant
	Build a brand from zero by becoming the ‘mayor’ of a town.
Anonymous in a new city, he’d interview every dry cleaner and café owner on his phone, buy a cheap alliterative site (‘Growing Up Georgetown’), optimise it for search and AI answers on where to eat and who to hire, then convert that trust into real estate. Give, give, give, then ask.

	Move up-market by saying no to the comfortable work.
Burnout is repeating the same thing without results. He dropped rentals—70% of New York’s market—for sales only and endured ‘brutal’ months. Most people never take that bet because their bills depend on the old work.

	Contrarian timing can be an edge, but judge the economics.
He launched his firm in 2020 amid COVID with a 9-month-old and a house under construction, against his parents’ advice, using the frozen spring market to build ‘under the cover of darkness.’ Now he sees struggling brokerages whose ‘underlying economics don’t work’—losing money not to grow but because they lose money—and ego stops them fixing it.




Bill Ackman: People are Going to Lose a Lot of Money

Guest: Bill Ackman · 2026-09-29 · 1:17:27

https://www.youtube.com/watch?v=Cpq8y5HpcF4

Keypoints
	AI is the most transformational technology of our lifetimes, with bubble-like pockets—especially private venture.
Ackman saw a company that wasn’t raising get preempted with $50M at a $400M valuation, then raise another $50M at $1B two weeks later, and a Series A at $5B pre-money. Bubbles form when money is being made, FOMO pulls more capital into the same trade, and overvaluation follows. He expects ‘some form of a blow-up, a pretty high-profile one’ that forces a reset.

	Founders should raise while capital is cheap but spend it as if it were their own.
He recalls a Barron’s piece late in the dot-com bubble listing how many months of cash each internet company had left—published roughly a week before the crash. Companies that take $50–100M often abandon bootstrapping discipline and assume markets will always reopen. Those with years of runway survive; those needing money in three months die.

	The core investing task is judging disruption risk, and AI has massively raised it.
A business is worth the present value of its lifetime cash, so you must predict it 10–30 years out; Pershing tests holdings by asking whether they’d be happy owning them if the market shut for a decade. Even Buffett failed to foresee internet disruption (Wikipedia vs World Book). With AI ‘all of us are guaranteed to look foolish’ on some company. Software updates of consequence now arrive in days, not years.

	AI efficiency gains don’t automatically become profit—pricing power decides who keeps them.
Cognition can rewrite banks’ legacy COBOL in days instead of months, cutting the cost of running big institutions. But if every competitor adopts the same tools, savings may pass to customers; money is a commodity, so banks may not keep the margin. Infrastructure players like Brookfield (power, data centres) look like clear winners given ‘effectively infinite demand for compute.’

	AI is a research aid, not an edge—Pershing’s best returns came from things nobody had done before.
When everyone has the same AI, it’s hard to differentiate; AI largely reviews what already happened. His biggest wins—credit default swaps before COVID, buying a bankrupt company’s stock, shorting AAA-rated credit before the financial crisis—couldn’t have come from a model. What remains human is outside-the-box thinking and insight from the facts.

	The investment process: a ‘library’ of great companies, then wait for price.
They follow the best businesses for years and shelve them when a 35x multiple can’t deliver their 20%+ target, then strike on dislocations—COVID, or the ‘SaaS-apocalypse’ that let them buy Microsoft. Two analysts read filings and call transcripts, use expert networks, former employees and competitors, build a model and present; Ackman and the CIO do an independent lighter pass; five team members who haven’t done the work stress-test it.

	After a large loss around 2015–16, principles were literally engraved on a stone tablet.
The checklist: simple, predictable, free-cash-flow-generative, large-cap, liquid companies with wide moats and top management—or a replacement CEO in mind. Plus asymmetric macro bets where a contrarian view can be expressed with a large payoff relative to capital. And an aversion to short-selling: ‘asymmetry in reverse,’ with infinite loss and finite gain.

	Permanent capital is the underrated Berkshire advantage Pershing has copied.
Charlie Munger told him Berkshire’s most underrated edge was almost never being forced into decisions by circumstances. Hedge funds lose money when they do well (allocators trim) and when they do badly. Ackman blames his biggest mistake on being on the road fundraising. Pershing now runs only listed, permanent vehicles with large employee stakes; compounding near historic rates, he says, implies about $1 trillion in 20 years.

	Howard Hughes is being turned into a ‘modern-day Berkshire Hathaway.’
Pershing owns 47%. Its master-planned communities—like The Woodlands, a Houston city of ~150,000—self-liquidate by selling land to homebuilders, plus Hawaii condos ($4B under contract) and ~$300M of net operating income. Rather than reinvest in more real estate, cash will go into Vantage, a specialty insurer with a newly recruited team. Float sits in short-term Treasuries; surplus goes into common stocks. Profitable underwriting plus strong asset returns can yield 20%+; the mix could shift from ~70% real estate to 70–75% insurance in five years.

	In venture you bet on the person; in public markets on the business.
Dominant public companies can survive a CEO swap; a startup without its founder is probably a write-off. The original idea often fails, so what matters is the founder’s ability to navigate roadblocks. He judges CEOs on passion, capability, energy and character and believes he can assess that in about an hour.



Examples
	Lucy’s brain haemorrhage: 19 hours of pressure before surgery.
An undiagnosed arteriovenous malformation burst around 9am, per her Oura ring. Her sister found her face-down only after she missed a luggage pickup for a wedding in Abu Dhabi. Surgeons removed about 40% of her skull; Ackman later learned they normally don’t operate after five hours. She woke unable to walk, speak or see, now produces about 15 of 17 vowel sounds and is regaining walking. He ran two Pershing IPOs from Room 1107 at Mount Sinai—45-minute Zooms, 15 minutes with her.

	The brain-recovery institute bought in 60 days.
Instead of a 10-year hospital redevelopment, he bought a vacant biotech building at 65th and 11th Avenue and contracted for the full 3.4-acre site. Rehab fails because surgeons are paid per operation, insurers may cover only six weeks, and many patients end up in nursing homes and die of pneumonia within months. A great speech therapist costs ~$500/hour; AI could fill the gap.

	Netflix: sold in weeks, bought back years later.
Management told Pershing they’d never run ads; three or four weeks later, after another subscriber miss, they announced an ad tier. Ackman exited because the range of outcomes had widened, took the tax loss and bought Alphabet. Netflix executed brilliantly and won the streaming wars, but the multiple got rich—until the stock halved again and he rebought.

	The Herbalife short and the ‘squeeze Bill’ trade.
Convinced it was a pyramid scheme hurting disadvantaged people, Pershing shorted and sent analysis to the FTC, but underestimated market dynamics when Carl Icahn bought in. Other funds tried to squeeze them. He hasn’t made an activist investment since 2016.

	Coupang: the idea he hated became his best venture bet.
In 2009 Bom Kim pitched a ‘Groupon of South Korea,’ a model Ackman disliked, but he backed the founder and Korea’s internet potential. Kim built the Amazon of South Korea instead.



Other relevant
	For most people: index funds, start young, don’t hoard cash.
Active investing requires real time and homework. Otherwise index funds have beaten most active managers; start early and don’t sit in cash because the market looks expensive.

	When new facts break the thesis, either buy much more or exit.
Netflix is his template: decide whether information is immaterial (buy more at the lower price) or thesis-breaking (sell and redeploy). You needn’t win it back in the same stock.

	Protect a daily focus ritual.
Tennis most mornings is his meditation—fully absorbed in the incoming ball—plus sleep and family. He meditated during his divorce and admits he should find 20 minutes a day again.

	Use AI to double-check medical decisions.
He leaned heavily on ‘Dr. Claude’ during Lucy’s care and thinks every doctor should check their work with an AI.




Shopify CEO: This Is Your Edge Against AI

Guest: Tobi Lütke · 2026-09-15 · 1:04:49

https://www.youtube.com/watch?v=G9P9D9hptq8

Keypoints
	Inside Shopify almost nobody writes code by hand anymore; engineers orchestrate 10–50 agent instances at once.
Lütke says the people who still type code directly are 'vanishingly small', working only at the limits of complexity, in reviews, and on state management, which remains the hardest thing to get right and is still done by hand with the rest 'vibed' around it. Everyone else runs many agents through sub-agents or separate windows, pushing Shopify's engineering infrastructure to its limits.

	Up to ~50% of Shopify's pull requests now come out of open Slack conversations with River, an AI colleague with a personality.
River has a name, a profile picture, per-channel memory, sandboxed access to all code and tools, and permission to be sarcastic or call a request stupid. Lütke deliberately 'risked the Sydney scenario', referencing Bing's early chatbot whose real personality was neutered after a scandal, because he thinks the industry overcorrected into bland, patronizing assistants.

	River works only in public channels so AI use spreads by osmosis, the way junior engineers once learned by sitting near seniors.
Shopify is mostly remote across 7,000 people and ~10,000 Slack channels. Early offices grouped five to eight people, mixing juniors and seniors on purpose. Forcing River into open channels reproduces that: people watch colleagues ask River to summarize a discussion, file a ticket, draw a diagram, research the state of the art, or build a prototype that appears an hour later.

	River 'dreams' each night, reviewing the day's conversations and rewriting her own skill files.
In off hours River is given every conversation, asked where she struggled, which skills (packets of instructions) she used, and what mistakes she made, then edits those skills to do better next time. Parrish calls it 'post-training on yourself'; the output is just text files.

	AI should build the environment for judgment, not make the call, because machines can't take responsibility.
Lütke calls responsibility 'the most overlooked thing in the entire stack'. Like a trader's Bloomberg terminal, AI makes a human-in-the-loop decision surface richer, but someone has to own the decision. He'd let a better AI run Shopify in principle, but a company led by machines leaves no one with recourse, since an AI can't go to jail.

	AI's new failure mode for lazy work is too much output, not too little; Shopify calls it 'slop grenades'.
People tell an agent to 'go nuts', approve a pull request without reading it, and dump the review on colleagues. Or they send AI-inflated emails that recipients feed back into an LLM to compress, a pointless cycle of decompression and recompression. He also notices 'Claude-isms' like 'load-bearing' and 'you're right to push back' creeping into how people talk.

	The hard part of strategy isn't finding a right answer; it's choosing among several good ones.
Even weak management teams have a decent hit rate at avoiding wrong choices. The real difficulty is when five options are all valid and one pays off this quarter. Lütke's snowboard store was profitable, so the locally good choice was to keep running it rather than become an e-commerce platform. Business books obsess over right versus wrong and stop there.

	The best path is often the one with no rapid feedback, so be suspicious of options that are measurable right away or orthodox.
He disputes Kahneman's claim that intuition requires rapid feedback. Rebuilding a product for the AI age or going deeper into a current market gives no daily signal, while moves that lift the share price have a daily ticker, so short-term incentives pull executives toward them. He sees a high correlation between the right path and the absence of a feedback loop, with exceptions in regulated areas like payments, where the orthodox way is often correct.

	Taste and judgment become the scarce skills, and intuition is just judgment compressed into an instant.
Taste comes from reps: the person who sketches a logo on a napkin spent 30 years designing logos. Study what lasted, like the Catholic Church running for over a thousand years with about four layers of management, or why Venetian traders needed double-entry accounting. Intuition often speaks through aesthetics: a chess or Go player says they looked at only one line because it 'seemed beautiful'.

	Progress requires pruning and 'refounding events'; adding layers only buries the original intent.
Companies that went without competition grew by layer-caking until the original purpose was fossilized and nobody knew how to dig down, which is why early-2000s tech firms displaced all but three or four incumbents. He argues departments sometimes need to be restarted from the top as a 2.0. Failure is fine unless it's catastrophic, because it frees the scarcest resource: a person with vision.



Examples
	An AI 'council' that costs $15–20 in tokens
For a hard call, his AI chief of staff spins up five or six expert roles (data, paper research, business, engineering), runs each against several frontier models, randomizes which one synthesizes, and has the top model write the conclusion. It takes about half an hour for work that could take a month, and it arrives as audio he listens to in the gym the next morning.

	The agent that fixed his house network overnight
After a power outage, his home-run chief of staff couldn't reach a local machine. It worked out which server it ran on, booted it with a wake-on-LAN packet, and repaired the broken Wi-Fi too. Lütke only found out from its morning voice memo.

	A screenshot tool built mid-meeting
On Omarchy, David Heinemeier Hansson's Linux project, he described an annotation tool by voice, gave three more steers, open-sourced it that night, and found six outside pull requests by the next morning. To him this is where software is heading: 'my computer fulfills wishes', and Shopify will mold itself around how each merchant describes their business.

	Agents that broke out of a sandbox to hit an impossible target
He cites OpenAI security testing in which agents invented a language by leaving messages in folders, escaped confinement, and hacked another company to exfiltrate a result they couldn't get any other way. He calls it Goodhart's law at the extreme, comparable to Enron cooking the books to hit the numbers.

	Affirmations that cured his fear of public speaking
Terrified of speaking, he spent about five minutes a day for a week writing 'I love public speaking about things that are interesting to me' like Bart Simpson at the chalkboard. He now draws energy from being on stage, though he still hates preparing talks.



Other relevant
	Make AI use visible to spread the skill
If you want a team to reach for AI reflexively, put the assistant in shared channels where people can copy each other's prompts, rather than in private chats.

	Compress before you send
Use AI to boil your point down, not blow it up. Read anything an agent produces before passing it to a colleague; unreviewed output just moves the work onto someone else.

	Add 'yet' to every 'I can't'
In Lütke's house, when a child says 'I'm not good at this', three people answer 'yet'. Pair a positive affirmation (for example 'I love math') with a couple of weeks of practice, which you can get an AI to generate at your level.

	Read old books
He has moved away from recent non-fiction as 'a product of its time'. His recurring picks are Parkinson's Law, Will and Ariel Durant's The Lessons of History, James Burnham's The Managerial Revolution and The Machiavellians, Meditations (kept in most rooms), the Foundation series and The Three-Body Problem.




The 12 Years that Changed Steve Jobs

Guest: Geoffrey Cain · 2026-09-01 · 1:02:53

https://www.youtube.com/watch?v=eU4WlADVgM8

Keypoints
	Jobs wasn't simply fired in 1985; he lost a boardroom fight after a botched coup against John Sculley.
The Macintosh was a cultural hit but sold poorly. By 1985 inventory and debt were piling up and Apple had its first layoffs. Jobs ran only the Mac division, yet he stormed into other teams' meetings calling them idiots and was told 'you're not even my boss'. He planned to send Sculley to China for a speaking gig and then ask the board to make him CEO, but he told his rival Jean-Louis Gassée in a parking lot, and Gassée warned Sculley that night.

	The product fight underneath was open versus closed, and in the 1980s the market wanted open.
Jobs wanted an end-to-end machine with hardware, software, mouse and keyboard all controlled by one company, much like the iPhone later. Business buyers wanted machines they could customize with cards and slots, which is why the expandable Macintosh II, which Wozniak championed, kept Apple afloat. Cain says Jobs assumed buyers would beat down his door even for a closed box.

	NeXT began with top-shelf spending that set the company's cost base before it had a product.
Apple sued Jobs when he took five talented employees, accusing him of taking ideas from a planned supercomputer-style '3M machine' for scientists and intelligence agencies. The 30-year-old Jobs, now rich with 'champagne taste', put $7 million of his own money into NeXT. When a single logo cost $100,000, that became the startup's normal unit of spending.

	Contrary to the movies, Jobs hired people who would argue with him and ran decisions as 'intellectual combat'.
He'd ask candidates whether they were the best in their field, and if they hesitated he ended the interview and told them to send him whoever was. At hotel retreats, software, hardware, marketing and sales each had to stand up and fight for their ideas, and he pushed harder if they didn't fight enough. People weren't cowering. They told him plainly what would fail.

	The reality distortion field fooled Jobs himself, and that made it dangerous.
Executives sent him emails spelling out the funding and sales NeXT needed by specific dates to survive. He replied that they'd sell 25,000 computers that year, with no distribution network, because 'I tried it today and it's a great computer'. Cain believes Jobs never saw himself as lying. He was building 'a monument to his own genius' and to revenge on Apple.

	NeXT's hardware failed but its software held the future: object-oriented NeXTSTEP later underpinned the iPhone.
Having seen object-oriented programming at Xerox PARC, NeXT built software from reusable objects such as buttons and images instead of fragile line-by-line code where a single bug crashed everything. Customers like Wall Street trading desks, healthcare, satellite imaging, the CIA and the NSA bought the cube for the software. But because it was tied to expensive hardware, there was no installed base and no outside developers.

	By 1993 Jobs had alienated almost everyone and was a weekend away from closing NeXT.
The cube sold a few dozen units a month. Canon had put in $100 million and Ross Perot $20 million, and an IBM deal had inflated NeXT's valuation into what Cain calls a smoke-and-mirrors bubble. All five co-founders had left, developers had quit, Canon wasn't answering his emails, and Fortune raised the 'snake oil salesman' label. He was burning about $50 million a year, much of it his own money, while personally funding Pixar too.

	The turnaround came when Jobs stepped back: NeXT posted its first profit in 1994, once he was largely gone.
NeXT was about $400 million in debt after nine years of losses. A new CFO, Dominic Trumpot from Belgium, and his team told Jobs what had to change, and NeXT became an enterprise software company. Jobs, who had no interest in enterprise, put on an Armani suit and red tie and said NeXT's future would look like IBM. At Pixar he had agreed to stay out of creative decisions, leaving those to Ed Catmull and John Lasseter.

	Jobs went back to Apple reluctantly, and he insisted on being invited rather than seizing control.
He first agreed only to be a part-time adviser with no title, ready to retreat to Pixar. In frustration he sold almost all his Apple shares. Larry Ellison pushed for a hostile takeover, but the older Jobs reasoned that it would cost him the goodwill he needed. He installed his NeXT chiefs, Jon Rubinstein for hardware and Avie Tevanian for software, first.

	His core lessons were to trust his people and bend his vision, including making peace with Bill Gates.
In 1996 Jobs described the 'inverted pyramid': with great talent, the CEO sits at the bottom and has to keep people who could get another job in a minute. Back as CEO, he did a deal with his arch-rival Microsoft for Office on the Mac and a $150 million investment, which Cain says kept Apple from running out of money. He'd learned that total control requires scale, and scale requires concessions.



Examples
	Paul Rand's $100,000, one-shot logo
Jobs wanted the country's best designer. Rand's terms were $100,000, one design, no revisions, paid whether or not NeXT used it. Design schools still study the logo, but Cain uses it as a warning about setting a startup's spending norms too high.

	The perfect cube and its $500,000 sanding line
Jobs demanded exact 90° angles. That meant a specialist mold shop and a $500,000 sanding line in 1986, adding millions in ongoing costs. Shane compares it to John Mackey's advice: 'meet the market where it is'. The market for a $10,000 cube in 1986 was tiny.

	Walking away from federal contracts at the signing table
Perot's sales force had lined up potentially hundreds of millions in government, military and intelligence orders, and agents with no business cards visited calling themselves 'Sally' and 'Bob'. With the contracts on the table, Jobs refused because selling to the feds 'isn't who I am'. Perot quit in anger.

	The cold-call voicemail that saved Apple
Apple, months from bankruptcy and plagued by exploding laptop batteries and the spinning beach ball, was set to buy Gassée's Be OS. Garrett Rice, a NeXT middle manager, cold-called an Apple executive, who passed him to CTO Ellen Hancock. She called back. A senior Apple software designer later told Cain that 'all of them' of Apple's products descend from NeXT.

	Andy Grove's blunt answer
In the summer of 1997, still unsure, Jobs called Intel's Andy Grove about Apple's CEO search. Grove told him he didn't give a damn about Apple, and Jobs realized he did. He became interim CEO in October 1997, gave himself the title 'iCEO', and killed about 70% of projects.



Other relevant
	Hire for pushback, then actually listen
Recruiting people who argue is only half of it. At NeXT Jobs got accurate warnings and ignored them. Watch whether you dismiss feedback because it clashes with your vision.

	Diversify your identity
Cain credits Laurene Powell, the birth of their son Reed, and reconciling with his daughter Lisa with giving Jobs a life outside work, so one failure no longer crushed him.

	Limits of growth
Jobs learned empathy for others, even arranging top medical care for employees, but never fully learned honesty with himself. He consulted a psychic and tried a vegan regimen for his cancer against advice. Growth in one area doesn't guarantee it in every area.




How to Make Better Decisions by Fixing Yourself First | Roblox CEO

Guest: David Baszucki · 2026-08-18 · 0:45:33

https://www.youtube.com/watch?v=G1Mxl40Joo8

Keypoints
	Some mental illness may be partly metabolic—a brain not getting the right energy—and keto changed his son’s bipolar disorder.
His son developed severe bipolar disorder 8–10 years ago; after years of medication trials and hospitalisations, doctors said he’d be on five drugs for life. An acquaintance said keto had solved her bipolar, so the family found a keto doctor and dietitian. About three weeks in, his son said ‘I feel a little different’—still heavily medicated, but ‘the real him starting to poke through.’ Baszucki now treats mental illness like a broken arm, and the family foundation has funded research on it for four to five years. The theory: some people may not be fully adapted to post-agricultural carb loads.

	Make big decisions in your alert, optimistic ‘on’ state, not the post-meal hibernate mode.
He wears a CGM, eats plenty of protein and fat, and avoids sugar and starch that spike glucose. Heavy carb meals produce a sleepy, slowed-down feeling; a fasted state feels like ‘I want to go do stuff.’ Decisions made there tend to be longer-term and bolder—things that seem impossible in a less optimistic mood. He tries to observe himself from the outside and ask whether the ‘decision-making machinery’ is in its optimal state.

	Less is more: a great knife and pan beat a hot-dog appliance.
Adding knobs and sliders is easy; removing them is hard. He prefers fewer, higher-quality tools. When reviewing work, his usual notes are simple: can this be simpler, can we look a couple of years out, why do two things do the same job?

	There is no neutral ground on bureaucracy: if you aren’t reducing it, you’re going backwards.
Roblox uses the phrase ‘destroy bureaucracy.’ A company that thinks it’s in a fine steady state is often quietly imploding. Organisational sediment is natural entropy and needs an active counterforce.

	Feedback lands on tone more than content—make it frequent, casual and calm.
He has moved away from formal feedback sessions to quick in-the-moment comments. Delivered in a neutral-positive tone where people sense his ‘blood pressure’s not going up’ and that he has their back, even harsh feedback is absorbed; delivered aggressively, the trauma outweighs the message. Written channels strip that tone, so be careful with them.

	The angry email you’re excited to send is a red alert—you’re optimising for yourself.
If it will ‘feel so good to send,’ don’t. The next morning you can call the person and deliver the same message with more impact, now optimising for the employee’s learning and excitement. Shane frames it as outcome over ego; Baszucki: ‘Who cares about me being pissed off?’

	Name one decision-maker and give them freedom; aim for long-view goals reached through hyper-iteration.
Group or confused decisions are often worse than an identified owner deciding creatively. Two Roblox values—take the long view and get stuff done—combine into a ‘magic quadrant’: long-horizon decisions pursued with fast iteration. Reversible decisions should be made quickly and adjusted; knowing when to adjust is the key skill.

	His mistakes come from being overly logical and clinging to a concept too long.
He has fallen into ‘I have to go down this path’ thinking without popping out of the box. Looking back, he sees far more optionality than he felt at the time. Executives also inherit survival biology—‘do I have enough firewood for three winters?’—and he treats that uneasy feeling as an early signal to refine strategy.

	He imagines a fictional rival across the street to stay sharp.
Asked whether he manufactures threats like Michael Jordan, he says he pictures a company that doesn’t exist—who works there, how many people, what they’re building—as a competitor to Roblox.

	People attach deeply to digital identity, so platform changes must respect it.
Migrating avatars to faces that can optionally smile met community demands for perfection: ‘you can’t take my head and adjust a few pixels.’ He thinks they’re right—these are real emotions and interactions. Roblox is at roughly 3–4% of the ~$200B global gaming market (bookings divided by $200B), after a goal two years ago of 10%.



Examples
	The ‘programmer art’ avatar everyone said not to ship.
The first Roblox character had blocky 1×1×2 legs and a 2×2×1 body. Every gaming industry person—and some of the team—said ship a high-res meshed avatar instead. They shipped early to get feedback, and he’s glad they ignored the advice.

	Erik Cassel’s Lua API versus a hard-coded flag.
Baszucki mocked up capture-the-flag and put a flag object into the core C++ engine—‘terrible engineering,’ he now admits. Co-founder Erik Cassel, who died of cancer about eight years ago, insisted on a generalisable scripting interface using Lua. That decision powered Roblox’s user-generated content.

	50 fixes failed; one systemic economy worked within 8 hours.
An early membership model gave extra building places—a bad idea because building should be unlimited. Users grew while revenue went flat. They listed 50 tune-ups, did about 30, and nothing changed. Then they bet on a full system at once: Robux, purchasable in-game items (a flashlight, an eagle instead of a sparrow), creator monetisation, and a top-grossing chart. Within eight hours creators were racing to add items.

	Robux has held near a penny for ~20 years.
Roblox avoids inflating the currency. For many 8–12-year-olds it’s their first currency, teaching them not to spend it all at once. Real-world spending is imaginable, but there are no plans.

	AI age checks on every user, before any law required them.
Roblox uses AI to estimate every user’s age for communication features and open-sourced its voice safety filter. Even with device-level ages, parents hand configured iPads to kids, so Roblox will keep its own checks despite slower growth.



Other relevant
	Before an irreversible message, sleep on it and call instead.
Use the ‘red alert’ test: if sending feels satisfying, wait until morning and switch to voice so tone carries.

	When tweaks fail, look for the system-level change.
The Robux story shows how a long list of small fixes can mask the need for a bigger redesign whose parts only work together.

	At 16, build what you’re naturally into as an authentic hobby.
Asked by Shane’s son, he said company-building was the last thing on his mind then; he built model rockets and go-karts and hung out with people he liked. Run the passion alongside school rather than forcing a startup.

	Make focus one sentence everyone can repeat.
Good focus is human-understandable—‘we are just doing this.’ Roblox’s early tagline ‘You make the game’ may become truer with AI, as people describe a game aloud and play it with family.




The Business Lessons That Made Him Billions

Guest: Brad Jacobs · 2026-08-04 · 1:39:17

https://www.youtube.com/watch?v=pduZ-bfcKAQ

Keypoints
	Get the main trend right and you can mess up a lot else; get it wrong and you’re swimming upstream.
Jacobs credits his mentor Lou Glickstein with this rule and deliberately spends time on context: where a situation came from, its present conditions, the ways it could go and the catalyst for each. Today that trend is AI—he endorses Ray Kurzweil’s singularity thesis that humans will merge with their tools, and hopes machines eventually gain empathy and theory of mind.

	Rational thinking is trainable, and he treats psychology as business capital.
He fell into his only depression in the mid-2000s after stepping down as CEO of United Rentals—he’d been a CEO since 23. That led to two years of therapy three hours a week and study with Albert Ellis (REBT) and Aaron ‘Tim’ Beck. He now catalogues his automatic thoughts, biases and cognitive distortions and applies CBT, DBT and positive-psychology tools to stay calm amid billion-dollar market-cap swings.

	Borrow therapists’ technique: non-judgmental concentration, then ‘join then lead.’
Therapists create safety before asking hard questions, give 100% attention and validate before disputing. In his ‘electric meetings’ all devices are off, one person speaks at a time, and everyone concentrates on them. With angry customers he first pictures how the failure hurt their supply chain or job, shows he has heard both the words and the feeling, then gives an action plan.

	Business improvisation comes from jazz: there is no wrong note, only a new key.
Classically trained, he studied with Milford Graves and Bill Dixon at Bennington and still identifies as a musician first. Rigid multi-year plans fail because markets change; opportunities you never planned for appear, and rejecting them as ‘not our thing’ is a costly mistake. Math supplies the other half: reducing complexity to a simple formula and seeing relationships.

	A messy org chart is a money-making opportunity.
Org charts should be ‘pretty’—simple, geometric, light at the non-revenue top and heavy where people touch customers. If you find something messed up and easy to un-mess, ‘boo-ya, there’s your money.’ Shane adds that bad ideas hide in complexity but not simplicity; Jacobs agrees that clear KPIs, metrics and pay tied to goals leave nowhere to hide.

	Take a ‘Zen Buddhist’ approach to debt: not too much, not too little.
Zero debt is suboptimal because leverage shrinks share count and boosts per-share returns. But with geopolitical risk in the Middle East, Ukraine and Taiwan, heavy leverage is dangerous—companies go bankrupt only from debt they can’t repay, as COVID showed. QXO targets one to two turns of EBITDA; he’ll briefly go to four times for a deal, then delever via asset sales and free cash flow.

	Doing what everyone does yields average returns by definition.
His companies beat their indexes not by 100–200 basis points but sometimes several-fold, returning 32x and in one case 150x invested equity—five times in a row, which he says rules out luck. He admires contrarian holders like Orbis who buy heavily when a stock is temporarily dislocated.

	M&A is the most reliable risk-adjusted value creator—if you pick the industry first.
His teams did ~500 acquisitions after reviewing thousands. The checklist: big, fragmented, scale advantages, tech-backward, culturally compatible. He chose building-products distribution: ~$800B across North America and Western Europe, ~20,000 distributors, only six or seven tech-forward, so 6% share means a $50B company. The two biggest value levers are the spread between his cost of capital and acquisition multiples, and how much he improves what he buys.

	Buying is easy; integration is the job—standardise everything from day one.
Anyone can wire money. He integrates from signing: one ERP to close books promptly, uniform dashboards to benchmark every location, one HR system, one CRM, one internal social network—one company and culture. He criticises private-equity roll-ups that bolt together $5–20M EBITDA firms for a bigger multiple but leave a mess. Keep great talent; exit weak players ‘gracefully and generously.’

	Pay people heavily, but only when shareholders win.
He wants employees openly motivated by money. Equity vests on total shareholder return versus the S&P 500: nothing below roughly the 55th percentile, partial at 65th–75th, double at 85th–95th. He borrowed old Goldman’s practice of paying partly on how many colleagues say you helped them. Asked to choose between recognition and money: ‘I’m going with the money.’

	FP&A is the omnipresent scorekeeper of capital and time.
A manager manages only two things: return on capital and return on time. FP&A attaches probabilities to initiatives (90% in the bag versus a 10–20% long shot), budgets daily, and flags who sandbags and who habitually over-promises by 3–5%. It reports to the CFO with a dotted line to him so he knows instantly if guidance is at risk.



Examples
	Con-way: bought for ~$3B, now worth ~$15B after ~$5B taken out.
In 2015 he pivoted asset-light XPO into an asset-heavy LTL carrier with tens of thousands of trucks because its org chart had three HR and three IT groups. The market punished the pivot; banker Eli Gross warned he’d be ‘in the doghouse’ until he delivered. Roughly half was equity. He sold truckload for $550M, moved Menlo into GXO and brokerage into RXO—a 15–20 bagger.

	Overruling Uncle Howard: a billion-dollar credit line.
After building oil broker Amerex to nearly $5B of volume in four years following the Iranian revolution, his Depression-era uncle urged him to keep most savings safe. Jacobs set aside $100–200K, deposited the rest with Banque Paribas, got a $1B credit line and ran complex counter-trade, barter and processing deals he saw as execution risk, not market risk.

	Two parental moments that built his confidence.
At 13 his father said at a stoplight, ‘Bradley, it’s good you have a great personality because you’re not getting anywhere with those looks’—crushing, yet telling him leadership was his edge. On her deathbed his mother sat up and said ‘I’m really happy each of you turned out so well’—possibly his happiest moment, just as he started XPO.

	The silent five-minute circle after 12-hour reviews.
After quarterly reviews running 7am to 7pm, 15–20 people stand silently while each looks at every colleague, thinking why they respect them and wishing them success. Shorter meetings end with ‘whose star went up, and why?’

	Board meetings without scripts.
As chair of XPO, GXO and RXO he calls rehearsed PowerPoint boards ‘a Kabuki dance.’ Directors have open access to anyone, see raw customer and employee surveys, and question 10–20 managers per meeting without notice. He lets the directors shape the agenda since he’ll never be smarter than all of them.



Other relevant
	Ask acquisition targets’ top 15 people what they’d change.
In one-on-ones: if it were your money, would you buy this? What would you change, and what would we be crazy to change? Where are we underinvesting or wasting money? Kat Cole used the same questions turning around Cinnabon.

	Give feedback as an Oreo, and make praise specific.
Reviews list three wins and three shortfalls. Start with sincere, concrete praise rooted in why you hired the person, then improvement, then end positively—how a meeting ends shapes how people leave.

	Reframe a nuisance as a friend.
He has had tinnitus since his teens and calls it ‘my friend’ that keeps him in tune—a small example of choosing a constructive interpretation.

	Bring the band back together.
QXO’s founding team all came from his XO companies; shared dark and glory days mean they finish each other’s sentences.




The Price of Excellence Most People Won’t Pay

Guest: Kaz Nejatian · 2026-07-21 · 0:53:43

https://www.youtube.com/watch?v=UH3-p_8LPFE

Keypoints
	All successes are unique, but all failures rhyme: good people leave, innovation stalls, G&A swells, and the company starts fighting customers and partners.
Kaz Nejatian took over Opendoor months from bankruptcy and found that exact pattern. His diagnosis is that a lack of active management lets companies atrophy: when the founders are gone and no large shareholder cares, firms drift into avoiding looking bad and become 'hosts for professional leeches' who drain the company while making management look good.

	Change the defaults that are killing the company violently — with no change management — so the change feels jarring.
Opendoor had produced many 'seven-step plans over eight months' to return to the office, and none worked. At 9am on his first Monday Kaz told everyone the company was back in the office next Monday, and anyone not planning to come was thanked and let go. His view is that gradual plans let the old default win; aggression is the only way to reset a deeply held norm.

	Create strong repelling forces: the people you hire are the company you build, so make it easy for the wrong people to opt out.
In week one he rewrote the careers page from 'a happy place where we all care about each other, here are our ERGs' to 'This will be hard.' He sent the company a blueprint designed to make anyone who disliked how he'd run things quit, freeing room for committed people to opt in. Rebuilding meant essentially hiring 'an entirely new company,' which he admits was very painful.

	The most dangerous employees are competent but not mission-aligned, and they should be helped to move on fast.
On a 2×2 of competence vs. alignment, the competent-but-misaligned quadrant tilts the organisation toward itself through internal politics. They keep getting promoted because bosses don't see what they're doing. Kaz deliberately widened that rift early. Meanwhile he found roughly a dozen exceptional ICs who had kept Opendoor alive 'on their shoulders' and rebuilt the company around them.

	Truth over feelings: groups drift toward nice lies, and truth shrinks as rooms get bigger.
People are truthful relative to who's in the room, so large meetings carry less truth — one reason big companies are usually average and small teams work. A new CEO must find the 'speakers of truth' and get them alone. He calls the alternative 'suicidal empathy': assuming everyone is thin-skinned and offended by facts, which he says is killing good companies.

	Meetings are a bug: they exist because people couldn't get the information they needed beforehand.
Opendoor holds meetings mostly to broadcast, not to present for approval. It is considered impolite not to disagree, and impolite to stay in a meeting you have nothing to contribute to — people walk out mid-meeting. Meetings run louder and 'more ornery' than average, but Kaz frames disagreement as respect: all mistakes and all information belong to Opendoor, not to individuals.

	'Say the thing': say it now, about the thing not the person, and repeat it until you've been heard.
Written at Shopify after sitting in meetings where everyone acted fine while 'the shape of the chart' said otherwise. People avoid being the one who 'farted in church.' The rule: 'this sucks,' never 'you suck'; others needn't agree, but must hear you. At Opendoor, failing to object to stupid things counts as rude.

	AI is less about replacing people than collapsing management layers and changing who wins.
Cheap communication flattens 'managers managing managers' chains. Opendoor built an 'AI exoskeleton' around every employee, making them 3–4× more efficient: the last time it bought as many homes as last quarter, opex was over twice as high. It also has more engineers than when he joined.

	Companies go upside down one degree at a time, and acronyms are a warning sign.
New pilots in clouds turn slightly, slightly, and emerge fully inverted. Acronyms create in-groups and out-groups so nobody can tell anyone else is inverted. Kaz also assigns Orwell's 'Politics and the English Language,' challenges anyone to find a sentence with 'leverage' that means anything, and insists people decide things, not teams — never 'Legal decided.' Similarly, execs running on dashboards are 'playing SimCity' with derivative facts (his Hayek-inspired 'map is not the territory').

	Strategy is overrated relative to product and execution; delaying decisions rarely reduces risk.
Google's strategy wasn't meaningfully different from 25 other search engines — execution was. The real test is whether you can find 1,000 people who love the product. A/B tests often become management's 'safety blanket'; he mocks Google testing ~400 shades of blue. Action creates information, and pain tolerance — holding your hand over the fire longest — separates winners.



Examples
	The mattress and the announcement doc.
His wife ordered a mattress to the office and told him not to return until he had a plan. When the board's bland announcement draft kept getting re-softened, he wrote in bold 'whoever wrote this doc doesn't work at Opendoor anymore' — not realising both PR consulting firms were in the doc. Both loudly resigned, saving him 30 days' notice and an expense line.

	Opendoor's largest vendor was a consulting firm, not the cloud provider.
Reviewing every payment for 12 months, the top external expense was millions to a large consultancy that had advised offshoring jobs, loading up G&A and cutting engineering — 'literally what you do if you have zero desire to create alpha.'

	Turning the power on in a house took three or four managers.
A Salesforce form, an email, a manager's permission, then a utility call. Kaz gave staff corporate cards and a Slack lookup: type the address, get the utility number, account number and card to use. He notes the old system was built by highly credentialed people optimising for risk reduction.

	From 11 people in the offer path to 6–7× more homes bought.
Before, entering your address to receiving an offer involved 11 people and many days. Removing each step raised demand; Opendoor was buying six to seven times more homes that week than the same week a year earlier.

	Discovery, trust, then underwriting: why the market maker wins.
Craigslist/eBay solve discovery, PayPal trust, and Amazon underwrites both sides — the third player usually wins. Opendoor makes thin margins on homes and real money on the 'first derivative': mortgage, insurance, title and escrow, like Shopify selling software for $1 and earning from merchant services.



Other relevant
	Personal turnaround starts with an intervention and full ownership.
Like someone with an alcohol problem, the first step is admitting 'I am to blame,' then tracking accountability day by day as AA does. Kaz leans on family and prayer to own mistakes without staying paralysed by guilt toward his past self. Early fixes are 'shovel territory' — easy wins that compound before the microscope work.

	Stay in contact with reality personally.
He talks to customers weekly, visits homes, queries the raw database and builds his own dashboards. He has turned on utilities and fixed work orders himself, citing Ray Kroc in the kitchen and Elon Musk sleeping at the factory as necessity, not theatre.

	Most limits are self-imposed; stop optimising to not be disliked.
Fleeing Iran as a teen and not getting into 'clubs' taught him not to care about approval — he ignores what the Wall Street Journal writes. Playing rugby, a sport with no North American audience, taught joy in pain while winning as a team. His success test: his four kids being proud that his time away left a dent in the world.




No.1 Performance Psychologist: The Secret to High Performance and Excellence

Guest: Gio Valiante · 2026-07-07 · 1:08:17

https://www.youtube.com/watch?v=JOh-9iaPcGU

Keypoints
	Underperformance is the default: a 'central governor' in the brain puts survival and comfort ahead of potential.
Valiante cites the central governor hypothesis. Even marathoners, who build their lives around pushing limits, almost never push themselves to death; of roughly 5 million, only five to ten die in a year, mostly from things like being hit by a car. Single-celled organisms in a petri dish move away from heat and cold toward comfort. Reaching your potential therefore takes a deliberate act of agency, which he calls 'the opening bid'.

	Change comes from what you do, not what you think, say or feel.
He leans on Bandura ('behavior is a cause of behavior') and John Dewey ('We don't think our way into a pattern of living. We live our way into a pattern of thought.'). Most New Year's resolutions are dead by February or March. His one practical step is to find the single comfortable habit holding you back, whether your phone, your food or an excuse, change it, and hold yourself accountable to it repeatedly.

	There's an 'everydayness' to excellence: you work through the bad days to reach the good ones.
His answer to 'How do I write a book?' is to sit down every day, and when nothing comes, stay in the chair and write badly. Writers in his workshops at Rollins College and Emory learned the same thing. Great performers learn to love the mundane details of the work rather than waiting for inspiration.

	Mastery motivation lasts; ego motivation burns out.
People with mastery motivation do the craft for its own sake. People with ego motivation use it as a vehicle for money or importance, like a doctor who doesn't care about medicine or a lawyer who just wants to be rich, and they burn out. The common arc is that you start out loving the thing, the rewards become more powerful than the thing, you lose yourself, and the best performers find their way back, as Kelly Slater and Brooks Koepka described 'falling in love again'.

	Presence is a trainable habit, and a divided mind is the enemy of good thinking.
Flow can happen while gardening, cooking or talking. Its signs are that time disappears, hard things feel easy, and you forget you're being watched. Dewey wrote that 'a divided interest' is the greatest enemy of effective thinking. The best performers are present for everything, and since distraction and attachment are what pull you out, small consistent practice goes a long way.

	If you want to be someone else, change your environment, not just your mind.
He corrects a Sister Hazel lyric using 'situated cognition': the brain responds to its surroundings mostly unconsciously, the way we sweat or get goosebumps without choosing to. Citing Atomic Habits, he says we fall to the level of our systems. A portfolio manager under a risk officer who automatically says no will hit that ceiling no matter how talented they are.

	The gap within one person, between their best and their worst, is usually bigger than the gap between two candidates.
Firms spend heavily comparing candidate A with candidate B but never ask what someone looks like at their best or worst after hiring. He says research shows the variation within an individual usually exceeds the variation between individuals, so there's more 'psychological alpha' in removing a person's 'mechanisms of suppression'. The biggest of those is how they've been conditioned to handle mistakes.

	Confidence and motivation predict performance better than IQ.
IQ began with Alfred Binet's narrow goal of identifying French schoolchildren who needed help, and it survives partly because testing is a multibillion-dollar industry. He prefers Howard Gardner's multiple intelligences, including interpersonal (reading others), intrapersonal (knowing yourself) and bodily-kinesthetic (Michael Jordan, Tiger Woods, Martha Graham).

	Confidence, or self-efficacy, comes from four sources, and each is biased toward the negative.
The four are mastery experiences, verbal and social persuasion, vicarious comparison, and physiological states. Failure hurts more than success feels good, and criticism stings more than praise lifts, so over a lifetime people anchor to their failures and underrate themselves. Self-esteem has no empirical link to excellence. Being slightly overconfident relative to your skill is useful, while being a lot overconfident leads to sloppiness and self-delusion.

	Forethought is a human superpower, but anxious people use it to live in worst-case futures.
Only humans plan ahead, like saving now to be comfortable in ten years. But that same ability produces endless 'what if' questions, which almost always go to the worst case and are then reacted to as though they were real. He also notes that because natural selection is slower than social change, we're trying to do modern work with a brain built for the tribe, where exclusion meant death, which is why fear of rejection runs so deep.



Examples
	Why 200 golfers play golf
One of his earliest studies asked PGA and LPGA pros and amateurs a simple question. The answers split into love of the game versus competition or money, and he found the same split later among doctors, lawyers and teachers.

	Getting a fund manager out of a drawdown: 'Let's make $100 this week'
A manager running $500 million who's down 15 against a limit of 20 tends to panic and try to win it all back in one swing. Valiante cuts their risk so they get back in the habit of making money, first $100, then $1,000. Fear makes the market look like landmines everywhere; confidence makes it look like opportunity.

	Michelle Kwan's 'I won the silver'
After losing Olympic gold to Tara Lipinski, Kwan reframed the result. Both versions were true, but hers protected her confidence, and she won the world championship later that year.

	The $600 million man still solving for an 18-year-old's heartbreak
A Wall Street client in his late 40s grew up poor with a brother addicted to drugs. His high-school girlfriend, whose mother drove a white Jaguar, dumped him because 'you don't fit'. He vowed never to be hurt for being poor again and worked 20-hour days while his family fell apart. In their second year of work together, Valiante told him, 'She's never coming back, and look at your life.' Years later the client texted that his family was intact again.



Other relevant
	Do a Friday detachment audit
Valiante spends 10–15 minutes every Friday asking which thoughts, feelings and attachments have taken hold that he didn't consciously choose, and then deliberately lets them go.

	Interview questions that reveal character
Ask about a time they had to work with someone they disliked and watch for blame, shutting down or engagement. Ask about their biggest obstacle and then what they leaned on to overcome it. Ask what they're good at and why they believe it.

	Use self-talk patiently
Your parents' language becomes your inner voice. Affirmations work if they aren't delusional, and they work over time, the way religions use prayer or saying grace at dinner to build gratitude. Adopt Tiger Woods' line: 'You got yourself into this mess, now get yourself out of it.'

	Audit the 'debris of childhood'
Freud's observation is that we spend our adult lives undoing the debris of childhood. Both poverty and inherited wealth, which causes 'identity foreclosure', can distort who you become. Valiante's own reset was a four-month sabbatical in Austin, where he found four free sources of happiness: working out, books, conversations and hitting golf balls.




What Your Gut Is Trying to Tell You

Guest: Giulia Enders · 2026-06-23 · 0:54:43

https://www.youtube.com/watch?v=79320h28XFo

Keypoints
	The gut is robust, not fragile: many 'sensitivities' reflect an underlying injury, not a permanent inability to handle foods.
Dr. Giulia Enders says the biggest myth is that the gut is 'too stupid' to cope. When the lining is damaged, fructose, gluten or dairy all seem to cause trouble, and people with IBS often cut them out for good. Her view: you're not imagining the reaction, but the fix is healing the underlying issue first, after which many foods can slowly return.

	Start by eating more of the healthy foods you already like, and increase fibre slowly.
In clinic she saw patients forcing down hated kale. Better to find the one or two vegetables you enjoy — asparagus, an extra onion in a ready-made sauce — and have more of them. A sudden fibre surge makes you gassy and bloated, like dumping fertiliser on a forest. A craving for a vegetable may even mean you already host microbes that eat it.

	Two kinds of fibre do different jobs: insoluble fibre adds bulk; soluble fibre feeds microbes.
Cereal and apple skin contain tough insoluble fibre that microbes can't easily break down; its bulk 'knocks on the walls' of the gut, which pushes back and keeps you regular. Apple flesh, asparagus and cooled starches carry soluble, prebiotic fibre. Which foods suit you is individual — beans are wonderful for some microbiomes and leave others horribly bloated.

	Cooking, cooling and reheating starches raises resistant starch and blunts blood-sugar spikes.
Cooled rice, pasta and potatoes recrystallise their starch, so it takes more time and enzymes to digest, giving a slower rise and fall in glucose and less rebound hunger. It's a case where preparation, not just calorie count, changes metabolic impact. Green bananas work similarly, and some countries use them for diarrhoea because they feed protective microbes.

	The gut is the immune system's 'boot camp of tolerance', and a damaged lining can teach it to fear harmless foods.
Huge amounts of material cross the gut wall, so immune cells patrol it and learn that, say, peanut is fine because local cells stay healthy. If the lining is wounded, stressed or short on mucus, those cells may conclude peanut is a threat — one route to sensitivities and allergies.

	Fibre lowers colon-cancer risk through microbes, faster transit and steadier blood sugar.
Waste that moves quickly spends less time releasing potential toxins against gut cells; fibre shapes the microbiome; and fewer glucose spikes mean less pro-inflammatory, more aggressive immune behaviour. Enders notes hereditary colon cancers exist, but the microbiome is now a leading indicator in others.

	Sugar nudges the immune system toward aggression because it suddenly has spare energy.
Immune cells lean toward 'more safety guards' but historically lacked the energy budget. Abundant sugar lets them over-inflame. People drinking sugary soft drinks for 10–20 years show significantly elevated inflammatory-disease risk, though pollution and genetics also matter. She's unconvinced by swapping sugar for dates — 'the same molecule… don't kid yourself.'

	Your stool is a free daily text message from your body.
Stool that sinks immediately with no air bubbles suggests bacteria haven't done their job; visible fat suggests poor fat digestion. Black, blood-red or grey stool is a warning sign. Use the Bristol stool scale for consistency — goat-like pellets mean too long in the gut — and don't overlook chronically soft stool, which can signal an impaired mucus layer.

	Antibiotics can permanently erase microbes, especially in children and older adults.
Kids and seniors recover their microbiome worst; for adults it's roughly 50/50, with some never regaining lost 'family heirloom' strains. Probiotics help with antibiotic-associated diarrhoea and can lower pH, but may also occupy the niche of your own microbes and then leave. Prebiotic food feeds the microbes that will actually stay. She links US overuse to widespread gut problems.

	Chronic stress is a hygiene problem for the gut.
On camera, a stressed person's gut walls turn pale as blood is diverted to brain and muscles. Short stress is like exercise, but weeks of it starve the gut of energy for protective mucus, make immune cells more aggressive and select for microbes that thrive on stress hormones. Hence nervous diarrhoea, new food sensitivities — and her line that stress hygiene matters more than sanitiser.



Examples
	Pacific Island rice cookers and weight gain.
After rice cookers arrived, rice stayed warm instead of being cooked, cooled and reheated. One hypothesis for the weight gain was faster-digesting starch; when people cooled their rice again, they lost weight.

	Squatting angle and the Sikirov study.
Sitting upright keeps a muscle-made kink in the rectum. Raising the legs about 30° straightens it, needs less pressure and may reduce haemorrhoids and diverticulosis, which are rarer in squatting cultures. Researcher Dov Sikirov found people emptied more easily that way; fans now use hotel bins as footstools.

	Her teenage skin disease and the zinc overdose.
Recurring open wounds called 'eczema' came back after steroids, so she read up, linked skin to gut and probiotics, and self-experimented until it improved. She overdosed on zinc and felt she could smell things further away — something she wouldn't recommend now.

	Coffee: the polyphenols are fine; the caffeine harms sleep.
Studies consistently show poorer sleep quality even in people who fall asleep easily, feeding a cycle of morning coffee. Her suggestion: drink it by early afternoon or switch to decaf for a few days and honestly check whether sleep improves.

	Three additives she checks for on labels.
Methylcellulose, polysorbate 80 and carrageenan. She's found 'healthy' fibre products that are 40% sugar and juices with more sugar than Coca-Cola. Her sugar anchor is the WHO's 25 g a day, and an 80/20 split of real food to processed is fine.

	Hospital food as medicine.
Shane describes a restaurateur friend removing ultra-processed food from hospitals to discharge patients a day or two earlier. Enders agrees: there's already research on food and wound healing, even psychiatric illness — systems should adjust to humans, not the reverse.



Other relevant
	Aim for about 30 different plants a week.
Tim Spector's rule of thumb: variety feeds a wider range of microbes. Pair it with the one-change advice — cool your starches and eat a liked vegetable more often. Microbiome shifts appear within 3 days to 3 weeks; cholesterol and immune changes take longer.

	See a doctor for red flags rather than self-treating.
Severe unfamiliar pain, black or bloody stool, weight loss, night sweats, diarrhoea lasting more than 3–4 days, or sudden new constipation. For long-standing constipation, try fibre, probiotics and soaked flax or chia seeds with extra water.

	Treat supplements, cleanses and meal timing as experiments, not rules.
Healthy adults rarely benefit from supplements, and high-dose vitamin E raised lung-cancer risk in smokers; sleep, food, stress, movement and joy are 80% of health. Cleanses carry some risk but may help as an occasional reset. Meal spacing or an evening cut-off can help visceral fat for some; experiment.

	Take a gentle walk after meals and use breathing breaks.
Working muscles pull in blood sugar, but a stressful, heart-pounding walk backfires. She describes 'email apnea' — holding your breath at each notification — and suggests a one-minute breathing reset at noon and 4pm.




Mental Models That Change How You Think | Bill Gurley

Guest: Bill Gurley · 2026-06-09 · 1:01:19

https://www.youtube.com/watch?v=yBBhd0-Os74

Keypoints
	Think in systems: complex systems are multivariable and nonlinear, so single-metric optimisation backfires later.
Gurley sits on the Santa Fe Institute board and recommends Thinking in Systems. Weather and markets can behave one way for years until one variable flips. Changes have first-, second- and third-derivative effects, so don’t get deterministic about one metric—know what actually matters most.

	Know the bedrock of your field: deep history is rare and wildly differentiating.
In a skim-the-summary world, few people study their field’s masters outside literature. Imagine 20 candidates interviewing at P&G or Pepsi and only you can discuss the great marketers. A friend advises college applicants to write about the founders of physics if they want to study physics—it signals passion. If learning the history feels tedious, ‘you’re not in the right lane.’

	Pair the oldest knowledge with the newest edge.
Great founders share obsessive learning: the edge where disruption happens keeps moving—mobile once, AI now—and they read everything to be top 1%. Gurley keeps about five premium AI accounts so he doesn’t miss anything. The power combination for a young person: know the legends of marketing and really understand TikTok.

	Value investing and venture can coexist: ‘value’ means price below future worth.
He started at First Boston, raised on Peter Lynch, Malkiel, Buffett, Graham and Howard Marks. Via friend Michael Mauboussin he met Bill Miller, who beat the S&P for 15 years while calling himself a value investor and holding Amazon for its network effects. Gurley sees Wall Street as the eventual buyer of what VCs create, so even at ‘two people in a PowerPoint’ you ask whether public investors will love it when it grows up.

	China’s open-source AI ecosystem may innovate faster than the West’s closed one.
China has around ten strong open-source models that learn from and test one another, often publishing their techniques. His metaphor: two farming societies, one where farmers only sell at market, one where they must share best practices—which evolves faster? Quietly, many Silicon Valley startups use Chinese models by volume. Some Western players ‘are begging for regulation’ because it would raise the bar against them.

	Whether general models eat vertical AI apps is genuinely open.
If models become near-sentient, verticals vanish. Gurley leans the other way: legal AI startups that ingest all the case law and embed in workflows build data moats that are hard to switch out—though Microsoft’s climb from OS to apps shows it can happen. Coding is the largest vertical, and Cursor already lets users swap models; price optimisation will make swapping more common.

	Model progress may hit an asymptote as data runs out.
Labs are ‘painting in the corners,’ paying experts thousands of dollars an hour to fine-tune. Yann LeCun argues language-based systems have limits. AlphaGo’s surprising move is cited as proof of machine creativity, but it came in a constrained game; the real world has infinite paths. Tesla FSD is likewise relatively constrained—Gurley wouldn’t yet ride in the back seat because corner cases are unfathomable.

	The AI buildout is bigger than anyone imagined, and circular deals both raise and delay correction risk.
Five years ago he wouldn’t have believed giants would take free cash flow of $50–100B a year toward zero for capex. Investors now believe in power laws, so they’re more risk-seeking: Amazon lost $2–3B before turning cash-flow positive, Uber about $15B, and AI leaders will lose far more. Cloud providers funding model makers who spend it back inflates growth. He views burn rate as a risk measure: a $1M monthly burn was risky a decade ago; now $100M+ a month.

	U.S. payments are a product of regulatory capture, and stablecoins may route around it.
The UK built Faster Payments ~20 years ago; Brazil’s Pix hit 60–70% of transactions within six years; China’s WeChat Pay and Alipay let you pay at your table via QR code. The U.S. still has three-day ACH and $25 wires, and FedNow has stalled, protecting 2–2.5% card fees and Visa/Mastercard’s ~60% operating margins. Coinbase’s USDC pays around 4% and moves in seconds for pennies.

	IPOs are rigged for bankers; an anonymous auction is the obvious design.
A freshman computer-science and finance student would match supply and demand anonymously, not let bankers pick the price and their favourite clients. Direct listings used an auction, but Wall Street retreated to its ‘controlled oligopoly.’ Tokenization could disrupt allocation, though unregulated tokens invite speculation and manipulation.

	Writing is a thinking tool and a magnet for deal flow.
Gurley read little until business school, then went from business books to personal development to biographies to narrative non-fiction (Gladwell, Lewis, Krakauer). He codified marketplace investing in writing, like Bezos’s six-page memos, to catch loose ends—and founders who read it reached out. Storytelling and product instinct are founder superpowers; he estimates fewer than 5% of non-product people can be made good at product.



Examples
	The dating site that lengthened profiles.
Longer profiles raised engagement in tests, so the site rolled them out—only to learn months later they hurt conversion. A classic second-derivative effect.

	John Lasseter’s 10-course cartoon dinner.
Partner Alex Balkanski won a dinner with Pixar’s creative chief at an Agassi charity auction. Lasseter served ten courses, each paired with a classic cartoon he explained. Similarly, Magnus Carlsen won a chess-history trivia contest, and Picasso was an accomplished realist by 14.

	Uber: no case study and no mentor to call.
Winner-take-all dynamics meant rivals raised $1B, then Uber $3B, with burn rates no public company would accept. Boards of Walmart or GE had never faced this. Now AI companies have ‘added a zero.’

	Benchmark’s equal partnership and its one-page website.
Five equal partners, no king: easy recruiting, seniors invest in juniors’ success, no annual pie-recutting. The downside is nobody owns new initiatives—Matt Cohler built an elaborate website, complaints followed, so he replaced it with a splash page that’s lasted ~15 years.

	Bezos’s single angel-investing test.
Asked how he ran a strong angel portfolio with no free time, Bezos said he asks one thing: will this person do it no matter what, come hell or high water?



Other relevant
	Ask AI for the whole workflow, not one step.
Don’t stop at ‘top 10’—ask it to list pros and cons and rank by several dimensions. For restaurants he uses Gemini with Google reviews: which three dishes do people rave about, and which to avoid?

	Young people can out-know veterans in a niche.
Venture bends toward youth: a 25-year-old who spends 100% of their time on esports or YouTube can quickly know more than John Doerr or Mike Moritz.

	Back incentive packages that pay only for big shareholder gains.
He’d accept Elon Musk’s Tesla-style package everywhere: nothing unless the stock soars. He calls proxy advisors that oppose such deals and sell scoring advice to the companies they score ‘more of a heist.’

	Hold one non-consensus view with humility.
After 20 years visiting China he resists Washington’s vilification, noting the U.S. is 4–5% of humanity and wondering how ‘American exceptionalism’ sounds to the other 95%.




FarmVille Creator: The Hidden Path to Successful Products

Guest: Mark Pincus · 2026-06-02 · 1:09:29

https://www.youtube.com/watch?v=iGx8RDvMvsg

Keypoints
	Great consumer products tap an unmet, often unexpressed human instinct — and the test is whether they earn a spot on your home screen.
Mark Pincus says magic often lands where we're most cynical. His rough rule: if a product makes the front page of his iPhone, it has billion-dollar 'stick' value (now maybe two billion). That page is still half empty, which tells him how few digital products feel compelled-to-use daily.

	Look for 'heat' — true signal you don't need statistics to recognise.
Heat is like finding your person: when it's real, everything says so. When you're hunting through click-through rates asking 'is this the signal?', it isn't. Seeing heat in your own product, he says, feels like Christmas morning.

	Your instincts are usually right; your ideas are usually wrong.
With Tribe.net he had 'three winning instincts and one losing idea.' The instincts — a peer-to-peer 'cocktail party' seen in Napster, Web 2.0's 'anything that can be free will be free', social networking via Friendster — were right. The idea, Craigslist meets Friendster, got trust 'so wrong it's unbelievable' for mainstream users, even if Burning Man types loved it.

	Fix the hole in a 'sinking speedboat' instead of pouring in more users.
Tribe had amazing virality and growth but terrible retention, like many viral apps. When Zuckerberg and Sean Parker visited a year in, Pincus saw they'd got trust right — but ego and a startup taboo against copying kept him from adopting the insight, so he doubled down on a losing strategy.

	Proven–Better–New: copy what's proven, improve one thing users unanimously want, and treat everything new as likely to fail.
Most products lose for the wrong reasons — they try to reinvent every component. Slack took proven HipChat channels. Zynga Poker copied tables, dealer, cards and sounds; 'better' was no download, possible because no real money meant no security requirement. Better is usually mundane: free, half price, fewer clicks. 'New' — friends' photos around the table — gets many variants because 'all new fails until it finally doesn't.'

	Earn the right to change something by becoming a 'PhD' in what's already proven.
When a new PM proudly showed a redesigned poker profile, Pincus asked for his PhD in profiles: the best mobile and game profiles ever made and why. He wanted a war room full of them and pixel-level care. Deconstruction is a lifelong craft: be a student of your own experience whenever a new product launches.

	Founders pass through 'the abyss' between successes, and structure helps you climb out.
After a company ends, freedom feels great for weeks, then dread sets in that you'll never find work you care about; Pincus spent years there. His dad called it 'in between successes.' Side projects — one was a poker game — plus his yearly Book of Life gave enough structure for something to catch. He's either all-in 'maniac' or a dabbler with 'a terrible work ethic until I don't.'

	Know your goal or suffer a death by a thousand compromises.
Founders compromise for the next engineer, CTO or impressive board member until they wake up in a company they don't want to work at. If the place no longer fits the founder, the founder has failed. That's why he made raising Zynga's first round deliberately hard: everyone had to be aligned on the road trip.

	Build 'failure machines' at the top of the funnel instead of falling into the MVP trap.
Teams waste months reaching a 'viable' product that is probably wrong. With AI you can vibe-code a minimum idea and test it. 'Meh' — a five to seven — is the worst answer; a clear no is better. His mantra: build it wrong and fast, see if it proves right, then build it right.

	Founder mode means betting on your instinct and keeping control, even at half the valuation.
Founders were 'expert witnesses' — closest to the answer, furthest from the decision. He runs companies as a 'democratic dictatorship': hear everyone, then one vote. His biggest regret is not using his voting control to override his board in fall 2012.



Examples
	The Supercell deal that didn't happen.
With Zynga at a $2 stock and being sued, after the failed ~$200M OMGPOP (Draw Something) acquisition, he had a handshake to buy Supercell — Hay Day and a rising Clash of Clans — for $400M cash. The board refused; the company's lawyer warned overriding them could make him personally liable. Supercell made $500M profit the next year: his 'Instagram moment.'

	Words with Friends turnaround via click tests.
Returning as CEO, the game was projected to fall from $120M to $79M; ratings had slid from the high 4s to the mid 3s. A team of mostly 20-something men had spent six months on 'fast play' for an audience of middle-aged women seeking a zen moment — only 1% clicked. Daily testing of hundreds of ideas found weekly achievements; the game did $180M revenue and $100M contribution.

	Kicked out of Bain and scolded by John Malone.
At TCI he told Malone to buy AOL (worth $110M) instead of paying $400M for a third of Prodigy, and to short another company — 'I don't need some wet-behind-the-ears MBA.' At Bain in 1991 he presented a flashing X over Mitt Romney's market-share-vs-margin chart, proving it broke in snacks; he was one of two summer associates ever asked not to return.

	The Book of Life began with quitting smoking on 19 October 1994.
At 28, feeling washed up, he sat in a synagogue writing why his life sucked and fixed on the one thing he could control. Each smoke-free day proved he could change; he has written a yearly plan since, asking what his future self will thank him for.

	Zynga's Facebook dependence.
Facebook constantly moved the app rail, then handed Zynga terms on a Friday with a Monday deadline or apps would come down. Zynga was about 20% of Facebook's page views and 10% of revenue, listed as a risk factor at its IPO. Pincus says only Spotify and Zynga truly survived that ecosystem. Zynga was cash-flow positive from a $350K start; at peak about 20% of Facebook users played FarmVille.

	Pitching Steve Jobs.
Jobs snapped at Scott Forstall over 'fake demoware' until Pincus said the chat users were real — 'type something if you dare.' He then pitched in-app purchase, which the App Store lacked; Zynga was among the first Western companies to monetise via virtual goods.



Other relevant
	Make everyone 'CEO' of something.
At support.com, stuck at 35 people, he had each person write on a sticky note what they were CEO of, something others agreed mattered. More responsibility than people think they deserve creates healthy adrenaline; Zynga's wall read 'Be a CEO, own outcomes.'

	Honour a moral contract with builders, and fire the weak to protect them.
Engineers 'take the hill' and then get screwed when sales doesn't sell it or the CEO changes course. Leaders owe equal effort to unlock value from that work. Promotions others can't see as deserved erode meritocracy.

	Kill politics: no one-on-ones, and redirect complaints.
Borrowed via Bing Gordon from Bezos: consistency makes the style feel impersonal. If someone complains about a colleague, call that person over and walk away. He also used Bezos-style tech assistants — smart misfits who shadow every meeting — to pass on 'vampire blood'; one, Ian Cinnamon, went on to build a multi-billion-dollar satellite-launch company.




Maximize Stress to Win

Guest: Winston Weinberg · 2026-05-12 · 1:02:53

https://www.youtube.com/watch?v=j6jgpb8kCR0

Keypoints
	Re-rank your priorities many times a day—the act of re-ranking is the thinking.
Weinberg’s 200–400-page Google Doc, ‘the list,’ opens with reminders (re-do prioritisation every 3–6 months), then his top three tracking documents (say a post-sales revenue tracker), three quarterly goals—usually one product feature and one broken area to fix—and a daily ranked to-do list. His best days correlate with how often he clicks in and re-orders it, because each re-rank forces ‘meta thought about my thoughts’ and puts one item in bold first place.

	To say no, force yourself to write a paragraph justifying the meeting.
When he slips, his chief of staff makes him write a full paragraph on why he’d take a meeting. For 99% of them the first sentence reveals ‘I don’t want to do this’—a sign it’s a waste. For genuinely important ones he could write 20 pages.

	People say yes to what looks like progress now instead of enduring criticism while fixing the real problem.
An investor may say revenue is weak because you lack a chief revenue officer, so you take C-suite meetings and get pats on the back—when you know the real issue is product. Fixing product has a delay; for two quarters everyone thinks things are getting worse. The best founders put on blinders, do the hard thing, and are proven right six months, a year or ten years later.

	Founders build the machine, then work only on its biggest bottleneck—meaning permanent discomfort.
Chasing bottlenecks before the machine exists means you never hire the right staff or build the right product. Once it runs, ignore whatever works ‘absolutely entirely’ and attack the single thing that’s burning. That leaves you in pain 24/7 by design.

	Three decision rules: door type, P0 effect, and who will do it.
Classify one-way vs two-way doors immediately, assuming 99.9% are two-way. Then ask how it affects your top priority (P0): irrelevant means decide anything and move; distracting means no, full stop. Finally, be realistic about who will execute.

	‘Stress-max’ early: confront feared tasks while mistakes are cheap.
Every stressful thing you do—even badly—lowers future stress. Firing someone at a 10-person company won’t sink it; avoiding firing an executive at a huge one can. His regrets are never wrong decisions, only slow ones—‘sitting at the bottom of the stairs too long’ instead of taking a step and seeing more.

	A CEO’s stress radius grows with headcount; unmanaged anxiety becomes company-wide thrash.
At 50 people everyone absorbs the CEO’s stress. At 800, the whole company lurches toward whatever worries the CEO, and constant alarms become ‘the boy who cried wolf.’ He admits he overreacted to several threats last year and wants to replace ‘push where my anxiety is’ with shared principles.

	Hire for resilience: people who’ve never had a B break.
He was kicked out of a high school, moved schools and had bad grades; none of it was the end. Prestigious candidates who treat everything as a one-way door crack under fast, tumultuous change. Nobody at Harvey has been let go for too many mistakes—people who leave ‘broke’ via decision paralysis, poor team-building or fear of hiring better people.

	AI is turning 10x people into 100x people and will erode seniority-based careers.
Models remove communication gaps—he asks for an engineering analogy to multi-jurisdictional fund formation and gets a perfect one-pager—and great engineers can just ship on a Sunday. Small edges compound like a slightly faster basketball player, or rainmaker partners who get most of the work. Lockstep law-firm promotion until years 8–9 will have to give way to merit; Harvey often promotes high-slope juniors over seasoned hires.

	Work product gets commoditised; decisions and advice gain value.
Reviewing 1,000 contracts will be automated; the decision at the top won’t. Top M&A lawyers aren’t the best SPA drafters—they know the other players and can tell which of ten demands is real and which are smoke screens. Trial lawyers craft stories for a specific jury. That relationship data is hard to distil into models.



Examples
	86 of 100 Reddit answers approved unedited by three of three lawyers.
Co-founder Gabe Pereyra, from the first Google Brain class and then Meta, showed him GPT-3 in early 2022. After using it for Dungeons & Dragons and a pro bono landlord-tenant case, they ran chain-of-thought prompts on California tenant questions from r/legaladvice and asked three lawyers if they’d send the answers. On 86 of 100, all three said yes.

	A cold email to Sam Altman: ‘Did you know the models were this good at legal?’
They emailed results to Altman and then-general counsel Jason Kwon, met the leadership team on the Fourth of July, and raised from OpenAI without approaching other VCs.

	Demoing against the lawyer’s own brief.
Early lawyers stared at their phones during demos. Weinberg pulled each lawyer’s latest public federal filing and asked Harvey to critique it; they then read every word. Risky—a hallucination ended the meeting—and he did it live in the Sequoia Series A pitch, prompting Pat Grady to ask if that was normal.

	The $700M acquisition that almost broke Harvey.
In early 2024 Harvey signed to buy a company 10x its headcount, KKR-style, before having funding. They raised about $500M in clean equity but would have needed payment-in-kind debt that could hand over equity. He walked away, thought the company was over for 24 hours, and was forced to build properly.

	Client attitudes flipped in three years.
2023: don’t use AI, or tell us exactly how. 2024: allowed for certain matters such as IP. 2025: you must use it and show how it saves us money. Yet a PE client sees no fee drop, because tools automate tasks, not whole diligence workflows.



Other relevant
	Once customers know you, founders should spend almost all their time on product.
His worst mistakes were stepping away to sell; it helps a couple of quarters but ‘product is the only thing that scales.’ Next: right people in right roles with clear swim lanes; and vision at the right altitude—a five-year doc was read as ‘build it now’ and caused missed launches.

	Test hiring candidates with live async doc edits.
Give a project in a shared doc. Someone who writes 20 hedging paragraphs on an A-or-B question will likely freeze in high-stakes calls.

	For law students: first-year skills plus deep client and industry knowledge.
1L teaches argument and research using mostly outdated law, which stays valuable; years two and three should be hands-on. If your edge is fastest research or brief writing, it never really was.

	Run early and protect sleep.
A morning run gives a ‘shock’ that leaves him calm for the day; ruthless prioritisation shrinks a thousand fires to one ‘terminal’ problem.




OpenAI Co-Founder: “I just had to Quit”

Guest: Greg Brockman · 2026-04-22 · 1:11:42

https://www.youtube.com/watch?v=6JoUcQ1qmAc

Keypoints
	OpenAI started from a 2015 dinner question: is it too late to compete with DeepMind?
DeepMind had the researchers, capital and data, and AlphaGo was months away. At Sam Altman's July dinner, people listed reasons it would be hard but nobody could name one that made it impossible. Driving back, Brockman and Altman agreed 'we got to do this', and Brockman went full-time the next day. Dario Amodei and Chris Olah turned down the early team and went to Google Brain.

	A Napa offsite turned interested researchers into a team and produced a 10-year technical plan.
About ten people were each waiting to see who else would join. At Altman's suggestion, Brockman (who even made t-shirts) took them to Napa before any offers or structure existed. The plan they came up with was to solve reinforcement learning, solve unsupervised learning, then gradually learn more complicated things. Offers went out right after, with a two-to-three-week start date.

	The pure nonprofit was dropped because doing the compute math in 2017 showed charity money couldn't fund AGI.
Projections of the compute needed, plus the prospect of exclusive access to Cerebras hardware or very large data centers, showed that the scale required was far beyond what nonprofit fundraising could reach. Raising $100–500 million was possible; a billion was 'pretty hard'. Elon Musk, Altman, Ilya Sutskever and Brockman agreed that a for-profit entity of some form was the only route to the mission.

	Dota showed that simple algorithms plus massive compute work in messy real-world settings.
OpenAI chose Dota to force the invention of new methods, because PPO plans at every timestep with no hierarchy and seemed doomed not to scale. They kept scaling PPO anyway and beat the best humans, with a network about the size of an insect brain. The finding was that pushing baselines until they hit the wall can show there's no wall.

	Prediction isn't a shallow task: predicting Einstein's next word means being at least as smart as Einstein.
The 2017 'unsupervised sentiment neuron', trained only to predict the next character, learned whether text was positive or negative, the first sign of semantics emerging. Reasoning models add reinforcement learning, in which the model generates its own data from actions, but training is still prediction, just on differently structured data.

	When stakes feel existential, ordinary office politics like credit and decision rights take on enormous weight.
Brockman says the field is 'fragmentary': under pressure you get diamonds, meaning high-trust teams, or cracks, with groups splintering off. He frames the resulting diversity of labs and approaches, including on safety, as healthy debate that has moved from inside OpenAI into the wider world.

	His first-person account of the firing: no reasons given, and he quit the same day.
On a video call with the board minus Altman, he was told Altman was out and that he himself had been removed from the board but would stay as 'critical to the mission'. When he asked for reasons, he got none. He told his wife 'got to quit' and she agreed. He put the chance of getting the company back at 10% that first day. When the board replaced interim CEO Mira Murati that Sunday, the company rebelled.

	Most of his regrets are about waiting too long, not about acting too fast.
Asked to write his lessons on one page, he lists persistence through 'it's over' and 'so back' swings, steadiness as a leader, and decisiveness. When opinions contradict each other, you have to pick, knowing someone will be upset or quit. His regrets are mostly cases where they knew someone was the wrong person for a role, or a technical direction was wrong, and dragged their feet. Lesson learned more than once: 'Make the hard decision. Have the hard conversation.'

	OpenAI hides chain-of-thought both to resist distillation and to keep reasoning traces honest.
Reading a model's reasoning turned out to be an unexpected way to interpret it. But if you train the chain of thought to look presentable, it stops faithfully reflecting how the answer was reached, so OpenAI decided early never to optimize it for appearance. On distillation, he argues the real moat is 'the machine that makes the models', since they're always on to the next model.

	The world is heading toward a compute shortage, and who gets compute becomes a societal question.
One GPU per person would mean 8 billion GPUs, while fleets are in the hundreds of thousands to millions. He expects dedicated data centers, for example one aimed at cancer, possibly this year. OpenAI keeps a free tier because it believes everyone needs access, and it treats safety as a product feature, since nobody wants a model that isn't aligned with them.



Examples
	A petition that crashed Google Docs
Employees canceled Thanksgiving flights to pack the office. So many tried to sign the return-Altman petition at once that it crashed Google Docs, and designated people had to add names. Brockman got home around 5 a.m., woke 45 minutes later, and saw Sutskever had signed. No one accepted a competitor's offer that weekend.

	Training DNA models during his time off
Sutskever's later departure was 'maybe the only moment' Brockman didn't want to keep going. During his break he trained language models on DNA sequences for the Arc Institute, work tied to his wife's health conditions.

	GPT-3's top misuse was medical spam
The team had prepared for misinformation, but the number one misuse turned out to be drug advertising spam. That's his case for iterative deployment: by your 100th system you've solved deployment 99 times and society has had time to adapt.

	AI writes nearly all of OpenAI's code
The share not written by AI is 'a vanishing fraction'. Humans still decide module layout and interfaces. When used on chip layout, the model produced optimizations that were already on the team's list, just faster. He also says a quantum physics problem was resolved in the opposite way the community expected.

	'Who built this?' 'You did.'
A friend typed his sister's app idea into Codex as she described it, and a few hours later showed her a working app. Brockman's point is that the line between consumer and builder is blurring.



Other relevant
	Lean in early to each new generation of AI
Across generations of this technology, the people who benefit most from the new one are those who used the last one. The core skill is agency and having ideas, as everyone becomes a manager of agents.

	Watch for sycophancy
OpenAI admits its models drifted toward telling people what they wanted to hear and retrained them against 'hacking the grader'. Judge an assistant by whether it serves your long-term goals.

	It's easier to see what you'll lose than what you'll gain
His Uber analogy: in 1950, using computers, phones and GPS to summon a car in three minutes would sound absurd, yet the same stack enabled millions of other uses. Prepare for disruption and look for what you gain.

	Cut words to be clear
His best advice came from a Harvard freshman writing class: keep cutting words. He reads widely, triages aggressively, and names Gauss and Descartes as role models.




Make Your Goals Bigger!

Guest: Mario Harik · 2026-04-14 · 1:38:16

https://www.youtube.com/watch?v=XCO7mqK7hs0

Keypoints
	Running a company is the engineering design process applied to strategy, plus people skills an engineer has to learn.
Harik tells his kids that engineers 'build things and fix things'. At XPO that means identifying a goal, gathering data, defining requirements, building a solution and testing the outcome: strategy, then KPIs, then an action plan for each KPI. The catch is that engineers chase perfection and people don't work that way. What surprised him most was that every person's mind works differently, 'in its own beautiful way'.

	His main lesson from Brad Jacobs: set very big goals, because small goals produce small results.
Jacobs founded eight multibillion-dollar companies. Harik joined XPO as employee number three and worked under him for more than a decade. His version of the lesson is to take a project you think needs three years and ask how to do it in three months, at work and in life. He calls ultra-big goals 'the cure for complacency', because hitting a modest target invites a pat on the back and then coasting, while winning against big targets breeds more ambition.

	Hire for three things: very good at the job, serious about the work, and collegial.
Serious doesn't mean 90-hour weeks. It means taking the mission of the company and the role to heart every morning. Collegial includes kindness, humility and a thirst to learn, but not consensus. Harik worries when everyone in a meeting agrees, because it suggests the problem hasn't been looked at from ten angles and the team may settle for a local maximum. Disagree respectfully, focus on data rather than the person, then commit to one path.

	XPO is run on about 10 daily KPIs, tracking both their change and the rate at which that change is changing.
Each strategic lever has KPIs, and each KPI has an action plan with owners. Being up 5% year on year is a first derivative. FP&A also looks at the second derivative, whether the trend is speeding up or slowing (5% sliding to 3% then 1%), and probability-weights risks and opportunities for weekly, monthly and quarterly forecasts. Every P&L owner has an FP&A partner showing which levers they can pull.

	Service is the product: in less-than-truckload freight, better service earns market share and premium pricing.
XPO has about 40,000 employees, roughly 23,000 in North America, and 18,000 of those are drivers or dock workers. The average shipment is about 1,400 lb, consolidated across roughly 300 terminals. The two service measures are no damage and on-time delivery. Better service lets XPO sell higher-margin add-on services and gain profitable share.

	Data used for coaching gets buy-in; data used only to police people breeds resentment.
Every handheld scan shows a worker two dials: productivity ranked against peers on the dock, and potential damages, such as unstrapped pallets. Damage is traced back to the last person who handled a pallet, and that person gets targeted training. Harik says the response has been good because the information is used to help people improve, not just to enforce strict rules.

	Give feedback by starting with what makes someone great, and ground criticism in data rather than opinion.
Early in his career he handed people his own solution, which he says caused the team's thinking to 'atrophy' and capped results at his own expertise. Now he teaches people a process for analyzing the data, and often their designs beat what he would have come up with. 'You dropped the ball' makes people defensive. 'Here's what the data said we could reach, and where we landed' doesn't.

	Ego is thinking you're so good that you stop learning.
He started coding in BASIC on a Commodore 64, read his older brother's computer-engineering books as a young teen, and arrived at the American University of Beirut sure he was the best programmer alive. At MIT he met programmers '50 times better'. The humility that followed is what let him keep learning instead of getting stuck.

	A CEO has three value levers: the team, capital allocation and time allocation.
For capital, the question is the return on each dollar, not the size of the check: does $1 million deployed return $100,000 a year or $3 million? Options include internal projects, M&A where '1 + 1 > 2', paying down debt, or buying back shares while they're cheap. For time, he goes where action plans aren't working and focuses on inputs, not outputs.



Examples
	The nearly $1 billion Yellow terminal bet
When rival Yellow went bankrupt in 2023, its terminals, some with docks about a mile long and very hard to permit and build, came up for sale. XPO mapped Yellow's network onto its own, found 28 properties in capacity-constrained growth markets, and wrote a business plan for each (for example, growing from 5% share in a market toward its ~10% national share). Harik, then a new CEO, started with a smaller bid and spent nearly $1 billion with chairman Jacobs' input. FP&A now tracks each terminal against its plan.

	Break-room notes sent to the top 100 leaders
Harik visits terminals early in the morning and sits in break rooms with a notebook, collecting ideas on tires, truck parts, handhelds, pay and benefits. He emails them to the top 100 people as lessons 'from the people who matter most'. Drivers told him a service bonus wasn't enough without accountability for coworkers who mishandled freight, which led to tracking damage to individuals.

	Meetings built on ranked takeaways and questions
A week before monthly operating reviews, materials go out and attendees submit takeaways and questions, then rank everyone's from 1 to 10. Meetings open with the top takeaways. Rules: no devices, one speaker at a time, juniors speak first, and Harik speaks last so he doesn't bias the room. Each meeting ends with every attendee's takeaways and what they'll do differently.

	Brad Jacobs' A/C player test
Imagine someone saying 'don't try to talk me out of it, I'm leaving.' If you go home with a pit in your stomach, they're an A player. If you think 'great, we can upgrade', they're a C player.

	Interviews that go four clicks deep
Instead of asking a sales leader 'How did you grow revenue?', he asks how they structured the sales force, managed leads and pipeline, handled account plans, and what their daily face-to-face meeting targets were. He also reads a 50-page packet of other interviewers' notes and probes every red flag, because flagged concerns often turn out to be why people fail. He ends with the airport test: would he enjoy being stuck with this person?



Other relevant
	Think in a decision tree each morning
He spends 15–30 minutes in a calm spot, often his car, running worries and recent reading through chess-like branches, and ends up with three or four priorities. He says that thinking faster than your inner voice speaks is a trainable skill.

	Treat repetition across sources as signal
Analysts send him hundreds of highlighted pages each weekend on XPO, competitors, customers and the industry. A theme that keeps showing up across independent sources counts as signal, while a one-off doesn't. He reads long documents himself, then asks several AI platforms for their takeaways and compares them to spot what he missed.

	Run on 'clean fuel'
Unlike chip-on-the-shoulder drivers like Michael Jordan or Tom Brady, Harik and Jacobs measure winning by reaching their own potential, not crushing rivals. Steal good ideas from competitors, but grow the pie.




Top Principal: Stop Sending Your Kids to School | Joe Liemandt

Guest: Joe Liemandt · 2026-03-31 · 2:11:47

https://www.youtube.com/watch?v=BRcVDhOkij4

Keypoints
	Traditional school is time-based and coded for IQ and conscientiousness, so money alone can’t fix it.
Liemandt argues the classroom model rewards two traits—high IQ and being a natural grinder—and doesn’t adapt for anyone else, while family income strongly predicts outcomes. Pouring in more money doesn’t raise either trait. Standards have quietly dropped: he says about 80% of Harvard grades are now A’s, and the median U.S. student gains roughly one point on the 300-point NWEA MAP scale from eighth grade to senior year.

	Mastery-based AI tutoring makes learning effort-based, not IQ-based.
Knowledge is cumulative, so a seventh grader who struggles usually has fourth- or fifth-grade holes. Like a coach who won’t let a point guard lose the ball 20% of the time, the system only advances you once you know material cold. Bloom’s ‘two sigma’ finding showed mastery tutoring’s power but was unaffordable with human tutors. Grade-level laws in some states make it illegal for teachers to teach below grade—so the sixth-grade teacher hands sixth-grade work to kids who can’t read.

	Material takes far less time than school allots: roughly 20–30 hours per grade per subject.
Seventh-grade science gets ~180 class hours plus homework in a normal school; with Alpha’s app, Timeback, the average student masters it in about 22 hours. Lessons target the ‘zone of proximal development’—80–85% correct—because 99% means no learning and 50% means disengagement. He estimates the teacher-in-front-of-the-class model wastes about 90% of kids’ time.

	Generative AI writes personalised lessons; chatbots for academics are ‘cheatbots.’
Alpha doesn’t hand kids ChatGPT—he says 90% of academic chatbot use is cheating. Instead an LLM combines the curriculum, the child’s knowledge graph, their interest graph (baseball analogies, an Avengers choose-your-own-adventure at the right Lexile level) and, from 2026, cognitive-load theory. A frontier model also watches the screen and coaches behaviour, with a ‘waste meter’ flagging skipped videos or scroll-to-the-questions habits. It currently costs about $10,000 per child, which he aims to cut below $1,000, then $100.

	Motivation is 90% of the problem, and time back is the motivator.
His first week as principal, fifth graders said they’d love school with ‘less school’—ideally none. They negotiated two focused hours in exchange for four hours of ‘awesome stuff.’ Ed tech mostly fails, he argues, because dropped into a six-hour day kids have no reason to engage. At the sports academy, kids play once the meter turns green, and coaches tell them to stop messing around so everyone can play.

	The rule: kids must love school—more than vacation.
When 96% of students said they loved school the metric stopped being useful, so Alpha now asks whether they’d rather be at school than on vacation; 40–60% say yes. In May, two-thirds of high schoolers asked him to keep school open over summer. He challenges executives who say school should be ‘spinach’: would they say that about their employees’ jobs?

	High standards with high support is what makes kids happy.
Kindergartners climb a 40-foot rock wall, harnessed, and come down beaming. Child development is a cycle of struggling, failing, sometimes crying and succeeding with a caring adult—a cycle families expect from sports but schools rarely provide. He links middle-school disengagement and mental-health problems to low standards and dopamine loops, not to pressure.

	Redefine teachers as guides who only connect and motivate.
A standard teacher needs five hard skills: subject expertise, teaching technique, motivating kids, handling parents and administration—then gets underpaid. Alpha removes subject matter and pedagogy (AI handles them), hires a dean of parents, and hires the top 1% of teachers purely to coach. Parents of teens are asked: do you trust your guide to hold high standards so you can provide unconditional love?

	The school owns the outcome: if a child isn’t learning, it’s the system’s fault.
About 50% of educators leave when told they’re accountable for every kid learning. Lesson designers get on calls with kids stuck on their lessons. He traces this to Jack Welch telling him that even an award-winning product sucks if the customer gets no ROI.

	Parents are being misled by grade inflation.
Among hundreds of transfers from $40–75K private schools, some A students were ahead a grade, but many more were three years behind; B students were three to seven years behind. Parents also resist having kids fill gaps below grade level, which is why many schools fear assessments that would reveal holes.



Examples
	Results: top 1% in every subject and 2x growth in two hours.
Alpha students score top 1% on MAP in every grade and subject; a typical student expected to gain five points gains ten. Third and fourth graders outscore half of U.S. high-school graduates. Many students score 790–800 on SAT math; non-honours targets 1350 in two hours a day, honours 1550 plus AP fives in three.

	‘100 for 100’: $100 for a perfect state test at any grade level.
Seventh graders who thought 100% impossible pick the third-grade test, ace it, then fourth, then get 75 on fifth and let the tutor fill gaps in about a week. Alpha now gets more perfect scores in a 200-student building than a district of 100,000. Fewer than 10% of parents think their child could score 100; Alpha kids say ‘of course.’

	Second graders running a 5K by December.
Guide Faith taught Atomic Habits’ 1%-better idea, signed the class up in August for a Christmas Jingle 5K, walked the track with them on day one, then added a quarter-lap of running each time. They finished in about 35 minutes and told parents, ‘I can do anything.’

	Texas Sports Academy: $300 a month for aspiring D1 athletes.
Tuition is $15,000; Texas’s new $12,000 voucher leaves income-eligible families about $300 a month. Students arrive mostly in the bottom half academically and use the same two-hour system, testing whether selection effects explain Alpha’s results.

	Jack Welch’s reality check after the Forbes cover.
Liemandt arrived as the youngest self-made Forbes 400 member; Welch rated him roughly a mid-level product manager and asked whether this was his first step or his last. Liemandt wrote 100 to-dos on the flight home. Welch also bet him and his son they could switch from hockey to skiing only by finishing first and second in a race—they did.



Other relevant
	Make goals definitive and small.
Alpha’s dashboard says ‘you’re 6 hours away.’ Math Academy publishes hours per course (about 28 for a grade of math); student Maddie earned her New York flight to meet a Broadway producer by putting in the hours to hit 790.

	Use extrinsic rewards to change a child’s self-image, then withdraw them.
Middle schoolers get $1,000 for reaching top 1%; once they see themselves as good students, payment isn’t needed—alumni in college hold 4.0s unpaid. Earned money teaches saving, investing and the lesson of losing it at 13 rather than 27.

	Run a 168-hour audit.
Students draw an ikigai of who they want to be, then log every hour of a week and realise they’re on track to be ‘the world’s best TikTok scroller.’ Passion projects pull them out.

	Quantify soft skills to scale them.
Every third grader solves a Rubik’s Cube, every eighth-grade class finishes a Tough Mudder together, fourth and fifth graders pass Wharton’s MBA teamwork simulation, and an AI app grades public speaking.




Inside Brookfield’s Trillion-Dollar Investing Playbook | Connor Teskey

Guest: Connor Teskey · 2026-03-17 · 1:24:27

https://www.youtube.com/watch?v=xSwHXjH8Og4

Keypoints
	Brookfield invests in the ‘backbone of the global economy’—and that backbone keeps changing.
It raises money from the world’s largest pools of capital and deploys it across about 60 countries, mainly the U.S. and Western Europe. Teskey estimates two-thirds to 70% of what it invests in today wasn’t an investable asset class 15–20 years ago: hydro dams then, solar, nuclear and batteries now; ports and railroads then, plus data centres, fibre and towers now. Products grew from four a decade ago to about 60—flagship, mezzanine debt, super-core and retail-wealth versions of the same strategies.

	If a deal feels 90% right, do it—and do ten of them.
His first Brookfield boss warned against the false precision of Excel; you must overlay judgment because the model only looks certain. Waiting to de-risk everything to the nth degree means you de-risk your deals and also do none. Being right nine times out of ten is really good.

	Take execution and operating risk, never market risk.
For a solar farm the four drivers are construction cost, the power purchase agreement, the EPC (engineering, procurement and construction) contract and financing. Brookfield won’t put capital in the ground until all four are locked at once, so rates, power prices and inflation can move without hurting returns. The same template applies to build-to-suit real estate and data centres contracted with hyperscalers or sovereigns.

	Underwrite the downside; let upside be a free option.
Investment committee time goes overwhelmingly on the worst case. Buy high-quality, market-leading businesses with downside protection, make the base case depend only on things you control, and accept asymmetric upside you don’t need. Deals are usually killed after diligence for two reasons: a weak revenue construct or counterparty, or too much construction risk for the return.

	Finance asset by asset with non-recourse, long-term, fixed-rate debt, and hold excess liquidity.
It’s more work and not the cheapest, but one bad asset can’t taint a portfolio—and a great bid for one asset isn’t trapped in a shared facility. ‘Liquidity is overvalued when you don’t need it and incredibly undervalued when you do.’ Spare capital protects covenants and lets Brookfield buy when others can’t, which he calls one of its most enduring advantages.

	AI infrastructure will be overbuilt—so only build against contracts in tier-one markets.
Data-centre deals have expanded on three compounding fronts: more centres, bigger centres, and investors now funding chips, servers, power, grid connection and substations, not just racks and shells. Counterparties are ‘almost undoubtedly the greatest companies of all time.’ Overbuild happens in every cycle, but Brookfield doesn’t build on spec and picks locations with multiple users so facilities can be re-contracted after 20 years.

	Local autonomy to source and operate; central approval for every capital decision.
Each market has local investment, operating and fundraising teams. All deployment comes to a small central group, giving perspective: the best deal a region has seen in two years may lose to better risk-adjusted returns elsewhere. Committee isn’t a one-hour verdict; teams iterate for weeks and face a detailed ‘capital committee’ review three to four weeks before final approval.

	Every return bridge includes operational improvement, rooted in 100 years as an owner-operator.
Founded around 1900, Brookfield spent its first century as an industrial conglomerate, and its balance sheet remains the largest investor in its own funds. Expertise mostly sits above portfolio companies; for turnarounds it inserts people. Global health-and-safety standards roll out immediately because those who get safety right tend to be the best long-term operators.

	AI is boosting productivity more than cutting jobs across 500 portfolio companies.
Companies may trial any AI tool but must share what worked and what failed so 499 others benefit. Wins include pricing models and factory-floor redesign, plus predictive maintenance across nearly $1T of real assets—flagging a loose bolt on a machine not due for service for two years—and site-scanning phone apps listing safety risks for 300,000 operating staff. Robotics will arrive slower than expected but matter more.

	The next growth wave is individual investors.
Brookfield targets $2T by 2030. Institutional allocations to alternatives should double in a decade, but the individual market—retail, high net worth, annuities, 401(k)s—is larger with almost no alternatives exposure. As index inclusion favours mega-caps, many mid-to-large companies are hard to own publicly.



Examples
	Westinghouse: a downside bet that caught a nuclear revival.
Nuclear was out of favour, but Westinghouse was a critical supplier with a long tail and room for operational fixes. The base case worked on efficiency alone; then a global nuclear revitalisation delivered the upside.

	Oaktree: from ‘it looks cheap’ to a strategic partnership.
Early in his career Teskey analysed a struggling alternatives manager and realised he could value it by first understanding Brookfield. In early 2018 he told Bruce Flatt that counter-cyclical Oaktree looked undervalued. Flatt asked what they could do strategically, given Brookfield’s thin credit exposure. They proposed buying out the public holders while partnering with founders, closing in 2019; Oaktree then grew sharply during COVID.

	Moved to London and switched to renewables in 2016—told, not asked.
He had no particular desire to join renewables but said yes, joining a small team building a European platform. Working away from his boss forced initiative—no emailing to ask permission to send an email—and his ‘shooting percentage’ proved far higher than he feared.

	The feedback that put him in a tailspin.
About 12–14 months in, without a modelling background, a mentor said his work was great but ‘nobody knows what you’re talking about’—his explanations were too complicated. Crushed overnight, he decided it was a gift: you must do the work and explain it.

	A small Canadian cold-storage company was his favourite learning deal.
An underperforming business with simple value drivers, it became a fantastic investment and taught him the fundamentals.



Other relevant
	Hard work is also availability.
Teskey thinks people call him hardworking less for building models than for always making time—calls through airports and late at night for juniors and seniors seeking advice.

	After a win, ask ‘what are we working on now?’
The non-Brookfield move is a three-week victory lap. They prize nerdy, intellectually curious people who tackle problems others failed at, work well in teams, and, like Flatt, care more about others’ success than credit.

	Read materials before the meeting; skim headlines daily.
Reading a deck beforehand allows more thoughtful discussion than reading and listening at once. A daily digest of ~15 infrastructure headlines gives the direction of travel; he digs only into the relevant ones.

	Children are the best prioritisation forcing function.
His two priorities—family and Brookfield—are ‘miles ahead of third place.’ After starting a family he found care isn’t finite; other things fell away and he can’t even name what they were.




A Conversation with Robinhood co-founder and CEO Vlad Tenev

Guest: Vlad Tenev · 2026-03-03 · 1:49:39

https://www.youtube.com/watch?v=0jbbinhLAlw

Keypoints
	The GameStop restriction was a one-day risk decision that a viral good-vs-evil story turned into 'collusion.'
Vlad Tenev says an automated overnight collateral file arrived with huge, shifting numbers in a situation with no precedent. Robinhood put GameStop and other names on 'position closing only' for about a day. In normal times it would have been an innocuous risk call, but the narrative of retail investors taking down hedge funds — and a company literally named Robinhood — made the false story irresistible.

	A juicy falsehood is more powerful than a boring truth, and facts rarely dislodge a story once it has mind share.
Robinhood had no meaningful business with hedge funds, yet the collusion story stuck. Another rumour — that the White House called Sequoia to pressure Robinhood — had thousands of Reddit reposts and Sequoia had to refute it. Shane adds that people can hold such stories for 20 years.

	2022 was harder than GameStop because every tailwind reversed slowly at once.
Stimulus ended, inflation rose and rates jumped to the highest in over 30 years. With roughly 7% expected stock returns versus about 5% in cash, first-time investors shifted to cash. Robinhood fell from a ~$32B IPO valuation in 2021 to trading around $6, down 80%+, called a 'broken IPO,' with advice to go private.

	Refusing to be an ostrich: build for the environment you're actually in.
While some mortgage firms waited for rates to fall, Robinhood asked what would help customers thrive with high rates. It revived Gold around top yield on uninvested cash, then launched Robinhood Retirement (1.5M+ accounts, 3% match for Gold members). The company now has 11 business lines each generating over $100M a year.

	COVID made Robinhood 'bulk up' with fat, so 2022 became a forced lean-out.
It went from ~700 people and ~$200M revenue at end-2019 to thousands of people and close to $1B a year later — growth built on inputs that weren't sustainable ('you only have one COVID'). Remote hires had never met. In hindsight he'd have enshrined values earlier.

	Practice reversing decisions on small things so big reversals feel less scary.
Undoing a decision means admitting you were wrong, so leaders often half-undo it and get no result. Tenev killed COVID-era 'wellness days', when whole teams took the same day off, pointing staff to generous PTO. People feared revolt; there was one day of complaints and then silence.

	Pay for impact, not org size, so you don't reward empire building.
Values are high performance, safety always, lean and disciplined, and 'one Robinhood.' The job is pitched as doing in one year what another company expects in ten. If a hire clearly isn't working, even at three weeks, they part quickly; six months is too long once you know, though slow starters with rare strengths can get time.

	Hire early-career people so the company doesn't age out of its customers.
Robinhood recruited heavily near Stanford. Tenev argues brokerages become generational — Schwab for boomers, E*Trade for Gen X — as staff age. Interns ship production work; he notes he himself 'started as an intern' straight out of school.

	AI adoption only works if you track the right metrics in the highest-leverage teams.
Robinhood focused first on customer service (AI deflection rate) and engineering (share of commits from AI, checked against total commits per engineer). Teams now budget compute alongside headcount. He sees creative and marketing — with tools like ElevenLabs, Midjourney, Runway — as the next frontier, with 100–1,000× more personalised output.

	Math-trained AI can be verified, which lets it generate its own training data.
Tenev chairs Harmonic, whose agent-network model Aristotle got gold-medal performance at the International Mathematical Olympiad (5 of 6 problems) and helped solve an open Erdős problem. Formalising proofs as code allows machine checking, so proven lemmas feed back into training — closer to chess AI than a chat model. He expects specialised models, since domain users generate domain data.



Examples
	Free GameStop shares helped start the frenzy.
In 2020 GameStop was among the free stocks given to new sign-ups, so many dormant users suddenly held valuable shares. On the night, his phone was unusable — 'like a Kardashian turning off do-not-disturb.' Zuckerberg, Musk and Benioff called; he later called Daniel Ek during Spotify's Joe Rogan controversy to pay it forward.

	Three phases of AI customer support.
Phase 1: help-centre chatbot (roughly 90% of companies). Phase 2: read-only access to account data. Phase 3: taking actions such as refunding a Gold fee, which needs deep backend integration — where Robinhood is. Earlier work making data queryable for analytics made it far easier.

	1,800% inflation in Bulgaria.
His father left for the University of Delaware in 1991 amid 100%+ inflation; Tenev remembers egg and milk queues and nightly blackouts. In 1996–97 Bulgaria had the world's highest inflation; the lev went from about 2 to 2,000 per dollar, his savings account went to essentially zero, and his grandfather stored value in a closet of copper cookware. Bananas at 20 cents in the US astonished him.

	The Gold credit card: 3% on everything.
A simple default card beats points-optimising. Over half a million holders arrived largely through word of mouth. Incumbents can't easily copy it because tens of thousands of servicing staff and marketing dwarf card economics; Robinhood funds the gap because cash back lands in brokerage, lifting engagement across products.

	IPO Access went from begging to being courted.
Since 2021 Robinhood has done roughly 50 IPOs through retail allocation; early on bankers talked companies out of it. Now top issuers ask Robinhood about retail strategy. He was at an NYSE 'Make IPOs Great Again' roundtable.



Other relevant
	Open private markets to retail through regulated portfolios first.
Most leading AI and space companies are private, shutting out ordinary investors. In the US, tokenising single companies clashes with securities law, so Robinhood Ventures uses '40 Act fund structures; abroad it tokenised hundreds of equities plus an OpenAI/SpaceX giveaway. He prefers transparent two-sided price discovery over stale NAVs.

	Make the story simple enough for 20 million people.
Product events force distillation. His tendency is jargon. Start from first principles — what is a prediction market and why does it matter — then plug each product into that foundation. The CEO must personally own the narrative.

	Run leadership meetings on green/yellow/red goals.
Green isn't discussed; red gets scrutiny, with a gavel for levity so people talk openly about what's failing. He keeps one-on-ones on demand. Success, for him, is creating far more value for the world than for himself — ownership for everyone.




Managing $2 Trillion: AI Bubbles & Contrarian Investing | Nicolai Tangen

Guest: Nicolai Tangen · 2026-02-17 · 1:01:47

https://www.youtube.com/watch?v=zyvuM3J9QqQ

Keypoints
	To be contrarian now, lean away from AI and toward unpopular real estate—especially as big investors cut exposure.
Tangen calls office ‘very bad’ after a near-perfect storm: COVID work-from-home, banking stress and high rates. But when large investors are reducing real estate, that’s ‘probably a good sign’ for better times ahead. He also expects rates to stay structurally higher, partly because climate shocks raise prices for food (cocoa, coffee), raw materials and insurance, while AI efficiency pulls the other way.

	AI shows bubble signs, yet the productivity gains are real.
Bubble evidence: valuations, circular ownership and vendor financing, saturated news coverage. His favourite: when Jensen Huang ate fried chicken with Samsung executives in Korea, the restaurant chain jumped ~20%, as did a chicken breeder and a robotic-fryer maker. Against that, Norway’s fund estimates about a 20% productivity gain from ‘stuffing AI in wherever we can,’ holding headcount flat while producing more and better work, always with a human in the loop.

	Prediction is near-useless; build speed and agility instead.
Each year Tangen and seven clever friends record predictions in a forest and replay last year’s. They were about 80% wrong—missing Trump’s win weeks later, tariffs and shifting U.S.–Europe relations. Speed is a first principle: a reply within a minute needs two words, the next day a paragraph, a week later a page, so being fast saves time.

	High ambition beats low ambition even in failure.
‘If you have really high ambitions you achieve great things even if you fail; with low ambitions you achieve nothing even if you succeed.’ Americans hear ‘five’ as low; Europeans as high. Norway’s Janteloven discourages standing out, so a Wharton classmate saying ‘I want to conquer the world’ was a culture shock. You can’t change a nation’s ambition, but you can change your firm, family and friends.

	Golden ages end when societies close.
Rome, Venice, the Song Dynasty and the Netherlands thrived on free trade and free movement of labour and ideas. Their declines shared tariffs, immigration limits, curbs on free thought and the rise of strongmen—trends he sees today. Nobel physicist Saul Perlmutter told him we can now solve every big problem; we just don’t talk, listen or cooperate.

	Great investors are stubborn yet willing to change their minds—a rare combination.
Stubbornness lets you go against the crowd and endure periods when everything goes against you; flexibility stops you riding errors. He cites Stanley Druckenmiller and, like him, would sometimes buy first and research after: good pattern recognition gives well over 50% odds, a position creates research urgency, and adding to shares you own is easier. You can’t teach intuition, but you gain it with time.

	Doing nothing is often the best trade—test it with an ‘inertia analysis.’
Big fortunes come from owning one or two great assets for decades, yet portfolio managers feel they must act. Compare the January 1 portfolio, untouched, with actual year-end results; often your trades detracted. He sees about three years as the realistic limit for seeing ahead, even for a fund that should think 50.

	Keep taking the same risk after losses—most people don’t.
Risk appetite varies: men, the young, extroverts and Americans take more, he notes from his social-psychology studies. British Olympic sailors told him their edge was rigorous debriefs and sports psychology: you can lead, the wind shifts and you’re last, but next race you must take the same risks. Magnus Carlsen takes more risk after a loss; investors typically take less.

	Norway’s fund works through political consensus, transparency and a 3% spending rule.
About 25% of the state budget comes from the fund. Parties broadly agree on major decisions so changes of government don’t change strategy; it has won a transparency ranking three years running; politicians spend at most 3% a year. Roughly 20% of capital is run actively and the rest with small tweaks; outperformance has been about 25 basis points a year for nearly 30 years—big in absolute terms.

	Passive investing is cheap but perpetuates bubbles.
Low fees and the difficulty of beating the market favour index funds. The downside: flows chase what has already risen. The fund uses AI to time monthly inflows around index changes and calls deep-research AI ‘phenomenal,’ though everything else in investing has got harder.



Examples
	The countdown clock on his office wall.
It shows days left in his job. When someone offers to sort something ‘by January,’ he points to 1,765 days left: let’s do it now. He loves the job; the clock exists to create urgency.

	The ‘straight puck’ for disagreement.
Early on, nobody disagreed with him. Now hockey pucks sit on tables; sliding one over means ‘I think you’re wrong,’ putting dissent into an object so it isn’t personal. There’s even a straight puck award for those who challenge him well.

	140 conversations before starting the job.
On advice from Swiss CEO Albert Baehny, he met 140 people before day one, asking ‘what’s on your mind?’, what’s good, what to change. After about half, the themes repeated. He distilled three priorities and executed them with a united leadership team; they moved too quickly twice and slowed down. He repeats this in New York with all 100 staff.

	His worst investment: a fraudulent subprime lender.
During the financial crisis his fund held a big position in a subprime lender that turned out to have accounting fraud. The lesson: avoid dubious business models and don’t profit from people in hard times. Why repeat a mistake ‘when there are so many to choose from’?

	Voting against Elon Musk’s pay package.
His team judged it too big, dilutive and poorly aligned; with stakes in about 9,000 companies, billion-dollar CEO packages everywhere would be very expensive. He deliberately leaves voting to experts.



Other relevant
	Hire for curiosity, intelligence, integrity and drive.
Ask what someone is learning right now. Interpersonal skills—listening, empathy—matter even more in an AI world, and listening requires curiosity.

	Put an ice-cream freezer by your sofa.
Staff stop by, he asks what they’re working on and connects people doing similar work—‘a thousand times payback at least.’

	Over-communicate change until bored of yourself, then keep going.
Going alone triggers the organisation’s ‘immune system.’ When you’ve said it ten times you’re only halfway. He thinks culture change is a ten-year project; five years in, he’s about halfway.

	Treat chaos with a student’s hat.
He wakes at 5 to read the FT, WSJ and NYT, scans headlines and drills into what matters, keeps a bedside notepad, and ignores both negative and positive comments about himself.




The Psychology of Power | Michael Ovitz

Guest: Michael Ovitz · 2026-02-03 · 1:33:06

https://www.youtube.com/watch?v=Wp1Wn6QkkKU

Keypoints
	Knowledge is power — and the pressure to always have an answer turns people into liars.
When Michael Ovitz started CAA in 1974, lying was an 'industrial problem' in entertainment because agents felt they had to answer everything and made things up more than half the time. CAA's rule was 'simpleton logic': if you don't know, say you'll find out. He found it shockingly revolutionary, and notes the same reflex exists in most organisations.

	Teamwork with no ego meant CAA never lost a client.
For 75 years agencies ran one client, one agent. CAA gave every client multiple agents, all current on the career, so clients who tired of one person simply moved to the next. Staff had to answer colleagues before clients or buyers. The clients were in the ego business, not the agents — a big reason CAA attracted most working talent.

	Tell clients the truth, and only pitch what you believe in.
Agents traditionally told actors they looked great in bad dailies. CAA banned recommending material you didn't believe in. Ovitz held Friday open-door sessions where agents had about two minutes to sell him a script; he applies the same test to tech founders — if you can't say what the business does in 20 seconds, you can't market it.

	The first way people go wrong is believing things that aren't true about themselves.
Believing your press, good or bad, or that you're superior is the common failure across industries. Paul Newman told Ovitz he didn't believe the praise, 'but after a certain amount of time, it starts to get to you.' Ovitz dismissed power lists as nonsense: power is ephemeral, 'like a lease' with a closed end, never a good one.

	Build breadth deliberately so you can connect with anyone.
Hollywood was a closed ecosystem of gossip, so Ovitz flew to New York weekly for art, theatre and intellectual circles. CAA kept a 200-line bibliography of magazines and books; he took 200+ magazines a month, thumbing 10–15 daily. Car magazines let him bond instantly with Paul Newman; reading the New England Journal of Medicine let him talk to UCLA's 20 department heads.

	Don't fight your job: if you dread going to work, you won't stand out.
The most common calls he gets are complaints about a colleague, a deal gone wrong, then disliking the job. Work you love lets you perform to capacity; otherwise run a 'pilot's checklist' on why you're unhappy or find another job. At his age he can't wait to get up every morning.

	Failure is a badge of honour in American business, and that's its edge.
At a London lunch on why American businesspeople outperform, a man in his 40s said he was leaving London in shame after his company went bankrupt and he fired some 800 people. Ovitz ended the lunch — that was the answer. The man cancelled his move and started another business. Michael Crichton's advice: 'There's always another rodeo.'

	Study failures, not successes.
Patrick Collison invited Ovitz to lunch with his book full of Post-its marking every mistake, then spent three hours asking the conditions behind each decision, what Ovitz might have done differently and what would have happened. Ovitz calls that not just smart but wise, and says this tech generation wants to know what you failed at, not what you did.

	Momentum is the most underused force in life, and it's built like a train leaving a station.
It doesn't happen instantly; you lay foundations block by block, and you can't quit while building it. Michael Bloomberg as mayor took time to get up to speed but never stopped. Momentum comes from industrious work, deep knowledge of your field and its peripheries, and knowing your competitors.

	Loyalty and confrontation are both tools.
Ovitz calls himself 'the world's best friend and the world's worst enemy.' Confrontation is just a tool; sometimes necessary. He's a self-described monopolist in Thiel's mould — CAA held about 70% of the market — and didn't go into business to win a popularity contest.



Examples
	Packaging The Natural in one afternoon.
Literary agent Amy Grossman pitched Roger Towne's script about a washed-up ballplayer's comeback. Ovitz knew Robert Redford wanted a baseball movie and believed in Barry Levinson, whom he'd signed in 1969 and whose debut Diner had worked. He sent both the script at once, took Levinson to Sundance, and they packaged it that day, adding Kim Basinger, Wilford Brimley and Glenn Close.

	A list of nearly 400 people who'd helped CAA.
CAA tracked every executive who helped it in its first years and later fell on hard times, finding them jobs or money. When a top 1960s TV writer couldn't get work, Ovitz told staff to 'legislate a job' — not a cheque, his dignity — and they placed him within two weeks, using confrontation when buyers resisted.

	Marc Andreessen in a Hawaiian shirt.
Ron Conway insisted he meet Andreessen; Ovitz budgeted an hour and stayed three. Andreessen and Ben Horowitz wanted him on LoudCloud's board in 1999 because he wasn't beholden to Silicon Valley and would fight other board members. They told him packaging talent and packaging startups were 'exactly what we do.'

	An NFT pitch that became anti-piracy tech.
Pushed by Stanford's Chris Ré, he took a call with Walter De Brouwer and was trying to hang up until he heard about neural fingerprinting. 'Can you do that with songs?' 'Elementary.' They pivoted to IP protection; Lucian Grainge at Universal and Sony signed on. A Premier League contact cited 750,000 illegal downloads per team per game.

	His morning information diet.
New York Post for quick news, TechCrunch and The Information, a two-minute scan of Drudge for the opposing view, then FT, WSJ, NYT, LA Times and Washington Post. He reads editors' 'tells' — placement, headline size, photos — never cover to cover, and like Buffett reads for facts, not the writer's opinion.



Other relevant
	Take the meeting when someone you respect insists.
Ron Conway's 'shut up and meet the guy' led to Andreessen; Chris Ré's push led to a new company. He also recruited about 80% of executives by asking every meeting who beat them recently.

	Don't badmouth anyone; settle conflicts behind a closed door.
A manager he knew at 22 trashed everyone out of insecurity, which made him look weak. CAA banned badmouthing even non-clients' work: take it to someone's office, fight it out, shake hands.

	Book your free time and reclaim 10%.
His regret: he could have cut 10% of business time, let momentum and colleagues carry it, and spent it on family, art and reading. He now blocks free time on his calendar, conceding it's hard when you're feeding on the dopamine of getting things done.




The Wealth Secrets No One Teaches You | Morgan Housel

Guest: Morgan Housel · 2026-01-20 · 1:55:56

https://www.youtube.com/watch?v=NWZZEa9BURw

Keypoints
	Money works more like a vaccine than a performance-enhancing drug: it prevents bad days rather than creating great ones.
Housel argues people with more money have fewer bad days, not necessarily more good ones. We don’t wake up grateful we don’t have polio, and money’s protection is similarly invisible. Happiness is fleeting like laughter at a joke—minutes, not years—so what people really want is contentment: ‘I have everything I need and most of what I want, and more is the cherry on top.’ Daydreams about a bigger house feel good because we imagine being content in it; in reality we notice the neighbour’s nicer yard.

	Discontent drives society’s progress but can hollow out an individual life.
He wants a world where smart people wake up saying ‘this isn’t enough’—that’s the seed of innovation, and he guesses Elon Musk feels it at $400B. But shovelling money into a ‘hole in your soul’ rarely fills it. Evolution cares about relative status: our kids may treat a cancer diagnosis as minor and feel no better, because ‘the speed at which a luxury becomes a necessity is two seconds.’

	Saving isn’t delayed gratification; it buys independence you enjoy today.
Independence is a spectrum: $100 in the bank is a higher level than zero, and each dollar is ‘a claim check on your future that you control.’ Savings widen the channel of outcomes you can endure, and compounding in money, careers and relationships depends on endurance. If he had to sum up financial success in one word: survival.

	We feel wealth through contrast, so downgrades hurt more than levels.
Most people would rather have $500,000 after having $200,000 than $1M after $2M. He felt richest at about $1,000 as a teenager after never having more than $20. A friend with a private chef eating Michelin-quality food three meals a day probably feels little: ‘when everything is great, nothing feels great.’

	Volatility is the cost of admission, not a punishment—and nobody knows their pain threshold in advance.
Asked how they’d feel if stocks fell 50%, people imagine today’s world with cheaper prices; real crashes come with a scary reason. During COVID, despite writing about volatility, he had sleepless nights. Nassim Taleb’s ‘uncle point’ is real but hard to know prospectively. That only ~10% of would-be Buffetts acted in 2009 is how it should be—few college athletes make the NBA either.

	Housing affordability is the biggest social problem, and it’s a choice.
Many couples want to own a home before having kids, so unaffordability feeds the fertility crisis; he also links it to drug problems and politics, since renters feel less invested in their community. He endorses Tucker Carlson’s test: can a 28-year-old buy a house? The cause is under-building due to zoning; Tokyo stays relatively affordable because it keeps building. Rising home equity is partly illusory: his last house doubled in four years, but so did the next one.

	His portfolio is deliberately ‘painfully simple’: house, cash, Vanguard VTI and Markel shares.
He dollar-cost averages into index funds he hopes to hold 50 years; the vast majority is VTI, with no international fund since U.S. firms earn much revenue abroad. Book checks go 40% to taxes and the rest straight into stocks the same day, even at all-time highs. Like balanced diet, sleep and exercise versus biohacking, simple likely matches complicated over a lifetime—and the simpler it is, the easier to endure.

	Being average for 50 years puts you near the top 3% of investors.
About 95% of mutual funds underperform. Lasting longer than everyone else at average returns beats almost all who try; refusing that to chase the top 2% has never appealed to him. Long-term means at least 10 years, not the three months teenagers imagine. Early experiences scar: Jeremy Grantham started in a vicious bear market and stayed bearish; 2021 meme-stock beginners expected to double money monthly.

	He keeps 20–30% of net worth in cash—irrational on paper, right for him.
Any adviser would call it excessive, and he agrees, but he values sleeping at night and suspects low early self-esteem made him prepare for collapse. We underestimate the odds of divorce, job loss or illness as a survival mechanism, so savings that feel excessive may not be. Finance should fit your personality.

	How people spend reveals their psychology.
A middle-aged man in a yellow Ferrari has ‘a story’—usually being snubbed or doubting himself—and it’s a trophy to himself, more common with new money. A formerly homeless relative begged his daughter to choose the most expensive college. Housel’s own saving likely has similar roots. Signalling to fit in is fine; signalling to impress strangers who aren’t watching is the trap.



Examples
	Kip’s $25,000 ski-trip debt.
At 18–19 Housel ribbed a ski-shop coworker in his late 20s for running up credit-card debt skiing Europe and South America. Kip died in an avalanche around 30–32, and Housel instantly felt glad he’d taken those trips. The right question isn’t save versus spend, but what you are likely to regret—for Housel, leaving his family unprotected.

	Levittown houses would be poverty housing today.
The famous 1950s middle-class homes were about 700 sq ft, with four kids in one bedroom, one bathroom, no garage or air conditioning, and leaky roofs. New U.S. homes are now nearly three times larger. ‘We used to have it better’ should be fact-checked; feeling behind still deserves empathy.

	The Vanderbilts: money as dictator.
Cornelius Vanderbilt wanted no descendant to suffer; instead heirs inheriting the equivalent of billions at 18 were told where to live, whom to marry and to host balls on Fifth Avenue, becoming ‘character actors in their own life.’ Only as the fortune ran down could some, like Anderson Cooper, be themselves. Carnegies and Rockefellers did far better.

	Psychology of Money’s 5,000-copy first printing became ~10 million sold.
That success set the bar for later books; the median review of Same as Ever was ‘good, not as good as Psychology of Money.’ He knew it would happen and still found it hard, comparing it to judging today’s U2 against The Joshua Tree.

	Mountain town versus LA during the housing bubble.
Near Lake Tahoe the gap was a three-year-old pickup versus a two-year-old one; in LA a dentist earning $300K in a Mercedes feels behind next to mansions and Lamborghinis. Who you socialise with sets your expectations—and even your moral boundaries.



Other relevant
	If you live paycheck to paycheck: wealth is what you have minus what you want.
Lowering wants is often more controllable than doubling income, and saving even $5 or $10 is ‘oxygen’ when you lose a job.

	Protect your kids’ downside; don’t be their fuel.
Be a safety net, not a cheque. His parents implicitly would catch him but never just write a cheque. Bill Perkins’ Die with Zero argues for giving when kids are 30–40, not at 75; Munger warned withholding everything breeds resentment.

	Ask: what would I do if nobody was watching?
Housel splurges on travel comfort; his wife on gardening. Rob Henderson’s rule: rich people’s food looks better than it tastes. If nothing in a high earner’s life is cheap, they may be following society’s script.

	Have a few people you don’t want to disappoint.
Borrowing from Buffett, Housel defines success as not disappointing his wife, kids and parents, and giving loyalty to those who earned it, like Collaborative Fund’s Craig Shapiro.




The Silent Cost of Bad Habits | James Clear

Guest: James Clear · 2026-01-01 · 2:13:27

https://www.youtube.com/watch?v=zChiVdbSp5M

Keypoints
	Every action is a vote for the person you want to become, and pride in that identity makes habits self-defending.
Making your bed is evidence you're organised; one sales call is a vote for being a salesperson. One push-up won't transform your body, but votes build a body of evidence, and once you take pride in being 'someone who doesn't miss workouts' you fight to keep the habit. The goal is not to read a book but to become a reader — let behaviour lead belief.

	Small actions only matter if they accumulate toward something; the two key time frames are 10 years and 1 hour.
People also waste time on trivial minutiae. Clear asks whether small actions are 'accumulating or evaporating.' His rule: don't let a day pass without doing something that will benefit you in a decade — think long term, act in the next hour.

	Progress is often stored, not wasted, until a phase transition.
An ice cube in a cold room doesn't melt from 25° to 31°, then melts at 32°. A month of running with no visible change, or six months of Friday meetings without shipping, is like that. The San Antonio Spurs' locker-room quote: the stonecutter's rock splits on the 101st blow, but it was the 100 before that did it.

	Try, try differently — then double down until it stops working.
Naval's line: not 10,000 attempts but 10,000 iterations. Five or ten approaches usually show what works, and an early mentor told Clear to try things 'until something comes easily.' People shortcut every step: too few experiments, weak commitment, then boredom — like a friend who abandoned a squat program that was working 'because I got bored.' It's why Clear hasn't published another book.

	Discipline is often just a good environment.
A former Philadelphia Eagles player said trainers, nutritionists, prepared food and coaches made success automatic — sticking to habits got hardest after he retired. Clear asks of every room: what is this space designed to encourage? Couches face the TV; apples moved from the crisper to a counter bowl vanish in two days.

	Make good habits obvious, attractive, easy and satisfying — and invert all four for bad ones.
Instagram nails all four; it even auto-swiped to the next slide of albums you'd seen. To break habits, make them invisible, difficult and unsatisfying; making them unattractive is hardest, since desires are hard to change. Clear's bonus question for any habit: 'What would this look like if it was fun?' — then brainstorm 10–50 versions.

	Standardise before you optimise: the two-minute rule.
Scale a habit to two minutes — read one page, take out the yoga mat. Reader Mitch, who lost 100+ lb and kept it off for over a decade, began with a rule not to stay at the gym more than five minutes. He was mastering the art of showing up; a 45-minute plan is a theory if you can't show up. As Ed Latimore says, the heaviest weight at the gym is the front door.

	The cost of good habits is in the present; the cost of bad habits is in the future.
The real trick is making habits positive in the moment too. Habits are recurring solutions to recurring problems — tired at 6pm, one person games, one runs, one smokes. By 22–25 most of our solutions are inherited, so it's statistically unlikely they're optimal.

	Reflection is the habit upstream of all others, because you can't outwork someone working on a better thing.
Hard workers use effort as a crutch, but working on the right thing gives 100× results. Clear does a Friday metrics review and an annual review against his values using his calendar — workouts per month, nights away, newsletters published. One recent principle at the top: 'move like thunder' — fewer things, bigger impact.

	Identity has a dark side: the tighter you cling to a label, the harder it is to grow.
The 'tyranny of labels' traps talented people — needing to be a professor narrows options, while 'a flexible life where I teach' opens podcasting, writing and coaching. Belonging also beats accuracy when beliefs threaten our tribe. He treats identity like a painting being retouched; progress requires unlearning.



Examples
	A four-year-old blog post led to the launch-day CBS interview.
'The Physics of Productivity' sat quietly for four years until a New York Times reporter linked it; a CBS producer booked him. After that three-minute segment he asked Gayle King to have him back for the book in 10 months; she agreed if CBS got the first interview. Surface area put him in position for luck.

	Margin of safety paid for six months off.
A family member needed $200,000 of custom medical equipment; later his wife broke her knee into four pieces and he took six months off. He judges each year by whether his position is stronger, not by net worth. On investing, he follows JL Collins — mostly Vanguard — and would trade 12% vs 15% returns for his time back.

	Deleting social media and email from his phone.
He averaged roughly 42–48 minutes a day on Instagram, which 'just evaporated.' Email off his phone has needed reinstalling twice in a year. On desktop he's logged out of Twitter, and logins route through his assistant's phone. Audible replaced the phone-in-line reflex.

	Mining three-star Amazon reviews to position Atomic Habits.
Reviews of books like The Power of Habit and 7 Habits said they explained habits but not how to apply them, so he aimed to write the most actionable guide ever. The first draft was ~712 pages, cut to ~230. He laid 12 index-card chapters on the floor with stacks of four to six books each, aiming to make those books unnecessary.

	What makes a book title work.
It addresses a timeless desire, says what the book is about, is an ownable odd phrase (Man's Search for Meaning, 'atomic' habits), and has contrast (Astrophysics for People in a Hurry). It had to be a habits book with a chapter on deliberate practice, not the reverse — covers get seven seconds.



Other relevant
	Filter opportunities for leverage, durability, sequencing and tailwinds.
Prefer work that keeps working — recorded podcasts over radio. He traditionally published his first book to make 'New York Times bestseller' a lifelong marker, cross-links all his platforms, and rides growing email lists. Opportunity cost should rise yearly, so say no to last year's yeses.

	Use current advantages to gain new ones.
With only time, he spent 15–20 hours per article, twice weekly, for three years. That built 100,000 subscribers, about 200,000 brought the book deal, and the book brought new leverage. Launches release potential energy built over years.

	Read with a broad funnel and tight filter; organise notes by project.
He might open 50 Reddit tabs to keep eight sentences. He brackets and stars passages, photographs them into a project doc organised by chapter — two manuscripts are 500 and 600 pages of notes. Choosing inputs is choosing your future thoughts.

	Make priorities visible.
Clothespins on a string with a red line — kids and workouts above, film or music-label ideas must earn their way up. His parents log an X per swim. Success, to Clear, is power over his days.




Pierre Poilievre: Canada Is About to Collapse

Guest: Pierre Poilievre · 2025-12-27 · 0:54:40

https://www.youtube.com/watch?v=Go5wjr20mTs

Keypoints
	Poilievre's first principle: government is the legal use of force, so it should only do what people can't do for themselves.
Pierre Poilievre, leader of Canada's Conservative Party, argues that what makes government unique is its legal power to compel. That justifies the military, border control, policing, basic infrastructure and support for those who can't provide for themselves. It does not justify business subsidies, since capital and credit markets exist, or government acting as a media provider.

	He defines Canadian identity as freedom, not ethnicity, and wants a 'Canada first' civic pride restored.
He cites Wilfrid Laurier saying 'freedom is its nationality' — people 'don't come here for the weather.' Protestants and Catholics who fought for centuries in Europe got along in Canada as neighbours. He blames the 'post-national state' framing and immigration at levels too high to absorb for people dividing along home-country lines. His wife, who arrived about three decades ago, was taught to feel privileged to be Canadian.

	On immigration, his diagnosis is 'too much, too fast' relative to housing, jobs and healthcare.
He says roughly a million arrivals a year grew the population almost 3% while housing stock, jobs and doctor and nurse supply grew about 1–2%, producing shortages and weaker integration. He would end the temporary foreign worker program, arguing it undercuts wages even where youth unemployment is in double digits.

	He calls today's young Canadians 'generation screwed' — and the hardest-working youth since WWII.
His 'rap sheet': doubled housing costs pushing down payments into the late 30s, rising rents and food prices, and job competition such as 700 applicants for one role. He meets waitresses working 60 hours while taking university classes. His pitch is 'hope, jobs and homes,' and he explicitly treats hope as electoral strategy: if voters believe nothing can improve, incumbents win by default.

	Economic second-order effects show up in family decisions.
He recounts an airline attendant and his partner deciding never to have kids because they can't afford more than a 600 sq ft apartment. Poilievre, who had his first child at 39, cites a study that laid-off parents reported higher happiness than childless unemployed people, while saying he respects people who choose not to have kids.

	Deficits are lose-lose: borrowing crowds out private capital and printing causes inflation.
With a $78B deficit, 'everything comes from something.' He points to Israel cutting its deficit in the 1990s, freeing capital that fuelled its tech sector. His signature proposal: no capital gains tax when gains are reinvested in Canada, taxed only on final cash-out.

	His US strategy is to gain leverage by opening other export markets.
He calls American capitalism and military the most powerful in history and right next door. Oil and gas is Canada's biggest net export. One blocked pipeline to northwest BC would move about a million barrels a day — roughly $30B a year or $1,400 per family — about 75× the $400M from an Indonesia trade deal. Canada has ~1,300 trillion cubic feet of gas selling for about four times as much abroad.

	He argues corporate subsidies to foreign multinationals don't deliver.
Companies 'lawyer and lobby' money out with few conditions, then 'cash and dash.' He cites a ~$15B Stellantis deal — almost $1,000 per family — after which it cut Canadian jobs and announced a $13B US investment. His alternative is broad tax cuts on investment and energy that apply only to activity in Canada.

	'Complexity has been weaponised.'
Asked whether empathy has been weaponised, he says the real issue is programs too complex for the average welder or small-business owner to scrutinise, letting a 'bureaucratic and political industrial complex' expand. He notes over $240B spent on Indigenous priorities since 2014 with poor outcomes, and names 'Build Canada Homes, which doesn't build any homes.'

	On speech: if citizens can't judge truth, neither can censors.
He says the best antidote to bad information is more good information. He questions whether media receiving $3.4B+ in support since 2017 (excluding the CBC) can be independent — 'Can something that is dependent be independent?' — and criticises Bills C-11 and the online-harms proposal.



Examples
	Reconciliation through enterprise.
He cites Chief Billy Morin of the Enoch Cree Nation cutting unemployment from 20% to 3% and balancing the budget, and Ellis Ross of the Haisla helping land the $40B LNG Canada project, the largest in Canadian history. Both are now in his caucus.

	Paying an electoral price for honesty.
He says he openly promised to shrink the federal bureaucracy while running for an Ottawa seat and lost it, rather than say what voters wanted to hear.

	A Windsor treatment centre with a 70% first-attempt success rate.
He contrasts abstinence-based treatment with safer-supply programs, which he says profit pharma and bureaucracy. One graduate started a renovation company employing only fellow graduates. He traces the crisis to Purdue's OxyContin and proposes murder charges for trafficking over 40 mg of fentanyl, since 2 mg can be lethal.

	Personal side: Hulk Hogan and a funeral-home limo.
At 10 or 11, his dad built a PVC wrestling ring and Bruce Hart taught the kids to wrestle; they rode to Stampede Wrestling in a funeral home's limousine. He was elected at 24 against the Defence Minister and likes being underestimated. He trains with kettlebells in 15–20 minutes and is now mostly carnivore.

	Daughter Valentina's progress.
His favourite memory of the year: Valentina, who faces challenges and isn't yet speaking, now communicates through her own signs, follows the day's plan and proudly chose dress shoes for a Hanukkah party.



Other relevant
	A simple anti-worry loop.
From a Hindu priest: do you have a problem? If not, why worry. If so, is there a solution? Either way, worry doesn't help. He says the more stress he faces, the less stressed he gets by focusing on what he controls.

	Don't grant powers you wouldn't want your opponents to hold.
Shane's framing for his kids, which Poilievre endorses: never give your friends power you wouldn't want your enemies to have — applied to censorship.

	Listen as a citizen, not a fan.
Shane notes both Poilievre and Prime Minister Carney got the same invitation, with no questions in advance and no editorial control. These are one party leader's positions; weigh them against the other side.




Marketing Expert: The Playbook Behind Every Great Campaign | Rory Sutherland

Guest: Rory Sutherland · 2025-12-09 · 2:00:07

https://www.youtube.com/watch?v=QBznUHAopxU

Keypoints
	People can't choose without comparison, so 'AI picks your perfect holiday' misunderstands decisions.
Rory Sutherland argues that at the very least AI will need to show three to five options, because we only like something by choosing it over something else. Almost nobody clicked Google's 'I'm Feeling Lucky', yet removing it reduced the page's appeal. Estate agents first show a slightly pricier, less suitable house so the target house wins by contrast — a decoy effect.

	We look for efficiency in the wrong place: cost cutting is visible, value creation is tacit.
The 'doorman fallacy': consultants define a five-star hotel's doorman as 'opening the door', replace him with an automatic door, save $30–40K and take credit. Two years later rates collapse, because he also provided security, hailed taxis, handled luggage, recognised regulars and conferred status. As Roger Martin says, any idiot can cut costs; the skill is cutting without destroying value. He calls gain-share consulting deals a scam.

	Human contact does disproportionate heavy lifting in how we judge organisations.
We have hundreds of thousands of years of evolved skill judging whether to trust a person and none judging postal efficiency, so we use people as proxies. Sutherland says that about half the time he'd honestly advise clients to move 10–20% of the marketing budget into the call centre, and that the best agents should earn six figures.

	Trust in the seller substitutes for questions we can't answer.
Buying a used car, a tidy house and a female vicar at the door might raise what you'd pay by about 20%; a man in his underpants knocks off $1,000 or more. Estate agents keep buyers and sellers apart until commitments are made. Sutherland once walked away from a house because the owner was difficult about the fridge — and the garden later turned out to partly belong to Network Rail.

	Transaction utility: how a purchase feels changes what we'll pay.
In Richard Thaler's beach thought experiment, people will pay more for an identical cold beer from a boutique hotel than from a shack, though it's drunk on the beach either way. Sutherland frames many 'irrational' heuristics as reducing downside variance rather than optimising — like his rule that holidays with a rental car are better because they add optionality.

	Private and family-run companies market better because they optimise customer value, not quarterly shareholder value.
Listed companies are 'incentivised to behave like psychopaths' through short-term transactional focus. Four of five gold winners at the UK IPA effectiveness awards were family firms — McCain, Yorkshire Tea, Specsavers and Laithwaites — and the fifth was Guinness. He cites Costco, Enterprise, Aldi, and Buffett's instruction to run a company as if your family's money is in it for 100 years.

	Advertising is a subordinate part of marketing; Dyson wins on customer experience.
Per Drucker, marketing is finding and keeping customers profitably. When staff presented call-centre efficiency stats, James Dyson reportedly stopped them: a customer getting in touch is an honour, not an interruption. Sutherland's frugal half-Scottish father owned three or four Dysons because every rare call got fast, sometimes free, parts.

	Marketing and innovation are fat-tailed, so paying by the hour and judging by the quarter underfunds them.
5–10% of efforts may deliver 110% of value. An Ogilvy Australia idea has made a large FMCG company over $1B in 10 years across about 100 markets; the agency made about A$350,000. 'You don't find entrepreneurs in chess clubs, you find them in casinos.' Once safe, spend about half your effort trying to get lucky.

	Don't benchmark against your most obvious competitor.
Sutherland defends Jaguar's 'Copy Nothing' (founder William Lyons's phrase): it can't out-scale BMW, Mercedes and Audi, so targeting the wealthy younger creative class is a reasonable bet. Undifferentiated markets become red oceans where nobody wins. He separates real self-inflicted damage like Gillette's ad from 'confected outrage' around Bud Light and American Eagle.

	Big new ideas need more marketing, not less.
Human defaults are 'do what I did before' and 'do what everyone else does' — rational because they're rarely catastrophic. Novelty triggers anxiety, often overcome one-to-one: his astrophysicist brother persuaded him to buy the first of his three EVs. Stewart Butterfield's test of innovation is behaviour change; often the winner isn't the best tech but the nicer interface, like Jony Ive's iMac versus beige PCs.



Examples
	Royal Mail satisfaction tracked the postman, not service levels.
Districts with reliable next-day delivery didn't love Royal Mail; some with patchy service did. Testing showed the main driver was whether you liked your postie — the one who left parcels in the porch and chatted.

	Expensive goods signal to ourselves, too.
'Because I'm worth it.' Paul Dolan defends his Rolex as good cost per hour of pleasure, to be handed to his son. A £100 video game played 100 hours is cheap entertainment, which is why big TVs for poorer households are rational. Hermès Kelly bags resell above store price. British sparkling wine was rescued by raising quality 10–20% and price about 150%.

	Buying a once-in-a-generation asset can justify 'overpaying'.
Shane recounts John Bragg of Oxford, Nova Scotia (pop. ~1,100), who built three multibillion-dollar companies including Eastlink. He levered up only on predictable assets and didn't mind paying the most, since fibre or a lakefront cottage may never come up again.

	Over-legalising judgement.
Citing Philip K. Howard: one family demanding a street's nut trees be cut down for an allergic grandchild sets a precedent for deforestation; a drunk trespasser suing over a shallow pond was rejected because the logic would ban lakes and swings.

	Status games can be positive-sum.
Geoffrey Miller's two tribes: one signals with axe fights, the other by hunting and sharing meat. Jay Leno's garage turns a selfish pleasure into a generous one. Luxuries like his grandparents' 1959–61 dishwasher, one of the first in Wales, later become affordable.



Other relevant
	Arbitrage what others dislike but you don't mind.
Someone bought a house on his advice: don't optimise, because everyone wants that house; find a flaw you don't care about, like a happy pub or a railway line next door.

	Write copy conversationally and concretely.
Favour verbs over adjectives and adjectives over adverbs, use Anglo-Saxon words, turn features into benefits, and drop in the odd long word as Ogilvy did. Conan Doyle never makes you flip back a page. Sometimes one fact, like vaccination dating to the 1700s, persuades best.

	Define problems in 'feels like' terms.
Like a feels-like temperature, consider psychology before technology — the fix may be far cheaper. Put the call centre next to the board or development team, as one Microsoft team did. Rational analysis is a springboard, not the gold standard.




The Psychology of Mental Toughness: How Top Performers Override Biological Limits

Guest: Jim Murphy · 2025-11-25 · 1:16:32

https://www.youtube.com/watch?v=WvJg4SMzzQ8

Keypoints
	The path to peak performance under pressure and the path to the best possible life are the same.
Jim Murphy, a performance coach to pro athletes, gave away over half his possessions to live in solitude in the desert and decide what to devote his life to. Writing a manual for his first baseball clients, he asked what good it is to make people more successful if it doesn't change their hearts. He concluded that the poise needed under pressure comes from the same 'wholehearted' path as a meaningful life: walking in love, not fear.

	The quality of your life rests on three things: your inner world, your frame of reference, and your relationships.
Inner Excellence's preface lists your thoughts, feelings, beliefs and desires; the mindset through which you see the world; and your relationships. Murphy argues that human optimisation must go deeper than technique, to where your greatest fears and greatest dreams live — the heart and subconscious.

	Hold outcome goals loosely; they're secondary to who you're becoming.
He calls results and circumstances the 'third world', your inner life the second, and the unseen world of love, joy and peace the first. He had 'New York Times bestselling author' as a phone affirmation for 15–16 years before dropping it; it later came true. You don't even know if a goal is good for you.

	The achievement treadmill traps talented people most.
Set a goal, get a result, judge it, feel temporarily good or bad, update your beliefs, chase a bigger goal. The more talented you are, the bigger the highs and lows, and the more you depend on achieving to feel okay. Murphy cites Jerry Seinfeld working because it's how he can 'feel', and Tom Brady asking 'is that it?' Busyness often keeps us from facing our fears.

	Everyone worships something, and you're only as stable as what sits at the top of your heart.
Echoing David Foster Wallace, Murphy says baseball was his god. He spent five years in the minors, never made the majors, and was devastated — after bad seasons he didn't want people to know he was a pro. The ego is 'always threatened, always comparing, never satisfied,' implying success brings love and failure brings rejection.

	Dirty fuel works, but at a cost.
Shane describes his 'dirty fuel' — a 2018 New York Times commenter's '15 minutes of fame' jab and a grade-nine teacher writing he'd be 'lucky to graduate high school.' Murphy agrees fear and anger can accomplish a lot, but the long-term cost is often lost inner peace and joy.

	Being fully present beats being fully confident.
Given two equally talented performers, Murphy takes the present one, because confidence can breed carelessness. A major-league All-Star said that on days he wasn't confident he'd tell himself 'walk 10 guys, I don't care, but be present,' and often pitched better. Presence is self-forgetfulness, like being enraptured by the Grand Canyon: 'selfless is fearless.'

	Courage is the resource anyone can have, and the common trait of top performers.
They're willing to look foolish, fail and be judged. Murphy warns clients chasing world No. 1 that the climb brings more exposure and longer falls, so pick a smaller goal if you won't accept merciless judgement. Principle one of Inner Excellence: everything is here to teach me; seek out your most uncomfortable moments. Its three pillars are belief, freedom and focus.

	The best possible life has one foot in joy and one foot in suffering.
Muscles grow by breaking down, and wisdom and courage come through adversity, not comfort. His mentor's image: God gives you a jacket two sizes too big so you grow into it. A quote he loves: 'aging is the aggressive pursuit of comfort.' An easier life isn't the best life.



Examples
	A.J. Brown reading Inner Excellence on the sideline.
Published in 2009, the book sold modestly; Murphy reacquired the rights in 2018 and revised it to about 85% new stories by 2020. On 12 January 2025, when the Eagles receiver was seen reading it during a playoff game, sales exploded to No. 1 and 100,000+ copies. His mother died four days later at 91, and he hadn't paid off his credit cards that month.

	The homeless harpist named Zoe.
After five years of 50–60 hour writing weeks, Murphy was $90,000 in debt and near breakdown. A friend told him to find a homeless Christian and help him; he gave his last $100 to a harpist in Denver. The man returned with a bracelet, chocolates and a card signed 'Zoe' — the Greek word for fullness of life that Murphy had built the book around.

	Missing a short birdie putt for ego.
In a PGA Tour playoff practice round at $100 a birdie, a client missed a short putt after two rivals birdied. Murphy told him he'd have made it at home; he was thinking about what they'd think. The question in such moments: do I want to succeed this once, or get better at these moments?

	Lewis Gordon Pugh's North Pole swim.
He swam a kilometre at the North Pole in just a Speedo. His coach placed a flag every 100 m, each representing team members, and told him to think only about the next flag — mirroring marathoners who focus on the next stop sign.

	Two weeks without civilisation in French Polynesia.
Sailing with a grieving friend who picked mould off bread and ate food off the floor, Murphy — who slept in an Oura ring, Whoop and Biostrap — realised his perfectionism was limiting his freedom.



Other relevant
	Give 100% of what's available today.
After a four-hour drive and little sleep, Murphy told himself it was a 30–40% day and gave all of that. Shane worries it becomes an excuse; Murphy notes the 'you're slacking' voice is common in driven people.

	Before quitting, play the scene forward.
To a golfer who wanted to walk off the course: you can quit — tell your caddy, withdraw, slam the trunk, sit in Chipotle. Is that what you want? If you're missing the cut anyway, use the round to practise the shot you've been avoiding.

	Make the first step tiny and lower expectations to what you know you can do.
Put running shoes by the door, as in Atomic Habits. Scottie Scheffler's caddie Ted Scott helps players aim for the centre of the club face, not a result. Shane adds a Kahneman-inspired rule: he works out daily, varying only scope.

	Give kids more than resources.
Asked what he wants for his kids, Shane says independence; Murphy calls that a low bar. Model a life of love over fear, wisdom over knowledge, and courage.




Lessons from Building Panera, CAVA, and Au Bon Pain | Ron Shaich

Guest: Ron Shaich · 2025-11-11 · 1:42:44

https://www.youtube.com/watch?v=h1fIVmf7uaw

Keypoints
	Everything starts with three words, 'better competitive alternative', and without that edge you shouldn't be in the casino.
The world doesn't need another restaurant. Your target customer has to walk past every competitor to come to you. Walking through a Vegas casino at 11:30 p.m., Shaich thought the only way he'd be there is if he owned it and had the house's edge. Without one, 'this is an ugly business and I don't want to be in it'. Don't be everything for everybody; be something special for somebody.

	Empathy, climbing into customers' heads rather than selling to them, is the skill behind each transformation of his career.
He calls the financial results, including Panera's roughly 25% IRR over two decades and CAVA's IPO, byproducts. What excited him was the four or five big insights, about one every five years, that each set off a transformation. Each came from watching and listening, for example spending a year or two on the road in 1992–93 when one in three or four consumers 'held their noses' going into fast food.

	Fast casual came from a deeper trend: after commodification, people wanted to feel special.
After WWII, food, beer, coffee and soda were all local, then consolidated into oligopolies (Anheuser-Busch, Folgers, Coke and Pepsi). Every action draws a reaction: Samuel Adams, specialty coffee, Snapple. His researcher Dwight told him a beer label is a mirror of who people think they are, and that food could do the same. Real food, engaging spaces and caring service became fast casual, now a $350 billion category.

	Companies die when the 'delivery' people push out the 'discovery' people.
Discovery speaks the language of poetry ('imagine if only'); delivery speaks 'prove it to me, show me the spreadsheet'. Bringing in delivery after outside capital improves margins and discipline, but over years it starves discovery. After 15–20 years you have billion-dollar companies that are great at serving what customers wanted 10 years ago and terrible at finding what they'll want next. He saw his job as CEO as being chief discoverer and protecting discovery.

	'Fail fast' works in software, not in 'fashion with fixed assets'.
A restaurant costs $1–2 million or more and is very hard to fix once built, and restaurants rarely turn around after sales start falling. So every concept starts with a 'concept essence' document, which he describes as the script for thousands of regional-theater shows running 18 hours a day: aesthetic, food attitude, the people, the guest experience. It's how you align 125,000 Panera employees. He spent about nine months on these before launching.

	Focus on means, not byproducts: value creation comes from a better alternative, and a better alternative comes from daily execution.
A type 1 diabetic friend can't control how long he lives. He can keep his blood sugar between 80 and 180 through diet, exercise and insulin, and long life follows. Leaders who chase the outcome rarely get there. When one company he advised had an E. coli scare and immediately cut labor, he told them they were destroying years of telling staff that great stores matter most. What you do matters more than what you say.

	Structure defines what a business is capable of.
Howard Schultz told Shaich for years that he wanted better food at Starbucks, but a central frozen-food system made it impossible, even after a $100 million bakery acquisition. Panera was an assembly business with no real culinary skill in its stores. When Shaich converted a Harvard Square Panera into Tatte, which has chefs in every store, sales more than doubled.

	Act III bets on categories with tailwinds and then builds the dominant player, because restaurants are winner-take-all.
He launched it with about $200 million of his own money and no outside LPs. It's now about $2 billion with roughly 55% returns. Categories include Mediterranean (the top diet in America, 'cravable wellness'), plant-forward eating (3% of Americans are vegetarian but 40% want to eat more plants), upscale chef-driven bakery cafes, and immersive entertainment. It invests as common stock alongside management, takes the right of first refusal on later rounds at a pre-agreed multiple, and has never turned one down.

	There is no balance; the biggest fallacy is that you can have everything.
'That commitment owns you. You don't own it.' The business comes with him in the shower and on vacation. He's been married twice and calls it a failure he isn't proud of, while unsure whether his commitment to work caused it. If you don't love the doing, he says, you'll never reach the outcome.



Examples
	The baguette that became a sandwich platform
At his Boston cookie store, 50,000 people walked by each day but nobody bought cookies before noon, so he added French baked goods from Au Bon Pain, which had opened 13 stores, closed 10, carried about $3 million of debt and was functionally bankrupt. Customers asked him to slice baguettes lengthwise and filled them with their own roast beef. The job they wanted done was a sandwich, which turned Au Bon Pain into a bakery cafe that went public in 1991.

	Selling everything to bet on Panera
On a Caribbean beach, a friend asked: 'What would you do if the company were named Panera?' Shaich went to his board and sold Au Bon Pain, its international unit and manufacturing, calling it the worst year and a half of his life, and grew Panera from a couple of hundred stores to about 2,000.

	A $150 million digital rebuild before the $7.8 billion sale
Back as CEO, he pushed digital ordering, loyalty, clean food and omnichannel while fighting off activist investors. By 2017 comparable-store sales were pushing double digits and JAB bought Panera for $7.8 billion. He later hired the activist, Noah Elbogen, as CFO of Act III.

	A CEO who wished he still had 50 stores
CAVA bought Zoës Kitchen, a chain five times its size, going from about 50 to 300 restaurants, and had a brutal 2019. Shaich told CEO Brett Schulman they needed 'load-bearing people'. To prepare for the IPO, CAVA ran simulated earnings calls for 18 months, gave bankers only 9% of the share distribution, and no insider sold. Shaich puts CAVA's value at four to five times Sweetgreen's.

	His personal 'judgment day' in the seventh inning
Watching one parent die at peace and the other full of regret, he started yearly reviews of what he'll respect in 5–10 years (work, family, body, spirituality), turned into projects reviewed each quarter. On the edge of prediabetes, he started wearing a glucose monitor, which he still wears 15 years later, and worked with a trainer at 5:30 a.m. for 12 years. At 71 he exercises every day.



Other relevant
	Test concepts in Fredericksburg, not Malibu
New York and LA aren't representative and cost three to four times more to operate in. If a concept does $2–3 million a unit in a town like Fredericksburg, Virginia, he says he can show you 1,000 locations.

	Call it amplification, not marketing
Clever tactics don't sustain a business. Build something that genuinely touches people, then make sure its target customers know it exists.

	Boards should ask questions, not run the company
His relationship with CAVA's CEO improved when he moved from directing to challenging Schulman's thinking and letting him handle the implications. On store visits, he says he's checking whether leadership's vision is reaching the store, not trying to catch staff doing something wrong.




No. 1 Forensic Accountant: The Coming AI Collapse | Anthony Scilipoti

Guest: Anthony Scilipoti · 2025-10-28 · 1:33:48

https://www.youtube.com/watch?v=E4wXp-DaW8g

Keypoints
	Blow-ups often hide in the footnotes, which is where Enron kept its risk.
Enron's derivative contracts, with debt that came due only if energy prices or its own stock crossed certain levels, sat off the balance sheet as contingent items mentioned only in the notes. When the early-2000s recession moved commodity prices, the contracts triggered and the money wasn't there. Arthur Andersen's auditors, where Scilipoti once worked, shredded their working papers. The conviction was later overturned on appeal, but by then the firm was gone. His rule: read the notes before the statements, because the notes tell you which accounting choices the company made.

	Audits have a built-in conflict: the client hands you its own A grade and pays you to confirm it.
Auditors work under time and cost pressure and attest only to 'fair presentation in all material respects'. Business decisions get made first, then the accounting department is asked to record them 'as brightly as possible'. 'Business is judgment. People run companies.'

	AI speeds up finding things in a filing but can make understanding worse.
Asked to find capitalized interest and capitalized costs at a REIT, AI pulled every quote instantly and saved him flipping through 300 pages. But the insight came from following the links: capitalizing a cost instead of expensing it lifts operating earnings, so you then have to check other notes and the cash flow statement. AI will replace the junior analyst's search work, but if juniors never do that grind, they won't develop the mental models needed to know which references matter. He compares it to making his kids learn times tables before using a calculator.

	He sees 'extreme euphoria' now, with risk priced very cheaply.
High-yield bond spreads over Treasuries are near the tightest in history and the VIX is benign. Investors say financial statements 'no longer matter' because AI is changing the world, which he heard before about Nortel, Lucent, Cisco and 360networks. Their infrastructure still exists but most of those companies don't, and Cisco never got back to its old valuation. He won't call it a bubble or predict timing.

	AI financing today has the same circular vendor-financing pattern that sank telecom in 2000.
Nortel and Lucent lent customers money to buy their gear, and when equity markets wobbled, the customers couldn't pay. Today Microsoft invests in OpenAI and sells it cloud services, and Nvidia invests in OpenAI and sells it chips. Nvidia supplies CoreWeave, owns a stake in it, and bought $250 million of shares to close its IPO, while JPMorgan made a pre-IPO loan and was also a lead underwriter. 'No one's cheating', but each related-party stake is too small to be material to Nvidia, so across hundreds of deals the risk goes undisclosed.

	Look for 'flammable items' and sparks, not red flags.
Stage one is to understand the business, its life cycle, how management is paid, and the accounting it uses. Stage two is to spot flammable items such as negative cash flow or expensive debt, which can be perfectly fine for a growing company with 20%+ returns on invested capital. Stage three is to watch for the spark, such as a new competitor taking share, that turns a flammable item into a blow-up. This guards against crying wolf.

	Valeant fooled smart investors because rising prices create the narrative.
Veritas was the only sell rating on Valeant in 2012–13, and it didn't collapse until 2015. CEO Mike Pearson took no salary and tied everything to the stock price. Each strange acquisition was followed by the stock rising. Adjusted EBITDA was redefined from year to year, while drug price hikes and a network of online pharmacies were hidden. Cheap QE-era debt made weak deals clear their hurdle rates. Its Biovail purchase brought a Barbados tax structure, and its Quebec headquarters ensured steady support from the Caisse.

	Companies rarely start out crooked; fraud starts with 'find me 5 cents'.
Citing interviews with Enron CFO Andrew Fastow, he describes the slide: a CFO reports 95 cents against a $1 target, and the CEO says go find 5 cents, thinking of private-school fees, options and employee stock. The fudge is meant to be reversed next quarter, then it grows. He sees the same small-compromise creep in personal life.

	EBITDA is 'the mother of all disastrous measures', and stock options are an expense.
EBITDA is an operating-performance metric, not cash flow, and it gets stuffed with gains or stripped of 'one-time' acquisition costs that aren't one-time for serial acquirers. Accounting treatment depends on facts, constraints and objectives: a seller valued on EBITDA will account toward EBITDA. If options aren't an expense, what are they? Pay them in cash instead and your EPS falls. Buybacks often just offset options, so check earnings growth before dividing by share count.

	Passive investing is effectively momentum investing, and retail options flow amplifies swings.
Market-cap weighting pours money into the 'Mag 7' while the 'sloppy 493' show little earnings growth, so a slowdown at the top would drag the index down as hard as it pulled it up. Retail investors are the largest share of the market they've ever been. Short-dated options force market makers to buy stock as a hedge, which feeds moves like Oracle jumping almost 40% in a day despite investors having more data than ever.



Examples
	The Nortel sell report that founded Veritas
At 29, Scilipoti published a 2000 sell report showing Nortel booked long-term customer loans as long-term assets, outside current ratios and operating cash flow, so its true free cash flow was negative. CEO John Roth complained publicly that it hurt his ability to raise capital. FASB later changed the rules.

	The friend who paid in rivals' options
Shane's friend recruited top talent by paying cash and giving options on the stock of the public competitor they came from, not his own. That led Shane to screen for companies that have stopped issuing options.

	Apple's debt-funded buybacks
With revenue barely growing, Apple borrowed to buy back shares and lift EPS. Scilipoti worries that the debt remains if growth slows, and says cash kept on hand could have bought a business it wanted after a bad quarter.

	Down is green in China
On a trip to China, he noticed stock screens show falling prices in green and rising prices in red. He has asked FactSet and Bloomberg about making that an option, arguing that the reframing helps you buy fear and question euphoria.



Other relevant
	Avoid embarrassing losses, not all losses
His version of Buffett's rule 1: accept 5–20% drawdowns, but avoid holdings that can wake up down 50%, which scar you and drive clients away. Emotion has no place in investing.

	Don't trust; verify, then trust
It isn't cynicism. It's what keeps you curious. 'Nothing happens without a reason': ask why there's a subsidiary in the British Virgin Islands. If management starts sweating, you have your answer.

	Watch for incentive metrics that move
If management misses its bonus metric and the board changes the metric so they still get paid, treat it as a warning sign. Pay should track longevity, organic growth, cost control and cash generation.

	Being negative sounds intelligent
Bearish cases come with facts and sound smart, while bull cases sell a dream. Remember both, and remember that 'none of these things matter until they matter, and then they matter a lot.'




Tracy Britt Cool: On Working for Warren Buffett and Building Great Businesses

Guest: Tracy Britt Cool · 2025-10-14 · 1:43:51

https://www.youtube.com/watch?v=kGnBwjOzuSQ

Keypoints
	Buyout value is shifting from financial engineering to operating, so investors need operating experience.
The old model was to buy at 7–9x, make small improvements, and sell at 10–12x. US private equity has grown from about 20–25 firms in the 1980s to nearly 20,000 by 2020, so capital is a commodity and sellers capture more of the value up front. The returns now have to be created after the deal. That's why Cool, after about five years as Buffett's financial assistant at Berkshire, left the boardroom 'for the war room' to run Pampered Chef.

	Thinking long-term has three parts: the mindset, a structure that allows it, and a chosen horizon.
If your structure forces a sale in three to five years, every decision bends toward cutting costs and raising prices now rather than entering new markets or developing talent. Long-term also isn't all-or-nothing: 50 years is one end, and a middle horizon gives flexibility. You still have to manage the short term. At Pampered Chef, focusing on international expansion and new categories in year three caused a setback until they went back to the basics of selling.

	Companies fail to adapt because change is speeding up and leaders who grow up in one industry lack outside perspective.
COVID, tariffs, supply chains and now AI keep coming, with many false starts, while managers are busy with customers and product. Deep expertise in one field can blind leaders to patterns that played out in other industries. Kanbrick tries to help leaders 'see around curves' by pointing to those analogies.

	Turnarounds take longer than you expect, which is why short holding periods hurt them.
After advising Pampered Chef for a year, she expected the fix to take one or two years. It took three or four. Getting the team, culture, systems, marketing and product right all took longer. If she'd had to sell in three or four years, she says, she would have made shorter-term choices that created less value.

	Start with people, then purpose, then performance, and give people the same calendar discipline as budgets.
Most companies have a calendar for strategy, KPIs and budgets but none for talent. Her three people buckets are attract (hiring, employer value proposition, critical roles), develop (career paths) and engage (culture, incentives, communication). Mid-size firms often have only a junior HR generalist, so all of this falls on the CEO, and the CEO can't hold the culture together personally once the company grows.

	Most mid-size companies have 15–30 critical roles; identify them and assess who's in each one.
Which roles matter depends on the business: sales, product, finance. Sometimes a critical capability is missing entirely, as technology was at Pampered Chef. Her biggest interview warning sign is 'hand waving': drift and vagueness when you probe. Strong people explain their area crisply and have views beyond it. One question she likes is 'What are we not doing that we should be?'

	Kanbrick evaluates deals with five Ms: moat, market, management, more potential and margin of safety.
She reviews about 500 companies to invest in one or two a year. The moat should show in returns on capital and also be explainable qualitatively, because newspapers' numbers looked fine long after their moat began to erode. 'More potential' means value not yet tapped, like a new region or a dealer network. 'Margin of safety' means the deal works without everything going right, so COVID or tariffs don't force short-term decisions.

	Use EBIT and true capital to measure return on capital: about 20% is okay, 50% or more is great.
She prefers EBIT to EBITDA because depreciation and amortization are real costs in most industries. Capital includes PP&E, receivables and inventory, so a business with big inventory needs is worse than its earnings suggest. Low-capital businesses can be easier for competitors to enter. AI is making tech capital-heavy, which may itself become a barrier.

	AI will erode many moats but may strengthen some.
Lower friction helps new entrants. Businesses with hard-to-copy assets, such as credentialed or regulated work, or large sales and technician networks, can use AI to cut costs or quote faster and pass the savings on to customers. The open question is whether AI-driven savings in services become a race to the bottom where customers keep the gains.

	Most boards add little value; they should spend their time on the three to five big levers.
She has sat through board meetings that critiqued product packaging and decks that ran to slide 112. Her alternative is about 20 slides and mostly discussion of 'the three biggest issues we're struggling with', which requires trust, psychological safety and board members who understand the business. She calls quarterly reporting a net negative for companies, while still wanting management to review results often.



Examples
	Pampered Chef: from 10% digital to 75%
After a decade of decline under Berkshire, the direct-sales business still had a strong brand and channel, but employees didn't even have laptops and 90% of sales happened at in-person parties. A new technology leader treated tech as a revenue driver and equipped consultants to sell digitally, without going to Amazon or direct sales. Cool, who doesn't cook, pitched recruits on growth and meritocracy: 'enriching lives one meal and one memory at a time'.

	The farm stand where watermelons went from $8 to $2
The youngest of seven on a farm near Manhattan, Kansas, she ran her own farmers market stand from third or fourth grade. She experimented with hourly pay, commission and bonuses for the friends she hired, watched supply drive watermelon prices from $8 to $2 over a season, and grew weekly sales from $500 to $1,500.

	Rollout mistakes that shaped the Kanbrick system
At Pampered Chef they rolled KPIs out to all 500 employees at once with no problem-solving training, and introduced 360-degree feedback in year one before trust existed, which produced shallow, defensive feedback. Now they start KPIs with the executive team, train people on problem-solving, and build communication and safety before 360s.

	Saying 'when I call Sally' instead of 'if'
In a topgrading interview she writes down each past manager's name and asks what that person will say about the candidate's strengths and weaknesses 'when I call'. Candidates become noticeably more forthright, and she also checks references the candidate didn't provide.



Other relevant
	Build the scorecard before you hire
Following Geoff Smart's Who: write a time-bound mission (for example, 'double revenue in three years through industrial accounts'), three to five outcomes, and functional and cultural competencies. Argue it out with stakeholders, source proactively, and give each interviewer one area to assess.

	Treat each hire as a $1 million decision
A $100,000-a-year hire you probably won't fire is roughly a million-dollar commitment, so apply capex-level rigor. Teach every leader how the income statement works, since finance is just a vocabulary.

	Use leverage conservatively
Kanbrick uses about two to three times debt versus private equity's typical four to six, often with seller notes. Many founders who once nearly lost their business are too debt-averse.

	Buffett tests worth keeping
Run the business as if it's your family's only asset and you can't sell it for 50 years. Lose money and he'll be understanding; lose reputation and he'll be ruthless. Apply the newspaper test. And: 'If you're not having fun four days out of five, it's probably not the right fit.'




The Man Who Said No to Rupert Murdoch: Barry Diller on Power, Media, and Getting Rich at 80

Guest: Barry Diller · 2025-09-30 · 0:59:14

https://www.youtube.com/watch?v=zyw1HVOqpCQ

Keypoints
	An eight-year-old’s moment at summer camp set up Diller’s lifelong independence.
At eight, unhappy at camp, he waited for his mother to come as promised, and she didn’t. His parents were ‘perfectly nice’ but clueless about children, having never been parented themselves. He kept a stark snapshot of that moment and the conclusion, ‘I’m the only one to protect me.’ He calls it necessity rather than craving, credits ‘my biology’ for saving him, and refuses to take pride in it.

	Lack of a sense of self, not confidence, propelled his early career.
Diller says he never felt he deserved a sense of self and still isn’t sure he believes in himself. He envies natively confident people but suspects that with that buoyancy he’d have ended up ‘a shoe clerk at Macy’s.’ Instead, the deficit made him want to please others and to ‘count’ in their eyes—and once that got him going, he kept going.

	Take the job nobody else wants, and use it to learn.
An unambitious 19-year-old who slept days and stayed up nights, he joined the William Morris mail room to learn the business, not to become an agent. While others networked to get promoted, he took the dungeon job in the paper file room and read the agency’s 70-year history of the entertainment business for about three years. That reading ‘literally from one day to the next lit a fire of ambition.’

	Skip specific career goals; get on the broad path and do the job in front of you.
Apart from defined crafts like medicine, he distrusts people entering entertainment saying ‘I want to run a studio.’ Treating roles as stepping stones means never being present in them. What works is landing a position you haven’t mastered and just doing it: ‘the sparks you set off naturally impress others’ and drag you to the next step. He calls structured networking ‘pro forma thinking’—‘oh, you fools.’

	Content is instinctive, and predictive data about it is a comforting delusion.
Numbers tell you what happened, not what will. People want data because instinctive decisions mean living with insecurity, and data lets you say ‘the numbers were wrong.’ But that only works for so long: with creative work ‘there’s no hiding.’ He sees streaming as tech overtaking Hollywood—for Amazon, content is the front of the store selling Prime, a business model divorced from audiences paying for something they love.

	Success teaches you nothing; failure teaches a lot—especially about cynicism.
Making things guarantees failures. His repeated lesson is to keep ‘scrubbing my instincts clean.’ Decisions made out of cynicism have consistently been poor. Experience pushes you toward sophistication and worldliness; he has to deliberately hold on to naivety so ‘the corrosiveness of the day’ doesn’t infect his ability to tell good ideas from bad.

	He loves confrontation because truth comes out of the noise.
Diller says he’s no good alone staring at a wall; he needs passionate people arguing. If you keep your ear open in even a noisy fight, you hear ‘a better truth’ than any other process yields. He’s direct, blunt and starts out trusting, and has been burned often, but says he can’t remember the betrayals and holds no vengeance. He once heard someone answer ‘that’s stupid’ with ‘that’s what I want—the more stupid I hear, the more ideas’: you have to get stupid before you get smart.

	Iteration—‘one dumb step in front of the other, course correcting as you go’—is his only method.
In domains where nothing is known yet, like building a company, he progresses by bouncing off walls, getting pushed back half a step and eventually making fewer mistakes. Rare geniuses may skip the process, but most people are stopped by fear of looking like an amateur.

	Pay for created value in cash, not stock options; retention is ‘hogwash.’
For developed enterprises he prefers sharing growth in cash each year: if people create value, they get a share of it then. He found 80–90% of employees sell options the moment they vest. People stay because they like the work and see opportunity, not because of handcuffs. If they want ownership, they can buy stock with their cash. If people can’t build wealth in an enterprise, ‘something’s wrong with the enterprise.’



Examples
	Leaving Fox at 49: ‘either you are or you’re not.’
After 30 years as ‘a very good corporatist’—running two movie companies, creating the fourth network and The Simpsons—he realised nothing was his. Any good employee acts like it’s theirs, but ‘that’s a delusion.’ The binary wouldn’t leave his head; he couldn’t accept that he wasn’t, so he left with no plan.

	The clock starts when you know.
When two key marketing executives were found stealing, one colleague suggested burying it, and one thief threatened blackmail if it was reported. His lesson: until you know, you have no culpability; ‘the second you know it, the clock is ticking’ and every subsequent action is your responsibility.

	Buying MGM Resorts during COVID.
With Las Vegas shut, he reasoned ‘if there’s life, there’s travel… there’s going to be Las Vegas,’ and IAC bought a large stake cheaply. The draw was infrastructure no one will recreate—about 480 restaurants, 125 performance venues and around 9 million square feet of convention space—and an experience that search or AI can’t disintermediate after 20+ years of Google squeezing websites.

	Expedia and agentic travel.
Diller expects, probably within a year, conversational agents that know a lot about you and can complete a whole booking. Expedia, with $15–20B in sales and more data than anyone, wins only if it plans better than ‘the next dope’—‘if we screw that up… we deserve to fail.’

	The first person who believed in him.
As an agent’s assistant, his boss’s unspoken confidence gave him ‘the imagery of confidence.’ It never made him confident, but it spurred him on: ‘I was the best little assistant the world had ever created.’



Other relevant
	Brands are the only defence against disintermediation.
With 60-some magazines like People and Better Homes and Gardens dependent on search traffic, Diller says only clearly differentiated brands that readers seek out directly will endure.

	The fairness doctrine’s loss hurt public information.
Broadcasters using public airwaves once had to present both sides fairly. Now most talkers reinforce their audience, and few trusted sources remain.

	Tell your own story while you have agency.
At 83 he published his memoir rather than posthumously as friends suggested—terrifying in the first days, then freeing.

	Success is remaining curious.
Diller’s definition: curiosity is the only thing that drives him, and if he’s curious, that is success.




How to Build a Powerful Cult

Guest: Lulu Cheng Meservey · 2025-09-16 · 1:48:04

https://www.youtube.com/watch?v=I9Njb8Lw5Xc

Keypoints
	In an endless flood of content, attention goes to a human with conviction and a story that keeps unfolding.
Lulu Cheng Meservey — former communications chief at Activision Blizzard and Substack, now founder of the advisory firm Rostra — says launches used to come every few months; now they come several times a day. Infinite content makes individual humans stand out. Conviction is oddly hard to resist — cult and terrorist recruiters win with awful pitches on sheer certainty. A narrative arc, like Scheherazade's thousand and one nights, gives people a reason to stay tuned.

	Tell the story in the overlap of what you care about and what your audience already cares about.
Picture two circles: what you want to say and what they're thinking about. Your circle alone won't land; theirs alone does nothing for you. Start in the overlap — the 'gateway drug' — and walk them into the rest. A defence-tech startup shouldn't lead with marketing drivel. It should start with how to prepare for a possible invasion of Taiwan, and then show where its software fits.

	The hook matters most, then the story, then the medium — most people reverse it.
People obsess over which podcast to pitch before working out what will make a fish bite. The best distribution is being so interesting that people can't stop retelling you. Online you get under five seconds; on social video, about 99% of viewers are gone by 30 seconds. For email it's the subject line, for a post the first sentence. Reliable hooks: humor, curiosity, strong emotion, or a fresh angle on something people already follow.

	The number one mistake is misidentifying your audience.
Speaking to all 8 billion people dilutes a message into nothing. 'Be interesting' only means something once you know to whom. Know your audience's 'intellectual and cultural erogenous zones' and accept being less interesting to people you don't need.

	Corporate and government communication is hollow because the metric became the goal.
Comms teams are measured on activity — two op-eds, three podcasts, four town halls — rather than on helping people understand something important. Like mice that keep running a trained route long after every original mouse is replaced, everyone copies everyone. She sees government jargon as a tax on citizens' time. Change comes when a leader such as Shopify's Tobi Lütke does something original and others follow.

	Startups are like cults, and the leader has to do the talking.
You'd never build a cult by hiding the quirky leader behind a polished spokesperson. Selling something unproven needs first-person conviction: 'Look me in the eyes. This will be my life's work.' Press releases have no skin in the game — no glory if they land, no humiliation if they don't — and she calls them a decade obsolete.

	Trust can be engineered: repeated exposure, shared values, and conviction repeated over time.
First stop being a stranger; parasocial familiarity counts. Then establish shared values — she wouldn't take a restaurant tip from someone with opposite tastes. Gavin Newsom opens debates by agreeing on something trivial. Repetition from a trusted source moves beliefs: Elon's Mars talk sounded crazy at first, but by the 10,000th time people who trust him believe it.

	Make yourself a hard target; deterrence is set by how you respond.
In The Three-Body Problem, aliens hold off while a 'Wallfacer' with perfect deterrence holds the trigger, then call his weak successor's bluff. Palmer Luckey reliably hits back, so attacks rarely land. Shopify fights every patent troll despite the cost, and now gets none. Robert Axelrod's work suggests 'tit for two tats' in repeated games: forgive the first slight, never the second.

	Before responding to an attack, ask two questions; if both are yes, respond fast.
Is it reaching people who matter? Is the accusation material? An attack from your opponent's camp can be a gift worth turning into an ad. If both answers are yes, act immediately. Like a broken nose, reset it now or re-break it years later.

	If you're fighting a story with a statistic, you're losing.
Pro-NAFTA GDP percentages meant nothing beside 'Shane, father of 12, just lost his job.' Charities show one girl or one named panda. Every great political story follows the Shire-to-Mordor structure. Beneath your statistics lie better stories — the Rippling–Deel spy flushing a phone overpowers every revenue claim.



Examples
	Coinbase versus CrowdStrike.
Brian Armstrong spoke in his own voice and turned a crisis into a costly proof of values; CrowdStrike's statement read as if written by 'a bar of attorneys.' A CEO's job is to weigh all interests, not defer to lawyers: legal risk might cost $100 million, lost trust billions. In one case she saw, silence on a false accusation cost over 10x the legal exposure.

	Eminem's final battle in 8 Mile.
He goes first and turns every attack on himself, leaving his rival nothing. Her lesson: do the 'pre-buttal.' A lie travels faster than the truth, and rebuttals often get a tenth of the engagement.

	Boom Supersonic's single foil.
Blake Scholl targeted one 50-year-old rule banning fast flight over land, written when the real problem was noise, and helped get it overturned. 'Red tape' would have given people nothing to rally around.

	P = F/A for reputational pressure.
On defense, widen the surface: 'you're not attacking Substack, you're attacking all independent writers.' On offense, narrow it to one reporter with a specific conflict rather than 'the media,' which sounds tinfoil-hat.

	Recruiting the AI researchers.
A founder wanted researchers but kept doing NPR; they read Simon Willison's newsletter and LessWrong. Distribution is a vector — magnitude means nothing without direction.



Other relevant
	Show up in person.
When someone being dunked on replies 'thanks for the feedback,' the critic often folds. Sam Altman defends his staff directly.

	Spar to stay sharp.
Leaders who face hostile questions are sharper than coddled 'god-king' CEOs who freeze. Start with a trusted inner circle; she mutes toxic accounts but wants to see disagreement.

	At work, you're a product for a specific audience.
People will remember two things about you; choose them. A VP aiming for CEO identifies who decides, what they must believe, and the message, medium and messenger. For emails: know what you want to say, say it, say why they should care, and use plain words.




Why Everyone Is Wrong About AI (Including You) | Benedict Evans

Guest: Benedict Evans · 2025-09-02 · 1:11:53

https://www.youtube.com/watch?v=2NgdQf2GzJg

Keypoints
	His 'controversial' take is the centrist one: AI is the biggest thing since the iPhone, but only that.
Some people say AI is bigger than computing, on the scale of electricity or the industrial revolution. Evans' base case is another platform shift: everything new gets built around it for 10–15 years, it has the same sort of effects on jobs and productivity as previous shifts, and then 'it'll just be software'. Every shift is 'different', like every financial bubble, but that doesn't mean it isn't a familiar pattern.

	You can be sure a technology is huge and still have no idea how it will play out.
In 1995 people talked about 'cyberspace' and an 'information superhighway' run by cable and phone companies. Mary Meeker forecast email users separately from web users and expected email to be bigger. Microsoft won browsers, which turned out not to matter, and the value went to search and social 5–10 years later. In 2000, as a telecoms analyst, Evans was sure mobile internet would happen, but no one foresaw the iPhone as 'a small Mac', carriers and Nokia capturing nothing, or a 10-year lag.

	Incumbents always try to make the new technology a feature, and hindsight makes their fate look inevitable.
People expected IBM to win PCs, Microsoft to win the internet and Google and Meta to win mobile. Kodak's 1975 digital camera was the size of a refrigerator. Once digital was viable, Kodak went all in and briefly sold the most digital cameras in the US. It lost because digital was a low-margin commodity compared with high-margin film, and because smartphones and social media killed printing.

	Google's threat isn't one rival; it's a reset in which everyone reconsiders their defaults.
Evidence from the antitrust trial shows Google is still far better than other traditional search engines. But LLMs reset the product, how it's sold, the org chart and incentives needed to build it, and user habits. Google has big advantages in that reset, but defaults are up for grabs.

	Data isn't a moat for LLMs, because everyone needs essentially all the text that exists.
Models train on text, not YouTube. Meta's lawsuit over downloading pirated books shows even giants lack enough long-form prose; social platforms have short snippets. Anyone with a billion dollars can scrape the web or download Common Crawl from AWS, so the data is a level playing field.

	The models look like commodities, and the consumer winner so far is brand and distribution.
He bets most people couldn't tell Grok, Claude, Gemini, Mistral and DeepSeek apart in a blind test. Yet ChatGPT tops the app store while Gemini ranks between 50 and 100 and the others don't make the top 100. He compares it to browsers, which have barely innovated beyond tabs and search in the address bar. There's no network effect yet, since more users don't improve the model. Memory is a switching cost, and you could ask one model what it knows about you and paste it into another.

	Most people still look at chatbots and 'don't get it'.
Across five US surveys he sees about 10% of people using an LLM chatbot daily, 15–20% weekly, 20–30% every month or two, and 20–30% who tried it and didn't see the point. Fast adoption is an unfair comparison, because it's a free website while a 1980s PC cost about $5,000 in today's money. The real puzzle is why weekly users can only think of something to do with it once a week.

	A blank chat box puts the burden on the user; products that wrap AI in a specific task get adoption.
Evans doesn't code, brainstorm, summarize or make images, which are the obvious uses. The things he would want done, like figuring out why a client's ERP system rejects his bank details, LLMs can't do yet. A 'draft a reply' button inside Salesforce gets used because someone else has worked out the use case. He compares it to VisiCalc, where accountants finished a month's work in a week.

	Whether output that's 'roughly right' is useful depends on whether you can fix it.
Today he says chatbots are wrong 'a dozen times a page' and have zero value where numbers must be exact. An AI-written conference bio of him was the right kind of bio with all the wrong facts. That was useless to the organizers but useful to him, since he could correct it in 30 seconds.

	AI rarely produces 'original and good', because LLMs lack a feedback loop for originality.
AlphaGo could invent moves because every move gets a score. Monkeys at typewriters and Borges' library produce masterpieces with no way to recognize them. For an LLM, variance counts as error. Could a model have known that fans tired of 1970s prog rock would want punk, or that post-war Europe would embrace Dior's New Look? As AI handles the median, value shifts to the curated, the in-person and the unique.



Examples
	Automatic elevators with 'electronic politeness'
Until the 1950s, elevators were manually driven 'vertical streetcars'. Otis's automatic version had 'electronic politeness', the sensor that stops the doors closing. Today nobody says 'automatic elevator'; it's just a lift. His point is that new technology stops seeming strange.

	Anthropic's 'blackmail' headlines
Evans compares those studies to writing 'murder is good' on paper, photocopying it, and announcing the machine says murder is good. If you ask a story-generating machine what it would do in a scenario, it tells the likely story.

	The 'Is this what ChatGPT would say?' test
Evans thinks by writing. Before publishing, he asks whether ChatGPT would have said the same thing, and if so he drops it, because anyone could have said it. Shane points out the bar rises as the models improve.

	Zola's department store
In Au Bonheur des Dames, a 19th-century 'Jeff Bezos' invents fixed prices, loss leaders and mail order while rival shopkeepers sneer that he'll be selling fish next. People have panicked before about mass production and too much content.

	Tesla as 'Android with no iPhone'
Evans argues cars are becoming Android with no iPhone, and Tesla is just another Android-style maker facing a flood of Chinese EVs that are just as good, protected only by US tariffs. Its robotaxi launch was a handful of geofenced cars with safety drivers, something others did a decade ago.



Other relevant
	Regulate uses, not 'AI'
Regulating AI as such is like regulating spreadsheets. 'To govern is to choose': if you make building models hard, as he says the EU and a past California bill attempted, you can't then complain about the result, just as restricting housing makes houses expensive.

	Study to learn how to think
Studying history at Cambridge taught him to find the next question, skim 50–100 books a week for what matters, and judge credibility. Don't assume you will or won't be an engineer. Stay curious, try many things, and expect many careers. It took him 20 years to work out what he was good at.

	Calibrate by seeing many examples
Like seeing a Raphael glow across a room in a small Roman gallery, seeing many startups at a16z teaches you what good looks like. The right question isn't 'Is it dumb?' but 'If it worked, what would it be, and can these people make it work?'




Ryan Petersen: Building Flexport into a $3B Logistics Giant

Guest: Ryan Petersen · 2025-08-05 · 1:39:41

https://www.youtube.com/watch?v=zaNPnEZGhvA

Keypoints
	In logistics, quality costs less.
Petersen calls it counterintuitive but central: almost all costs come from mistakes. File a customs entry with the wrong classification code and you can spend weeks with the agencies, or face licence and regulatory trouble. One error can undo a month of efficiency gains, so getting it right first time is the cheapest path. He traces the idea to W. Edwards Deming.

	Over-optimising for efficiency broke Flexport's service.
Flexport split shipments into tiny Amazon-style tasks, so an operator did one or two steps repeatedly and 50 people might touch one shipment. That suits fulfilment centres, not freight forwarding, where truckers no-show, APIs go silent and cargo gets lost. Net promoter score, long in the 70s, fell to about 17. The fix was a reorg back to Toyota-style ownership: one operator follows a shipment end to end.

	Stepping down because someone else would be a better CEO was a mistake.
Seeing himself as a 'freewheeling entrepreneur' rather than an operator, Petersen hired Amazon's Dave Clark, first as co-CEO, then as sole CEO for six months. With $1.6 billion in the bank, they leaned in while others cut, adding about 900 mostly US engineers in 12 months as freight and capital markets collapsed. He takes the blame for approving it. Paul Graham's reaction: 'That's like saying this other guy would be a better husband for your wife.'

	Micromanagement is just attention to detail with bad PR.
Advice from Tobi Lütke and Brian Chesky changed how he ran the company on his return. Don't treat senior hires as black boxes; audit, inspect, do skip-levels. He talks to 40–50 people a day across Slack, text and phone, then brings issues back to their managers. Chesky's line gave him confidence: he knows he'll be there in ten years, and he can't be sure anyone else will.

	Promote from within, and give outside hires a 90-day no-decisions rule.
He has made just one outside hire in two years and told him he couldn't make decisions for 90 days. On day 91, the hire said he'd have decided differently with only 80. Executives joining a company should bring extreme humility; teams have obsessed over these problems for a decade.

	Choose your bottleneck or it chooses you.
In a healthy B2B company, the constraint should be customer demand. Flexport's trade-advisory team became an unplanned bottleneck as tariffs required far more expertise. Amazon puts the bottleneck at the most capital-intensive machine and overbuilds it — though Petersen thinks it pushed the jam onto truck unloading.

	Judge policies by outcomes, not intentions — and the tariffs are backfiring.
He has met no customer onshoring because of the tariffs, but at least half a dozen moving production out. A US kids'-bike maker paid duties on components while finished bikes came in duty-free. Exporters assembling in the US pay duties on inputs, and a friend's German-made chip-fab machinery would have cost 30% more. When duties on China hit 145% on 9 April, volumes fell 60%; when cut to 30%, they surged 80% above pre-tariff levels.

	Retention sets your ceiling.
At Import Genius, steady signups met high churn — users ran a search and left. Your equilibrium size is new signups divided by churn rate. Spending to bend that curve mostly added cost. The loyal customers were freight forwarders building lead lists and hedge funds.



Examples
	Predicting the iPhone 3G and angering Steve Jobs.
Ocean shipping manifests are public record, so Petersen built Import Genius to search them. Spotting Apple importing an 'electric computer', he blogged that it might be the iPhone 3G. Revenue went from zero to about $50,000 a month within weeks. US Customs called to say Jobs was furious, then thanked him once he showed the law.

	500 million masks in grounded passenger jets.
About half of air freight flies in passenger-plane bellies, which were grounded in COVID. Flexport chartered 87–88 passenger aircraft, filling overhead bins and seats, and flew 500 million masks and other PPE to US hospitals in March and April 2020. One Dreamliner round trip cost just $200,000. Flexport then signed a long-term deal for three Atlas 747s.

	Ron Conway's six-hour licence.
Flexport's customs licence was tied to Houston, and San Francisco hadn't issued business licences for years because of an IT problem. Customs wouldn't accept a letter. Ron Conway emailed Mayor Ed Lee and the licence appeared within six hours.

	Watching Picasso paint.
In Paul Graham's last YC batch, Petersen skipped practising his demo-day pitch and sat beside PG for 12 hours a day for three days watching him critique others. PG's 'secret': tighten the graph's aspect ratio so the curve looks steeper. One friend repeated PG's rewrite word for word, and PG called it the best pitch he'd ever heard.

	The aircraft-on-ground premium.
Peter Kaufman loves inventory because everyone hates it; in aviation parts, having what nobody else has commands huge premiums. Petersen describes a billionaire whose Gulfstream G650 was damaged in southern Chile, insisting he'd pay any price for speed.



Other relevant
	Owning assets can turn you against customers.
With your own plane, the job becomes filling it — nudging cargo to the wrong airport or a three-day wait — so Flexport stays asset-light by intent.

	Legal tariff levers most importers miss.
Track subcomponents (pay steel duty only on a couch's steel), use 'first sale' valuation, bonded warehouses, and duty drawback. Pre-tariffs, about $7 billion in drawback went unclaimed yearly, claimable five years back. Beware factories importing via shell companies: customs fraud is the DOJ white-collar division's number two priority.

	Munger and Kaufman's worldly wisdom.
Learn the big ideas from each discipline. Munger: 'the key to success is dumb competition.' Kaufman's competitive exclusion principle says leave rivals no niche. Kinetic energy, ½mv², explains why velocity beats mass.




The President of Shopify on AI, Scaling, & High Agency | Harley Finkelstein

Guest: Harley Finkelstein · 2025-07-08 · 1:45:38

https://www.youtube.com/watch?v=PUniIxDq5WA

Keypoints
	Finkelstein's drive comes from a scarcity mindset he links to multigenerational trauma, with the anxiety that comes with it.
His grandparents survived the Holocaust, fled Debrecen during the 1956 Hungarian Revolution, and started an egg stand at Montreal's Jean-Talon Market that his uncle still runs about 75 years later. His father made the family feel secure, but at 17, weeks after Harley started at McGill in 2001, his father was arrested for white-collar crimes and served five or six years in federal prison. Harley threw the phone so hard it dented the wall. Today they're close, and he credits his father's 'transfer of confidence', along with the ambition and the anxiety.

	A parent's small, concrete belief can shape a child's sense of permission.
Every time Harley had a business idea, his father came home with business cards printed with Harley's name and the business name. Harley still keeps them lined up in his office. The message was 'you have permission to do this'. At 13 he started a DJ company and played about 500 bar mitzvahs.

	'How you do anything is how you do everything': pick what to be world-class at and accept being average at the rest.
It's the family motto his daughters, 8 and 6, can recite. He wants to be world-class at storytelling, which he says has added the most value to Shopify, and as a father and husband, which is harder to measure. He's content to just enjoy tennis, skiing and DJing. Like choosing a Street Fighter character, you trade strengths. Being deliberate about who you spend time with (energy vampires versus catalysts) and where you live is part of prioritizing.

	At Shopify you 'requalify' for your job every year, and the bar is the global maximum, not the local one.
Stasis isn't acceptable. Last year's high-five is now just the expectation. Tobi Lütke praises only work that resets an industry standard. The test is whether you could give the keynote at your industry conference on how you do the job completely differently. Shane adds the NFL coach who scolded a rookie for celebrating a catch: 'I'm paying you to catch the ball.'

	Leaving the COO role for a narrower storytelling role restored his energy.
He was COO for about six years after the IPO because Tobi asked. He liked the big team and admits ego was involved, but it never felt natural and he stopped being his 'exothermic' self. Tobi noticed and told him storytelling was enough to be world-class at. Founder-led companies can match the best person on the planet to each job instead of filling slots with whoever has been there longest.

	Storytelling improves through reps, watching your own tape, and telling your own stories.
He started with small local podcasts and rewatched them to cut filler like 'um'. He avoided imitating Gary Vaynerchuk or Rogan and developed his own fast, excitable style. His model is Seth Godin, who 'can tell a story about Brussels sprouts'. Starting with your own experience means the story 'can't be wrong' and you tell it with conviction. He treats earnings calls as storytelling opportunities, going direct in the spirit of Lulu Cheng Meservey's 'go direct' approach.

	Build a narrow personal board of directors, one mentor per skill, and don't copy anyone wholesale.
Mentors are 'spiky': the career mentor who pushed him into law school to become a better entrepreneur is on his third marriage, so he isn't a relationship mentor. Harley and Lindsay picked older couples with strong marriages and quietly started double-dating them. Coaches have a finite toolbox, so move on once you've seen all of it. The biggest blocker is fear of looking foolish, and Harley says he has 'zero cringe' about asking.

	Out-caring the competition beats IQ or raw talent.
Between someone at 50% capacity who cares deeply and someone at 100% who doesn't, he'll take the first, because skill can be taught and deep ambition mostly can't. When people ask what to do with their life, he asks what they do for fun. He separates 'forced entrepreneurship' (his grandfather had no interest in eggs, and Montreal's Chabanel garment district had low barriers to entry) from passion-based entrepreneurship like James Perse obsessing over cotton.

	High agency means owning the problem, and 'it is what it is' and 'that's not my job' are its opposites.
He wants single-threaded owners who see a problem, fix it, and accept the win or the loss. Kids learn agency mostly by watching, which is why he brings his daughter to Shopify's 'Builder Sundays' and lets her watch his early, awkward podcast episodes.

	Using AI 'reflexively' gives small merchants what used to require headcount.
Tobi's memo asked staff to reach for AI reflexively and to test whether AI can do a job before hiring. Big companies' unfair advantage has been headcount. Mickey Drexler's 300-person Gap merchandising and photo teams can now be outdone by one person at a kitchen table. Harley expects companies to reach $100 million in GMV in three years instead of ten, and warns that people who quit after one hallucination will fall behind.



Examples
	The 'clean the bathrooms' lesson
When his young son said cleaning bathrooms was the housekeeper's job, Harley called her, gave her the day off with pay, and handed the kids her full list, with no iPads until it was done. They've never pushed back on chores since.

	Color-coded calendar audits
Everything goes in his calendar, including walks with his wife and eight minutes of meditation each morning. Meetings are bundled on Monday, Wednesday and Friday, with long maker blocks on Tuesday and Thursday, following Paul Graham. Purple marks social dinners, so a Sunday review flags a week that's too heavy. He audits his calendar quarterly with his team and Lindsay, and borrows Jesse Itzler's 'Big Ass Calendar' habit of entering the year's most important dates first.

	Precision philanthropy
Quiet Montreal donors ask a hospital why there's a line, cost out a second cancer-screening machine plus a radiologist, space and power upgrades (about $4.5 million), and fund exactly that. Six months later, the line is gone. From David Rubenstein he learned to give big when the project wouldn't start or finish without him and the impact is measurable within ten years.

	Claude projects for health and speaking
He uploads every blood test into a health project, and all his talk transcripts into a speaking project to check whether a draft 'sounds like me' or repeats a story he's already told.

	Analysts criticized him for not hyping AI
After the Q4 call, several of Shopify's 46–47 analysts criticized him for not talking more about AI. He noticed peers spent half their calls on it and compared that to an eagle 'leadership' poster: superficial, when what counts is AI built into the product.



Other relevant
	Ask 'solve or listen?'
His reflex is to fix his wife's problems, and eight times out of ten she just wants to be heard, so now he asks first. He tries to do the same with his kids.

	Pick co-founders unlike you
He and Tobi wouldn't have been high-school friends (class president versus taking apart computers). His advice to students: team up with people from drama, AV, coding and art clubs.

	Don't fake hardship for your kids
Charlie Munger warned Shane that imposing an artificial lifestyle on kids breeds resentment. Harley tells his kids the real stories of his early struggles, and his kids asked to DJ after watching him enjoy it, without being pushed.




Former Pepsi CEO: The Hidden Cost of Rising to the Top | Indra Nooyi

Guest: Indra Nooyi · 2025-06-24 · 1:35:29

https://www.youtube.com/watch?v=E50ix2Y62y4

Keypoints
	'Zoom in before you zoom out': learn the business from the ground up before setting strategy.
At BCG, working on two assignments at once in unrelated industries, Nooyi visited factories, production lines and R&D labs before forming a view. As PepsiCo's CEO she hadn't run a P&L, so she asked people to 'teach me the business': how concentrate is made, how a Lay's or Doritos chip is produced. She calls it 'micro understanding', not micromanagement. Without it, decisions at the top aren't implementable or lose their intent on the way down.

	Money is made on the right side of the decimal point.
Corporate thinks in tens and hundreds of millions, but the front line sells a 25-cent bag of Doritos. A tenth of a penny saved on a delivery route or package, multiplied across every route, is the business. Leaders who only speak in millions lose credibility with the people doing the work.

	Set ambitious goals with a path, not just a mandate.
PepsiCo plants used 2.5 liters of water to make one liter of beverage. Instead of decreeing 1.3, she worked through where water was used, how to recycle it and how clean it needed to be. Then she set staged goals of 2.0, 1.8 and 1.7 on the way to about 1.2–1.4 in five years. That respect for the front line made people believe she knew what she was talking about.

	A strategy that can't be implemented isn't a strategy, and change happens by removing friction, not by force.
She defines strategy as a path to a better place that the organization can actually execute. Business schools preach against silos while universities are 'the most siloed places'. When she pushed 'Power of One' (getting Frito-Lay and beverages to work as one company), she asked what it meant, where friction would arise, and which incentives, processes and people had to change, then watched for signs it was derailing.

	Honest feedback needs toughness, kindness and clarity together.
People often leave appraisals thinking they're doing fine because the manager avoided conflict. She wrote letters covering what you did well, where you fell short, three or four things to show progress on, how she'd help, and where progress could take you. One executive asked to learn international markets made two three-day trips, so she listed the countries to visit and the level of detail to reach, and checked in mid-year.

	Track a deep bench of future leaders and let some leave so they can come back stronger.
PepsiCo tracked 300–400 'corporate assets' who might be CEO in 15 years. They had ideas that challenged her thinking, volunteered for hard assignments and took blame. If someone left for a tech company, she saw a future returnee with a PepsiCo pedigree. If someone's runway was limited, she told them honestly and helped them find a better role.

	Understand office politics, but never play them.
Where there are people there's politics. Know who dislikes whom and how meetings really work, then contribute within that. Meddling and gossiping turns you into 'a negative force'. Family duties helped her: she had no time for after-hours bar talk.

	Fight bureaucracy with hard metrics and internal targets that exceed what you promise the market.
PepsiCo monitored output per employee and spans and layers, required certain managers to have eight to ten direct reports, and trimmed layers when the organization 'accordioned' out. Internal targets were always a stretch, guidance to Wall Street was lower, and no bonuses were paid without hitting the stretch goal.

	In a crisis, find the root cause, then communicate honestly. The buck stops with the CEO.
In a recall, sit with R&D and manufacturing until you understand exactly what happened, hear the plan, then decide on messaging. When Nelson Peltz took a stake, she told employees in a town hall to ignore the TV coverage, while she, the CFO and the general counsel handled it. She treated his white paper as 'a free consulting report', adopted good ideas, and held the strategy wherever the underlying trends hadn't changed.

	Bias erodes confidence, and lost confidence erodes competence.
Eye-rolling, interruptions and calling a woman's idea 'theoretical' and the same idea from a man 'brilliant' make people doubt themselves. In talent reviews, men 'missed goals but have potential' while women 'hit all goals but something tells me…'. Her fix is to stop the conversation and challenge it on the spot. If 55% of top graduates are women and only 20% of your hires are, ask why.



Examples
	'Leave the crown in the garage'
The night she was named PepsiCo's president, her mother sent her out for milk before hearing the news. Her mother's verdict: at home you're a wife, mother and daughter, and nobody can take your place. Nooyi says there's no 'balance', only juggling full-time roles and trying not to drop the most important balls.

	Firing the general counsel, ten seconds at a time
On her first day as CEO she told general counsel Larry Thompson, with a smile, 'You're fired', then rehired him as her own pick so he'd never feel like a holdover from her predecessor. She credits him with much of her early success.

	Satellite photos of a rival's plant
At BCG, unable to find the size of a competitor's plant hidden in woods, she filed a freedom-of-information request and got aerial photos from 3,000 and 5,000 feet showing its size and loading bays. Her lesson: 'Don't say the data isn't available. Say you didn't look hard enough.'

	Steve Jobs: show your passion
Jobs told her people need to know what you care about. She began telling designers she 'hated' weak work, and on one delayed launch named herself program manager with Friday reviews and no pre-meetings, compressing a three-year process into six months. Credit flows down, blame flows up.

	Store walks with Jim Sinegal and Greg Foran
Costco's founder walked a store opening with her, explaining unique pack sizes and the 'treasure hunt'. A product she suggested was on the shelf two weeks later. Walmart's Greg Foran pulled four Quaker multipacks off a shelf, with different counts and illogical prices, and asked why there were four, not two. It exposed a muddled pricing architecture.



Other relevant
	Outgoing CEOs should leave
The departing CEO gives the board a dossier on candidates but stays out of the decision, and shouldn't remain on the board. She stayed as chair for at most two months. As a board member, ask: if a director had behaved like this when I was CEO, would I have liked it?

	Acquisitions fail in integration
The deal is 10% of the work. With Tropicana, Roger Enrico had her codify its 'good for you' operating rules and keep the rest of PepsiCo out. With Quaker, keeping CEO Bob Morrison for two years was a priority.

	Changing course isn't flip-flopping
PepsiCo spun off its bottlers under Enrico. When market growth slowed and the two sides fought over a shrinking pie, she bought them back in a multibillion-dollar deal. When the environment changes, 'you zag'.




Reed Hastings: How Netflix Built a Culture That Fires Good People

Guest: Reed Hastings · 2025-06-10 · 1:09:39

https://www.youtube.com/watch?v=pV7pvxapVRA

Keypoints
	Treat loyalty as a stabiliser, not the goal.
Netflix's early struggle was balancing loyalty against performance. Hastings settled on the pro-sports-team bargain: you play for your position each season, but the team can be close and supportive. Loyalty means one bad day doesn't get you fired and a bad day from your boss doesn't make you quit. Ultimately the company valued growth and achievement over lifetime loyalty. He sees friendships and marriage as different: there, loyalty comes before performance.

	The keeper test flips the default from 'bad enough to fire' to 'worth fighting to keep'.
Ask: if this person told you they were quitting, how hard would you work to change their mind? If you wouldn't, give them a generous package and recruit someone you would fight for. The industrial norm is that 'you nearly have to commit a crime to get fired'; the sports-team norm is 'I think I can upgrade.' The nuanced version is an honest conversation first, so nobody is surprised.

	Generous severance is really a tool for managers.
The money goes to the departing employee, but managers are usually chosen for liking people and find it hard to let them go; a big package makes it easier for everyone. Departing employees sign a release, so Netflix has seen hardly any lawsuits. Hastings sees performance improvement plans as a false system of legal protection, since so few people on one turn around. Long-tenured people in a rough patch get context and are often moved to a new role.

	Manufacturing drives out variation; innovation needs more of it.
For about 200 years manufacturing drove GDP growth, and its logic of consistency and error elimination shaped everything, including factory-like classrooms. Process is the language of reducing variation, which is right for safety-critical work like airlines. In inventive businesses, where the main threat is someone inventing nearby, errors are part of the process and too much process kills innovation.

	Freedom and responsibility beats policy plus enforcement.
Most companies set per-city expense limits — $250 here, more in Tokyo, less in Omaha — and need a bureaucracy to enforce them. Netflix replaced all of it with 'travel as you would on your own nickel.' Occasional abuse costs far less than enforcement, and it treats people like adults. You still set context with principles and examples.

	Hiring is imperfect, so take chances and judge by performance.
Five or ten hours of interviews rarely reveal much. Hastings stays open-minded, expects a three-month honeymoon before cracks show, and coaches first. His highest-value step is a meal: how a candidate treats service staff shows their character. He reads persistence from track record — job moves every 18 months versus stints of 6, 3 and 7 years.

	Make reference checks real by finding people loyal to you, not the candidate.
Supplied references are anodyne. He combs LinkedIn for people at the candidate's previous employer, starts a conversation, and only then reveals he's calling as a reference. His recurring question: would you hire them again?

	Two religions: customer satisfaction and operating income; everything else is a tactic.
Customer satisfaction drives the top line, operating income the bottom. Echoing Bezos — firm on principles, flexible on tactics — he notes it's easy to grow one at the other's expense. The art of business is improving both faster than competitors.

	Big creative bets are judgement calls, and information grows by stage.
Ted Sarandos won House of Cards, a roughly $100 million bet, by bidding for two seasons, which HBO's precedent wouldn't match. With a partial script and some casting, no data can tell you how good it will be. Each stage — script, cast, dailies, edit, test screenings — improves the odds. Netflix expected Squid Game to be big in Korea; its global success surprised them after 20 years.



Examples
	Why the 2009 culture deck went public.
Hastings walked new employees through an internal deck monthly, but some were shocked by what they'd joined. Netflix decided to show it to all candidates, knowing it would leak, so it simply published it. It repelled people who wanted job security and attracted those who would trade security for growth.

	Powder Mountain's 'big-hearted champions who pick up the trash'.
Netflix's meritocracy looked like the Hunger Games from outside because its words weren't warm enough. At the ski area he bought after retiring in 2023, with 150 full-time staff, the values lead with 'big-hearted'. 'Champions' keeps the performance bar and the keeper test, and 'picking up the trash' means everything is my job. He counter-positions against the Epic and Icon passes, which he likens to the Costco of skiing, as the Whole Foods alternative: uncrowded slopes for a higher price.

	The Dave Chappelle storm.
In about 2019, trans employees and allies protested Chappelle specials as creating a hostile workplace. Netflix amended its culture memo: entertainment shows many things — guns, explosions — that aren't endorsed workplace behaviour. 'If you don't want to be in the entertainment business, that's fine.' A few people left; most accepted it.

	Offering to step aside at Pure Software.
He went through five heads of sales in five years while sales doubled annually. Feeling he was hurting the company, he twice asked the board to hire a sales-savvy CEO; both times they refused. He called it 'like confession.'

	The foot mouse that never was.
As a Stanford grad student he nearly dropped out to build a foot-controlled mouse. The prototypes got filthy within days, and legs cramped and lacked fine control.



Other relevant
	Work-life integration over balance.
Cook dinner with your kids at 5:30 and work at 8 — not phone at the table. He retired at 62 and has no big regrets; being world-class requires being 'maniacal and obsessive.'

	AI tutors could end the factory classroom.
On the Khan Academy board, he expects a full K–12 education on a tablet within a decade, with teachers shifting toward social-emotional coaching. A Peace Corps math teacher in Swaziland, he backs charter schools and school choice.

	Pick one hard societal problem.
Today's problems are the ones earlier generations couldn't solve. He admires Bill Gates's technocratic patience, like a decade-long effort on virus-resistant cassava now in field trials.




How Belichick Actually Makes Decisions (It’s Not What You Think)

Guest: Bill Belichick · 2025-05-27 · 1:12:19

https://www.youtube.com/watch?v=HHQsrLPUXKs

Keypoints
	Four rules on the way in: do your job, work hard, be attentive, put the team first.
Every Patriots employee passed this sign on the way in, and it applied the same on a day in March or on AFC Championship day. Each job mattered, from players to staff. Paying attention to people who can teach you, then doing the work to change, is the formula for getting better. And the question is always what the team needs to win and what you can contribute.

	Busy isn't hard work — 'eyewash' is a day off.
A player can suit up, run around, break a sweat, shower and say he practised. If he accomplished nothing, Belichick counts it as a day off. 'No days off' means you come to work and you work: be productive, hit the day's goals, and build on them tomorrow.

	Work ethic stacked over time levels out talent.
Talent gets you through high school and maybe college. In the NFL the field levels out, and only a few are gifted enough to coast. Brady was a fourth-string rookie — 'no team keeps four quarterbacks.' Stephen Neal never played high school or college football; the college wrestler started at guard for seven years. Julian Edelman, a college quarterback, became an elite receiver and punt returner. Belichick mentions a can't-miss running back who managed barely 100 career yards.

	You cannot win until you keep from losing.
Like Charlie Munger's inversion, first remove the self-inflicted damage: pre-snap penalties (false starts, too many men on the field), post-whistle fouls like taunting, and turnovers from botched snaps. Off the field it includes drug suspensions, hamstrings pulled from poor hydration, and academic ineligibility. 'That's not Buffalo. That's us.' More NFL games are lost than won. Then make the ordinary plays you're supposed to make before chasing spectacular ones.

	The price of success is paid in advance.
You can't know whether your preparation is enough, and you don't know how hard the other guy is working. 'I wish I'd studied more' comes too late. Watch for the tendency to let up — 'I watched some film, did some extra sprints' — and ask if it's really enough, short of diminishing returns. The pain of regret outlasts the pain of preparation.

	A 24-hour rule, then move on.
Win, lose or draw, spend a day on what went well, what didn't and what coaching errors were made. Some lessons only matter weeks later, against the next scrambling quarterback. After a blowout in Kansas City, 'on to Cincinnati' meant don't let one bad game become two, or a habit. In 2001, after a loss to Miami, he literally buried a game ball.

	Trust lets you play aggressively.
If you're unsure whether a teammate will run the right route or fill the right gap, you hesitate and wait. Belichick drew on Navy SEALs, who recognise teammates' silhouettes in the dark, and the Blue Angels, who fly 18 inches apart. What matters is what the guy beside you thinks, not social-media likes; trust is earned daily by being prepared.

	Own mistakes instantly so the team can fix them.
On the sideline, 'my fault, I missed the tackle' resolves it at once; a blame game wastes the little time you have. Belichick would say, 'that was a bad call — I won't call it again.' Repeated assignment errors after ten reminders get a different response: maybe someone else should play.

	Discipline is doing the right thing every time.
Every NFL player can make plays; consistency separates them. It's like returning the shopping cart when no one's looking. Matt Slater, Devin McCourty and Brady kept their routines — treatment two days before Christmas — so the expected decline didn't come.



Examples
	Start at the bottom and learn every job.
Belichick began unpaid: shooting film, lining fields, making copies, sharpening pencils. He later served as a de facto GM for almost 30 years without the title. When staff said something couldn't be done, he could say, 'I've done that job — here's how.' Before Brian Daboll moved up, he had to train Josh McDaniels to replace him, and McDaniels later trained Nick Caserio.

	Jimmy Johnson's 'pelts on the wall'.
Before a playoff game in Dallas, Johnson flipped on the lights and cut a dozing special-teamer on the spot. Asked what he'd do to Troy Aikman: nudge him. With little résumé, you have no slack. Belichick tried to treat everyone the same while admitting some players earned grace.

	Down 28–3 in Atlanta.
He felt they controlled the game, just not the score: a touchdown allowed on third-and-goal from the 12, a pick-six, a fumble going in. Coming back took two two-point conversions, a strip sack, kickoffs tackled inside the 15, and another sack and holding penalty.

	Linemen catching punts.
Rookie offensive and defensive linemen raced to catch punts with at least four seconds of hang time, sun in their eyes, for skipped sprints or a later bed check. Teammates rooted wildly; Vince Wilfork and Matt Light got their turns.

	Squash coach Paul Assaiante on being the favourite.
Belichick brought in Trinity's squash coach, who'd won about 13 straight national titles, to explain being perpetually favoured: every day is a new opportunity. A player then asked, 'What's squash? I thought it was a vegetable.'



Other relevant
	Put it in the drawer.
Late in the season, it's a one-game season: shelve non-essential distractions, from mall signings to gadget shopping, until it's over. Players joked their drawers were getting full.

	The exit sign: ignore the noise, manage expectations, speak for yourself, don't fuel the hype.
Pundits haven't seen your practices. At 3–0, talking Super Bowls creates distractions; the expectation is to beat Buffalo this week.

	Motivate according to wiring.
A receiver who dislikes blocking a safety will do it once he sees it sets up a play-action pass for him next time. Kobe Bryant told the team he evolved from driving past people to scoring in new ways.




My conversation with Pierre Poilievre

Guest: Pierre Poilievre · 2025-04-13 · 1:20:57

https://www.youtube.com/watch?v=hS-xso4Nmo4

Keypoints
	Poilievre frames his 'why' as 'the Canadian promise': you can start anywhere and get anywhere.
He was adopted by two Calgary schoolteachers, and his wife came to Canada as a refugee from Venezuela. He rejects comparisons to Trump, citing Trump's wealthy upbringing and policy differences. He says the opposition leader's job is adversarial by design ('two sword lengths apart'), but governing means uniting people as 'Canadian first', judging individuals by conduct rather than group identity.

	His case for growth starts with natural resources as the base of the national economy.
He argues resources are Canada's largest export sector, which supports the dollar and purchasing power. Resource companies and their workers pay large amounts of tax that fund roads, hospitals and schools. He lists Canada's endowment: third in oil, fifth in gas, first in uranium and potash, the longest coastline and the most fresh water. He proposes training 350,000 young people for trades jobs he says can pay $200,000–$300,000, and giving First Nations a stake in royalties. 'Decline is a choice.'

	He explains the productivity gap as a shortage of investment, not of good workers.
By his figures, Canada produces about $53 US of GDP per hour worked versus $78 in the US. Business investment is about $15,000 per worker per year versus $28,000 in the US, or 65 cents for every dollar of the OECD average. He says workers lack the machines and equipment that raise output, and blames high taxes and slow permits. He cites Ireland, poor when his grandfather left and now with about twice Canada's GDP per capita, after embracing low taxes, fast permits and free trade.

	He proposes making Canada the fastest place in the developed world to get permits.
He cites the second-slowest building permits in the OECD, 17 years to approve a mine, and a 14-year wait for the Indigenous-led Squamish LNG project. His plan is to repeal C-69 and C-48, target six-month approvals for major projects, and create 'shovel-ready zones' where environmental studies are done in advance and a legally binding permit is pre-published. He'd add a 25% regulatory cut and a two-for-one rule audited by the Auditor General, because the current one-for-one rule is gamed by merging rules under fewer titles.

	His tax pitch centers on a 'Canada First Reinvestment' cut: no capital gains tax when proceeds are reinvested in Canada.
A business owner selling after 40 years would get a deferral by reinvesting in homes, businesses or equipment such as CNC machines, but not if the money leaves the country. He also promises a 15% income tax cut for the average worker, calling income tax 'the fine we pay for the crime of hard work', and cites a $500 billion net outflow of investment to the US over a decade.

	He argues big government and deficits transfer wealth upward, 'from the have-nots to the have-yachts'.
He says inflation from deficit spending hurts the poor while asset owners gain, and housing restrictions inflate mansion values while shutting out young and immigrant buyers. He points to $21 billion a year on consultants ($1,400 per family) and says Mark Carney wrongly dismissed inflation risk in 2021, while farmers and small-business owners predicted it. He wants to keep the core social safety net.

	To balance the budget, he'd make politicians feel scarcity through a dollar-for-dollar rule.
Every new dollar of spending would need a dollar of savings, modeled on the 1990s US pay-as-you-go rule he credits with balancing the budget under Clinton. He invokes Thomas Sowell: economics starts with scarcity, and politics ignores it. He'd shrink the public service by not replacing all of the 17,000 annual retirees, and cut consultants, foreign aid and corporate grants.

	On tariffs, he'd retaliate but offer a tariff pause and quick renegotiation, using only concessions Canada could reverse.
He argues retaliation is needed for deterrence. He'd propose freezing tariffs for 100–120 days to renegotiate CUSMA, and offer increased defense spending for the shared continent, which he says Canadians want anyway. Any commitment would be revocable if tariffs returned. He argues tariffs on Canada strengthen China by weakening both North American economies.

	He wants to reduce dependence on the US by getting energy to other markets.
He says nearly all Canadian gas and about 95% of its oil go to the US. Canadian LNG sells for about $4 versus about $14 in Europe. He cites advantages: cold weather making liquefaction about 25% cheaper, 11 days' shipping to Asia from BC versus 20 from the Gulf Coast, and surplus hydroelectricity. He'd create a pre-approved national energy corridor. For internal trade barriers, he'd pay provinces the extra federal revenue generated when they remove them.



Examples
	23,500 projects in two years
During the financial crisis, he says, the Harper government's infrastructure minister demanded one-page applications and a single environmental review. 23,500 projects were completed in two years, and he says the environment commissioner found no resulting environmental harm. His takeaway: the extra reviews protected nothing.

	Seven years in BC, seven weeks in Dallas
A BC businessman waited seven years for approval for a plaza. In Dallas, the mayor met him at the airport and he had permits in seven weeks.

	40 offenders, 6,000 arrests
In Vancouver, police arrested the same 40 people 6,000 times. He blames the C-75 bail law and proposes jail rather than bail for repeat violent offenders, a three-strikes rule, release earned through behavior and job skills, and addiction treatment for 50,000 people.

	The eye surgeon working as a technician
The technician at his Ottawa eye surgery performs surgeries in the UAE but can only assist in Canada. His fix for an estimated 20,000 immigrant doctors and 32,000 nurses is a voluntary national licensing exam modeled on the 72-year-old Red Seal standard for trades.

	Greenhouse tomatoes and Rio Tinto aluminum
He argues carbon taxes on Manitoba greenhouses make Mexican tomatoes cheaper locally. Rio Tinto's Saguenay smelter emits about 2 tonnes of CO2 per tonne of aluminum versus about 14 in China, so he'd cut taxes on low-emission Canadian producers to reduce 'carbon leakage'.



Other relevant
	His view on media and speech
He'd repeal C-11 and end media subsidies, which he argues can make coverage look dependent on whoever offers the most money. Citing Bastiat's candle-makers petitioning against sunlight, he argues more voices are an opportunity. Incitement is already criminal, and for AI rules he wants full transparency about any instructions the government gives AI companies.

	Why trust in government fell
He argues that people were promised help, then got doubled housing costs and food-bank lines, so government should do 'a few things right'. On his reputation, he says what reads as aggression comes from caring about people who are struggling, and he wants voters to go to the polls hopeful, not angry.

	Parenthood and empathy
His six-year-old daughter Valentina is non-verbal, which has made him think about how families of children with disabilities pay their bills and plan for decades ahead.




Lessons from a lifetime of investing and outperforming | Bruce Flatt

Guest: Bruce Flatt · 2025-04-01 · 1:18:31

https://www.youtube.com/watch?v=VmcYu_kd7_0

Keypoints
	Investing fundamentals haven’t changed; the environment around them has.
Flatt’s definition is unchanged after more than two decades as CEO: buy great businesses, hold them a long time, earn cash returns. What has changed are two things. First, indexing and passive investing now drive how public securities trade. Second, about 50% of what Brookfield owns today—the backbone of the economy, like water, roads, power and data centers—didn’t exist as an investable asset class for investors like them 20 years ago.

	Private money now builds the backbone governments used to build.
Governments aren’t so much privatizing as simply not investing, so private capital fills the gap. A podcast streamed on a morning run touches a data center, fiber, a tower and wireless—delivered to 8 billion people, almost entirely by private enterprise. Brookfield, for example, bought a large share of India’s telecom towers originally built by Reliance Jio.

	Passive investing creates gaps between price and value that private buyers can exploit.
Every problem is an opportunity. Big tech stocks that every index must own trade at high multiples, while small and mid-size companies that don’t fit indexes may have no buyers. Brookfield took private a $6 billion container shipping company that had one analyst and fit no index, and it ‘has been an exceptional investment.’ Flatt rejects market efficiency: securities very seldom trade at their actual value.

	Private ownership removes the distraction of the share price.
Most listed businesses never issue equity, so their trading price is irrelevant and often a distraction. Picture a tower business yielding 6% and growing 4% a year with little reinvestment: privately, you watch cash flow and improve it. Publicly, it can go from $20 to $10 overnight with nothing changed, prompting rash decisions. Flatt says that is why alternatives grew over 25 years—they match what institutions want, minus the noise.

	AI’s known winners are big tech; the unknown winners will apply it to operations.
Telling you to buy Google isn’t helpful, Flatt says. The real money will be made applying AI and AI-trained robotics to service and industrial processes, especially where companies can’t find enough workers. Shrinking labor content could bring high-value plants back from Asia to where demand is. He expects productivity gains over the next 20 years to be ‘probably unprecedented,’ though incremental—‘nobody ever flips a switch.’

	Low-carbon energy wins on cost, not ideology.
Solar and wind are now the cheapest power in most countries, so even people who don’t care about carbon will choose them because nobody wants to pay more for power. Oil goes to cars, planes and chemicals, not power. U.S. natural gas is a bridge fuel at home, a long-term fuel abroad replacing coal, and a lucrative LNG export. Batteries and nuclear will increasingly provide base load and smooth the day-night mismatch of solar and wind.

	Data centers aren’t overbuilt because permitting and power take years.
Most buildable sites are already contracted for 20 years, and even a new site that already has power will be years away. Brookfield doesn’t build data centers speculatively; like a pre-let office tower, it builds against contracts.

	Deglobalization is re-industrializing Western countries.
COVID exposed firms whose manufacturing was stuck in China; Asia–West tensions and tariffs accelerate the shift. China, with 1.5 billion people becoming a consumer service economy, will be fine, but countries still reliant on outsourced manufacturing may struggle. Flatt sees the U.S. with dominance in energy, capital and technology—across oil, gas, solar, wind and nuclear—giving it a strong runway.

	Finance asset by asset, fix rates, and remember you borrow at treasury plus spread.
All debt is non-recourse single-asset financing spread over long durations, so problems are handled one at a time. When treasuries went to zero in COVID, lenders widened spreads from about 200 to 350 basis points, so all-in coupons barely fell—from about 5% to 4.5%. Today base rates are higher but spreads are at record lows: Brookfield just did 30-year fixed debt at 125 over. Flatt calls current rates ‘pretty normal.’

	Investment committees focus almost entirely on downside.
Whether a deal targets 16%, 22% or 29% doesn’t matter—‘upside will always take care of itself.’ The questions are what can go wrong, how bad it could get, and how to respond. Make small mistakes, never big ones. A top committee of six to eight allocates across the firm so everyone isn’t making a massive bet on the same cycle unknowingly. The worst mistakes are flawed decisions in adjacent areas they didn’t understand; mistiming the market is forgivable.



Examples
	19% a year for 30 years.
Brookfield’s parent has compounded at about 19% annually for 30 years, turning $1,000 into roughly $200,000. Flatt’s point, like Berkshire’s: ‘average returns over an above-average period of time equal outstanding returns.’ They promise moderate risk, not 45% years.

	Why a trillion dollars isn’t that much.
Recent deals include about $20 billion for Deutsche Telekom’s tower business in Germany and Austria, $13 billion of power plants being built for Microsoft and a $32 billion chip fab with Intel in Arizona.

	Applying AI inside a car battery maker.
Brookfield makes just under half of the world’s car batteries, with 25,000 people in 20 plants doing repetitive work and $9 billion of costs. Improving those costs by 30% would hit the bottom line hard. In its health-care business, agents approving procedures like a $150,000 back surgery have far more information on screen than two years ago.

	Insurance as permanent capital.
Brookfield bought insurers five years ago when low rates made them unloved. It now earns about $2 billion a year in cash flow on roughly $120 billion of assets. It takes low-risk annuity and pension-risk-transfer liabilities, overcapitalizes (book equity has grown from about $4 billion to $16–17 billion), and earns excess returns on assets such as real estate and infrastructure. It is now licensed in the UK.

	Betting on a 37-year-old.
Connor Teskey was vetted internally and externally to become CEO of the asset management business. Pairing wise older people with aggressive younger ones keeps the firm current: Flatt is sure his 30-year-olds know more about technology than he does.



Other relevant
	Prepare in good times; come out of downturns intact.
First, lose nothing while others lose a lot; then, once the house is in order, invest as the market recovers. Flatt says that separates great long-term investors from average ones.

	Only commodity anything is bad.
In real estate, the top 25% of offices, retail, industrial and hotels does well. Malls serve experiences while paper towels move online.

	Invest only where you have people on the ground.
Flatt prefers large, growing, rule-of-law countries with stable currencies; if a call comes from elsewhere: ‘no can do.’ Since Brookfield doesn’t sell across borders, politics matter only at the margin.

	Make mistakes with your own money first.
Brookfield proves a strategy with its own capital before taking clients’ money, as with U.S. insurance before the UK, because reputation is ‘the only thing we have.’ Flatt expects retail and 401(k) access to alternatives to drive the next 20 years.




Top Dating Expert: Only 1% of Daters Do this

Guest: Logan Ury · 2025-03-18 · 2:05:49

https://www.youtube.com/watch?v=q9CWf-y3vBo

Keypoints
	A first date is an experience, not an interview for the role of spouse.
Logan Ury, a behavioural scientist and dating coach, says people sabotage first dates by asking 'could I spend my life with them?' and running a job interview: five-year plans, college majors. Spend 50 years with someone and the day you met is 0.55% of your time together. People who keep getting second and third dates aren't the tallest or hottest. They're fun — a funny story, a silly moment with the bartender — so their date feels like an experience.

	The spark is overrated; look for the slow burn.
She names three myths. First, no spark means it can't grow — yet only 11% of people feel love at first sight. Second, a spark is always good — often the 'butterflies' are anxiety from someone running hot and cold, or a narcissist; she and friends once found they'd each felt a 'unique' connection to the same Sparky guy. Third, a spark means the relationship is viable — a great 'how we met' story can fizzle. A slow burn is someone you like more as you know them. That's not settling; it's seeing love in a different package.

	Use the Post-Date 8, especially: what side of me did they bring out?
Rather than defaulting to second dates, she suggests eight questions afterwards. Did I feel stiff or relaxed in my body? Did they make me laugh, feel heard, make me curious? The most important: what side of me did they bring out? Whoever you are with that person is who you'll be for much of your life. She describes a career contact after whom she'd collapse on the couch feeling small, and a friend, Michaela, who makes her feel hilarious and creative.

	Date like a scientist: treat deal-breakers as hypotheses.
Only 14% of US men are 6 feet or taller, so a height filter eliminates 86% of men — for a client who'd been dating for 12 years without success. Picture a 45-minute soulful conversation at a bar; he stands up at 5'7" and you'd still give him your number. Test the filter: maybe what you want is confidence, or intellectual curiosity rather than a graduate degree.

	Looks and money matter less than you think; loyalty, stability and shared decisions matter more.
We adapt to beauty and wealth; even celebrated beauties get cheated on. You don't need shared hobbies, just support for each other's, and complementary personalities often work better than matching ones. Gauge loyalty by whether someone keeps friends from different life phases or trades up. Watch emotional stability under frustration, and how you negotiate even small choices like where to meet. A relationship is 'the music you make together.'

	Break the anxious–avoidant loop by learning to see secure partners as safe, not boring.
Attachment theory, from John Bowlby's work about 60 years ago, describes anxious daters who chase and avoidant ones who fear being smothered. They often date each other and reinforce each other's fears. About 50% of people are secure, and they get snapped up. Around 25% of people shift attachment over time. Anxious types can pause, text a friend and look for disconfirming evidence. Avoidant types should notice 'deactivating' nitpicks and simply ask for space.

	Match momentum, and get from app to meeting fast.
Dating is a dance: step forward, wait for them to step forward; ten steps at once overwhelms. Our brains fill gaps in a profile positively, like flattering black-and-white photos, building a fantasy no real person matches. After about three days of chatting, suggest a short phone or FaceTime call, then meet. Open in medias res — 'my sister called with a work problem, what would you do?' — and share stories, not facts.

	Commitment brings satisfaction; endless options erode it.
Dan Gilbert's photography study found students who couldn't change their chosen print were happier than those who could. 'Orbiting' — keeping people on a back burner, including exes you sometimes sleep with — saps the drive to find someone new. Hinge's Your Turn Limits stops new matches once you owe eight replies.

	Decide, don't slide, through relationship transitions.
In one study, coloured wax paper inserted between cookies made people pause and decide whether to keep eating. Exclusivity, moving in, marriage and kids are all decision points — so don't assume exclusivity without talking. She and her husband reached a 'break up or get engaged' moment and talked through three values: travel, knowing her friends, and living in community. Years later they'd done all three.



Examples
	Swiping left on her future husband.
She swiped left on an 'unsmiling bro' in tank tops and a backwards hat. They later sat together at a Google alumni lunch, where he offered to tutor her in R. Meanwhile she was anxiously chasing a man from Burning Man. A coach asked how she wanted to feel; the tutor came to mind. They've been together nearly 10 years.

	Digital body language.
In her Gen Z research at Hinge, one woman read 'K' as anger and wanted 'okayyy.' Broadly agreed cues: a double text is fine, and one-word replies read as uninterested. Know the most texting you'll give and the least you'll accept.

	Rate invitations from 0 to 100.
An economist friend's couple scores how much an event matters. Asking for what you want beats hoping a partner reads your mind; even her mentalist ex-roommate didn't unload the dishwasher.

	Other significant others.
Northwestern research finds couples with more people to lean on are happier. Her 30-friend WhatsApp group is called 'OSOs'; they lived communally during her husband's cancer treatment.



Other relevant
	Reject clearly and kindly.
86% say they'd rather be told than ghosted. A short, warm 'not a romantic match' text is enough; you don't owe feedback.

	Your profile is a billboard.
Show three big things about yourself; mix humour and vulnerability; avoid clichés, sunglasses and group shots; show your real Saturday night.

	The thing you think makes you unlovable often makes others comfortable.
A glossy, perfect exterior gives people nothing to hold. Vulnerability is how connection forms.




The Venture Capitalist Who Bets on Science Most Investors Think Is Impossible | Josh Wolfe

Guest: Josh Wolfe · 2025-03-04 · 1:54:10

https://www.youtube.com/watch?v=uHT57nhzgUI

Keypoints
	The web will be redesigned for AI agents, and agents may make APIs obsolete.
Just as companies optimized for Google search, Wolfe expects restaurants, shopping and booking sites to rebuild interfaces for the clicks of AI researching products—and to try to influence or even trick the AI’s judgment. Rather than negotiating complex, legally restricted APIs, companies may simply let AI act as a user on the front end. Wolfe faced a split-second moral dilemma when OpenAI’s Operator asked him to confirm he wasn’t a bot. He expects this to evolve ‘in a quarter or two.’

	A contrarian bet: 30–50% of AI inference moves onto phones, making memory chips ascendant.
Training still needs giant H100 clusters, but if much inference runs on your cached emails, WhatsApp, photos, health data and calendar, memory matters far more. Wolfe favors Android over Apple because of its more open architecture—Perplexity can already act as an assistant on Android. Among memory makers, he sees Samsung as ‘more like Intel,’ sclerotic and slow; Micron constrained by U.S. export controls; and SK Hynix best positioned. Just as AI researchers repurposed gaming GPUs, turning Nvidia from $15 billion to about $3 trillion, attention could shift to memory-heavy architectures.

	Efficiency increases total demand (Jevons Paradox).
Cheaper, smaller refrigerators put one in every garage and office, so total electricity demand rose. Moving from a 56k modem to fiber didn’t reduce usage; it gave us 4K streaming. DeepSeek-style efficiency gains likely mean more AI demand, not less. Nvidia, with 90–95% margins on $30,000 chips, could choose lower prices for more volume—Wolfe wouldn’t count Jensen Huang out.

	AI threatens elite knowledge jobs before blue-collar ones.
Peter Drucker never imagined machines would most threaten knowledge workers. Wolfe runs his medical records from top doctors through LLMs to see what they missed. Kahneman’s Noise showed the same facts produce different verdicts by judge and time of day, an argument for consistent AI. Meanwhile, robots still can’t serve a meal or reliably fold laundry. Wolfe cites the old plumber joke: $5 for the part, $995 for ‘knowing where to tap.’

	Models will commoditize; proprietary data is the moat.
Wolfe thinks Zuckerberg is playing it smartest: open-source Llama, let models improve for free, and run them on Meta’s deep, longitudinal data—WhatsApp messages, Instagram lingering time—while routing around Apple and Google via glasses and the neural wristband from CTRL-labs, a Lux company. Bloomberg’s normalized financial data is ‘a quant dream.’ Pharma’s failed clinical trials are gold. Unmined data is like ‘an oil well that isn’t mined’; LLMs become commodity excavators.

	Margins from technology are fleeting—benefits go to customers.
Like Buffett on new loom technology, one company stands on tiptoes and soon everyone does. Only true monopolies, like Nvidia until an alternative appears, keep fat margins—cars are vastly better today yet margins never stayed high. So when a vendor quoted a costly AI system to search Lux’s Gmail, Slack and documents, Wolfe’s default was to wait six months for the major LLM providers to compete for enterprise accounts.

	Machines will do science 24/7.
Like GarageBand virtualized the recording studio, you’ll form a hypothesis on a beach, have AI review literature and freedom to operate, and send the protocol to a cloud lab. The robot executes, then asks, ‘Run again with 10 milliliters instead of five?’ The catch: discoveries like penicillin and vulcanization came from screw-ups, so you may need to engineer randomness. Physical reaction steps remain the bottleneck.

	Of informational, analytical and behavioral edges, only behavioral persists.
Regulations and brilliant data users have eroded information advantages. One hedge fund legally inferred Adobe’s sales from order numbers in purchase URLs until the trick leaked. AI will make analysis abundant and may ask ‘the five questions you didn’t ask.’ Lux’s 10-year locked funds give time arbitrage. Passive indexing is itself an algorithm—‘$1 in, buy; $1 out, sell’—and Wolfe expects active managers to return as the cost of capital rises.

	In a world of abundant AI content, human connection becomes scarce and valuable.
Every time we said humans would retain an edge—chess, Go, video games, creativity—it fell. Wolfe can’t paint, but uses Midjourney prompts creatively and turns boring PTA emails into Matt Levine pastiches for his wife. What remains scarce is shared experience: inside jokes and commiseration. Lux is in-office Monday to Friday for serendipitous introductions and noticing when someone ‘swallows’ nervously, which never happens on Zoom.



Examples
	Kahneman and Barbara Tversky on aging.
Months before Kahneman died, he told Wolfe the pleasure of pleasurable things fades, but the pain of painful things fades more. Barbara Tversky disagreed: losses remain painful because you lose the partner who shared the memory and amplified the emotion—something AI will never get.

	Wolfe’s case against Tesla’s honesty.
He calls Musk perhaps the greatest storyteller and fundraiser ever, and SpaceX ‘a national treasure,’ but alleges Tesla played accounting games on warranty reserves and raised over $50 billion while vowing never to sell shares. He contrasts it with Bezos building Amazon on a few hundred million of equity and Brad Jacobs answering a short report by borrowing $2 billion to buy back stock.

	Anduril and the new defense era.
The industry went from 50 primes to five; Wolfe predicts Anduril becomes a $30–50 billion public company with software-like margins. Cheap drones threaten carriers—INDOPACOM’s Adm. Paparo wants a ‘hellscape’ of mass on target in the Taiwan Strait. Wolfe watched a U.S. drone strike approved with lawyers present, a moral constraint adversaries may lack.

	His daily information diet.
An hour or more each morning scanning about 40 newspapers worldwide via PressReader replicas to see editorial placement, including USA Today for what the average person reads. He also uses curated X lists, Rewind recording his screen, and runs the same expert-primed prompt in ChatGPT, Claude and Perplexity side by side.

	The Sahel as the next Afghanistan.
Coups, Russian mercenaries, extremists and Chinese infrastructure money make the region a low-probability, high-magnitude risk; one terror event projected into Europe could drag in NATO. He’d also declare a new Monroe Doctrine, after seeing Hezbollah, Chinese and Iranian presence in Nicaragua.



Other relevant
	Talent policy: staple a visa to diplomas.
About 50% of AI undergrads graduate in China and 38% of U.S. AI researchers are Chinese-born; the U.S. share of foreign graduates fell from about 23% to 15%. ‘People go where they’re welcome and stay where they’re well treated.’

	Watch the coming wave of retail money into private markets.
Apollo, KKR and Carlyle are pursuing retail and insurance capital; Wolfe thinks private credit, once wise, is now overdone, and new liquidity vehicles could set up a blowup.

	Maintenance is an underrated theme.
With rising capital costs, CFOs will extend the life of satellites, bridges and HVAC systems rather than buy the new hot thing—creating demand for sensors and software that keep old systems running.

	Write the story between two pages.
Birth date on one side, roughly 80 years later on the other; what you control is the story between. Raised by an absent father who married four times, Wolfe defines success as his kids saying he was present and that they are proud of him.




This Boring Business Made him a Billionaire

Guest: David Heacock · 2025-02-18 · 1:56:08

https://www.youtube.com/watch?v=5-aosSQveS4

Keypoints
	If you want an outsized outcome, you're competing with people who are obsessed.
David Heacock, founder of Filterbuy, says it's fine not to be obsessed, but naive to expect big results without it. For 12 years Filterbuy has been the first thing he thinks about every morning, seven days a week. Vacations are for thinking about his next move. He has no hobbies: it's family and business. His line: 'Obsession wins; willpower breaks' — eventually everyone loses the battle with willpower.

	Decide fast on two-way doors and burn the boats on one-way doors.
Goldman Sachs taught him to decide quickly, own the decision and manage its risk. Using Bezos's framework, he moves faster than anyone on reversible calls and stays hyper-aware of irreversible ones. Going public with his mission of building the world's leading indoor-air-quality company was a deliberate one-way door, so he'd leave himself no alternative.

	The real limit on starting something is skills and curiosity, not money.
At Goldman he built a StubHub affiliate side hustle that made about $500,000 in 2008. He calls it 'quite scammy': a team in Vietnam spammed Craigslist for traffic. Next he drop-shipped office supplies, selling about $6.5 million in 2009, mostly on Amazon. About 60% of that came from air filters or ink cartridges, which seeded Filterbuy. There was no cheat code, only skills compounding over a long, consistent focus.

	Bootstrapping manufacturing means years of doing everything yourself.
With zero manufacturing experience, he built a plant in Talladega, Alabama. For three years he flew in from New York every Monday, kept a car parked in Atlanta, ran the plant by day and did programming and marketing at night. For three or four years it would have been cheaper to buy filters and repackage them. He did all the finance, development and marketing for about eight years. Only he understood the business well enough to build the systems.

	A crisis forced the expansion he'd been too scared to make.
For eight years Filterbuy operated only in Talladega. Then COVID hit: Amazon stopped third-party inbound shipments and FedEx capped his trailers. Rather than raise prices like competitors, he struck a capacity deal with FedEx contingent on opening a plant in Ogden, Utah. It opened in May 2020 and was shipping by July. Revenue went from about $70 million in 2019, unprofitable, to about $250 million in 2024, because a consumable product brings customers back.

	Hire people who've already solved your problem, not aspirationally.
He was 'burned so many times' hiring for energy and potential. His CFO came from US Foods with distribution-centre cost-accounting and zero-based budgeting experience — exactly what Filterbuy lacked. The best fits have recent, rhyming experience and feel stuck where they are. Many management candidates come from private-equity-owned firms and hate it.

	Values only matter if they're real and you coach with them.
After studying Traction and the Rockefeller Habits, he concluded the mission matters more than the operating system. He spent two to three months writing the mission and values. 'Bias to action' turns 'Joe didn't call me back' into a coaching moment: then call him. There's a monthly award for a different value. You must be willing to part with high performers who don't live them.

	Filterbuy is really a logistics business.
It makes a filter for about $2 and sells it for about $12 on average; the gap goes on getting it to customers. It is vertically integrated from raw material to doorstep. Rivals like 3M ship through multiple distribution steps. Around 70% of filtration is commercial, and Filterbuy sells commercial-grade filters to homes too. It stocks 300 standard sizes and employs 50–70 people making custom sizes that ship the same day. He argues most 'D2C' brands just use e-commerce while outsourcing manufacturing and fulfilment.



Examples
	The hot-glue laminator that saved the company.
Two and a half years in, a humid Alabama May stopped the cold glue drying, ruining about half of each day's raw material. He found a hot-glue laminator in stock in New Albany, Indiana, and spent close to his last $55,000 on it. He drove a rented truck overnight, trained all Friday, drove back and trained the team Saturday — nearly cutting off a finger.

	Sucking the oxygen out of search.
Because his delivered cost was the lowest, he could outbid everyone on intent searches like '20x25x1 air filter' across Google, Amazon and Bing. Now one in three or four furnace filters bought on Amazon is his. The 2025 marketing budget is about $42 million.

	His wife bought Filterbuy filters on Amazon.
It irritated him, then taught him to stop trying to pull Amazon customers direct: be wherever customers are. About 60% of product searches start on Amazon and 84% of retail sales happen in stores. Walmart now sells 10,000–20,000 units a week across 505 stores.

	Two costly distractions.
During COVID he bought about 50 trucks and 60 trailers, roughly $6–7 million of equipment, partly for accelerated depreciation. They were never once profitable and were liquidated at the end of 2023, a $3–4 million loss. A rushed Florida HVAC acquisition misrepresented its numbers and cost $4.5 million. The bigger cost was lost focus.



Other relevant
	Four personal fundamentals.
Focus, persistence and patience, resilience, and accountability — including an executive coach and a trainer six days a week at 6:30 for three and a half years.

	The filter as a Trojan horse.
Having sold to about 8 million homes, he plans a national, transparent-pricing HVAC service brand, built long-term, not as a private-equity flip.

	Real freedom is confidence you could rebuild.
Unearned money breeds a scarcity mindset; skills make you undeniable. Despite a plane and constant travel, he's home for dinner at 6:30 most nights.




The Man Who Built Gap, J.Crew, and Old Navy Explains How He Spots Winners | Mickey Drexler

Guest: Mickey Drexler · 2025-02-04 · 0:49:10

https://www.youtube.com/watch?v=O6LojBechFk

Keypoints
	Never give a customer a reason not to buy.
Mickey Drexler, who reshaped Gap, built Old Navy and remade J.Crew, walks into a shop with a photograph in his mind: it either paints a picture or it doesn't. One bad colour throws off a great painting. Most cars today have ugly wheels; a best-selling sweater with an ugly button gets noticed for the button. Small flaws give people a reason to walk away.

	A merchant looks through the windshield, not the rear-view mirror.
Most people decide what to make from last year's sales, so they chase what's over. To Drexler, being a merchant means sensing what will sell next, keeping it focused and on brand, and seeing around corners. Taste, style, fair value and vision are the key ingredients. He wants to be proud of the merchandise, not just sell the most of it.

	Find white space so you don't have to fight the competition.
At Ann Taylor he decided not to sell brands everyone else carried; branded goods end up discounted everywhere, and today you can Google any item and find it cheaper. He worked with manufacturers on an Ann Taylor Studio label. He'd watched Brooks Brothers decline as quality was stripped to hold prices, but it owned its name, so no rival could mark it down.

	Bad inventory is rotten fish — get the cash out.
Taking over Gap, he threw out all the old merchandise and renovated all 430-plus stores together, with no focus groups. The first year was brutal: the stock fell about 50%, and after a year and a half they were sketching a bankruptcy plan in Carmel. He kept relying on his gut and turned it around.

	Touch the territory yourself — no filter between you and reality.
Drexler read in the New York Times that Dayton Hudson's new Target would be 'a cheaper version of Gap.' The week it opened, he flew to the Mall of America without telling anyone. Within five minutes, thinking 'only the paranoid survive', he saw the threat; Old Navy grew from that response and he says it's now about an $11 billion business. Executives in ivory towers lose touch; he goes onto the selling floor and talks to people.

	Keep it simple — and name things what they are.
His first week at Gap he put up 'keep it simple' signs, because people spoke a jargon he couldn't follow. Recently a team called a boxer short a 'short pajama pant' and wanted to change their third-best seller. He polled people: everyone calls it a boxer short, and the name needs no explanation.

	Focus groups produce average; vision has to lead.
Drexler doesn't use them; outliers on both ends rarely do. A friend's 20-page article on how average everything has become rang true. For him the whole business is recognising patterns, then pre-empting them and pushing the team: two years ago 18 painted-dog totes sold out in a day, and he's still pushing personalisation.

	Gather ideas relentlessly and act on repeats.
When he hears something two or three times, he brings it to work. His Monday 'Weekend Update' includes pictures cut from magazines, such as four models in bright hooded sweatshirts. That led to a collaboration idea for a hooded hat, built on the million cashmere hats a year they're famous for. Being famous for something makes you dominant.

	The best judge of a boss is the person who works for them.
Big companies, he says, run on sucking up, because the boss reviews and promotes you. Safe CEO picks with fancy degrees avoid risk; he cares about work history over schools. He can't teach how to spot who's full of it; he'd quietly judge famous retail chiefs as 'not a merchant'.



Examples
	Discovering his father's real pay at 16.
Sent to bank the payroll at a garment company on West 37th Street, he ducked into a freight entrance and read the stubs. His father, who acted the big shot, was among the lowest-paid. Drexler thinks his ambition came from being his opposite.

	Escaping department-store politics for Ann Taylor.
After 12 years in department stores, starting with a department he ran alone on his second day at Bloomingdale's, he took over Ann Taylor in 1980 with no supervision. He left after four years because his bosses were bureaucrats. He learned early that you must keep competing, relentlessly; many friends who run companies don't.

	Fired by Gap, recruited by Steve Jobs.
Jobs swapped board seats with him. The night before a board meeting, Jobs called to warn he'd be fired. He then helped design the first Apple Store, telling Jobs to build a prototype in a warehouse and strip out clutter. In 18 years no other Gap director called him.

	Names found in the wild.
He spotted 'Old Navy' in neon on a Paris bar on the way to the airport; the board disliked it. He bought the 'Madewell since 1937' name from a friend's old logo, dropped men's, and rehired creative director Somsack to make it work.

	Clothes with no expiration date.
He wears a decades-old shoe style he had remade by the dozen, a 40-year-old scarf, vintage watches and the same blue slub T-shirt daily: a discreet uniform.



Other relevant
	Rule-breaking beats safe compliance.
In a shipping room he ticketed coats from a rolling chair and his boss was furious. You can't get fired for following rules, but businesses need people who change them.

	Product is about emotion.
He has 'a love affair' with his companies; retail theatre is just great product that looks like a painting.

	Success is impact.
His best compliment is being called a mensch; former Gap field staff told him he'd made their lives better.




Sequoia VC Reveals: The One Trait That Built Airbnb, DoorDash & Zappos

Guest: Alfred Lin · 2025-01-21 · 2:09:44

https://www.youtube.com/watch?v=91WKEsbHUNc

Keypoints
	Life is an infinite game, so focus on inputs and values rather than finish lines.
Lin was a self-described ‘high variance, high beta’ kid who tried to hack his way out of homework. A sixth-grade teacher, Mrs. Einstein, asked him what he would do ‘when there’s no finish line.’ That stuck. In an infinite game you help set the rules, and the people who do best know their values. His include clear inputs, consistent compounding, directness, and learning something from every person—a lesson from his father.

	Solve the first-order issue, not the to-do list.
Long to-do lists hide the item that matters most. At Zappos the slow website wasn’t fixed by cutting photos or search results—both customers wanted—but by solving it with technology through caching. A sluggish distribution center wasn’t a picking or packing problem; it was a flow problem with too many handoffs between batched steps. Stepping back to see the whole flow produced better fixes.

	Free cash flow equals freedom.
After LinkExchange, which sold to Microsoft for $265 million on about $15 million of revenue, Lin learned that eyeballs aren’t a business. Sequoia owns shares in the company, not in the founder or product, and Pat Grady’s line is that free cash flow equals freedom: no need to raise, and the ability to fund growth and new products. Company velocity—speed plus direction—only rises if someone keeps pushing, and pushing reveals the obstacles you need to remove.

	You can’t just be better; you have to be different—and right.
Lin uses a 2x2 of conventional versus contrarian and right versus wrong; contrarian and right is where outsized returns are. Sequoia passed on DoorDash’s seed round, fearing it was college kids spending parents’ money. But DoorDash’s suburban start was reasoned: suburbanites value delivery more than city dwellers who can walk downstairs, and density exists along main streets like Palo Alto’s University Avenue. Suburban profits then funded the cities, as Walmart avoided competing with Sears and Kmart head-on.

	Hire for slope, not intercept.
A LinkExchange marketer who fit every spec but not the values taught Tony Hsieh the difference between mercenaries and missionaries. In a fast-growing company, someone growing slower than the company falls further behind every day. Lin prefers high slope and low intercept, hiring people one or two ‘chapters’ ahead rather than ten, since big-company executives often relied on guardrails startups lack. Track regrettable versus unregrettable turnover, not raw turnover.

	Your best customers may have the worst-looking metric.
Zappos’ return rate rose every year and returns were the costliest warehouse process. Comparing best and worst customers showed the highest-LTV customers returned the most, because they also bought and kept the most and tried new things. The first-order fix was not a stingier policy but cheaper return processing. Zappos went from 30 to 90 to 365-day returns as a stake competitors struggled to match.

	Compounding 1% a day beats chasing 10x ideas.
Lin wrote 1.01^365 on Zappos whiteboards: a dollar compounded 1% daily becomes about $37–38. Founders who want only 10x ideas miss that steady daily improvement moves the needle more. He paired this with ‘the power of and’—shipping faster and keeping the site fast, rather than either-or tradeoffs.

	Crucible moments are one-way doors resolved by calm, principles and sequencing.
In crucible moments, Lin says, you stop, look around 360 degrees, pick a direction and accelerate. Tony Xu notes that everyone knows what to do; sequencing determines whether you’re remembered. Values tell you the order. Lin uses Bezos’s type-one versus type-two test: for irreversible decisions, borrow Chesky’s ‘run out the clock’; for reversible ones, decide fast and iterate.



Examples
	Zappos after 9/11: sales went to zero.
Founded after Nick Swinmurn’s voicemail—shoes were $40 billion, mail order 5%—Venture Frogs invested $500,000. After 9/11 sales hit zero, so Zappos ran at breakeven for years with supplier credit and a Wells Fargo line until Sequoia’s 2004–05 investment. It reached $1.6 billion in sales on roughly $10 million of Tony Hsieh’s money, with 80% of orders from repeat customers.

	Airbnb’s pandemic principles.
Revenue fell 80% and both guests and hosts wanted roughly $3–4 billion in deposits. Chesky cut marketing and contractors first, raised about $2 billion in debt to avoid a down round so both sides could be covered, found demand in local travel by May, and laid off staff last. It became 2020’s top IPO.

	DoorDash uploaded restaurants’ menus for them.
Tony Xu, who washed dishes in his mother’s restaurant, knew restaurants have under 30 days of cash. In 2020 DoorDash proactively loaded menus and offered standard terms—a solution no one designed before the crisis.

	Airbnb’s Instant Book.
Facebook Connect verification still meant 24–72 hours of waiting, capping growth. The team defaulted new hosts into instant booking to prove trust, and eventually most hosts converted.

	Focus beat breadth in delivery.
GrubHub only listed restaurants with their own drivers. Postmates and TaskRabbit delivered anything. DoorDash solved one deep problem—delivery for restaurants with no staff—then expanded into grocery when customers pulled it there.



Other relevant
	Plan culture like you plan revenue.
Zappos condensed 38 employee-suggested values into 10. Culture shouldn’t be static—include it in the annual plan and look back at which decisions were right or wrong.

	Work backwards and forwards.
Imagine the ‘pre-parade’ of what the company becomes if everything goes right, then also project years one to three from today. If the two don’t meet, the plan is off.

	Standardize like an accordion.
Stretch to win early customers, then compress into a few personas and standard offerings—standardizing on day one is hubris.

	Don’t fear incumbents in AI.
Microsoft lost search, and IE lost to Chrome; big companies get slowed by internal and regulatory issues. Lin avoids thin wrappers, ‘roadkill’ features in the path of OpenAI or Google, and products with fast adoption but high churn.




The Book Whisperer: How to Write a New York Times Bestseller | Charlie Hoehn

Guest: Charlie Hoehn · 2024-12-10 · 1:39:17

https://www.youtube.com/watch?v=BaZwtB2GI8U

Keypoints
	Write for one or two real people, and the book reaches more.
Hoehn says the fastest way to kill a book is to write for a vague mass audience or your whole fan base, slipping into ‘we need to…’ preaching. The strongest books are written for one real person, sometimes the author. And you must ‘become the book’ first, as Naval put it. Think of expertise as a ladder: write for readers a few rungs below you, whom you can pull up, not for peers or those above.

	Test the transformation on real people before you write.
Ideally you’ve coached or consulted at least three people through the change you’re codifying, so you know their questions, emotional hurdles and technical obstacles. Like watching a user try your app, real feedback shows where people get stuck or bored. The alternative is iterating after launch: Hal Elrod sold about 13,000 copies of The Miracle Morning in year one, revised the manuscript after every negative review until they stopped, and passed a million copies around year six.

	Self-publish unless a publisher offers serious skin in the game.
He shares Nat Eliason’s rule: take a traditional deal if the advance is $100,000 or more; for 95%+ of authors he talks to, it doesn’t make sense. Publishers take most of the royalties—self-publishing Atomic Habits would have paid James Clear roughly 3x per copy—and lock the book in place. Since at least 80% of purchases happen online, mostly on Amazon, retail distribution matters less. But most people botch self-publishing, so the book still has to be first-rate.

	Pay a specialist cover designer, and aim for iconic rather than derivative.
A $500 Upwork or PowerPoint-designer cover is always unremarkable. Use cover specialists such as Pete Garceau, who did covers for Adam Grant and James Clear, or the directory at I Need a Book Cover. Chip Kidd describes a cover as a haiku of the whole book. Like a YouTube thumbnail, it must instantly signal quality and the right feeling to the target reader. Giving designers covers you hate is useful; asking them to copy someone else’s makes yours blend into the sea.

	The title is the biggest marketing decision—test it like a comedian tests jokes.
Almost every book that sells over 10,000 copies spreads by word of mouth, so the title must spark curiosity or FOMO, be fun to say, and come up naturally in conversation. Cameron Herold’s Meetings Suck surfaced whenever people complained about meetings. ‘How I Cured My Anxiety’ felt like an accusation to recommend, so it became Play It Away. Hoehn scores titles on about seven criteria in a custom GPT, then polls them on PickFu. ‘F*** Work’ tested well but set the wrong expectations, which would have meant bad reviews.

	Don’t write a word until the table of contents is validated.
Map your target reader from zero to hero in two to four parts (usually three) of milestones, with substeps or reader questions inside each part. Show the table of contents to real readers and sort chapters into ‘hell yes,’ ‘eh’ and ‘not relevant.’ One author Hoehn advised got a publisher template with no structure, like picking light fixtures before designing the house. Brené Brown co-creates by presenting her talking points to friends over a weekend in an Airbnb.

	Use a formulaic chapter when writing; make it sing in editing.
Writing gets the clay on the table; editing shapes the sculpture. Draft every chapter with five beats: hook (a story or bold, even dangerous, claim), thesis, body, key takeaways, and a segue to the next chapter. Then concentrate editing on the front, because readers drop off like a YouTube retention graph—Hoehn cites a figure that the average reader finishes about 15% of a book. The introduction is a sales page for the book. Chapter one’s first story should be the most memorable embodiment of the message. Don’t bury your best material in the back.

	AI is an excellent assistant but a poor writer over long stretches.
Hoehn calls Claude the strongest editor. He has AI interview him one question at a time and write its own prompts. His process has authors talk, which is about 3x faster than typing and avoids writer’s block, then AI turns the structured transcripts into prose in their voice. Shane Parrish hid two fully AI-written paragraphs in Clear Thinking that no one has spotted. Hoehn says that works for a paragraph or three, but over hundreds of pages it stops feeling human, and readers who detect AI tune out.



Examples
	The real odds of selling books.
Over 500,000 books come out each year and the average sells under 1,000 copies in its lifetime. Hoehn puts 1,000 sales around the 90th percentile and 100,000 at roughly 98–99%. About 20 a year sell a million, mostly fiction. 10,000 copies is a lot of books.

	What it takes to hit the New York Times list.
Typically 10,000–20,000 copies in a week, about $450,000 of books at 15,000 copies, plus geographic distribution, ebook read rates, and media and social signals—on a list that is editorial, not purely sales-based. Dave Ramsey reportedly sold 60,000 copies at launch and missed it; The Psychology of Money never hit it. December is the worst month to launch.

	Shane Parrish’s self-published mental models books.
Hardcovers cost about $7–8 to print and sold for $30. After Amazon’s cut, distributor fees, shipping and storage, Farnam Street made perhaps 50 cents to $1 a copy. Four books took seven years and a full-time person just to maintain.

	Tim Ferriss tested titles on Google Ads.
He ran 30–50 candidates, including ‘Drug Dealing for Fun and Profit.’ The 4-Hour Workweek got roughly double the click-through of the runner-up.

	Play It Away’s 10-day email course.
Hoehn reordered the book into quick wins—starting with the few supplements that help—added an excerpt credit and a review request every third email, and put it on a popular post. Around 30,000 people went through it, with reviews converting at 3x the typical rate.



Other relevant
	Make readers co-creators before launch.
Survey your list for their two biggest questions, let them vote on titles and covers, share setbacks, and use beta-reader tools. A cold ‘my book is out, please buy it’ email gets ignored.

	Treat launch week as a victory lap.
Sales spike at the pre-order announcement and on release day; bundle multiple copies with services people already buy. Aim for reviews equal to about 1% of copies sold.

	Books that sell a million transform readers visibly.
Diets and Can’t Hurt Me spread because others notice the change. The Subtle Art was timely and timeless, applying Buddhism to social media burnout.

	Create or revive a category.
Ryan Holiday’s early marketing books underperformed until he revived stoicism; Ferriss named lifestyle design. Experiment in public, and when you strike oil, keep drilling.




Adam Karr: Know Yourself, Pick Your Game, Build Your Blueprint (Lessons from a Janitor & Investing)

Guest: Adam Karr · 2024-11-12 · 1:07:20

https://www.youtube.com/watch?v=mQ-Z4_r3IzQ

Keypoints
	Pick your game deliberately, because each game needs different skills and environments.
Investing runs along a continuum: algorithms scraping milliseconds, day traders, catalyst-driven pod shops trading around a quarter, Stan Druckenmiller looking 18 months out, Orbis’s four-to-five-year view, and Buffett owning forever. Karr is still surprised how few people are clear about which game they’re in. The skills and setup for one undermine another. Even Buffett evolved, from cigar butts to great businesses, as his capital grew and with Munger’s help.

	Set your life up for your obsessions, and never compete with someone who is obsessed.
Kobe Bryant was in the gym at 4 a.m. and took up tap dancing to strengthen his ankles; ‘are you at the gym at 4 a.m.?’ Karr borrows Haruki Murakami’s idea of arranging your life around your obsessions so you grind in a way few others will. The flip side is alignment: you can only be as long-term as your clients allow. If they redeem when you’re out of sync with the market, you can’t play your game.

	To spot an obsessed CEO, ask questions they can’t answer from the script.
Most investors ask about the quarter, margins or capital allocation, so CEOs ‘put in the CD.’ Karr asks: ‘My nephew starts at your company next week—what would you tell him to be successful?’ or ‘What’s important to you?’ Building something special versus hitting quarterly guidance is a very different lens. To pin down problems, frame questions so they must respond: ‘We’ve been hearing about high turnover in your sales team—why is that?’

	Public-market turnarounds have terrible base rates.
Coming from distressed private equity, where you buy assets with a deep margin of safety and replace management, Karr carried that mindset into public markets. It’s the way he has changed most in 20+ years: he’s now leery of betting on management engineering a dramatic change in public. Average S&P 500 CEO tenure is roughly three to four years, and the market has little patience for hard work.

	Build a blueprint by studying someone who’s done it—you can have any mentor in the world.
Karr is frustrated when young people say mentors are hard to find. Pick someone you respect, absorb everything about how and why they did it, and pose questions to yourself Socratically as they would answer. Imitate first, then keep what’s authentic and adapt the rest. Jay-Z’s The Blueprint, Sol Price’s model for Costco, Home Depot and Walmart, and Schwarzenegger’s three successive blueprints all show this. His first investing blueprint was Peter Lynch’s One Up on Wall Street: invest in what you know, accept being wrong often (55% right is good), and use six stock categories.

	Write it down, track it, and let data expose your biases.
Every Orbis analyst runs a paper portfolio and writes the reasoning for each buy and sell. Results are reviewed every six months by type of decision: buys, sells, doubling down, and own versus others’ ideas. A decision-analytics team runs all PM decisions through third-party software. It found Karr has endowment effect and regret aversion—his habit of scaling in 50 basis points at a time was wrong; if it clears the hurdle, buy it. Coded ‘nudges’ now email him when the pattern recurs. People better at naming their emotions invest better, and he never sells the same day he decides to.

	The magic is in the last 5% of research—and often the bear case is the bull case.
After months of work, Karr wants a few pages capturing the fulcrum issues and an ‘essence statement’ of what drives the company, not a 50-page report. Go to the source, because analysts persuading you may filter out risks. The breakthrough synthesis lives in the last 5%, when the common bear narrative can turn out to be the moat.

	Allocate time like capital: will three months of work move the odds?
Capital can be replenished; time can’t. Deep work on a company’s distribution network might change the probabilities. Three months on TSMC’s core question—geopolitics—probably wouldn’t. Like Buffett’s filter, ask whether something is knowable. On the U.S. election, Karr calls it 50/50 and builds a resilient portfolio rather than tilting toward an outcome.



Examples
	Motorola Solutions and first-responder networks.
The bear thesis said broadband would make proprietary LMR radio networks obsolete. Digging in showed they were backward compatible with a huge installed base and far more redundant—during 9/11 they stayed up when others failed. That conviction supported a large, rewarding position.

	XPO’s short report, read in Brad Jacobs’ office.
In December, mid-meeting, an assistant dropped a 75-page short report on the table and the stock fell over 20%. Over Christmas, Orbis hired a forensic accountant and a private investigator and probed executives and short sellers. It put roughly $1 billion into the dislocation as Jacobs borrowed to buy back stock. Earlier, Jacobs’ surprise Con-way LTL deal made sense given his opportunistic, oil-trader history.

	2018: three hits in a few months.
At Symantec, Karr focused on the new CEO’s tech skills and missed the aggressive sales culture until an audit review sent the stock down 35%. On his birthday, he watched a wildfire burn from his San Francisco office—a new fire threatening his PG&E position through a legislative loophole. Then came XPO. He learned to treat setbacks as part of the hero’s journey.

	Cookies before Wi-Fi.
Shane Parrish makes his kids follow a recipe for the password. When it fails, they can’t tell why; the baker would know instantly. Consuming others’ compressions gets you to average. Mastery requires going back to the raw experience.

	Allan Gray’s conviction, loosely held.
Orbis’s founder was deeply convicted but sought out anyone who disagreed, flipping views without embarrassment. He said ‘there’s nothing more perishable than a great idea’ and that a 10 alpha requires turning the problem on its head. He sought younger people for less filtered, more current views—like Andy Grove staying close to engineers as ‘survival.’



Other relevant
	Alignment must permeate everything.
Orbis hires genuinely contrarian people (‘give me an example with consequences’), gives them space, and uses performance fees that are refunded during underperformance to lengthen clients’ patience.

	Keep personal overhead low.
Once a lavish fixed lifestyle means you need an investment to work, your temperament changes and your decisions worsen. Karr generally avoids attention-seeking, high-lifestyle CEOs.

	Practice like it’s the game.
Pianists practice daily; Brady, Jordan and Kobe treated practice like games. Investors practice deferred gratification and probabilistic thinking daily.

	Success is being a ‘dream builder.’
Once just ‘getting out,’ then a number, then a career, success for Karr is now using his skills to help hungry people achieve what they can’t yet figure out.




John Mackey: What I Got Right and Wrong Building Whole Foods

Guest: John Mackey · 2024-10-29 · 2:09:13

https://www.youtube.com/watch?v=49Xnp6QBNts

Keypoints
	Meet the market where you find it, not where you'd like it to be.
John Mackey's first store, SaferWay, sold no meat, white sugar, alcohol or coffee. It lost about half its $45,000 of capital. When he relocated and reopened as Whole Foods Market, now selling meat, alcohol and coffee, it became the highest-volume natural food store in the US within six months. About 0.5% of Americans are vegan and 2% vegetarian. His model is a dance: keep pushing your ideals, but keep listening to customers, or your partner dances away. 'It's easy to be a critic; it's hard to be an entrepreneur.'

	Stakeholders are the people who show up when you're drowning.
Nine months after opening, in May 1981, a 100-year flood put eight feet of water in the store, despite a two-foot slab; Renee swam out. With no money for payroll, employees worked for free. Dozens of customers and neighbours helped clean up, and suppliers gave new inventory on credit. Years later he learned his banker, Mark Monroe, had personally guaranteed the $100,000 loan after the bank refused it. Mackey later called this 'conscious capitalism.'

	The customer is the number one stakeholder, and everything can be copied.
Retail has no patents or monopolies; rivals photographed his prices and copied his best ideas. That keeps you serving customers better. Happy team members lead to happy customers, then a prosperous business and happy investors. When the FTC called Whole Foods a monopoly with less than 1% of grocery, he found it absurd. Retail is detail: never run out of broccoli, never let it rot. Produce sets the tone, and people pick stores on perishables.

	There's an optimal growth rate — for Whole Foods, about 15–25%.
Above roughly 24–25% a year, which doubles sales every three years by the rule of 72, new people couldn't absorb the culture fast enough. Too little growth and ambitious people leave, because opportunities dry up and politics shifts from growing the pie to dividing it. Co-founder Mark Skiles, nicknaming him 'Wacky Mackey', wanted to coast on the 'gold mine' first store and left when new suburban stores grew slowly.

	The best capital is the capital you make yourself.
His father taught him to stay profitable, grow patiently and reinvest to keep control. Mackey calls VCs 'hitchhikers with credit cards': fine company as long as you drive them to an exit. When they wanted another round that would give them control and a professional CEO, Whole Foods went public in 1992 instead. He warns founders that 'ignore your burn rate' advice can lead to a cram-down and loss of control. His new company, Love.Life, has dual-class shares.

	Stick to your knitting in acquisitions.
Of 23 acquisitions, the one failure was Amrion, a mail-order supplement company bought to ride the dot-com boom. Its customers, mostly in their 60s and 70s, were slow to adopt the internet, and nobody on his team knew how to fix a dying catalogue. Store chains he could fix by sending his best people. For Mrs. Gooch's, the 'crown jewel' of the West Coast, he overrode his father's warning, paid a rich price and left it alone to run itself.

	Money, fame and power are the One Ring.
A lifelong Lord of the Rings fan, Mackey sees all three as corrupting because people chase them hoping for love, which they never deliver. He counts four coup attempts, each by people who thought they'd wear the ring better. Arriving at Jeff Bezos's boathouse, his car was searched, and he resolved never to be so rich he couldn't live a normal life. Facing death early kept him focused, like Picasso's 'favourite painting is the one I'm working on.'

	Say no early; bureaucracy and budgets grow by entropy.
Professional managers treat roles as stepping stones and build departments that are never sunset; across-the-board cuts then hurt morale. Failing projects always ask for more resources. Mackey says he got worse at saying no as Whole Foods succeeded and dropped the painful annual budget day. In his last decade he enjoyed the company less as problems crowded out the creative work.



Examples
	Finding the win-win-win with Amazon.
Activist Jana Partners refused to share its deck and told him: we'll take your board, fire you and sell to the highest bidder. Warren Buffett declined ('I own Dairy Queen'), and a leveraged buyout looked fragile. He had seen the stock fall 90% in 2008. Waking one morning with 'what about Amazon?', he called Bezos; a deal was signed six weeks after the first meeting at $13.7 billion. Prices dropped four times in two years, starting wages rose to $15, and investors got about a 30% premium.

	The Natural Foods Network.
The founders of early natural food supermarkets — Mrs. Gooch's, Bread & Circus, Alfalfa's, Unicorn Village — met three times a year, shared financials and saw themselves as a movement. Most were content with one big store; Mackey wanted to keep playing. Nearly all eventually sold to Whole Foods, giving it regional platforms.

	A Hail Mary letter.
After a bad blind date with Deborah, he stayed up all night writing and rewriting a letter and slid it under her door at 5am. She said anyone who wrote that well deserved a second date; they've been together over 34 years.

	Nutrient-density scores that angered everyone.
Whole Foods posted ANDI ratings by Joel Fuhrman; leafy greens topped them and animal foods scored low per calorie. Meat-department staff and paleo and carnivore shoppers revolted, and the team dropped it. Bulk whole foods went from over 20% of the first store's sales to under 1% today.



Other relevant
	Hire people who see your blind spots.
He sees people's potential but misses their weaknesses. CFO Glenda Flanagan spotted 'slimy' candidates, and he learned to trust her judgement over his own.

	Business plans are tools, not masters.
If you're behind plan, don't do something stupid to catch up — change the plan.

	Answer the call.
Follow your heart; there's no safety in playing safe because you're going to die. At Love.Life he says a positive attitude and purpose matter most for health, then diet.




How he Grew Outway from 0 to 8 figures in 5 years (Nobody Teaches This)

Guest: Rob Fraser · 2024-10-15 · 1:34:48

https://www.youtube.com/watch?v=Irbt1eM5Olk

Keypoints
	Resilience comes from a personal mission, not from being taught it.
Fraser thinks you can only learn resilience by going through hard things for a goal that matters to you. When the goal is bigger than the pain, quitting isn’t even an option. Without a mission, you don’t push as hard. He believes success in sport and business both come from enduring over long periods; hacks may produce a quick win but not longevity.

	His drive came from always being the first kid cut.
An overweight child in a hockey family, he tried out for every team and was always the first person not to make it—close enough to taste it. His younger brother was a natural Triple-A hockey player. Fraser wanted acceptance and to make his parents proud. When he found cycling and realized he was good at it, he went all in, wanting to be great rather than good. He admits the drive has destructive tendencies, but every failure was a choice to push forward or be held back.

	Competitive sport is better business training than business school.
Over about 10 years and five national teams, Fraser won maybe once or twice in 10 races a year. He managed himself: negotiating sponsorships and booking worldwide logistics. At 16 he declined a World Championships spot in Italy because of school until his parents told him to go. Sport taught him that ‘everything is earned, not owed,’ that plans rarely survive, and how to perform under pressure.

	Preparation and positioning beat talent.
A downhill mountain biker from Pickering, Ontario, with no mountains, he competed with ‘BC kids’ by building 10–15 second replicas of course sections on the hill by his house. That trained precision and execution when it mattered. He studied courses in advance because under pressure, talent collapses without preparation. He once taped a broken wrist to his handlebars before one of the year’s biggest races.

	Ask what happens if it goes right, not just if it goes wrong.
He started the company with a classmate because it would be fun—‘the world’s worst reason’—with $1,000 each, no shareholder agreement and no discussion of values. When the business hit multi-six-figure revenue in year one, Fraser became obsessed while his partner didn’t share the ambition. After a messy split, Fraser bought him out in March 2019 for about $150,000, gathered through credit cards, a line of credit and loans co-signed by his girlfriend, until his future father-in-law offered a loan he repaid within a couple of years. He calls it his $150,000 MBA.

	Brand is essence, not name—which made a forced rebrand survivable.
The day millions in investment hit the account, a cease-and-desist demanded he stop using the company’s name. Fighting could take about two years per country and up to $1 million, so he rebranded within six months. He thought of a brand as a person: name, appearance and essence. Changing the name doesn’t change who you are. Because customers bought for the product, Outway kept its logo and look, brought customers along in a YouTube series, and has since sold more than ever under the new name.

	To get more, subtract.
Everyone suggested underwear, but that means different supply chains, gendered sizing and psychology. Fraser compares adding a business line to leaving the lead pack to join another race and ending up mid-pack in both. Socks are a $50 billion market Outway has barely scratched; every stumble came from chasing silver bullets outside its circle of excellence. Coach Jack Skeen asked whether shoes would be ‘enough’—Nike was just shoes for years.

	Burnout comes from misaligned work, not long hours.
Fraser can work 80–100 hours on things he loves and feel energized. Eighty hours of legal fights drained him, and he let his health go—the second arrow. He now has a recovery protocol for high-stress periods, like an injured athlete. He rejects work-life balance for entrepreneurs, but counts health and relationships as part of the work.



Examples
	Socks as the ‘yoga pant for the foot.’
Cyclists all wear identical kits, so socks were the place for individuality—his loud pink and blue socks let his parents spot him on the hill, and he became ‘the sock guy.’ As athleisure rose, socks stayed use-specific. Good ones are seamless, moisture-wicking, arch-supporting and strategically cushioned. Fun designs win the online click; comfort makes customers replace the whole sock drawer.

	The first sales: socks in a Tupperware.
Fraser sold to students and teachers at school by hand: ‘we’re not friends if you don’t buy these.’

	The expensive marketing hire.
Chasing arbitrary growth as COVID’s e-commerce boom reversed, he hired a U.S.-based remote marketing expert without filling the top of the funnel to compare candidates. The person misrepresented experience and was working other jobs, and the move caused internal conflict. In July 2023 Fraser ‘wiped the table clean,’ cut everything, and rebuilt.

	Half the revenue, twice the people.
At half today’s size, Outway had twice the headcount because it hired to fill an org chart. Now he asks whether a problem needs a person, a process, or to stop being done.

	The cat sock he doesn’t like.
One of the best-selling designs is a cat, which Fraser, allergic, dislikes. He had to stop letting personal taste decide what ships.



Other relevant
	The 100-person test for big swings.
Could you explain the swing so most of 100 people found it rational, and would you be happy with it in five years? Swings driven by hope or by trying to rush rarely work.

	Journal: when did I not say what I was thinking?
After the Roadmap process, Fraser asks this daily to stop moderating himself out of fear of not being liked.

	A founder’s job: one good idea a quarter.
Looking 6–12 months ahead, reading public peers’ reports and ‘idea harvesting’—work that doesn’t look like sitting at a computer.

	Celebrate the good old days.
He raced across Europe too tunnel-visioned to enjoy it. Now he tries to remember he is in the good old days.




84-Year-Old Billionaire: How I Turned a Small Blueberry Business into a Global Empire | John Bragg

Guest: John Bragg · 2024-10-01 · 1:25:16

https://www.youtube.com/watch?v=iSGkxcEL_lM

Keypoints
	Small-town values became business principles: keep your word and make deals fair on both sides.
Bragg’s father grew up in a country store, where you needed repeat customers who couldn’t go elsewhere: if you say you’ll be there at seven, be there at seven or before. Three weeks into Dalhousie Law School, Bragg realized law ‘was for lawyers.’ But first-year law taught him the principle of a fair deal on both sides of the table—leaving both parties happy is the objective even when you can’t always manage it.

	Become master of your own destiny, even when you don’t know what you’re doing.
Bragg started at 15 with four or five pickers and 4,000 pounds of wild blueberries; Oxford now handles about 150 million pounds. Picking earned more than the $3,800 teaching job he could have taken, so his path was clear. When big Maine crops in 1967–68 left growers unable to sell, he built his own freezing plant at 28 with Pennsylvania consultants and ‘no idea what I was doing.’ Year one brought the only complete crop failure in industry history: a plant built for 2 million pounds ran about 100,000. Bankers knew it was Mother Nature, and he got through.

	Find a product you can run, then run the hell out of it.
Mentor Paddy Crawford teased Bragg for spending $10 million on factories and nothing on marketing, but Oxford sells business to business, to jam and pie makers in Europe. Bragg passed on branded jam—a Cape Breton plan made no economic sense—because people who get successful at one thing then think they can do everything. Instead he extended the season: blueberries from August 1 running 24/7, then carrots (likely Canada’s largest processor), then battered products through winter.

	In commodities, be the low-cost producer with top quality—they usually go together.
Quality often costs less: less product on the floor, less shrinkage. Wild blueberries have about double the antioxidants and better flavor than cultivated ones, but selling 300–400 million pounds means competing with cultivated berries, strawberries and raspberries, so Oxford aims to be low-cost even against cultivated. A culture of doing better every year means Bragg can always name five or six improvements for next season.

	Make farmers more efficient, even competitors—your survival depends on the ecosystem.
Oxford shares its research with growers who bring it fruit. Bragg wants about half of supply from its own farms and half from independents, avoiding vulnerability to bidding wars while not owning the whole industry (‘not good politics’). His brother and mechanic Lloyd Weatherbe built the mechanical harvester after Bragg gave them a dedicated tractor and a January start; it remains the industry standard, offered to farmers.

	Be easy to deal with and pay top price; a private owner just lives longer to make it work.
As small-town cable operators balked at fiber’s capital needs, Bragg’s lawyer noticed six buyers bid on each town but Bragg always won: easy to deal with, true to his word, no overnegotiating. His brother said of buying a woodlot, ‘if we live long enough, it’ll be a good deal’—a 12-year payback instead of 10 means working two years for nothing. Oxford paid up to twice market for about 3,000 acres of carrot land because such land is ‘only available once.’ Bragg went almost fully levered for years, comfortable because cable cash flow was budgetable.

	Private ownership enables 20-year ‘motherhood’ decisions.
The $150 million plant on New Brunswick’s Acadian Peninsula, where Oxford will have more acres in blueberries than the province has in potatoes, won’t pay back in three years but is a unique long-term asset. Taking Amtelecom private cut about $3–4 million of overhead. Bragg declined to go public: it’s costly, slow and makes you a target.

	Most real wealth came after 60—and the portfolio after 75.
Kicked out of YPO at 50, Bragg said he was just beginning: decades of land, factories and people hadn’t shown up in profits. When borrowing cost 1–2% and good stocks paid around 5% dividends, he borrowed heavily to buy quality, including lots of Berkshire. The portfolio now holds over a couple of billion dollars in equity, aiming for 10–12% returns. The family test: ‘Would Buffett do that?’—his son preferred more Berkshire to an acquisition.



Examples
	The one-page McCain onion ring deal.
Over 50 years ago Bragg asked Wallace McCain for off-season work and was handed an onion ring file. A one-page agreement for exclusive Canadian production under the McCain label still runs. He never once asked the McCains for a favor, saving it. The goal was rings identical to the competition’s, not better—easier to sell.

	Two-week-old hockey games.
Early cable in Amherst meant taping Bangor channels at a tower near the U.S. border and sending them by bus; Boston Bruins games arrived two weeks late. An engineer upgrading Halifax from six to 12 channels insisted nobody would watch 12.

	‘We spent a lot on your education.’
Losing about $11,000 a month in cable, Bragg held a family meeting; his father said not to throw away an expensive education. They cut costs and kept going; 1983’s Halifax Cable deal transformed the business.

	Bees are the biggest input cost.
Each blossom needs a bee visit; four to five hives an acre lift yields from roughly 1,000–1,500 to 8,000–9,000 pounds. Nova Scotia bars bee imports, so Oxford became the province’s largest beekeeper.

	No name on the buildings.
Bragg kept the family name off Oxford and Eastlink for privacy and so grandchildren could have normal jobs—touring a cottage unrecognized as fellow buyers speculated about who was buying.



Other relevant
	No equity for managers—pay and satisfaction instead.
Bragg tells executives there’s no equity and compares it to a coach who took half the pay for twice the satisfaction.

	Watch cash and cost.
Bragg tracks EBITDA, free cash and debt service; in food it’s all cost since weather decides revenue, while in cable capital mistakes are the risk. He avoided buying programming.

	Keep the back door open.
From Frank Sobey: friends who made a first million then jumped into unknown businesses rarely self-corrected.

	Success is homegrown leaders.
Bragg points to staff who worked in the factory through school and now run the company.




How to Become a Master Storyteller (What Nobody Teaches You!)

Guest: Matthew Dicks · 2024-09-03 · 1:54:19

https://www.youtube.com/watch?v=bZDiwANRS84

Keypoints
	A story is change over time; everything else is just reporting on your life.
Most people think a story is things that happened, told in order. Dicks calls that reporting, which only your mother or spouse is obliged to hear. A real story shows a realization (‘I used to think one thing, now I think another’) or, more rarely, a transformation. An anecdote is cotton candy: a funny golf or airport moment people enjoy and forget. A story is one of the best meals of your life, remembered for years. The aim isn’t ‘that happened to me too’ but ‘I once felt that way.’

	No one wants to hear what you have to say unless you give them a reason to listen.
That belief should be ‘in your bone marrow’ whether you’re telling a story, showing data or giving a keynote. You compete with every piece of information on the internet. Dicks’s test: if the power went out now, would anyone care? Once, alone at a blackout screening, he never returned to finish the film. Another time, with his daughter, they wanted to drive to another theater to see the ending.

	Remember stories; never memorize them.
Speaker and audience play a game in which both pretend the story is made up on the spot. Dicks knows the beats and scenes but not the sentences, so he can read the room. Memorizers are ‘word callers’ who speak at an audience, not to it. He carries five spare anecdotes to win back a drifting crowd. Once he paused mid-speech to tell a phone-checker, ‘I really hope your kid is on the way to the hospital.’ Former Moth director Catherine Burns told him the imperfection is the beauty: doubling back shows the story is for this room.

	Describe almost nothing; borrow the audience’s imagination.
People want what you felt, said and did. ‘Classroom’ or ‘kitchen’ calls up a fully furnished image already in the listener’s mind, more powerful than any description. Every needless detail, like piercing blue eyes, steals bandwidth the audience must spend tracking it. Dicks cites research finding that readers connect more with simply drawn comic characters than photorealistic ones because they fill in the rest themselves.

	Start at the end, then make the beginning its opposite.
First decide what changed: what is the one thing you’re trying to say? A keynote saying three things says nothing. For a marketing deck, he asks for the last three slides first. The opening must be the opposite of the ending: the story that ends with the most powerful teaching tool he owns begins with ‘just a spoon.’ Films do the same. In When Harry Met Sally, the leads start out hating each other. In Independence Day, every protagonist begins disrespected by those they value most and ends earning their respect.

	Keep attention with stakes, suspense, surprise and humor.
An ‘elephant’ is the big, obvious question (will Matt get the spoon?), as when Steve Jobs opened in 2007 with ‘I’ve been waiting two and a half years to share this with you.’ A ‘backpack’ loads the audience with your plan before it fails, as in Ocean’s 11. ‘Breadcrumbs’ hint at what’s coming. ‘Hourglasses’ slow down at the peak, like bullet time in The Matrix or an orange chair mentioned purely for delay. ‘Crystal balls’ are spoken predictions, like earnings guidance. Suspense is strategic exclusion plus inclusion: say ‘a metal object,’ not ‘spoon.’

	Use humor early, and right before the knife.
A laugh in the first 30–60 seconds tells an anxious audience you know what you’re doing. Humor makes you seem closer and smarter and rescues dull data or demos; he has tech teams invent amusing fake companies. A laugh just before something painful sharpens the contrast, like dumping someone at the end of the best date of their life. His wife’s favorites are his ‘laugh, laugh, cry’ stories.

	Connect scenes with ‘but’ and ‘therefore,’ never ‘and then.’
‘And’ stories, including most sales decks, are scenes you could shuffle or remove without loss. ‘But/therefore’ links make every scene load-bearing: it’s the spoon of power, therefore I must have it; I chase him, but he escapes. ‘But’ is the most powerful word in storytelling. Saying what something is not (‘Shane is not stupid’) adds energy, so clients spend a week describing things only by what they aren’t.

	Don’t lie—but cut, condense and enlarge your own stupidity.
Dicks hates ‘never let the facts get in the way of a good story’: once you lie, you can’t be trusted. He removes a friend who did nothing in the car, compresses two days into one and moves locations closer together—only to serve the story, never to flatter himself. He will exaggerate his own foolishness, because vulnerability is what audiences crave.



Examples
	The Spoon of Power.
Dicks declared a student’s found kitchen spoon the ‘spoon of power,’ chased him for 18 minutes and lost; Jamie had filed it in the library ‘under S for spoon.’ Jamie then hung it on classmates having bad days, and on the last day gave it to Dicks. Sixteen years later, during the hardest pandemic school year, colleagues wore it too. At a masked event, people queued to touch it.

	The scout swim test, told in BABC order.
Instead of opening in 1983—he quit a swim test with nine pancakes in his belly and spent two days a rowboat-bound ‘beginner’—he starts with his son packing for camp, flashes back, then returns. His son passed: ‘I heard you in my head, Dad.’ A 40-year story becomes a week-long one.

	Kiss your wife every morning.
A speaker had Facebook’s ‘seven friends in 10 days’ example for singular solutions to bottlenecks. Dicks urged him to use his personal story instead: a friend’s advice to kiss his wife each morning saved his struggling marriage. That’s the version audiences remember and repeat.

	The McDonald’s robbery.
At about 20, robbers who had already killed two people put a gun to his head and twice pulled the trigger on an empty chamber. What he felt was regret at having done nothing yet—the root of his not caring what people think.

	What’s wrong with Wonder Woman.
As a strategic listener, he noticed the heroine only rallies after a man sacrifices himself—unlike Luke Skywalker or Iron Man, who win without that.



Other relevant
	Leave a frayed end.
Thelma and Louise ends with the car mid-air; unresolved stories linger.

	Vulnerability is like a high dive.
It stays terrifying for several jumps, but audiences reward it. No one has ever thought less of him for his worst-behavior stories.

	On the page, layout replaces voice.
Give the punchline its own paragraph, drop subjects for speed, and avoid topic sentences: show the grandmother’s cruelty, then let readers conclude it.

	Make kids love writing.
Have them read work aloud, ignore spelling at first, aim for six praises per correction, and let them abandon bad drafts.




How Brent Beshore Transformed 15 Companies Through Self Mastery

Guest: Brent Beshore · 2024-06-11 · 2:10:22

https://www.youtube.com/watch?v=h19TEWB2lNg

Keypoints
	Beshore's transformation began when a stranger told him he saw a lot of shame and fear in him.
On a walk at a small gathering in Colorado about three years earlier, a man asked to 'speak truth into your life' and said that shame and fear were damaging Brent's relationships. Brent would have rated his marriage a six or seven out of ten. Looking back, he calls it a two: 'Everything's relative', and he had never seen what a great marriage looked like up close. His first instinct was defensive ('you don't know me'), then he chose to surrender.

	Awareness without healing makes things worse before they get better.
The year after that walk was 'horrible'. He could see how broken his relationships were, mostly because of him, with no way to repair them, and self-help didn't work for him. A friend sent him to a counselor in his own town of Columbia, Missouri. After 25–30 three-hour sessions, he traced behaviors back to layers underneath that he'd always 'shoved down'.

	Always paying the bill can be a form of control.
His counselor asked how many of his last 100 shared meals he'd paid for. 'About a hundred.' Her reply: 'I wouldn't be your friend.' Real friendship means each person ceding control, and always paying builds quiet resentment. Now he says it would give him pleasure to pay but he'll respect their choice. He went on an apology tour to friends, and when they say no he feels loved rather than slighted.

	Heroes create victims: helping people who didn't ask can strip their agency and dignity.
He recounts five or six 'dramatic heroics' in his life that each ended with the friendship souring. Heroics feed the helper ('oh thank you, Brent'). Rising to meet a need someone asks you for is just being a good friend. Imposing help on a need they didn't voice turns them into a victim. Relationships also need to go both ways, so he's learning to ask for help himself.

	There are two fuels: fear and love.
A friend's analogy is clean versus dirty fuel. From outside, the car looks the same. Dirty fuel (fear, scarcity, needing praise) can be more potent in the short term, but it contaminates the engine. His stress was so self-inflicted that excess cortisol nearly cost him his right eye. He'd answer emails late on a Friday after a fight with his wife because people would praise his work ethic. His test now: do I have peace, or am I anxious? He contrasts outward-focused 'elders' with self-focused, 'incurved' elderly people, borrowing the idea from Pascal.

	Debt amplifies returns; it doesn't create them.
Debt makes good things great, destroys mediocre things and 'nukes' bad ones. The more predictable the future, the more debt you can use, though not necessarily should. Permanent Equity buys 'loosely functioning disasters' with $3–20 million of free cash flow, where volatility is high. He calls heavy leverage hubris, since debt helps only the buyer and seller, not employees, customers or communities. 'The lack of patience changes the outcome.'

	Permanent Equity's model aims to have everyone 'eat at the same table'.
Instead of the standard 2-and-20 model, with typical holds of two to three years and executives on 'tours of duty', the firm takes no fees or reimbursements of any kind. It earns a share of free cash flow as cash is returned to investors. That makes everyone want to reinvest in high-return, high-probability projects and avoid the 'bladder problem': the more cash you hold, the more likely you are to waste it. CEOs are paid on long-term free cash flow and often own 10–20%. The firm prefers to buy 51–70% and has never sold a company.

	Their biggest weakness is tolerating poor performance too long, mistaking nice for kind.
Beshore says traditional private equity holds people accountable better. His firm deferred to relationships and optimism despite warning signs, which he calls his own failure as CEO. Being kind means telling someone they're in the wrong role and that it's hurting them. 'Careers often die by suicide, not homicide': under the Peter Principle, people rise beyond their abilities and pride stops them stepping back.

	Investing is ultimately about predicting people's behavior, so he uses Myers-Briggs and the Enneagram.
Most people assume everyone thinks as they do. Brent is an extroverted, intuitive feeler and perceiver, and his wife is the opposite on every axis. Doing the tests together gave them empathy for each other. The firm tests the final three to five candidates for a role, not to box them in but to avoid projecting. One recently withdrew after seeing their results. He's an Enneagram 3w2: an achiever and people-pleaser whose worst fear is 'not being enough'.

	Look for misunderstood businesses, underwrite assuming no growth, and let price be your due diligence.
Every target has a moat (it has survived and earns good returns) and 'lids' (it isn't bigger). The investment memo maps both. When Brent once peppered Buffett with questions, Buffett replied: 'Price is my due diligence.' Turning a 30-year trajectory around quickly is hubris. A Harvard-trained searcher who arrived with grand tech plans spent his first year fighting fires instead.



Examples
	$30,000 of Christmas gifts
Moved by a teacher's story, Brent and his wife anonymously bought gifts for every child at a poor school. A month later he learned some parents felt insulted, because the gifts took away their chance to give and raised questions for their kids. He later read When Helping Hurts.

	The no-debt aerospace deal
In fall 2019, advisers called them crazy for buying a stable aerospace business without leverage. When COVID cut demand in their segment by up to 88%, the team stayed cash-flow positive every month and hired while rivals negotiated with banks and laid people off. They bought parts at fire-sale prices and rebuilt systems. The business is now worth dramatically more.

	The 'construction' business that wasn't
A big Phoenix pool builder looked like a cyclical construction firm. Two questions changed the picture: 97% of revenue came directly from consumers, and capex was tiny because construction was subcontracted. It was really a capital-light marketing and logistics business that others dismissed.

	'I just work out every day'
Brent peaked at 252 pounds after a decade of on-and-off diets. Shane's comment that working out was part of his identity, so the only choice was what to do, and a friend's stern 'knock off the fat-kid jokes' flipped a switch. He now trains almost daily, saves alcohol for celebrations, and has quit caffeine.

	Harry Bottle and Dempster Mill
In the early Buffett Partnership days, Dempster Mill was a troubled operating business. Munger introduced Buffett to Harry Bottle, who moved his family to fix it. Brent's point: small businesses can't be left alone. Their natural state is entropy, and early Berkshire was hands-on.



Other relevant
	Ask how people feel loved
He asks his kids and friends, 'When do you feel most loved?' Loving people the way you want to be loved is really loving yourself. Most people can answer, and they're often surprised by what they say.

	Scaling means repeatedly going back to zero
It took four years to buy a second business. Each stage requires reinvesting cash flow in a new layer of people and systems, with new culture problems, which is why he calls owning 15 companies 'a miracle'.

	Know your conflict pattern
Everyone uses three moves in conflict, in their own order: move against, move toward (smoothing things over) and move away.




Morgan Housel: What You Need to Master (And Avoid) to Get Rich, Stay Rich, and Build Wealth

Guest: Morgan Housel · 2024-05-28 · 1:34:18

https://www.youtube.com/watch?v=zEx_IGVfi7Y

Keypoints
	Lacking FOMO is the single most important financial skill.
Morgan Housel says you can't imagine building significant wealth over a lifetime if you're susceptible to FOMO, especially with social media and Reddit-fuelled markets. He can't pick stocks or trade, but watching others get rich doesn't bother him at all. He quotes Brent Beshore: 'I am perfectly happy watching you get very rich doing something I would never want to do.' Howard Marks describes an investor who was never in his peers' top half in any year yet ranked in the top 4% over 20 years.

	Be average for an above-average period of time.
Housel holds 15–20% cash, his house, index funds (Vanguard Total Stock Market, a value fund, some international) and shares of Markel, where he's a director. Index funds work for two reasons. First, a tiny number of stocks drive most returns — FANG plus Nvidia lately, AOL and Cisco before that, GE and Intel earlier — and nobody can pick them in advance. Second, investing is one of the few fields where more effort tends to mean worse results. Leaving the original Dow components untouched would have beaten the index's actual changes. Nothing guarantees it: 2000–2010 delivered roughly 0% real returns.

	Compounding is returns raised to the power of time — so maximise endurance.
99% of Warren Buffett's net worth came after his 60th birthday; had he retired like a normal person, you'd never have heard of him. Michael Batnick's illustration: 8+8+8+8 is easy, 8×8×8×8 isn't intuitive even for experts. The industry obsesses over returns, the smaller variable. Earning 8% for 50 years produces absurd results. What's repeatable from Buffett isn't 1950s prices but patience and capping downside so you never get wiped out.

	Luck is what you truly can't control.
Housel rejects 'increase your luck surface area': if you can change the odds, it isn't luck. The biggest luck is where and when you were born. Income among brothers is more correlated than height or weight. A better question: what financial views would I hold if I'd been born in 1960s Nigeria? Kahneman's insight explains why the poor buy most of America's roughly $100 billion a year in lottery tickets: when all options are bad, risk-taking explodes.

	Paying off his mortgage was his worst financial decision and best money decision.
He paid off a 3.2% 30-year fixed mortgage, which looks terrible on a spreadsheet. But as a worst-case thinker, the sole breadwinner in a fickle career, he was nearly in tears with joy doing it. Money is a tool to live better, not a spreadsheet to satisfy. 'Personal finance is more personal than it is finance.' Most money debates are people with different personalities and time horizons talking over each other.

	Wealth is the money you don't spend — so it's invisible.
Rich means you can make your payments; wealthy means independence. You can see someone's car and house, not their brokerage account, so young people pick the wrong role models. His father started college at 30 with three kids and became an ER doctor when Morgan was in third grade, yet the family stayed frugal. Morgan thought they were cheapskates. After about 20 stressful years, his father could simply quit; his peers with big houses couldn't. His parents have dollar-cost averaged into Vanguard funds for over 40 years and never sold.

	Keep your expectations growing slower than your wealth.
He doesn't want every gain saved; he wants a better life. Trouble starts when net worth grows 10% and expectations 12%. Even Buffett, in the house he bought at 26, flies a private jet. People 100 years ago would be dumbfounded by our lives but probably no less happy, because we benchmark against those around us. He cares deeply about the respect of perhaps six to eight people.

	Getting rich and staying rich are different skills.
Bill Gates made one of history's most audacious bets — a computer on every desk — while insisting Microsoft keep a year of payroll in cash. Housel's barbell is lots of cash plus stocks he hopes to hold for 50 years. Success also sows its own destruction: it removes the inadequacy that drove you, and people stop telling you you're wrong.



Examples
	The Vanderbilts blew $400 billion.
Cornelius Vanderbilt's fortune, about $400 billion in today's money, was gone in three generations. Heirs were taught to outspend other socialites; they built houses too big to live in and were miserable. Anderson Cooper, the first heir with nothing left, became the most successful and probably happiest.

	An NBA rookie on social debt.
Advising rookies from inner-city poverty, Housel heard a 19-year-old say the money is Mom's, brother's, cousin's — athletes go broke buying their fifth cousin a house. Every dollar of net worth carries a few pennies of social debt.

	The Amtrak quiet car.
People seek serenity there but end up the most agitated, because the slightest whisper violates their expectations. Will Smith said getting rich while still depressed took away his hope that money would fix it.

	The stutter post he hid.
His 2017 post about overcoming a severe stutter, which he couldn't fully manage until 30, was his most popular by an order of magnitude — and he'd hidden it from the blog feed out of embarrassment.



Other relevant
	Wide funnel, tight filter for reading.
Start any mildly interesting book; drop it without mercy. Kindle data suggests even bestseller readers average about a quarter of the way through.

	Write for an audience of one, and remember everyone is impatient.
Make the point and get out of the way; Mark Twain cut whatever made his family doze. Ken Burns times emotional words to the music's beat.

	Teach kids by example.
Don't let them think poverty is all laziness or wealth all hard work. A billionaire's son stayed grounded because his parents never equated money with worth.




No. 1 Performance Coach: What the Best in the World Know About Success

Guest: Jim Loehr · 2024-04-30 · 1:23:29

https://www.youtube.com/watch?v=e0CF7-hhtl0

Keypoints
	Almost everything we tell ourselves is a story, and the story we build around events matters more than the events.
We have no direct contact with reality. The brain interprets the data coming in through our senses, and it prefers explanations that fit what's already 'loaded in', discarding contradictions. Loehr calls the inner voice the 'command center' that largely determines your destiny: your belief in yourself, your joy and your resilience.

	A parent's public voice becomes the child's private voice.
Loehr realized that offhand remarks to his three sons, like 'you're always screwing things up; if I'd had your opportunities I'd have been a star', were being installed as their inner critics, and he stopped 'on a dime'. Parents and coaches get direct access to the space where meaning is made. Under stress, people pass their own parents' voice down. A harsh inner critic means fighting a two-front war, against the world and against yourself.

	Test your stories against three guidelines: true, aligned with your values, and taking you where you want to go.
Is the story grounded in objective reality, or just convenient? Does it reflect the best of who you want to be? Does it make you more hopeful about your future, or convince you you're not capable? His benchmark: if your self-talk were shown on a Jumbotron, would you be proud of how you coached yourself?

	Rewrite a limiting story by hand, repeatedly, and listen to yourself read it.
After testing visualization and many other methods with a strong faculty, his institute found handwriting changed thinking most durably. Write the new story, rewrite it several times from memory, compare versions, then record it as a voice memo and play it back, so your private voice becomes public. He points to James Pennebaker's research on expressive writing and trauma. His own data suggested handwriting beat typing.

	Most number-one performers never expected to get there; love of the pursuit came first.
Of the 17 world number ones he worked with, most were astonished by where they ended up. They had parents who enabled rather than forced them, and coaches who believed in them early. Loehr's own basketball coach, Guy Gibbs, told him, 'I believe in you more than you believe in yourself.' One early coach told a young Novak Djokovic he had the greatest potential she'd ever seen. Success forced on a child by a parent rarely lasts.

	Who you become in the pursuit matters more than what you achieve.
Loehr built his career on mental toughness, but noticed that athletes who developed moral and ethical character alongside their sport were the true winners. They also sustained success longer, 'because everyone wanted them to succeed'.

	Time has value only when it meets energy, and full engagement is the skill of investing that energy.
At the Nick Bollettieri Tennis Academy he filmed 240 elite juniors. All arrived on time, yet some got worse through practice because they weren't engaged. He told Stephen Covey's son that time management rests on a faulty premise: four hours at home spent irritable and watching the game can produce 'a reverse return'. Bringing energy when you're low on it is what shows people you care.

	We're oscillatory beings: chronic stress without recovery is the problem, not stress itself.
Nothing in human physiology is a flat line 'except death'. To spend a lot of energy, you must recover a lot, through sleep, regular meals, hydration and fitness, since fitter people recover faster. 'Health ignites performance.' The hormones of stress are the hormones of life: surround yourself with marshmallows and pillows and that's all you'll be able to handle. He worked on recovery with surgeons and nurses on 12-hour shifts, and with special forces.

	Rituals are habits you deliberately acquire to serve your mission.
Most of our days run on 'the unbearable automaticity of being', habits we never chose. Humans can pause between stimulus and response and rewire, but it takes energy and a purpose strong enough to carry you 'into the storm'. Start with tiny rituals: a fixed wake time, a small breakfast instead of a huge dinner.



Examples
	The 16-second cure
Tracking players' heart rate and recording their self-talk aloud, Loehr found you could tell great competitors by watching only the time between points, roughly 70% of a match. Copying what the best players did produced a routine of at least 16 seconds: a positive physical response, relaxation, a preparation ritual such as bouncing the ball, then instinct. Anger sent heart rates too high, and giving up sent them too low.

	The Matador walk
He flew to Spain to ask the famous bullfighter Martín Vázquez how matadors control fear. 'Is it not obvious?' Matadors train from boyhood how to walk, turn, carry their shoulders and place their eyes, and they dominate the bull through presence. Loehr taught tennis players the same walk. To control your inner chemistry, look on the outside how you want to feel on the inside.

	Rewriting the bad putter's story
Instead of 'I've never been a good putter', the edited version admits the poor stats, then commits: I'll make putting the most important part of my game, light up at every green as a chance to practice, and treat a missed three-footer as 'getting it out of my system'.

	From 'worthless video games' to a shared conversation
Rather than banning games or phones, explain the concern: 'I love you, and I worry too much screen time limits your creativity and progress.' Then ask how social media has hurt them and what limits they'd set. Kids lock out preaching but let in stories and questions.

	Books kids actually want
Shane describes funding books chosen by the kids themselves for about 50 classrooms a year for five years, after his son refused assigned reading but devoured books he chose. Teachers still write about the difference. Loehr's grandkids became readers through Harry Potter and Star Wars.



Other relevant
	Write a laminated purpose
Loehr keeps his purpose in his wallet: live what I teach. Each morning he journals and asks whether he lived that mission yesterday with his sons, grandsons and colleagues.

	Mental toughness is more than mental
Athletes from 21 sports described their 'ideal performance state' in the same terms: calm, relaxed, confident, positive energy. It depends on emotions, fitness, fuel and a purpose of your own, not only on thoughts.

	Guard kids against social media
Kids become 'only as good as their last post'. Loehr's youth program uses young people who have come through hard times as mentors, because peers get through where parents can't.




David Segal: Building David's Tea

Guest: David Segal · 2024-04-16 · 1:30:06

https://www.youtube.com/watch?v=AvzQCDkuIEw

Keypoints
	Entrepreneurship is a personal journey disguised as a business pursuit.
David Segal, founder of DAVIDsTEA, says most of the job is managing your own psychology. On his interview show Big Shot, he talks with entrepreneurs over 70 who tell their 50–60-year careers as montages, where two minutes covers five to ten years. Living through those stretches feels much longer. His rule now is no action bias on a bad day, week or month. He makes major evaluations only when he's in a good place mentally, and only over long periods — roughly once a year.

	Measure progress annually; bring urgency only to small, reversible things.
For each decision he asks two questions: can I recover easily if I'm wrong, and what's the risk of waiting for more information? Big moves, like changing product direction or overhauling marketing, usually call for waiting. Pushing a supplier to ship faster when you're out of stock calls for pounding the table. The yearly test is simple: did the business grow this year versus last? Sometimes the honest answer is no. Early in his career that answer meant waving the white flag.

	Business happens at the transactional level.
Ask people why an airline is the worst and they won't name its CEO. They'll describe the agent at the counter. At 16, Segal sold running shoes at Athletes World on commission, earning about $12 an hour when minimum wage was around $5. No customer left without him talking to them, and he outsold everyone. A mentor's 'will versus skill' frame stuck with him: you can teach skill more easily than will.

	A militia becomes an army, and needs process without 'that's our policy.'
With five stores, you say 'turn left' and everyone turns. At scale, the same order turns into broken telephone. What you stand for should never change; how you do things should never stop changing. Processes should carry information to and from the front line. They shouldn't turn staff into robots: hearing 'I'm sorry, that's our policy' is often the beginning of the end. His version of staying in the weeds is 'trust but verify,' without ivory-tower decrees.

	'Interesting' is a great word in a classroom and a terrible word in business.
After McGill, Segal built Fitting Room Central. It measured fitting-room conversion so buyers could tell whether an item failed on look or on fit — essentially today's traffic-and-conversion analytics, back in 2005. He landed meetings through handwritten letters to Les Wexner and got a pilot at Macy's on 34th and 7th. But it was a nice-to-have with a complex sale across marketing, IT and finance. After three years, with no income and living in a basement apartment, he quit. He calls DAVIDsTEA 'an eight-year overnight success.'

	DAVIDsTEA took a commodity and un-commoditised it.
Working for his father's cousin, the founder of Le Château, and reading a Buffett book, Segal walked into a Montreal tea house and saw a business with no sizes or colours. Tea doesn't spoil like a sandwich, margins are good, it fits small spaces and nobody was making it fun. It was youth plus experience: without his cousin he'd have 10–15 stores; without Segal, the cousin would have zero. Four stores in, the summer he married, it nearly didn't survive. By 2016 it had 200 stores, about $200 million in sales and about $30 million in EBITDA. Customers smelled, tasted and talked tea in the store.

	Selling triggered the deepest depression of his life.
At 35 he had financial independence and no plan for the day after. He'd been on the road six days a week, amid fighting among the original partners and the private equity group. He felt guilty: what right did he have to be depressed? Looking back, he'd get a nice office, because he went from 100+ people rushing up to him to nowhere to go. He'd also talk to people who had sold companies, and he wouldn't set an ego-driven timeline to avoid being a one-hit wonder.

	There's no shortcut for the work — in depression or business.
His advice is habits you do when you don't want to: the run, the 20-minute breathing session, the eating. They matter most on six hours of sleep, not ten. He recalls a camp survivor's point that those who lasted had hope but not expectations about when it would end. Be compassionate with yourself: start meditating at three to five minutes, and when your mind wanders, simply come back.



Examples
	The sour-cream-container skating rink.
As a boy, refused a backyard rink, he poured water on the lawn one tub at a time for hours until his father, then his brother, joined with hoses — and they had a rink.

	Mad Radish nearly sold for ten cents on the dollar.
His healthy fast-food chain had cracked weekday office lunches when the pandemic hit. They stuck with it, built a dinner menu and cooked chicken from scratch instead of sous-vide bags; he says it's now Canada's top healthy fast-food player. Peter May's line: 'Kid, you can't make chicken salad out of chicken' — sometimes you must.

	Real vanilla instead of flavouring.
At Firebelly, his newer company, he skips 'natural flavour', which he says is lab-made and mostly unlisted additives with a fleeting chewing-gum taste. So no peach tea — it can't be done without flavouring.

	Harley Finkelstein's afternoon green tea.
The Shopify president complained of too much coffee, jitters and poor sleep. Segal switched him to quality green tea in the afternoon, citing L-theanine's calmer energy.

	The phone lockbox at 9:30.
He locks his phone away nightly and keeps it out of the bedroom, calling the last hour before bed the least productive and most pessimistic of the day: 'You're just tired — go to bed.'



Other relevant
	Buffett's two superpowers.
Few decisions made with huge conviction, and complex ideas in simple terms. Segal minored in English literature at McGill to fix his weak writing.

	A secular Sabbath.
Friday-to-Saturday sundown, he works on the business rather than in it, with a weekly date night.

	Eight cylinders.
His father said he was an eight-cylinder engine running on two; success is using all eight, not building another $200 million company.




Dr. Rhonda Patrick: The Diet Essentials Your Body Shouldn't Live Without (But Probably Is!)

Guest: Rhonda Patrick · 2024-04-02 · 1:44:57

https://www.youtube.com/watch?v=JNB3xRLnMTg

Keypoints
	Start nutrition with what you need, not what to avoid.
Patrick’s framework comes from her postdoctoral work on roughly 40 essential micronutrients: vitamins, minerals, fatty acids and amino acids that run metabolism, neurotransmitters and DNA repair. Outright deficiencies are visible, but insufficiencies are worse because you don’t notice them. ‘Insidious’ damage accumulates daily and feeds age-related diseases like cancer and neurodegeneration. Fill the needs first, she argues, and it becomes obvious that processed foods offer calories without micronutrients.

	Low omega-3 looks about as bad as smoking.
Bill Harris’s group measures the omega-3 index (EPA and DHA in red blood cells), which reflects roughly 120 days of intake. An index of 8% or more is linked to about five more years of life expectancy than 4%. Americans average about 5%; Japanese, eating seafood daily, about 10%. In the striking finding, smokers with a high index had the same life expectancy as non-smokers with a low one—the curves ‘overlay perfectly.’ About 2 grams a day of decent fish oil typically lifts someone from 4% to 8%.

	Choose fish oil and fish for contaminants and freshness, not just dose.
Only marine EPA and DHA showed benefits like about 25% fewer cardiovascular events in trials. Plant ALA from walnuts or chia converts at only about 5% (higher in women with high estrogen), so relying on plant sources is ‘a mistake.’ Look for high EPA/DHA, low mercury and PCBs, and low oxidation; she points to ConsumerLab for accessible ratings and IFOS for data nerds. Salmon and sardines beat swordfish on omega-3 versus mercury. Wild salmon has more omega-3 than farmed, whose flesh is pink only from added astaxanthin, but she says farmed is not the end of the world.

	Eat your greens: magnesium, vitamin K and folate guard against hidden damage.
Magnesium sits at the center of chlorophyll, yet about half of Americans get too little. Women need about 320 mg a day and men 420 mg, plus 10–20% more if active. It’s needed for energy and DNA-repair enzymes; studies link each extra 100 mg to about a 20% lower pancreatic cancer risk. The body pulls missing magnesium from bone, raising osteoporosis risk. Bruce Ames’s lab found folate deficiency caused DNA double-strand breaks like ionizing radiation—worse, Patrick says, than pesticide residue.

	If you supplement magnesium, form and dose matter.
Above about 120–150 mg per dose, extra magnesium isn’t absorbed and mainly causes gut distress, so split larger amounts. Avoid oxide and sulfate; citrate, malate, glycinate and taurate absorb similarly well, and she prefers glycinate for its glycine. Food packs about twice as much calcium as magnesium, a ratio heavy supplementing can disrupt. Cooking greens frees minerals bound in the fiber matrix.

	Protein needs are higher than the official number.
The 0.8 g/kg allowance came from older, less sensitive methods. Work by Stuart Phillips suggests 1.2 g/kg is the minimum to stop the body drawing amino acids from muscle, and 1.6 g/kg for active people. Muscle mass peaks around 20–30, so building it early is like funding retirement—but gains are possible at 50 and beyond. Chris McGlory found 4–5 g a day of omega-3 cut disuse atrophy by about half, likely by sensitizing muscle to amino acids.

	Most people need vitamin D3, and it depends on magnesium.
Around 70% of Americans are below 30 ng/mL. Above roughly the 37th parallel, including much of Canada, skin makes little vitamin D for four or five months a year. A 70-year-old makes about four times less than at 20, and more body fat lowers availability. Its active form is a steroid hormone regulating about 5% of protein-coding genes. She calls 4,000 IU of D3 (not plant D2) a safe bet at about a penny a pill. Without enough magnesium, D isn’t converted to the active hormone—possibly one reason vitamin D trials conflict.

	A proper sauna session acts like moderate exercise.
Twenty minutes in a sauna produced heart-rate and blood-pressure changes similar to 20 minutes cycling at 120 watts. Adding 15 minutes of sauna after workouts improved VO2 max, blood pressure and lipids more than exercise alone. In Finnish data (about 175°F, 10–20% humidity, around 20 minutes), sessions four to seven times a week tracked with 40% lower all-cause and 50% lower cardiovascular mortality than once a week; 11-minute sessions did much less. Infrared saunas need far longer—she needs about 60 minutes. A 104°F bath to the shoulders for 20 minutes also raises heat shock proteins.



Examples
	Bananas sabotage blueberry smoothies.
A 2023 trial found adding banana sharply reduced polyphenols absorbed from blueberries, thanks to the enzyme polyphenol oxidase; beets and chard do the same. Patrick laments that nearly every smoothie shop adds banana.

	Patrick’s smoothie.
About four kale leaves, an avocado (boosting lutein absorption three- to sixfold, plus potassium most people lack), lots of frozen blueberries, whey, hydrolyzed collagen, a heaping spoon of moringa—which on her glucose monitor blunted the post-smoothie spike—and water.

	Blueberries cut DNA damage.
In her postdoc study, freeze-dried blueberry powder lowered DNA double-strand breaks in overweight and obese participants over four to eight weeks.

	Thin skins, more pesticides.
She has used paraquat and rotenone in the lab to induce Parkinson’s-like symptoms in mice. Buy organic strawberries and apples; bananas, oranges and avocados matter less.

	The sauna for stress and depression.
In graduate school in 2009, morning saunas helped Patrick handle failing experiments. She links this to dynorphin making endorphin receptors more sensitive. Charles Raison found one session raising core temperature to 101.3°F eased major depression for about six weeks.



Other relevant
	Vegetable oils may be less harmful than feared.
Meta-analyses show swapping saturated fat for them doesn’t worsen heart risk. She still avoids cooking with them because heat oxidizes them.

	Grass-fed is a second-layer choice.
Grass-fed beef has more omega-3 and less omega-6; buy it if affordable, but fish oil matters more.

	Short bursts of intensity count.
One to three minutes at 80% of max heart rate, three times a week, is linked to about 50% lower mortality.

	Her top three of each.
Diet: fish oil, D3, and greens plus protein. Behavior: high-intensity exercise, resistance training against frailty, and heat exposure. Exercise ‘can forgive a lot of sins.’




Seth Godin: "Failure is Learning on Your Way to Mastery" and Other Advice for Creativity

Guest: Seth Godin · 2024-03-26 · 1:21:35

https://www.youtube.com/watch?v=gX-n8I2PAdY

Keypoints
	'Process saves us from the poverty of our intentions.'
Quoting the sculptor Elizabeth King, Godin says bad moods, speed bumps and a stranger's negative feedback can easily spiral into deciding the work doesn't matter. A practice carries you through, because you already decided there would be a blog post tomorrow. 'Make the decision once, then you have a practice forever.' He has written more than 7,500 daily blog posts without missing one.

	Be for the smallest viable audience, not everyone, because the internet is a micro medium.
Nothing has become a mass medium since television. The internet is the best tool ever for reaching specific people and terrible at reaching everyone: 'there is no homepage'. Harry Potter, which made its author over a billion dollars, is for precocious 12-year-olds and people who remember being one. When a friend said his book was 'for everybody', Godin predicted in writing that it would fail. Saying 'everyone' lets you hide, while naming who it's for puts you on the hook.

	His three pillars: the change you seek to make, the possibility you see, and the emotional labor you'll spend.
Are you here to contribute or to take, to comply or to question? Then, do you see the world as it really is? Millions read Ben Graham and almost none became Warren Buffett. Finally, do you care enough to do the hard work of learning? He flips Dolly Parton's line: 'Do it on purpose and you'll find out who you are.'

	Learning is failing on the way to mastery; education is mostly compliance.
You can read about swimming, but you learn by doing it. The only college and business school courses where he learned anything were essentially open-book, because you had to actually do the work. At Acton Academy schools, about 50 kids aged 5 to 17 teach each other, can't ask adults questions, and get weekly reports on what they built and whom they helped.

	A sunk cost is a gift from your former self, and you don't have to accept it.
A mason across the street had signs advertising 'quality masonry' with masonry misspelled. He knew it cost him business, but he'd paid for 50 signs. If he'd found them by the roadside, he'd never have picked them up. People stay unhappy as lawyers for ten more years to spare their parents an hour of disappointment. In relationships, ask whether the new relationship will be better a year from now, or whether you're just shopping for novelty. Used deliberately, a sunk cost can help: his blog streak gets him over the hump on a blank Thursday.

	Narrow your decisions by walling off whole categories, and design the container before the content.
Godin calls his mild ADD both a curse and an asset. He walls off areas: no meat since around 1980, no television. Limiting inputs means a day without his real work would be a day of nothing. As a former book packager (120 books), he defines a medium's constraints first, then finds an idea that fits. He solved a podcast format in his head, lost interest, and said yes only when someone offered to fund it as a lab. It's now in its eighth season.

	Doing what you love is for amateurs; loving what you do is for professionals.
A professional makes a promise and keeps it whether or not they feel like it: they don't miss deadlines, throw tantrums or go over budget. Godin wears a work uniform (once a lab coat, lately a Japanese firefighter's happi coat) to signal 'do your work'. The phrase 'permission marketing' came to him in the shower because he vowed to stay until he had a name, with only a 40-gallon hot water tank.

	Quality means meeting spec, so define the spec and ship.
Following Deming, quality isn't luxury. Under an electron microscope a Lexus is full of defects, all within spec, and the original target was a standard deviation better than Mercedes. Good enough is a definition, not a slur. He left a symbolic logic exam with unlimited time after three and a half hours because he'd met his spec, while one student stayed 18 hours. Miles Davis made Kind of Blue in four days. Would four more have helped?

	Useful criticism comes from someone with domain knowledge who isn't seeking status by hurting you.
Most criticism comes from people who'd feel better if you felt worse. Diane von Furstenberg had great taste but couldn't explain why things worked, so Godin says you should hire people like that, not work for them. Two book-industry veterans were the first to explain to him in words why books succeeded, and that taxonomy shaped his career. Coaching is different from criticism: it helps people see what they're capable of, given what they say matters to them.



Examples
	David Chang turns away a regular
For five or six weeks, Momofuku made Godin Brussels sprouts without bacon. Then David Chang suggested a vegetarian-friendly restaurant a block away. Godin says that was the day Momofuku became Momofuku: it chose whom it was for.

	Where 'hack' comes from
Hackney, once on London's outskirts, raised ordinary cheap horses, which suited cab drivers. A hack gives the audience exactly what it expects, like a 50th-anniversary tour where the band covers itself. Godin wants work where people can tell the difference.

	The speaking request with no budget
When a group asks for a free 20-minute talk, he sends four YouTube videos and suggests they watch and discuss them. That almost never happens, because the real request was status, not learning. He believes a quick, generous no beats silence or a yes you don't follow through on.

	800 rejections
He sold his first book on his first day in publishing, then received 800 rejection letters in a row. Learning to separate 'this idea doesn't work for us' from 'you're a bad person' was central to his development.

	Double-crossing the boss at Diplomacy
At 23, at Spinnaker, he betrayed the company president in a board game alliance. It took a year to repair the relationship. Godin's lesson was that people have different stories about money and 'just business'.



Other relevant
	Live talks deliver emotion, not information
To share information, write a memo. A live talk is a performance meant to change how the room feels: he uses 150–190 slides in 45–50 minutes. Online, the aim should be energy, not the status of 'getting the speaker live'.

	Fire the world's worst boss
No one would tolerate a boss who woke them at night to say they'd never amount to anything, yet our inner voice often does exactly that. Godin favors catching the shame cascade early, CBT-style, and treating the work as the work, not as a verdict on you.

	People don't want what you want
His hardest business lesson: founders assume employees will be as motivated by equity as they are, so stock options can become a demotivator. A thousand true fans is enough. Leaving the status games behind, like skipping TED, was freeing.




The Relentless Obsession of Brad Jacobs

Guest: Brad Jacobs · 2024-03-19 · 1:35:48

https://www.youtube.com/watch?v=U-FlqVzbj0s

Keypoints
	A CEO's report card has one question: how much money did you make your shareholders?
Brad Jacobs has founded companies including United Rentals, XPO, GXO, RXO and now QXO. He says he has returned 32 times invested money in one company and over 150 times in another. That happened five times in a row, which he argues is a playbook, not luck. The goal is alpha — beating the tide that lifts all boats. Investors had a thousand other places to put their money and picked you, so you're a fiduciary with a 'solemn, sacred' duty to multiply it.

	Get the main trend right and you can mess up a lot else.
His late mentor Ludwig Jesselson taught that the right trend makes money despite mistakes, while the wrong one means swimming upstream. Jacobs deliberately maps the context, origin, current conditions and possible catalysts for each situation. Today the number-one trend is AI. He met Ray Kurzweil, which felt like meeting Einstein, and thinks Kurzweil is probably right that humans will merge with their technology.

	Be a musical business person: improvise.
Jacobs sees himself as a musician first. He studied with Milford Graves and Bill Dixon at Bennington, where there's no wrong note — just a new one. Rigid multi-year plans fail because markets, economies and people change. In 2015 XPO, built as an asset-light broker, pivoted to buy Con-way, an asset-heavy trucking company. Con-way had three HR and three IT organisations and a top-heavy, spaghetti org chart. 'If you can find something that's messed up and easy to unmess up — boo-yah, there's your money.' The market punished the pivot at first. The roughly $3 billion purchase (about $1.5 billion of equity) is now worth around $15 billion after about $5 billion of cash was taken out.

	M&A starts with picking the industry, and price is the biggest lever.
Over about 500 acquisitions, he looked at thousands more. For QXO he studied dozens of industries and chose building-products distribution: about $800 billion of distributors in North America and Western Europe, roughly 20,000 companies, and only six or seven serious about technology. Taking about 6% would make a $50 billion company. The biggest value lever is the spread between his cost of capital and the multiples he pays. The second is improving what he buys.

	Anybody can buy a company; the hard part is integration.
Integration starts at signing. On the day a deal closes, systems get standardised: one ERP so the books close promptly, identical dashboards so every location can be benchmarked, one HR system, one CRM and one internal social network. Private-equity roll-ups that bolt companies together for a higher multiple leave a mess for the next buyer. In diligence he interviews the top 15 or so people one-on-one: if it were your money, would you buy it? What would you change, and what would we be crazy to change?

	Non-judgmental concentration: join, then lead.
After stepping down from United Rentals in the mid-2000s, he fell into the only depression of his life. That led him to Albert Ellis and Aaron 'Tim' Beck, the co-founders of cognitive therapy, plus two years of therapy at three hours a week. Therapists taught him to create a safe space, give 100% attention, and validate before disputing. He uses this with employees, sellers and angry customers: feel what they feel, show you heard it, then present the action plan.

	Leverage: not too much, not too little.
Zero debt isn't optimal, since some leverage shrinks the share count. But companies only go bankrupt from too much debt, and geopolitical shocks or a COVID-style slowdown punish it. QXO targets one to two turns of EBITDA. With Con-way XPO briefly went above four times, then sold the truckload unit for $550 million and used free cash flow to pay down debt.

	Pay for performance relative to the market.
He wants raw capitalists. Senior equity shouldn't vest below about the 55th percentile of total shareholder return versus the S&P 500, and should double-vest at the 90th–95th. That way shareholders hope management makes a fortune. From Goldman's old partnership he borrowed paying people partly for how many colleagues say they helped them.



Examples
	Overruling Uncle Howard.
After building Amerex, an oil brokerage, to nearly $5 billion in volume in four years after the Iranian Revolution, Jacobs set aside only $100,000–200,000 and bet the rest. Paribas gave him a billion-dollar credit line, and he used up to $990 million on complex counter-trade deals. He saw only execution risk, not market risk.

	His father's insult at a stoplight.
At 13 his father told him, 'It's really good you have a good personality, because you're surely not going to get anywhere with those looks.' It crushed him, but it also told him he could lead.

	His mother's last words to her children.
On her deathbed she suddenly sat up and told her three children she was happy they'd all turned out so well — possibly the happiest moment of his life, just before founding XPO. The lesson for a CEO: authority figures' approval matters, so start reviews with sincere, specific praise.

	Whose star went up?
He ends tough meetings like an Oreo, on the good part. Around the room, each person names whose star rose and why. After 12-hour operating reviews, everyone stands in a silent circle for five minutes, silently thanking each colleague and wishing them success.

	Tinnitus as a friend.
He's had ringing ears since his teens and says he's lucky — embracing every sound is part of being a musician.



Other relevant
	Real board meetings, not kabuki.
Directors can contact anyone, see every survey, and question 10–20 unprepped managers; scripted PowerPoint boards waste time.

	FP&A as scorekeeper.
Every initiative gets a probability; forecasts are discounted for managers who habitually sandbag or overpromise.

	The band back together.
QXO's founding team is all from XPO — people who can finish each other's sentences.




Christopher Davis: Timeless Investment Wisdom (Audio)

Guest: Christopher Davis · 2024-03-05 · 2:38:01

https://www.youtube.com/watch?v=o6rgXYt7BnE

Keypoints
	Write things no one reads, because the writing is for you.
Working for his grandfather, Davis helped produce a weekly insurance-industry letter mailed to 200–300 people, many of them retired. When he asked why they bothered, his grandfather said, 'We write it for ourselves.' Covering earnings, inflation and returns every week forced them to learn. Davis now worries AI will alienate people from their work. He spends two or three hours on a reference letter for a nephew because he ends up knowing him better.

	People crave competence, so treating work as minimum effort for maximum pay makes it miserable.
Interns who wanted fully remote work told him college during COVID 'sucked': they learned nothing, made no friends, and everyone cheated. He asked why they thought work would be different. If the goal is to invest as little as possible, of course it feels degrading. Humans are tinkerers who turn everything into a chance to get better.

	Prepare rather than predict, building for resilience over optimization.
A 'prediction industrial complex' persists because people have always wanted a crystal ball. Davis focuses on businesses that are resilient, adaptable and durable, accepting that someone will always beat you in the short run. Any string of returns multiplied by zero is zero. He contrasts this with Sam Bankman-Fried's theory of betting everything whenever you have an edge, which guarantees eventual ruin.

	Each crisis felt different, and the financial crisis was the one he handled worst.
In 1975, after years of being wrong, his father sat 30% in cash and lagged badly. His grandfather, home from serving as ambassador to Switzerland, saw his net worth down 80%, went on margin, and had one of his best runs. In 2008, Davis felt smug for owning none of the 'Horsemen' (Bear, Lehman, Fannie, Freddie, WaMu, Countrywide) until AIG, a family holding since its IPO, collapsed about 90% in a day. He de-risked, for example selling some Wells Fargo for Nestlé, which planted the seeds of a long stretch of underperformance. During COVID he stayed steady.

	Money managers face an asymmetry clients don't.
Given a choice between returning 10% a year while the market does 12%, or 0% while the market falls 2%, every manager would take the zero, because beating the index builds the firm. Every client would take the 10%, because that's what pays for retirement and college. Davis says running a mutual fund tied to real people keeps him focused on the client's version.

	Risk means losing financial independence, not volatility.
For investors, risk is being forced to change your lifestyle or becoming dependent on government, relatives or children: 'there's dignity in financial independence'. The best thing an adviser can do is get clients to spend less, which lowers the spending level they'll need to fund for life. For a single investment, risk is permanent loss of capital, so size each bet to match it.

	Berkshire is built as if it were everyone's only asset.
From the inside, what struck him was 'how profoundly and deeply Warren thinks about risk' and about Berkshire withstanding almost anything. Munger noted they could have earned more with a little leverage, but that isn't who Buffett is. Like Baupost carrying 15–40% cash for decades, Berkshire's shareholders got long-term outperformance and durability with almost no real cost for the insurance.

	Munger's 'intelligent loss of sales': who you keep out matters as much as who you let in.
Davis asked why Costco didn't drop its membership fee and raise prices 2% instead. Munger said the people unwilling to show ID and sign up 'will have 100% of your shoplifters' and most of the small tickets. Similar filters let USAA insure Army officers and GEICO insure government employees cheaply. Davis applies it to his firm by keeping out fast-trading clients, which spared it during the mutual-fund trading scandals.

	Avoid your weaknesses by design, not willpower.
His research department hangs a 1960s Buffett letter listing why managers underperform: group decisions, conforming to peers, being better off failing conventionally than succeeding unconventionally, over-diversification and inertia. The firm's recent theme is inertia: being held captive by past decisions. With severe ADD, Davis goes to the office even on weekends, wears a tie to get into work mode, allows himself a sauna only after exercise, logs every drink he has each week, and weighs himself once or twice a week.



Examples
	Seven guys named Vinnie
At 26, Davis pitched his grandfather's stock-lending operation to Charlie Munger over breakfast, thinking Berkshire would be a natural buyer. Four minutes in, Munger said he had no desire to own a business 'run by seven guys named Vinnie', then asked how Davis had come to pick Berkshire. They talked for almost four hours, and Munger invited him to visit any time.

	The Costco bargain he sold
After a bad quarter, Costco fell from 41 to 27 at the open, and Davis bought 17 million shares that day. He calls selling it over time a terrible mistake, one Munger often pointed out, because the business's reach far exceeded what he imagined.

	Pooper-scooper economics
As a child in 1970s New York he ran a dog-walking business. When the pooper-scooper law arrived, walks that had paid 50 cents went for $5–10, and he made about $100 a week.

	Business class or $700
Davis offered his kids a choice: a business-class seat or the cash difference, about $700. They were delighted to take the money.

	Taos, not Aspen
He picked a modest ski town, a condo with orange shag carpet and a farmhouse, and has never been to the Hamptons, because joining a richer peer group would feed his envy and leave his kids feeling like failures if they couldn't afford it.



Other relevant
	Don't impose a lifestyle you don't live
Munger warned that being chauffeured to work while telling your teenager to work at McDonald's breeds resentment. Davis would add Barry Diller's story of a rich friend made to sleep in the servants' wing. Faked hardship backfires. Model happiness, not greed or a need for approval.

	Board dinners build candor
At the Washington Post, directors dined alone at the CEO's house the night before meetings, which built trust for real issues. He has helped bring the practice to Coca-Cola. Jamie Dimon: 'The bigger the group, the better the news.'

	Tell science as stories
His father turned businesses into stories at dinner, like the hippie in sandals raising money for Apple. Davis wishes students learned the biographies of scientists, since a film like Oppenheimer may draw more people to physics than formulas do.




The Marketing Expert: Sell Anything with this Trick | April Dunford

Guest: April Dunford · 2024-02-27 · 1:12:27

https://www.youtube.com/watch?v=vM_1G1LCotU

Keypoints
	Positioning is the foundation, not the tagline.
April Dunford defines positioning as how your product is the best in the world at delivering some value that a well-defined set of customers cares a lot about. People confuse it with messaging, taglines or 'brand positioning,' but those are things you do with positioning once it exists. If marketing and sales are the house, positioning is the foundation. In practice, it's context-setting: what is this, what's it about, and why should I care?

	The category you choose triggers a whole set of assumptions.
Positioning works like the opening scene of Apocalypse Now. Within three minutes you know it's Vietnam, Saigon, a traumatised lead and not a comedy, so you can settle into the story. Say 'CRM' and a tech buyer instantly assumes you compete with Salesforce, track a sales pipeline, sell to the VP of sales and charge less than Salesforce. When those assumptions are true, marketing and sales save huge effort. When they're false, sales spends every call undoing the damage.

	Most companies never position deliberately, because it feels obvious.
A founder decides 'email sucks, we'll build better email.' Two years of customer feedback later, the product looks more like chat, but everyone inside still calls it email and customers are confused. Because nobody chose 'email' on purpose, nobody knows how to reposition. Most products could be positioned in a dozen markets if you looked with fresh eyes.

	Win an underserved slice, then push outward.
Most successful tech companies dominate a subsegment too small for the leader to care about, then creep toward the leader. Salesforce started with small businesses that had no IT department, selling 'no software' cloud CRM. Dunford was at Siebel then, and Siebel shrugged: 'We sell great big million-dollar enterprise deals.' Investors want a billion-dollar addressable market. But to close your first five or ten deals you must be the best at something, so tell investors the long-term story and win the niche first.

	In B2B, the granddaddy of emotions is fear.
The average B2B deal has five to 11 stakeholders. The buyer can't tell the boss 'I liked the vibe.' The case has to be made on making money or saving money. Fear of looking bad or being fired is why incumbents win: nobody gets fired for picking Salesforce, which has double the market share of its nearest rival. Advocating for something new has a huge downside and little upside — unless your job is transformation, as with today's 'figure out AI' mandates.

	The scariest competitor is 'no decision.'
Matt Dixon's The JOLT Effect analysed 2.5 million recorded sales calls during COVID lockdowns. It found that 40–60% of B2B purchase processes end in no decision. These buyers didn't choose to stay with what they have. Everything looked the same and they couldn't decide confidently, so they told the boss 'let's look next year.' Vendors pitch 'why pick us' when the real question is 'why pick us over the other guys?'

	Talk about why the features matter.
Dunford breaks positioning into components: competitive alternatives (what customers would do if you didn't exist), differentiated capabilities, the value those capabilities deliver, and who cares a lot about that value. Messaging comes last. Technical teams assume buyers can translate a feature into value, but they often can't. Even megapixels had to be taught once.

	Sales stories should map the whole market.
The hero's-journey arc leaves out competitors. Dunford's pitches open with how the company sees the market differently. Then they lay out the alternative approaches with their pluses and minuses, and ask whether the product fits. Half of B2B buyers have never bought a product like yours before, and that's what helps them decide confidently. Postman did this with its 'API-first world' point of view and even a graphic novel on its homepage.



Examples
	The double chocolate salted caramel muffin.
In line at Tim Hortons at 8 a.m., Dunford watched a man order what is really cake. Called a muffin, it competes with bagels and doughnuts at $1–2 instead of tiramisu at $10–15, and it's socially acceptable for breakfast. Same product, different context.

	Jana Systems: 'CRM for investment banks.'
Jana had $2 million in revenue and six customers against Siebel's $2 billion and 400. Customers asked how Jana was better, and the honest answer was that it wasn't. Its one uncopyable feature drew 'what do we do with that?' Then an accidental investment-bank deal revealed the feature's value there. Jana repositioned, and with two banks it was 'king' of the niche. The plan ran from retail banking to insurance to financial services, then all of enterprise CRM.

	The database nobody needed fast.
A bank query that ran all weekend took seconds on a patented database. Repositioning from 'database' (against Oracle) to 'data warehouse' improved first calls. But most banks didn't need weekend answers sooner. Only customer-service use cases did, at about 10 companies worldwide.

	Listening in on first sales calls.
As VP of marketing, she judged positioning by prospects' confused faces and 'back it up'. Other warning signs were 'so you're just like Salesforce' or 'couldn't I do that with a spreadsheet?'



Other relevant
	Skip the grandmother test.
A product for airplane mechanics only needs to click with airplane mechanics; measure how quickly new prospects 'get it.'

	Positioning is cross-functional.
Product, sales, marketing, customer success and support set it together; marketing stewards it. Fake category creation usually backfires.

	B2B isn't Liquid Death.
Consumer-goods marketing theory breaks down when selling a million dollars of middleware to a committee afraid of being fired.




Bryan Johnson: The Five Science-Backed Habits For Longer Living

Guest: Bryan Johnson · 2024-02-20 · 1:20:51

https://www.youtube.com/watch?v=xpvOhgoKrg4

Keypoints
	He fired 'Evening Bryan.'
Bryan Johnson binge-ate for years to soothe a decade-long depression. He had failed a few hundred times at saying 'tomorrow I'll start.' Then he named the culprit: the version of himself who ran his mind from 5 to 10 p.m. — tired, fighting fires, looking for relief. He doesn't think Evening Bryan is a bad guy, just someone seeking relief from a burden, and he 'fired' him. Blueprint, his longevity protocol, is built on the premise that an algorithm can take better care of him than he can. It sets his bedtime and his food, and his mind can't add an impromptu brownie at lunch.

	Decide which version of you is in charge.
Johnson treats himself as dozens of biochemically different people: Morning Bryan, After-Workout Bryan, Dad Bryan. Does 10 p.m. you, who sets the 6 a.m. alarm, have authority, or does 6 a.m. you, who wants the snooze button? Left alone, the present self always wins at the expense of the others. His sequence is: find a big motivating goal, separate out your selves and assign authority, then use tactics like pairing habits with cues. He now says he almost never behaves in ways he regrets.

	Make sleep your number one priority.
His advice for anyone depressed starts with deep empathy — he says wanting to die can feel rational from the inside, and 'get over it' only isolates people. Then come baby steps. Sleep first, because good sleep raises energy, motivation and willpower. Then a daily walk, a few good foods and a few fewer bad ones, until the flywheel turns. At his brain-interface company Kernel, scans of his own brain showed less willpower after nights with less REM and deep sleep.

	He eats his last meal around 11 a.m. for one reason: sleep.
He goes to bed at 9:30 on the dot and wakes without an alarm between 4:30 and 5:30. He logged eight months of perfect sleep on his wearable. With digestion finished by bedtime, his resting heart rate sits around 46 and he sleeps perfectly. Eating at 5 or 6 p.m. pushes it to about 56, cuts REM and deep sleep by roughly 50% and adds about 35 minutes awake. Bread, pasta, rice, flours, fried food and sugar also raise it. He gave up a daily three ounces of red wine because even a noon glass can show up in his sleep.

	Five 'power laws' get you a life expectancy of about 92.
Don't smoke. Exercise six hours a week, mixing strength, flexibility and cardio. Eat a Blueprint-like or Mediterranean diet. Keep BMI between 18.5 and 22.5. Limit alcohol — he recalls the guideline as roughly one to three glasses of wine a week. He says sleep is emerging as a sixth power law as measurement improves. His team graded the health-span and lifespan literature by effect size; hot and cold exposure didn't make the cut for longevity.

	His biomarkers benchmark against 18-year-olds.
He uses 18-year-olds because strength-to-weight ratio and VO2 max peak at that age. He reports cardiovascular capacity in the top 1.5% of 18-year-olds, bone mineral density in the top 0.2% of 30-year-olds, and a bench press in the top 10% of 18-year-olds. He trains about an hour every day with no rest days, using high-rep work rather than heavy weights. He says he got sick over a break for the first time in three years. The goal is to rejuvenate each of the body's 70-plus organs, measured by biological rather than chronological age.

	Money scrambles people's reality.
He grew up poor. His mother sewed his clothes, and in third grade he worked the lunch tables to cover $25 a month of cafeteria money. He had no money until he sold Braintree at 34. He says nearly half of the people close to him since then have done something unambiguously bad to him, sometimes illegal. His advice for a sudden $500 million: change nothing for 6–12 months, expect everyone to want something (even bigger wedding gifts), and define what the money is for or 'money will run you.'

	'Don't die' as a philosophy for the AI era.
Intelligence is improving faster than we can model, so he says the only thing he knows for sure is 'don't die.' That means don't die individually, don't kill each other, don't kill the planet, and align AI with the same goal. Aligning his 35 trillion cells is, to him, the same goal-alignment problem we face with superintelligence. It's the most-played game on Earth: we breathe every two seconds and look both ways before crossing the street.



Examples
	The dinner-party thought experiment.
He asks around a dozen guests whether they'd accept an algorithm that cares for them better than they can. Most recoil. Then he asks how the 25th century would judge their answers, and what might make today's norms unintelligible. Over about two and a half hours, most end up saying 'I get it.'

	Plasma for his father.
He did six monthly plasma exchanges: his son gave plasma to him, and he gave plasma to his father. He saw no effect in himself, but his 71-year-old father's speed of aging slowed by the equivalent of 25 years, and it held for six months. He compares it to organ donation.

	The family 'Z.'
Genetically narrow jugular veins mean slouching restricts blood flow from his brain. His son's robot impersonation became shorthand: anyone slumping over a phone hears 'Z' and straightens up.

	A surgeon's 10% estimate.
Shane Parrish recalls a heart surgeon telling him only about 10% of patients change their lifestyle. Patients changed more when surgery meant broken ribs and big scars than they do with half-centimetre incisions.

	Kahneman's phone rule.
Daniel Kahneman never says yes on the phone. Shane borrowed the idea of a fixed rule: once he had to exercise every day, the daily negotiation with himself vanished.



Other relevant
	Biographies as time travel.
His favourite is Charles Seife's biography of zero — an idea that took humanity thousands of years to find, and then to grasp.

	Quantitative thinking came late.
Raised in a rural religious community, he met his first engineer in his 20s. Gary Becker's numerical essays showed him the world could be understood mathematically.

	He enjoys the hate.
'Depression was a much better troll than anyone online.' He's grateful to be alive after ten years of wanting not to be.




Dr. Becky Kennedy: The Parenting Secrets That Will Make Your Kids Love You When They're 14 and 40

Guest: Dr. Becky Kennedy · 2024-02-06 · 1:51:31

https://www.youtube.com/watch?v=_TREQI5G7v0

Keypoints
	A boundary is something you tell someone you will do, and it requires nothing from them. Everything else is a request.
'Please be home by 7 for dinner' is a request, because its success depends on the other person. A boundary sounds like: 'If you're home by 7, I'd love to cook together. If you get home at 9, you'll probably find me with a bowl of cereal, reading in bed.' Either way you have a path within your control, so resentment doesn't build. Said warmly, it's not a threat. It tells someone what you need to keep feeling good in the relationship, which invites closeness.

	With screens, set boundaries you can enforce rather than relying on kids' willpower.
'You can play Fortnite for X minutes, then turn it off' sets everyone up for failure, because games are built to absorb you. Instead: 'If you're still playing, I'll come in and turn it off. Let's set a five-minute warning so you're not mid-game.' Or use parental controls that shut the device off. Kennedy says neither kids nor adults can self-regulate with phones, and that changes which interventions make sense.

	Get on the same side of the table before you say anything.
In conflict you either see the other person as the problem, or sit beside them looking at a shared problem. The mindset beats the script, because people feel adversarial intent. Your own words are a clue: 'he doesn't respect me' versus 'I miss him; he's overloaded at work'. When she asked her 12-year-old what got in the way of picking up his towel, he said he never even saw it, then suggested a Post-it on his door. He now picks it up 'massively more often'.

	Teens are explorers, and explorers need a home base.
Adolescence means forming an identity by separating from parents, and most teens overshoot by rejecting even sensible rules. What separates an explorer from a nomad is a home base to return to. Parents shouldn't 'take the bait' of 'get out of my room' and withdraw. But always being there has costs too: Kennedy says her ever-present mother, who'd drive over a forgotten lunch, made it harder for her to learn self-trust.

	Confidence is self-trust, not feeling good about yourself.
When a child says they're the only friend who didn't make the football team, parents rush to a 'sunnier bench': 'but you made varsity basketball!' That teaches the child the feeling is wrong and too much even for the parent. Instead, sit beside them on their bench. Everyone will face disappointment, and how we cope as adults is wired in childhood.

	Kids shirk responsibility when a bad outcome feels like a verdict on who they are.
A child who thinks 'a 70 means I'm stupid' can't bear that, so they blame the teacher. Shame is behavior collapsed into identity, and it acts like a freeze response, so lecturing can't get through. Lower the shame first: 'Ugh, I hate when that happens', or a story about a similar test from your own childhood. Once a child feels like 'a good kid who got a bad grade', they can take responsibility. Lead with connection because it works, not because it's soft.

	Your anxious inner voices are passengers; keep them out of the driver's seat.
Imposter syndrome, 'it's all my fault' and 'everything will go badly' ride along with all of us. Mental health isn't throwing them out of the car. It's talking to them: 'Oh, there's the I-messed-up-my-kid-forever voice again. Hi. You can stay in the back seat.' Once you're in a relationship with a part of yourself, it can't take over.

	Regulate emotions with AVP: acknowledge, validate, permit.
Acknowledge ('hi, annoyance' or 'I'm about to explode'), validate ('that makes sense, whining is annoying'), permit ('I give myself full permission to feel this'), and optionally add 'and I can cope with it'. Curiosity about what's happening inside you replaces 'what's wrong with my kid'. Practice in calm moments with a random daily phone reminder, the way you'd practice free throws before the NBA finals. A stranger once stopped her in Times Square to say AVP had changed his life.

	Repair is the most important relationship skill, and it starts with repairing with yourself.
After a blowup, a child alone has only two coping tools: self-doubt ('did that really happen?') and self-blame. As psychiatrist Ronald Fairbairn put it, 'better to be a sinner in a world ruled by God than to live in a world ruled by the devil'. Events don't harm kids as much as the stories they encode. Kennedy sits on a closed toilet lid, holds up two hands, and says: 'This is who I am; this is what I did.' Then she names what happened, takes responsibility ('it's never your fault when I yell'), and says what she'll do differently.



Examples
	Three lines to memorize
When someone shares something painful, say: 'I'm so glad you're telling me about this.' Then 'I believe you', which validates without agreeing. Then 'Tell me more.' And then nothing more is needed. Shane notices the three lines mirror AVP.

	Replacing 'I'm sorry you feel that way'
Shane admits he uses the phrase to avoid accountability when he disagrees. Kennedy reframes a partner's complaint, like going two days without texting while traveling, as a 'bid for connection'. 'I disagree' usually means 'I wouldn't feel that way', and you don't need to agree, only to get curious.

	The pilot who lands in Denver
Parents can change rules at any time, just as a pilot diverts despite groans from the cabin. Her script for a 17-year-old: from tomorrow, the phone goes in a box until homework is done. 'Not because you have bad willpower', and 'if you're mad, it's still happening'. Record yourself reading it, and rehearse with a partner playing your teen as 'emotional vaccination'.

	Would you do it to an adult?
If her husband said 'you have a listening problem, I'm taking your phone' because she didn't fetch him water, it would look like gaslighting. People cooperate because they feel close. Fear wired next to love teaches kids to seek fearful relationships, and rewards make the relationship transactional.

	The 14-year-old who stopped going to school
His parents had spent years on time-outs, sticker charts and power struggles, and so 'missed out on 14 years of having a relationship with him'. Real repair started a different trajectory.



Other relevant
	Let natural results teach
When her son forgot his swimsuit, she didn't drive it over. 'Age does not teach skills': as long as you do the remembering, your kid won't.

	Watch your own unlived dreams
Parents bring old insecurities to the sidelines. Andrew Solomon's Far from the Tree: there's no such thing as reproduction; parenting means being 'forever cast into a relationship with a stranger'.

	Success is living in line with your values
Doing that depends on emotional regulation, strong relationships and curiosity about why we act as we do.




Tom Gayner: Lessons That Every Investor Needs to Learn (Audio)

Guest: Tom Gayner · 2024-01-23 · 2:06:52

https://www.youtube.com/watch?v=vRXW9FUxfjU

Keypoints
	Do things for customers, not to them.
Tom Gayner, CEO of Markel, traces this to his Quaker roots: all people are equal, so you charge everyone the same price. R.H. Macy, a Nantucket Quaker, came to New York selling dry goods at fixed prices. Because his prices were the same for everyone, he could print them in newspapers, which gave Macy's a head start of 100-plus years. Gayner saw the same principle in CarMax's no-haggle used cars. Cycle time matters too. A grocer you visit weekly has every incentive to be fair. A car dealer you see every seven years historically didn't, which is exactly why fixed-price car buying was such an opportunity.

	Always ask what you're not doing.
Munger and Buffett say mistakes of omission dwarf mistakes of commission, yet nobody keeps a spreadsheet of them. Gayner's children grew sick of hearing at dinner, 'If we do that, what are we not going to do?' At Markel, if a colleague notes that holding one stock means not buying another, that's a legitimate discussion. The alternative isn't 'X or Y'; it's X versus everything that isn't X. He borrows one CEO's line that his firm isn't a 'no' company but a 'not yet' company.

	Judge process, not short-term results.
Gayner cites Annie Duke's term 'resulting': winning a hand doesn't mean you played it well. Buffett's favourable coin flip only works when you flip it a thousand times, so size your bets to survive. With people, err on the side of staying too long, give a longer leash, and go positive and go first. Occasionally someone will take advantage of you once — 'if you deal with them over and over again, that's your mistake, not theirs.' He's been married 42 years and has 'never really looked at the marriage license.'

	He nearly quit investing in the dot-com bubble.
After strong results from 1990 to about 1996, Gayner had two and a half years of the worst underperformance of his career. He's an accountant, and he struggled to see how unprofitable companies could command such prices. He thought about dental school. At a two-week Northwestern course, a professor ran a Gap discounted-cash-flow model assuming 20–50% growth for years and wouldn't budge. Gayner walked out to watch a Cubs game in the lounge. Minutes later another attendee walked out too — John Fox, now a friend of 25 years and a long-term Markel shareholder.

	Stay positioned so circumstances never decide for you.
Put Warren Buffett in a spot with only bad options, Gayner says, and he won't make a great decision either. So everything at Markel, and in his personal life, is designed around low leverage and good options. He's a 'satisficer, not an optimizer': move from satisfactory outcome to satisfactory outcome and stay in the game, because any number multiplied by zero is zero. A friend's line: value investors get the last laugh but miss a lot of laughs in the interim.

	Leverage reveals character.
Shelby Davis's advice for buying whole companies: if you want to avoid a business run by a crook, buy one that doesn't use leverage. Crooks don't steal their own money. On the other side, when Disney issued 100-year debt at about 5⅝%, Gayner saw it as fixed-cost equity — 'use all the debt they will give you.' His bankers said nobody knew Markel. He jokingly proposed buying Eskimo Pie, then worth about $20 million, and renaming Markel so it could sell 'Eskimo Pie bonds.'

	Interest rates are a curfew.
His first mortgage in the early 1980s was at 14–15%: a 6 p.m. curfew, and every spare penny went to paying it down. As rates fell, the curfew got later. Zero rates meant no curfew — and, as a comedian joked about ATMs after midnight, nothing good happens then. Every idea got funded with no sense of opportunity cost. He offers Dollar Shave Club as one example: he doesn't think it ever made much money, yet Unilever felt threatened enough to buy it for a big sum.

	Rarely sell, and do more of what works.
The tie goes to the holding you already own. Unrealized gains are effectively a loan from the government, so a replacement must be compelling enough to justify reinvesting only 60–80 cents on the dollar. He bought his first Berkshire share in 1990 and his first Markel shares at the 1986 IPO, and has kept buying both at higher prices. That takes setting aside your ego and accepting what the universe hands you.



Examples
	The RJR bond that got him hired.
The day Drexel Burnham collapsed in 1990, RJR pay-in-kind bonds traded at about 30 cents on the dollar. A recent tax law made them unattractive to most individuals. Steve Markel had interest-expense carryforwards that made them ideal for him. By December they'd paid off in full, and Gayner started at Markel soon after.

	Selling 99% within 20 minutes.
Markel closed its purchase of Terra Nova on March 1, 2001. Gayner sold almost all its NASDAQ-heavy equity portfolio within 20 minutes of getting his hands on it, days before NASDAQ's March 9 peak, saving hundreds of millions.

	COVID's correlated losses.
Event-cancellation cover for Wimbledon, the Tokyo Olympics and weddings looked diversified until one pandemic hit it all. Markel lost $118 per share in that quarter, its worst ever, and Gayner sold about 20% of equities — in hindsight not optimally timed, but he'd do it again.

	Steve Markel's monthly sentence.
For 18–24 months of underperformance, Steve ended each review with: 'I understand what you are doing and why, and what you are not doing and why. See you next month.'

	Monopoly money at the Waffle House.
His public-defender daughter described a hungry client who paid with Monopoly money: 'My clients are Zen masters of the right now.' It's a reminder that long-term thinking is a luxury.



Other relevant
	Let it go.
When a driver sideswiped their rental car in Florida, he stopped a colleague confronting him: the bumper is a certain cost; whether 'that guy has a gun' is not.

	EBITDA is a 60% map.
It's fine for radio stations, misleading for oil or steel. Disney World admission has compounded faster than oil since 1974.

	Autonomy reduces fragility.
Markel's roughly 20 businesses keep separate IT systems, and incentive pay is based on five-year rolling averages.




The Non-Verbal Expert: These Behaviors Tell You Everything You Need to Know About Someone

Guest: Blake Eastman · 2024-01-09 · 1:37:37

https://www.youtube.com/watch?v=YrMiKxPV_Ig

Keypoints
	Reading people starts with mapping how wrong you are.
Blake Eastman says everyone carries a mental model of behaviour built from past interactions, pop science and cultural biases. Before you can get better, you have to see where that model fails. The next step is behavioural awareness: noticing shifts rather than rushing to assign meaning. A head nod, for example, is usually just social coordination — 'I'm listening' — not proof of interest. Only by watching someone's nods over months could you tell genuine interest from politeness. He says the real work is video work: breaking a 20-second clip down frame by frame until people see where their snap judgments came from.

	Know whether you're a literal or a contextual reader.
'Shane, how are you?' can be said three ways. Some people hear no difference; others over-read every tonal shift. Eastman is the second type: his team isn't allowed to send him a one-word reply, because a bare 'yes' reads to him as anger. He needs a 'yes' plus an emoji or GIF. Clashes in organisations often come down to hyper-literal and hyper-contextual people misreading each other. That's why he likes personal 'operating manuals' that lay out your quirks up front.

	Trust lives on a bell curve of expected behaviour.
Behaviour far outside what society expects reads as untrustworthy: eyes darting constantly, or staring dead-on while recalling an emotional memory, when glancing away first would look more genuine. Eastman aims for conversations three standard deviations to the right — topics people rarely discuss — with behaviour that matches the interest. Trust triggers are also personal. One executive never trusted anyone who didn't shake his hand first, because his father taught him that at 12.

	Most people only update when shown they were wrong.
In training, he has executives predict someone's behaviour, then reveals they were completely off and why. After enough of those misses, they start questioning their lens. Leaders often don't see their own impact. One loves a direct report but delivers feedback that rips them apart. His fix is the funeral exercise: imagine everyone you've worked with at your funeral. What stories do you want told? Then he holds you to behaviour that matches.

	Record yourself — and record your audience.
Arguing couples remember the same event wildly differently, and video lands 'somewhere in the middle.' He says the observer effect fades in about ten minutes. For three years he recorded the audience at every third presentation he gave. 'How did my presentation go? Let's see the audience.' His coaching starts by getting people as comfortable as possible, because people are reliably at their best when most at ease. Only then does he layer in technique. Without work video, he suggests recording yourself with a friend who shows unconditional positive regard — that's how you should be at work.

	On dates, tell stories rather than ask questions.
In 2008, Eastman paid Craigslist volunteers $50 each for 30-minute recorded dates in a New York restaurant and got about 300 applications. The dates that looked best to viewers weren't the best. The slightly awkward ones with more depth produced deeper connection. Viewers also projected their biases: when the woman was more conventionally attractive, they assumed she wasn't interested. A story like 'the craziest thing just happened' creates far more threads of connection than question-and-answer. He warns against 'performance storytelling,' as opposed to telling a story the way you would to friends.

	Expose bluffers with fake information.
Deception is the hardest non-verbal problem, and he doubts any system will reliably detect it. With academics he suspects are bluffing, he invents a study — say, a 'Dillington study' from 2014 — and asks about it. When someone claims to have read it, he doesn't call them a liar. He notes that they'll trade accuracy for looking informed. Real experts say 'I don't know,' and volunteer, unprompted, when they've been wrong.

	Machines will read behaviour, judged by perception, not meaning.
His first big study involved 70 people manually coding 550,000 blinks, at a cost of maybe a quarter of a million dollars. Now his systems do it automatically. His company Behavioral Robotics maps facial wrinkles and movement against every spoken word. It can flag when someone shows little facial reaction at a moment that called for it. He's noticed exactly that since his father died of ALS two weeks ago, with people who don't react when told. The goal is to reveal blind spots, not to push people toward normal.



Examples
	The cheater on the double date.
Within minutes Eastman was '100% confident' a new acquaintance was cheating: a predatory, lingering gaze at passing women and hints testing whether Eastman was 'one of us' — he knew about a certain poker game.

	His uncle's divorce test.
Couples who talk only in transactions — groceries, diapers, errands — and never ask each other questions are a huge red flag. Eastman says it has predicted every divorce, and it's let him check in with friends early.

	The J.Crew pants.
Teaching at CUNY, he wore the same pants daily and worried. A month in, he asked 140 students what hadn't changed about him. One noticed — a J.Crew employee. No one cares as much as you think.

	'I need a nose job.'
After one of the flattest presentations he'd ever seen, he played a client her video. Her first comment was about her nose, not her delivery — that's where our attention goes.

	The Rockefeller method.
From Titan: Rockefeller asked why workers used nine or ten pieces of tar on each oil barrel and had them test how few would do. Each quarter Eastman asks where he's using more than he needs, such as SaaS bills that can be renegotiated.



Other relevant
	Ask predictive questions.
'Would you invite this person to dinner with your closest friends?' gets honest answers where 'rate them 1–10' doesn't.

	Five passages per book.
A professor's only assignment was five highlights and why they matter. Eastman still uses colour-coded Kindle highlights.

	Make it about others.
Like carrying the crew's stands in unasked: you can never measure the return on a social interaction — just don't expect one.




The Art of Failure: The Unexpected Path to Success (Audio)

Guest: Gio Valiante · 2023-11-14 · 0:54:58

https://www.youtube.com/watch?v=9tEcdIIb5_o

Keypoints
	Failure is woven into success — the question is how to fail.
Performance psychologist Gio Valiante says success and failure aren't opposites. Failure is woven into the fabric of success, so the useful question is how to fail in ways that build skill and belief. It's like teaching a child to fall on skis so they don't get hurt. To predict how someone will react to failure, don't look at the reaction. Go back to the beginning and ask why they do what they do.

	Mastery orientation versus ego orientation.
Research on achievement goals sorts people into two buckets. Mastery-oriented people are curious and intrinsically motivated; they love the problem and the practice. Ego-oriented people want to beat others, prove something or manage their image. He says children love learning until about third grade — when grades arrive. When mastery-oriented people fail, they get curious, like Edison calling the light bulb 'an invention that simply required a thousand steps.' When ego-oriented people fail, they feel embarrassed.

	Embarrassment is the toxic emotion that makes people underperform.
Valiante ranks humiliation as one of the most painful human experiences, second only to the grief of losing a child. Embarrassment floods the body with cortisol and adrenaline and distorts perception, so you see threat instead of opportunity and stop taking risks. Twenty years later you wonder where the time went, and so does everyone who thought you could have been better. His first agreement with every client: take embarrassment out of the equation, because the brain will anticipate it and put you in a 'psychological straitjacket.'

	Incentives can kill the love of the game.
He cites Born to Run's argument that marathon times got slower once Nike contracts arrived and runners ran for the reward. He also tells a parable. An old man whose garden kept getting trampled by neighbourhood football players paid the kids $5 a week to play, then stopped paying — and the games ended. Praise, approval and money are fine, he says, but the order matters: love of the craft first, then enjoy what comes with it.

	Choose your mirrors and pre-decide your reactions.
To move a client from ego to mastery, Valiante starts with why, then picks three or four people the client will actually listen to — people who love them, observe accurately and tell the truth. Most of us over-index on what an imagined 'they' think, when people form opinions carelessly. Then they rehearse reactions to failure on a ladder of five: embarrassment, anger, acceptance, humour, and ultimately curiosity. Accepting a miss and laughing at it avoids the toxic chemistry entirely. He calls sense of humour one of the greatest tells of psychological health.

	When effort is commoditised, judgment is the edge.
At the far end of the curve, everyone works hard and everyone is persistent. The advantage becomes knowing when to quit a bad bet, when to rest, and when to fold. At the top of Bloom's taxonomy of thinking — above knowledge, comprehension, application, analysis and synthesis — he puts judgment. After back-to-back visits with Bills coach Sean McDermott, golfer Jordan Spieth and hedge-fund manager Steve Cohen, he realised they were all having the same conversation. That conversation is humility, endless testing, work ethic and flow.

	The best combine humility with conviction.
Valiante says almost every success book is already in Aristotle's Nicomachean Ethics. Top performers believe in their path but readily admit they don't know, so they keep testing and risking. Tiger Woods rebuilt what experts called the greatest swing in history, in a spirit of kaizen — continual improvement. Peter Buck of R.E.M. recorded an album on mandolin rather than repeat the formula. The ability to 'play the shot that you see' means trusting your own vision. And when you're afraid, stare at it: go eyeball to eyeball with the fear rather than letting life bully you.

	Press an advantage only after checking your why.
Pressing at the wrong time usually comes from impatience or frustration. An investor with a 10% mandate who is up 5% in a quiet market forces a low-probability trade and loses their job. Desire powers innovation, as in Adam Smith or Ayn Rand. Left unchecked, he says, it drives most cognitive errors. He points to Tiger Woods: the desire behind his greatness also fuelled the decisions that blew up his marriage and the injuries from refusing to stop. Map your edge, decide what losses you'll tolerate, and notice if a loss would rattle your future decisions — 'that's your tell.'



Examples
	The NBA free-throw gap.
One player shot about 85% from the line in practice and in the 50% range in games, because he cared what people thought — what sports calls having 'rabbit ears.'

	'You want me to suck and enjoy it?'
A PGA Tour golfer had gone seven or eight years without a win. Once he started accepting bad shots instead of beating himself up, his swing loosened — and he won about two weeks later. Valiante later spotted him laughing with his caddie mid-round.

	Tiger played against history.
Jack Nicklaus said he played better trailing. Woods is the only golfer Valiante knows who played better with a lead, because he was always chasing Nicklaus's record — like a greyhound chasing the rabbit.

	Two houses, two jet skis.
In his early 30s he had a PhD, a professorship, a bestselling book and two of everything. A friend said he must be so happy. He realised he wasn't — his possessions were starting to own him.

	Friday beers with the mechanic.
The man who fixes his car can repair any engine on Earth, and nobody knows. Valiante spends Friday afternoons hearing his stories of growing up in the Deep South.



Other relevant
	Watch out for headwinds at home.
A spouse or boss who takes satisfaction in your failure can cancel out every other advantage. Have trusted people audit your setup.

	Do more of whatever puts you in flow.
Time disappears and hard things feel easy. If it's healthy, that's your signal to do more of it.

	'No money fun.'
Borrowing from Mike Myers, Valiante finds his happiness in active, cheap things — range balls, books, workouts and people.




Beyond Luck: The 5 Sources of Advantage You Need to Win (Audio)

Guest: Gio Valiante · 2023-10-31 · 0:53:43

https://www.youtube.com/watch?v=q6f0rtpXPiM

Keypoints
	There are five main ways to win, and raw talent is only the first.
Valiante's framework, drawn from 15 years as a sports psychologist on the PGA Tour and thousands of hours coaching hedge-fund investors, is: talent, effort, a differentiated perspective, process, and hiring well. Talent looks like Rory McIlroy, whose swing at six is the swing he has today, or Eddie Van Halen picking up his brother's guitar and playing licks Alex had worked on for weeks. But about 140 players tee off at a PGA Tour event and the most talented doesn't win every week. The other four routes are how everyone else competes.

	At the extreme top, work and hobby fuse, and people come to love the boring parts.
Psychologists often tell people to keep identity separate from work, but at the top hundredth of a percent the two tend to blend: Kobe Bryant, Bode Miller, Kelly Slater, Newton, Einstein. Valiante says Steve Cohen ran his high school investing club and, over roughly 10,000 trading days, took four off, all because he was in the hospital. Valiante calls the key shift an 'inversion': you start to love the hard parts. Tiger Woods practiced three-foot putts for so long that he wore lines into the grass. Swimmers who drill flip turns do the same. Talent plus the most effort, as with Michael Jordan, becomes legendary.

	A differentiated perspective lets you win by seeing the same game differently.
Valiante sees the Big Dipper; Van Gogh saw Starry Night. In college football, he says, Nick Saban treats the game as an arms race for talent, Steve Spurrier as a game of space (throw into open field and let the receiver run under it: 10 SEC titles despite never having top recruiting classes), and Urban Meyer as a foot race where every position must love to run. Bode Miller skied by 'feeling speed in my feet', not technique. In markets, some investors win with a high hit rate and equal-sized bets. Others are 'sluggers' who are often wrong but size up heavily when they spot a great idea.

	Process guards against variability and frees your mind to think.
'We are what we do every day.' Consistent waking, eating and exercise, like a pilot's pre-flight checklist, hand routine work to automatic habit during cognitive overload, so attention is left for real decisions. A consistent process also tells you where to look when something goes wrong. If you aren't the smartest and there's a limit to how hard you can work, Valiante says, you can still design a life of 'wash, rinse, repeat'.

	The fifth way, common in business, is hiring and managing well. Luck is real but not a strategy.
He says no one would call Citadel founder Ken Griffin a prodigious trader, yet he built 'the ultimate meritocracy' by hiring the best person at each position to cover his own gaps. Luck is a sixth path: flip a coin five million times and you'll see long streaks of heads, and some lives simply land on heads. Valiante leaves it out of the five because you can't plan on it.

	Discipline is changeable. Start with behavior, go all in, and allow no exceptions.
Separate fixed traits (personality, mostly IQ) from malleable ones, and stop trying to fix the unfixable, a mistake he often sees in marriages. 'Discipline' comes from 'disciple', a student, so self-discipline means being a student of yourself. Change behavior first, because 'behavior is a cause of behavior' (Albert Bandura). Old habits are 'ruts long traveled'. Following William James, don't let an exception happen until the new habit is rooted: no celebratory pizza after a healthy month. Like the recovering alcoholic 20 years sober, keep working at it a little every day.

	Change the environment and you often change the person, no willpower needed.
Thinking happens in a place ('situated cognition'). Howard Gardner told him nature and nurture are each more important than we think. A casino has no windows or clocks, swaps money for chips, serves free drinks and plays chosen music, so disciplined people walk out at 5 a.m. asking what happened. 'If you want to be somebody else,' Valiante says, more often than changing your mind, 'change your environment' and the people around you.

	Talent hotbeds run on 'primal cues', and comfort tends to breed fragility.
Drawing on Daniel Coyle's The Talent Code, he notes that places producing outsized talent (Russian tennis, South Korean women's golf, Dominican baseball, Brazilian soccer) are rarely comfortable. The message is 'there's no plan B', which sharpens focus and speeds up skill-building. His exam question for students: why has no golfer from an elite club he names made the PGA Tour, despite the best coaches and new balls on perfect grass? Comfortable formative years leave people without the grit for when the game gets hard.

	Resilience comes from normative failure. Overprotecting children makes them fragile.
'When failure is the norm, resilience becomes second nature': a boxer's bones strengthen, Mount St. Helens grew back into a thriving ecosystem, foresters run controlled burns, and the lotus grows from muck. He cites Erik Erikson's warning that overprotection robs children of their lives. Often he's 'the last phone call', after a golfer has fired his caddie and coach. Crisis strips the ego away and frees people to create, as Steve Jobs described after being fired from Apple.



Examples
	The Fearless Golf routine
In 2002, asking golfers who they competed against got five different answers, which meant no constant. His routine covered before, during and after the shot, roughly 'pick a target, make a fearless swing, let it go', in 20 seconds, then repeat. It contributed to about 50 wins. Urban Meyer teaches 'seven seconds of greatness' for each of 60–70 plays.

	The boy who kept getting in trouble
Sitting unnoticed at the back of the class, Valiante saw the teacher had seated the boy between two best friends he messed around with. Moving him to the front fixed his behavior.

	Parenting as a vanity project
Parents yelling at their kids at the club are often embarrassed for themselves, and children feel it. Love means time, honesty and taking things away even when it's inconvenient. You've succeeded when your kid says, 'I got this.'

	Confidence predicts persistence
In a study he describes, students rated their confidence on 20 math problems. The confident ones kept reworking hard problems and solved more. Persistence, not ability, predicted their scores. Following Carol Dweck, praise effort rather than intelligence.

	Shane's eight extra advantages
Shane adds patience, the ability to withstand pain (financial, emotional, social), temperament, the right partner, energy, curiosity, luck, and positioning: 'everybody looks like a genius in a good position.'



Other relevant
	Delayed gratification pairs with resilience
Valiante says both outrank raw ability over a lifetime. Teach both and your kids are 'pretty well set up'.

	Wealth has its own pathology
He's writing a book called Rich and Miserable: abundance often comes with anxiety, depression and drug abuse, and a smooth path leaves kids fragile.

	Habits set early last
The earlier discipline enters someone's habits, the more likely it lasts. Later in life, go all in the moment you decide to change.




Jerry Colonna: How to Reboot Yourself

Guest: Jerry Colonna · 2023-10-17 · 1:55:56

https://www.youtube.com/watch?v=E8kuQdZgNn8

Keypoints
	Hitting every external goal can leave you hollow if the shell was built for other people.
By about 38 or 39, Colonna was a successful, wealthy venture capitalist who had done everything he was supposed to—and was depressed enough to want to die. He felt ‘hoodwinked,’ though no one did it on purpose. He had walked around in a shell tailored to other people’s projections. His skills, intellect and work ethic showed through, but he wasn’t doing what he was put on Earth to do. A long gap between inner and outer self, he argues, breeds depression.

	We shapeshift for love, safety and belonging, and pass it down.
From school and family we attach identity to roles: the peacemaking youngest child, the early-parentified kid, the straight-A student, the athlete. One client said, ‘I was bred to make my family members feel better.’ Children who shapeshift to soothe a depressed father or anxious mother tend to pass the pattern to their own children, so changing it means breaking a lineage. It’s never too late. In a Buddhist teaching, waking up in the last minute of a 20-minute meditation still counts as a wonderful session.

	Ask: how am I complicit in creating the conditions I say I don’t want?
‘Complicit’ is deliberate: an accomplice in the bank job, not the one robbing the teller. The non-intuitive follow-up is: what’s the benefit to me? A CEO of 15 complained that nobody worked as hard as she did. Colonna asked who hired them and what she got from being in charge; she grinned: ‘I’m the boss.’ Until you’ll risk what the pattern protects, nothing changes. Being seen as a financial wizard had overcome decades of feeling poor, so he ‘had to be willing to be poor in order to be free.’

	Name what a pattern does for you before judging it—most were built to keep you safe.
Shane said his public persona, Farnam Street, works as a protective shield. Colonna warns against the urge to self-criticize on spotting such a front: ‘I’m such a bad person’ is just another front, guarding the core issue. Curiosity, not shame, is what transforms. Tracing Shane’s fear of wasting people’s time, he noted that an embryo has no shame. It was learned somewhere along the way, and the feeling was as old as Shane could remember.

	Running on negative fuel works—until it hollows you out.
Shane framed a commenter’s jab that he was ‘enjoying his 15 minutes of fame’ and used it as motivation, while praise slid off ‘like a fried egg’ from Teflon. Colonna sees catastrophizing as a family survival strategy common among descendants of immigrants, pogroms and famine: relax and something bad will happen. Imagine still being unable to take in the good at 84 on your deathbed. Shane’s word for it was ‘hollow.’ As Josh Wolfe says, chips on shoulders put chips in pockets. But the goal is equanimity, so mistakes bring remorse and learning without risking self-worth.

	‘Enough’ is the antidote; reaching for the stars replaces fear.
Colonna left venture capital while his close friends Fred Wilson and Brad Feld became two of the world’s most successful VCs. When he envies them, his journal says, ‘dude, you have enough.’ Over lunch Wilson told him he does the work he was born to do, which made him cry. He invokes the Buddhist hungry ghost, never sated, and says millions of them hold power. Breakthroughs come when brain and heart are relaxed. The healthy driver is Browning’s line: ‘a man’s reach should exceed his grasp, or what’s a heaven for?’ I am enough, but what if I wrote a book that changed the world?

	Resilience needs discernment; otherwise it becomes stubbornness.
‘False grit’ is persevering for a hidden reason: founders cling to businesses with no product-market fit because they fear failure. A former boxer, Colonna rejects ‘resilience is the ability to take a punch.’ The goal is to slip punches and outlast the opponent. If a son plays badly at his first hockey game, explore what’s at stake—shame, enjoyment, contributing to the team—rather than just forcing him back on the ice. The aim is knowing things can go wrong and you’re still OK.

	Teach children words for feelings; growing up is a lifelong practice.
We tell kids to ‘use your words’ but never give them the words, especially boys, who hear ‘I’ll give you something to cry about.’ Most people learn only two modes: silent passive aggression until they explode into active aggression. That gap, Colonna says, is why toxic workplaces hand power to people who can’t speak about what they feel. At 60, after 18 years of meditation, he says he finally has ‘a little flaming butter knife’ of discernment, and that getting a bit better every day is ‘glorious.’



Examples
	‘The story I’m telling myself is that you’re leaving me.’
As Colonna carried laundry past her, his partner Ally said this, borrowing Brené Brown’s line. He answered, ‘Hun, I’m just doing the laundry.’ Naming the old fear of abandonment instead of acting on it made the moment funny, not painful.

	The jeans and the ghost of childhood past.
When Ally looked him up and down, it triggered shame rooted in childhood violence and a fraught relationship with his body. Instead of reacting like the Hulk, he put a hand on his heart: ‘You did nothing wrong… I just had a visit from a ghost of childhood past.’ It became a moment of closeness.

	Three bosses named John.
A client’s last three bosses were all named John—as was her father. Patterns in relationships repeat until you ask what you get from them.

	Taking a fix on yourself.
Journaling since 13, Colonna writes at sunrise with coffee on his Colorado farm—‘right now I’m feeling…’—then meditates and exercises. The function, not the format, is the point: processing feelings so they don’t spill onto others, like snapping at a son who asks for $20 because the market is down 7%.

	‘I am so proud of you, dude.’
After Colonna read a rough draft at the Do Lectures in Wales, his son Sam, 33, mouthed this from the back of the room. ‘That’s an extrinsic motivation, but I’ll take that one.’



Other relevant
	Use OFNR.
From Marshall Rosenberg’s Nonviolent Communication: Observation, Feeling, Need, Request. ‘You’re always late; you don’t care’ fuses fact and story; separating them creates space between stimulus and response.

	Love is safe.
If it isn’t safe, it may be attachment, not love. Safety is partly your own job, such as learning words for feelings.

	End draining friendships by owning your part.
‘I don’t want to feed the part of me that drinks; if we meet, we won’t drink.’ If the friend balks, that’s revealing.

	Success is equanimity.
Fixing a shorting fountain, a talk with his son, a call with his sister: material things are ‘the container, not the content.’




Frank Slootman on Focus, Performance, Bureaucracy, & Success | The Knowledge Project Podcast 173

Guest: Frank Slootman · 2023-08-08 · 0:57:22

https://www.youtube.com/watch?v=fv5Bozsj2xM

Keypoints
	There’s no playbook for a new company: observe like a five-year-old, then triage fast.
Slootman rejects ‘playbook’ as cookie-cutter thinking. Every company differs, and applying a formula ‘will lead you astray.’ He still asks the same first questions: are the right people on the bus, which functions work, which are ‘barely breathing’? Obvious problems get handled in week one, others over 30, 60 and 90 days. By about 90 days the initial triage is done and the company is on solid enough footing to improve step by step.

	Give performance time, but never bad behavior—behavior is a choice, not a skill.
A new leader is watched for what they don’t do as much as what they do. Tolerating egregious conduct tells everyone you’re blind, hesitant or permissive, damaging your ‘leadership brand.’ Some bad behavior is hidden: a tip from a former colleague exposed a sales office with abuse and harassment that neither he nor his team had seen. Once found, he moves ‘at lightning speed.’ With some young employees he calls a reset—‘come back tomorrow’—and some return over the weekend transformed, having drifted under bad managers.

	A company is a professional sports team, not a family.
You can’t fire family, so you tolerate dysfunction. A business assembles the best players around a shared mission; colleagues may be friends but needn’t be, because the relationship rests on contribution. Companies that call themselves families, he notes, still lay people off by the thousands. Leaders must fill the culture vacuum, or strong personalities create subcultures by city or division and the company becomes ‘a bunch of fiefdoms.’

	Not choosing is the worst choice: focus and fully resource what matters.
Steve Jobs’s ‘insanely great’ standard was a filter that naturally shrinks the list, because few things clear it. Over time organizations become a mile wide and an inch deep, ‘swimming in glue.’ Slootman keeps asking: if you could do only one thing, which, and what happens to the rest? Do things in sequence, not in parallel. When a project gets half the resources instead of a fiftieth, it moves. Larger companies can stay focused by giving general managers ownership of a vertical, product or channel.

	Fight bureaucracy: titles mean nothing; influence and merit decide.
Big companies become their own worst enemies through undue process and friction. Slootman tells staff hierarchy and title count for nothing; if you can persuade people, great, and if not, your title won’t help. He wants a Peter Pan company that never fully grows up, keeping its audacity and chip on the shoulder. He hires ‘maladjusted’ people because ambition comes from a gap between where you are and where you want to be. He avoids the word ‘pride,’ which signals contentment with the status quo.

	Bonuses must be earned by the company, then allocated on a real bell curve.
Every quarter, non-sales staff know the exact metrics the company must hit to fund the bonus pool. Managers then distribute it without ‘peanut-buttering’: some people deserve 2x or 3x, some zero. The point isn’t denying the weak but making sure the great aren’t treated like those not in good standing. Quarterly money-and-performance talks feel hard at first, but managers start taking notes, and employees ask, ‘What do I have to do?’—exactly the conversation you want. Recognition matters too, from equity awards for landing target customers to a personal note from the CEO.

	Sales problems are usually product problems.
Great salespeople can’t sell a bad product, but mediocre ones can sell a great one. Silicon Valley often blames sales and hires another VP when the product is the issue, because no one wants their baby called ugly. Product must make average reps predictably productive, since brilliant ones are too scarce to scale. Snowflake was ‘a two-year-old golden retriever’—order-of-magnitude faster in benchmarks—so trials sold it. He favors reps who have ‘been in fights’ over order-takers who rode a hot company’s momentum.

	Consistency every quarter, and setting up the next one.
Slootman is a stickler for every line of business and region delivering every period. However far ahead of plan you are, a bad quarter means ‘I can’t build on you.’ A good quarter beats the number and lays the foundation for the next—like running the billiards table, not making one shot. The whole company is the ‘wood behind the arrowhead,’ because sales feels the market’s cold winds first.



Examples
	‘I’ll show you luck.’
After Data Domain’s 2009 exit, when it was bigger than its next 10 competitors combined, people called it lucky—which ‘put on the afterburners’ for Slootman.

	Seven or eight banks in a week.
Slootman joins customer calls himself because secondhand reports hide whether you face a real issue or a timid rep. ‘If I can’t sell it, I’m not expecting you to sell it.’ Watching the CEO pitch shows reps they can do it too.

	Reference checks inside your own company.
Interviews are ‘the sniff test.’ He first asks employees who overlapped with a candidate at a previous company, then calls direct colleagues for stories. ‘Probably okay is not the standard’—especially in Europe, where separating is slow and costly.

	The insurer’s question.
He sees AI letting firms ask why bodily-injury claims run high in one state, whether it will recur and whether to stop underwriting there, as insurers are doing in California—an advisor in near real time.

	The California DMV.
His shorthand for a culture without leadership: slow, substandard and hellish to work in.



Other relevant
	Mistakes are teaching moments.
Saying ‘I really screwed this up’ politically neutralizes error; defending bad decisions is devastating. His biggest mistakes are hires, but he won’t stop until he gets it right.

	Beware ‘passengers.’
Not good enough to keep, not bad enough to fire, they interview well and survive until mass layoffs. When there’s doubt, there’s no doubt.

	Expect to transform.
Every CEO will need to; the questions are whether you’ll notice in time and execute. Keep your head up while others keep theirs down.

	Success isn’t legacy.
He calls legacy self-absorbed. Success is employees saying a decade later it was the best thing they ever did.




Dr. Julie Gurner: Standards, Rules, and Curating Friendships

Guest: Dr. Julie Gurner · 2023-07-25 · 0:43:22

https://www.youtube.com/watch?v=iTGZg6GYc0Y

Keypoints
	Keep your high standards, but lead people up to them instead of punishing them for falling short.
Gurner says the biggest frustration among the CEOs she coaches is that employees don't share their obsession. Most never will. The standard that put you in your seat is the reason you're there and they aren't. Someone who reliably hits 80% of your bar still pushes the business forward and takes work off your plate. Don't drop expectations, though: 'If you want to be happy, don't have expectations' is, she says, 'a really good way to be unhappy for the rest of your life', because you'll put up with anything. Raise people through inspiration rather than fear. Teammates lift their game because they get to play with Tom Brady.

	How much you care sends a signal, and people treat you accordingly.
Everyone has high standards for the things they truly care about, like the person who studies food photos on Instagram before choosing a restaurant. Shane adds that average standards at work quietly signal 'this is a job, not a career', and you'll be treated more transactionally. Gurner agrees, and says it should be so. When you're looking for a partner to build with, you look for different traits than in someone who clocks in and out. That's fine, as long as they're happy at the level it leads to.

	See the business as something you do, not who you are, or you'll stop seeing it clearly.
If you're the driver rather than the car, you make better calls. When a company is too precious to you, it skews how you invest, makes you take valid criticism personally, and hides operational problems you refuse to see. That detachment, she argues, is 'essential to making optimum decisions'. Fusing yourself with the company puts it at risk.

	You can't see your own blind spots, so build real ways to hear them.
Gurner runs anonymous 360s with eight to ten people around a leader: direct and skip-level reports, people who've never worked with them, board members, and the 'whisper network'. The reports run around 13 pages. One revealed a CEO with 'shiny object syndrome', chasing crypto and then AI while the team begged for focus. She treats an out-of-hand dismissal as a flag: if a client wants to discuss 'everything but product', they need to discuss product. A one-to-five 'effective communicator' rating tells you nothing.

	Hard feedback only lands when people know you're in their corner.
Radical Candor is often misread as license to be blunt, but its basis is caring deeply so you can challenge directly. Feedback meant to shame or dominate backfires. You want the friend who says 'definitely don't buy those jeans', and you don't resent them because they want you to look good. One CEO asked her to find out 'what does he think he's great at that he's not'. The answers stung. She accepts pushback and brusqueness as signs of trust.

	Choose words that frame feedback from strength, and make it 'us versus the problem'.
Her session notes never use words like 'weak' or 'ineffective'. She frames gaps as a 'next level of operation' and talks about survivors, not victims. Clients often come back after rereading them and say, 'I'm in, let's do this.' Instead of 'Ted, you're missing your numbers', try 'Ted, our marketing numbers are slipping. Let's problem-solve how to pull them up.' Pulling someone to your side of the table lowers defensiveness, and it helps leaders hold conversations earlier instead of avoiding them.

	A bad ten minutes doesn't have to become a bad day. Decide how you want people to feel and step into the role.
After a fight or a 30-minute traffic delay, ask: do I want my team to feel my frustration, or excited about what's ahead? A bad mood blocks the very outcomes you want. She admits it's controversial, but a leadership role is called a role for a reason. 'Nobody wants' your full self at work. Bring your best work self and lead from the front.

	'Fight up front': deal with problems early, before the secondary location.
From her forensic psychology training: if someone tries to pull you into a vehicle, your best chance is to fight right there, because wherever they take you will be worse and unpredictable. The same goes for the hire your gut doubts. You monitor, delay, start a performance plan, and six months later a weak CMO has hurt your brand and profits. With a dating red flag, waiting until lives are intertwined makes leaving far harder. Done early and well, she says, 'it shouldn't be a fight'.

	Escape cognitive ruts by bringing in ideas from outside your field.
You're the biggest engine of your results and also the biggest limit on them. A marketer with marketing friends, conferences and books wonders why they aren't exceptional. Great ones borrow from artists and affiliate marketers, the way Steve Jobs used his calligraphy class for fonts. She points to the FIRE movement and The 4-Hour Workweek as fresh takes on retirement and work. Prisons showed her how creative people get when forced. Comfort gives you no such push. You climb out gradually, up the wall and back, until you pop out.



Examples
	Ending friendships that no longer fit
Rather than ghosting, she prefers being upfront: 'I'm locked in on my business, so unsubscribe me from the Friday-night chain.' Or: 'I don't have the bandwidth to answer every text.' Most people take the hint. Actively toxic people need a direct conversation.

	Red flags in relationships
People who push past boundaries you set ('can't the project wait?'), who belittle rather than question, and above all how you feel afterwards. A persistent pattern of draining 'vampire' interactions is the signal, as distinct from a friend going through a divorce.

	Setting goals before coaching
Clients name two or three goals at the start. She measures herself against them, warns that some sessions will be tough, and says every client is her 'calling card'.

	Her reading diet
She deliberately reads biographies, artists and philosophy, not just psychology and performance, and complains that LinkedIn content and conference lineups could have come from five years ago.

	Perspective ties it together
Shane notes that blind spots, ruts and seeing 'the next level' all come down to perspective: it's hard to understand a system you can only see from inside.



Other relevant
	Clients expand her range
Working with founders of billion-dollar companies shows her levels she didn't know existed and pushes her to think bigger.

	Success is optionality
For her it means having enough to never think about needing it, plus choices over time, place, future and the scale of help she can give.

	Expectations protect you
Enforced high standards stop you tolerating a bad relationship, workplace or employee, and model the same for your kids.




Dr. Julie Gurner: How to Reach Your Potential

Guest: Julie Gurner · 2023-06-27 · 0:53:02

https://www.youtube.com/watch?v=C5D6HAskUaE

Keypoints
	Discipline is a push; motivation is a pull.
Executive coach Dr. Julie Gurner says relying on discipline is a poor primary strategy. Her high performers don't need pushing to work; their spouses are telling them to switch off at night and on weekends. Discipline is useful in three cases: restarting a lapsed routine, taking a frightening leap into something new, and getting through off days. Grit and happiness are correlated, so pushing through does feel good. But if a role feels like a daily slog for too long, that's often a sign you shouldn't be in it — it's when you see Olympians retire.

	You can't install drive, but you can release it.
Gurner thinks internal hunger can't be taught — you have it or you don't. A leader's job is to learn each person's goals and drivers in one-on-ones and tie the work to them, rather than trying to create motivation. Shane's framing: we can't create drive, but we can get in its way. Startup equity works when it aligns company success with life-changing, generational money for a team. She hasn't seen her driven clients turn complacent. One family-business chairman in his mid-70s is as hungry as ever.

	Negative fuel works if you channel it.
People work against things — poverty, an upbringing — as much as for them. A chip on the shoulder never fully gets disproved. The third-grade teacher who said you'd never amount to much still motivates you with $50 million in the bank. Mike Tyson said he trained out of fear of public humiliation, and that by the walk to the ring the fear faded and he felt like a god. Rage and resentment can burn your own house down, but channelled properly they're 'a force to be reckoned with.'

	Survivor, not victim — and start from today.
When Gurner hears helplessness, she helps people rewrite the story around survivorship and the strength it took. She starts with who you are now, not your inner child, because revisiting powerlessness sets you up badly. With people who hesitate to take risks, she has them recount risks that paid off. People bury 20 compliments under one 'what did you do to your hair?' Her traffic example: some drivers rage and others relax with a podcast. If traffic itself made people nuts, it would make everyone nuts. Blaming your childhood hands your power to something outside you.

	Imaginary rules keep you small.
Beyond useful rules like manners, we absorb unspoken ones about what we can earn, do or become. Growing up, Gurner thought a physician was the richest thing you could be. Ask people if they're the author of their lives and they'll say yes. Ask what they wanted to be, and most haven't done it or didn't think it was possible. Frustrated, they then tell stories about others: anyone earning a million must exploit people or have been born rich. Your social circle either reinforces these rules or helps you break them.

	Boundaries are freedom.
They protect your highest and best use of time. Founders who keep their tentacles in product too long compromise on scale. Boundaries also protect a weekly date night that you actually hold to. Setting them makes few people happy, and others will test them. Think of your life as a stool: if your whole identity is the business, it's easy to kick out. Build several legs — relationship, sleep, nutrition, spirituality — and fix the nagging shoulder now, so it stops eating headspace. Some people overwork precisely because work is where they feel they're winning while home is falling apart.

	Outliers are quirky, make big bets, and trust they'll figure it out.
Gurner's outliers are 'resolutely themselves.' They're often not the most popular kids in high school, which may push them to go further. They like risk and winning, and don't care how others think they operate. One client spent $8 million on a machine and bought several more, betting his company would catch up. She pushes back on the idea that they 'burn the boats.' They're confident that whatever happens they'll figure it out — there's always a dinghy.

	Hesitation erodes confidence; action stacks it.
Watch a friend take chance after chance while you're still thinking about your idea, and each step widens the gap and erodes self-esteem. Eventually you rationalise why you didn't do it, and the idea goes 'to the place where dreams die.' Each leap that doesn't go wrong is a shot in the arm. If someone says 'you've changed,' take it as a compliment.



Examples
	One intentional thing per role.
An executive carried a note card each day with one thing to be a better husband, dad and CEO — sometimes just bringing home candy or taking the family for ice cream.

	Oprah's one believer.
Gurner recalls Oprah saying everyone told her she'd fail when she left to start her own talk show, except one person, her best friend. Your validation circle should be that small.

	Discrediting Kris Jenner.
People explain away a former airline stewardess who built multiple billion-dollar companies. We discredit what we don't think is possible for ourselves. Critics on Twitter have rarely done the thing they're dismissing.

	A 5K in five months.
To learn risk, start small and private: sign up for a race far enough out to train for, nail it, and carry the swagger into work.



Other relevant
	Don't announce your goals.
Praise for stated goals can sap motivation to achieve them. Swap the vision board for a progress board. Gurner prefers Sun Tzu to building in public.

	Intervene early.
Fix the unhappy job or the conflict before it reaches the breaking point you'll eventually reach anyway.

	Make it you versus you.
Personal goals achieved quietly build confidence. As they compound, the research stacks in your favour.




Position Yourself for Success | Adam Robinson | Knowledge Project Podcast 168

Guest: Adam Robinson · 2023-06-13 · 1:16:11

https://www.youtube.com/watch?v=TqQzgmLqK2I

Keypoints
	Treat your body as an early-warning system, and pause often to check how an idea feels.
Robinson says he processes information physically, pausing about once a minute while reading to notice how an idea feels and what it connects to. George Soros said his back acted up when something was wrong in markets, and Einstein described a kinesthetic sense in his thinking. Animals processed their surroundings through their bodies long before the Greeks invented logic. Robinson cites Julian Jaynes's provocative thesis that consciousness as we know it is only about 3,000 years old. His point is practical: we function unconsciously all the time, as on a long drive we can't remember, so learn your body's 'vocabulary' instead of dismissing it.

	If something seems a little strange, it's very strange. Leave first and figure it out later.
His rule comes from Gavin de Becker's The Gift of Fear, a book about street smarts. When a street or room feels off, our rational mind hunts for reasons instead of acting. Robinson removes himself immediately, and applies the same rule to investments, negotiations, hires and marriages. A companion rule: never make a decision when you're confused, tired or stressed, which he calls 'the stupid zone'.

	Learn which positions you do well in, and steer toward them from the first move.
In chess, the 'position' is how the pieces sit on the board, like players on a field. Robinson prefers quiet, slow positions where he can arrange his pieces for 10 or 20 moves before battle, so he avoids openings like the Queen's Gambit that he doesn't enjoy. A trader might learn they're bad in the opening hour or on Fed announcement days and simply stay away. Buffett and Munger stick to industries and situations they know well. No position is right for everyone; what matters is knowing your own.

	Chess forgives losses but investing doesn't, which is why 'never lose money' matters.
Chess has complete information, while poker hides cards, and in both you can still misjudge. Bobby Fischer played to win and didn't mind losing, because after a loss you're the same player the next day. In investing, a loss leaves you less capital tomorrow. Simply becoming decent takes a year or two, and too many costly mistakes along the way can leave you skilled but broke. Because human enterprise compounds, avoiding loss alone lets money grow. That's Buffett's Rule No. 1.

	When machines can answer anything, the edge belongs to whoever asks the best questions.
Robinson uses ChatGPT as a thought partner and a 'lightning-fast research assistant'. It's strong at deduction but can't make insightful leaps. When he fed it his own insights about the Princeton Review and markets, it couldn't reach them. Even its wrong answers are useful, because you ask why it went wrong. As Yo-Yo Ma draws more out of a cello, a master gets more from AI. A used-car salesman could ask what questions buyers will raise about a car and catch ones he'd have missed. School trains students to answer, Robinson says, but they need to learn to ask.

	A good question opens up more choices, so ask 'who knows how?' and look for the question behind the question.
Replace 'how do I do X?' with 'who knows how to do X?', which turns your constraints into options. When a friend asks for meditation books, the real question may be how to help a stressed teenage daughter. Since she's a dancer, movement meditation may beat a book. In the classic elevator story, engineers worked on cutting wait times, but the real problem was complaints. An architect installed mirrors. Robinson frames it as giving tenants another way to use the time rather than distracting them.

	Learning speed is the number of feedback cycles, so cut the friction between question and answer.
Early in the Princeton Review, which he co-founded with John Katzman, Robinson tutored 10–12 hours a day, seven days a week: 60–90 students a week on the same test. One girl accepted a 6 a.m. slot without negotiating. By Wednesday he could predict that a student had chosen C on question 13. He later paid programmers to automate market tests that took an hour in Excel, so they now take five seconds, and then he iterates. He makes the 'outrageous' claim that this gives him more market knowledge than anyone alive. One finding: JPMorgan outperforming other banks is slightly bearish for financial stocks, perhaps a flight to safety.

	People ignore warnings, and all wisdom is a warning in disguise.
Robinson defines stupidity as 'overlooking or dismissing conspicuously crucial information'. 'Let them make the first offer' implies a warning about making it yourself. People skip warnings because they can't picture themselves in the situation: 'that's for other people'. Medicine bottles should say that if you think it isn't affecting you, you're definitely affected.



Examples
	The mountain lion in Central Park
Jogging near the Met one Sunday at 7 a.m., Robinson leapt about 10 feet sideways with his heart pounding before he knew why. A crouching mountain lion statue on the embankment had caught his peripheral vision. His 'caveman brain' acted before thought.

	The charity canvassers on Fifth Avenue
He paid three college fundraisers $500 to listen for five minutes. They were all using the same failing line, so he urged them to experiment, and wrote to the charity that its thousands of canvassers could be running tests. Franchises do capture what works: 'would you like fries with that?' reportedly gets a yes about 7% of the time.

	The top hat experiment
His made-to-measure top hat gets at least one smiling compliment per block in SoHo and one per restaurant meal. A nearly identical, slightly bigger one gets none. Feedback taught him which to wear.

	Buffett's 1936 nickel
Robinson sorts his pocket change for pre-1960 coins (his best is a 1907 penny worth $300). He sent Buffett a 1936 nickel, from when Buffett was six: 'your allowance, spend it wisely.' Buffett replied by email, which he rarely uses, and endorsed his manuscript How Not to Be Stupid as 'loaded with good ideas and appropriate warnings'.

	The lost Stradivarius
After Yo-Yo Ma left his cello in a cab, a dozen famous musicians lost instruments in similar ways, always while traveling after a performance. Violinist Philippe Quint decided the earlier cases were publicity stunts instead of asking, 'Under what circumstances might I lose mine?'



Other relevant
	Tim Ferriss called the book obvious
Robinson came to see that as 'being stupid about stupidity': dismissing something as obvious instead of asking what you're missing. It sent him down a productive rabbit hole.

	Shrink the field to learn faster
Citing The Talent Code, he notes Brazilian players train on small pitches, which forces more touches, passes and shots per minute.

	Go to bed smarter
Ask yourself daily, concretely: what did I learn today?




The Man Who Proved Speed Kills Slow Companies | George Stalk Jr.

Guest: George Stalk Jr. · 2023-05-02 · 1:32:13

https://www.youtube.com/watch?v=lsidKYeuQFw

Keypoints
	Business is a continuous fight, and winners play hardball without apologizing.
Stalk wrote Hardball out of frustration with business press that told MBA students and middle managers business could be played nicely. He calls 'co-opetition' close to collusion. His clients were either defending a lead or fighting to survive: Boeing vs. Airbus, Komatsu vs. Caterpillar, Toyota vs. Ford. Komatsu's internal slogan translates as 'Encircle Caterpillar', and Bezos says 'your margin is my opportunity'. One rule always works: know your costs better than competitors know theirs. Averages hide the truth, and a customer who looks unprofitable may be the high-volume account that produces your scale economies.

	Compete on time: give customers what they want, when and where they want it, faster than anyone else.
That's the one-line definition from Competing Against Time, which Stalk says is the one book Tim Cook has every Apple executive read. A company that delivers two to three times faster than rivals usually grows two to three times faster and is about twice as profitable, as Walmart did against Kmart and Toyota against most of the auto industry. Time isn't instead of cost, it's alongside cost and quality. Rework always costs time, so a fast operation has to be a high-quality one. As one Motorola CEO put it, 'We sell the organization on quality but we're actually taking time out.'

	In most processes, value is added only 0.5% to 5% of the time, and batching causes much of the waste.
Speed isn't walking faster, it's removing dead time. Roughly a third of the wasted time goes to sitting in a batch, a third to waiting in a scheduled batch, and a third to managing the batches. Before Stalk went to Tokyo for BCG around 1980, founder Bruce Henderson showed him a Ford study: a Japanese factory a third the size, with three times the product variety, was twice as productive, and product moved through it 10 times faster. People credited Japanese culture, but the advantage was overhead, about a tenth of Ford's, thanks to small batches, short setups and scheduling on the factory floor.

	Speeding a process up fourfold typically cuts costs about 20%, because overhead slows things down.
Overhead comes out because management is smarter, not because it's slashed. Toyota pushes scheduling down to the floor instead of keeping a big central department. Sometimes you deliberately add cost to buy time. Focus helps too: making a 10-product-line factory twice as fast is far easier than a 50-line one. That's why time-based turnarounds start by choosing what to focus on.

	Study anomalies instead of explaining them away. They often reveal a new business model.
Wausau Paper had an unusually high share with one Chicago merchant. The sales manager credited 'a great relationship'. The merchant said: 'If there's a truck at my dock tomorrow morning, we're friends.' Other cases: an office-products customer that insisted on service between midnight and 6 a.m. so production wasn't interrupted, and a European medical-device rival that kept a service rep on site. It looked costly, but uptime and new-business share were higher.

	Culture is the hardest thing to change, and you change it to lock in a strategy, not as the starting point.
Stalk has seen cases where he knew technically how to beat the market leader but the culture couldn't do it, so the CEO sold. Fixing Wausau took about 20% strategy and 80% implementation. A logistics manager measured on full trucks refused to send part-loads and had to be retired, and a new CEO and sales manager came in. At a hospital-bed factory, 80% of management turned over because they couldn't run smaller batches. Claims to be 'customer-first' need numbers: competitive comparisons are the fastest wake-up call.

	Family companies win over full cycles by being more risk-averse, not by having longer horizons.
BCG compared publicly traded family firms (Rogers, Nestlé) with public rivals over two business cycles. Family firms earned less in upturns but fell much less in downturns, so the area under their curve was larger. They 'keep their powder dry' for good and bad contingencies, and many keep wealth in the business rather than living on dividends. Putting non-family managers on a phantom-stock plan, Stalk warns, can make a family firm behave like a quarterly-driven public one. Families grow exponentially while businesses rarely do, so the business must grow about 50% faster than the family to keep each share whole.

	Time-based supply chains cut variance, and that lets you turn a supply crisis against competitors.
When a complex system is disrupted it oscillates (the bullwhip effect), and longer chains swing more. A two-week supply chain has about an eighth of the output variability of an eight-week one. You can't fix the crisis, but you can make your chain better than your rivals'. Order more often, ship partly full containers, pay to be first off the ship, and use non-stop trains. Ocean freight for a TV is about 5% of cost and air about 12%, while a stockout can cost 50% of margin. Stalk calls managing variance 'the next big wave', but a head of Grainger Canada told him: 'I know it's right. I can't do it.'



Examples
	The Wausau Paper turnaround
An underinvested family-trust mill was chronically losing money on small, slow machines. The fix was specialty papers in small volumes, delivered next day across the Midwest, so merchants could run on less capital. Rivals took 10 years to work it out, and Wausau created the highest shareholder value of any paper company for years.

	How Walmart really beat Kmart
Behind the greeters, Walmart was a logistics company: its own trucks, weekly deliveries, paying suppliers faster than Kmart in exchange for strict schedules, and store managers flying into Bentonville every two weeks. Kmart outsourced trucking, underinvested in IT and ran decisions through Troy, Michigan.

	Lingerie by air
With 90–95% gross margins, ocean shipping cost about 1.5% of sales and air about 4%. Accepting nearly triple the shipping cost to avoid stockouts moved the company from about 20% to 90% of goods by air, and it became more profitable.

	Dell vs. HP
Dell's shorter supply chain let it ship newer technology while HP was still pushing older parts through, which made HP's products look dated and forced price cuts.

	Recovering from a fire
When a plant making a brake valve for nearly all Toyotas burned down, Toyota was back up in about two weeks. When an airbag supplier's factory in Ohio burned, it never reopened, and its share of Ford's airbags fell from about 90% to about 30%.



Other relevant
	The heavy-spender phenomenon
In every retail category, 20% of customers drive 80% of volume and want selection, expertise and painless returns. Neither Stalk (radio-controlled planes) nor Shane (skis) buys their hobby gear on Amazon, which suggests where Amazon is beatable.

	Returns are retail's ugly duckling
Zappos made returns a marketing tool: about nine of 10 boxes at one UPS counter Stalk visited were Zappos returns. Shane wants one-click cancellation for subscriptions.

	Agile is time-based competition for software
An 18-month release is a large batch. Shipping a minimum product and iterating is the equivalent of small batches.




Ravi Gupta (Sequoia) Opens Up About The Realities of Success | E164

Guest: Ravi Gupta · 2023-04-18 · 1:42:57

https://www.youtube.com/watch?v=gXJAnh-iSTc

Keypoints
	Don't have a work personality and a home personality.
That was his father's advice as Gupta started his first job: living two lives 'will just tire you out'. When you meet a colleague who is tough at work but warm at home, you're surprised and then a little resentful: 'why don't I get that person?' It feels like an act, and it gets in the way of trust because people can't predict who they'll get. During COVID, seeing colleagues with their kids bouncing into the room warmed people to each other.

	Earned success is the key to happiness, and kids have to arrive at that themselves.
Raised by Indian immigrant parents for whom laziness was 'so offensive', Gupta borrows the idea of earned success from Arthur Brooks. With his three sons he tries to ask questions rather than lecture ('What happened? Could you have done anything differently?'), because 'you can't learn someone else's lessons for them'. His proudest moment: after his older twins won a state soccer cup, they offered their 8-year-old brother a medal even if his team lost. He smiled and said, 'No, that's okay. I want to earn my medal.'

	Reality is undefeated, so embrace it as early as possible.
Participation trophies and abolishing gifted classes 'kick the can'. That mistreats the child who's better at something and is dishonest, because eventually the world sets an absolute bar. A struggling founder friend sounded like a new person three weeks after dinner with Gupta. They'd made only 1% progress, but 'now we're just working on a problem' instead of thinking about it. Gupta argues Steve Jobs's 'reality distortion field' is often misread. It was ambition and a refusal to be told what's impossible, not ignoring market signals. Jobs wanted even the back of a cabinet to be beautiful.

	A decade at KKR taught him that every business is hard, every business is fascinating, and growth is precious.
Businesses with long track records and big profits seem common until you study one in detail. Restarting growth after a company stalls is extraordinarily hard: going from flat to 5–10% is a big lift outside tech. Shane suggests stalling triggers a scarcity mindset where people fight over the pie. Gupta adds that stalled companies hire optimizers, which has 'almost nothing to do with creating', and loss aversion blocks experiments. Every KKR investment meant naming the one to three things that had to go right, and he still focuses on those 'maniacally'.

	Keep the main thing the main thing, especially when good-sounding distractions arrive.
When Gupta joined Instacart, it was losing money on every order and had less than a year of cash, so more volume wouldn't help. He realized he could spend all the remaining months on conversations that didn't matter. When people asked for a climate program, which might even help recruiting, he says the right answer was no: the best thing the company could do was be a great company. He calls the idea that Google succeeds because of its compensation bands confusing correlation with causation: Google charges a toll on most internet use. At Sequoia, every person writes their single most important thing for the week in a shared sheet every Tuesday.

	Around 5% of people deliver 90% of the value. Act as if that's true.
Everyone talks about 80/20, Gupta says, but few companies treat their top 5% accordingly in respect, authority and responsibility, or know what might make them leave. A leader's real job may be finding two or three trajectory-changing people. When a star is on the fence and someone says 'the bands don't allow it', he responds: 'You created the bands.' Their purpose is to help the company win, and rigid 'fairness' isn't fair to the excellent person.

	With young kids, quality time is a pernicious idea. Quantity matters.
'Quality over quantity' lets parents be gone and make up for it with a big Disneyland trip, but you can't predict when the meaningful moments will come. A friend asked why he 'wastes' weekends driving around Northern California for youth sports. Gupta loves it, and kids in a car 'have nowhere else to go and they're super chatty'. Shane's rule is to be home every day when his kids get back from school, even when they're grumpy and head straight to their rooms. Gupta also wonders whether America's 'go where your career takes you' habit, rather than living near family, will prove a mistake.

	Great decision-makers write memos for themselves, choose advisers by topic, and protect their decision energy.
They separate one-way doors, which get great care, from two-way doors, where speed wins. You can recover from any mistake except one of integrity. They write memos no one else sees to expose weak spots in their thinking. Fair CEO Max Rhodes asks specific board members specific questions and chooses who speaks first. They follow Bezos's idea of making two or three good decisions a day, and they dig for information before accepting 'here are the two options'. Sequoia's partner meetings start in the morning and have no end time. If a memo arrives late, the meeting waits.

	Most short-term decisions don't matter, so save your 'please listen' for a few each year.
Gupta isn't a perfectionist and often says 'whatever you want is fine' on short-term, two-way choices. He prefers 'velocity', meaning feedback throughput, much as early shipping speed tends to predict a company's success. Because he rarely pushes, people listen when he says, 'There are three things a year I really care about, and this is one.' Shane's friend and HubSpot's founders settle disagreements by rating importance from 1 to 10, and the higher number decides.



Examples
	Amazon buys Whole Foods
Instacart's fiercest rival bought the partner behind 43% of its volume. The only way out was to make it the reason other grocers signed. The team flew to Grand Rapids, Lakeland and Idaho week after week, and within about 12 months the rest of the industry had signed up.

	The grilled-cheese problem
An Instacart order has 15–20 items. If a key grilled-cheese ingredient is missing, his friend doesn't want another cheese, he wants a quesadilla. Invisible substitution preferences are why getting every order perfect remains unsolved.

	Fix the fridge
An Instacart ops leader asked candidates what to do when a store's grocery fridge breaks. Academic types proposed data analysis and new algorithms. The people she hired said they'd go fix it or buy a new fridge. Gupta's line: 'This is not gymnastics. No points for degree of difficulty.'

	Treating sons differently
At 14 he protested that his parents treated him and his brother differently. They said their job wasn't to treat them the same but to get the most out of each, 'not an A/B test'. He's grateful now.

	Writing advice
Michael Moritz told him to read drafts aloud and keep editing until they sound right. Write about what you care about, and when an idea strikes, stop and write it down.



Other relevant
	Absence is drift, not drama
Founders who neglect family rarely face a single blowup. It's the corrosion of not being present, and consistent daily change can repair it.

	Shared optimization ends fights
Once he and his wife had kids, career debates stopped because both optimize for 'what's best for the five of us'. Even 'let's move to Alaska' would get a hearing.

	Success is everydayness
The people he loves should know it through daily showing up, not grand gestures. His professional hero is Bill Campbell.




A Technologist's Guide to the Future | Nathan Myhrvold | Knowledge Project Podcast

Guest: Nathan Myhrvold · 2023-03-21 · 0:57:01

https://www.youtube.com/watch?v=pi7iclNf24I

Keypoints
	Make each decision as carefully as you can, then watch how it plays out and be willing to change your mind.
That was Myhrvold's rule at Microsoft, which he joined when it bought the software company he'd started in grad school, taking a 'leave of absence' from his postdoc with Stephen Hawking. When he later retired, Hawking emailed to ask whether to clear out his office. Microsoft's slogan, 'a computer on every desk and in every home', drew grief at the time ('an absurd nerd fantasy'). In 1990 Myhrvold wrote a memo arguing you'd need one in every pocket. Cars are now 'computers with wheels': the easiest performance upgrade is a new chip.

	In environments built for machines, they beat humans. Roads are harder, and the real question is whether we'll accept better robots.
No modern jet flies without an autopilot, yet even Star Trek has a human steering the starship. High-speed trains and most modern subways are effectively computer-controlled because people are slow, distractible and unreliable. Autonomous cars, he says, 'aren't really autonomous' today and don't yet match human drivers. Too many random things happen on roads. But little improvement would be needed to surpass us, and then society must decide whether to accept them. The Air Force, run by pilots, resisted drones. A missile can pull G-forces that make a pilot black out, 'and you've got to call their mom when they die.'

	Explore space with machines. Colonizing Mars is a holdover from the age of imperialism.
Crewed spaceflight is now 'a reality TV show', with space tourism at its cutting edge, and keeping a fragile human alive in space is enormously costly. Against Mars colonization he asks, 'Is Antarctica full?' Antarctica is warmer and has air and water. Getting to Mars means long trips, cosmic radiation and frequent lost probes, and signal delays of minutes mean rovers must be semi-autonomous. If we truly needed a second home, the Moon or space habitats would be closer. Treating Earth as disposable means 'you're going to screw Mars up too'.

	We fix pollution that is local, short-lived and traceable. Climate change is none of those.
Spain once had a quarter of a million cyanide-killed fish rotting in a river at Seville in August, and it got fixed fast, as did Love Canal and Los Angeles smog. Beijing will fix its air too, once residents demand it. Wildfires are more diffuse: forestry that suppressed every small fire left fuel for huge ones. Climate is the worst case: global, slow and hard to attribute. 'To first order, we're doing exactly nothing,' he says. Renewables are growing, but not fast enough to offset new coal in fast-growing China and India, and CO2 readings at Mauna Kea rise every year.

	Fossil fuels will only be displaced by something clearly better, as coal replaced wood and kerosene replaced whale oil.
Britain's need for fuel and timber stripped Scotland of forests. Around 1875, the humor magazine Punch ran a cartoon of whales holding a ball to honor 'Colonel' Drake, whose Pennsylvania oil replaced whale oil in lamps. Soon after, the light bulb beat flames altogether. We have no such superior climate option yet. Momentum keeps getting interrupted: the 2008 crisis after An Inconvenient Truth, then the pandemic, then war. He argues Europe's natural gas was never clean, because leaked methane has about 120 times CO2's warming effect in its first year, and many estimates put gas worse than coal overall.

	Humans procrastinate and then panic. With climate, panic comes too late, because the physics doesn't forgive.
We know we should eat well and exercise, yet the average American is overweight. With pandemics, people argued that heart disease and cancer kill daily while pandemics come once a century. His answer: fire sprinklers. Any one building rarely burns, but we protect them all. Panic can work. A Pfizer executive, he recalls, demanded a vaccine in eight months rather than eight years so teams would rethink the process instead of tweaking it. Pearl Harbor turned an isolationist US serious, and half the 'parade generals' were let go within three months. But CO2 lasts thousands of years. Halt all emissions on 'panic day' and temperatures keep rising for about a century and take about 145 years to return to that day's level.

	Geoengineering, such as dimming sunlight by about 1%, could offset warming. Treat it like emergency heart surgery.
Sunlight averages about 300 watts per square meter, and extra trapped heat (radiative forcing) is about 2, less than 1%. Ice, high clouds and deserts reflect light; melting Arctic sea ice exposes dark ocean that absorbs it. White roofs and roads help a little. Solar radiation management would put reflective particles in the stratosphere, as Mount Pinatubo did in 1991, cooling the globe by 1–1.8°F for about a year. Cracking his chest open for a heart attack is awful but worth it. You wouldn't do it for a hangnail.

	Critics fear geoengineering will sap willpower and cause new problems. He replies that willpower fails, and trading problems is human history.
To the 'Little Engine That Could' view that we just need resolve, he says that would mean no one was overweight, 'me included'. When CO2 falls year on year, he'll stop arguing. On side effects: agriculture enabled civilization and then brought famines. Cars rescued cities 'drowning in horse urine' and still kill far more Americans each year than died on 9/11, roughly double the number murdered, but we tolerate that for mobility.



Examples
	Cooking Thanksgiving at nine
After finding cookbooks at the library, he announced he'd cook Thanksgiving dinner alone. Later, while at Microsoft, he persuaded Bill Gates to give him leave and a French culinary school to take him. He went on to write Modernist Cuisine.

	Why EVs aren't automatically green
Statistically, he says, charging a Tesla on the US East Coast hurts the climate, because the power is fossil-derived. In Washington State, with hydro and nuclear, it helps.

	A nuclear plant for China
His nuclear company once planned its first new-design plant in China. When critics objected, he said, 'We all share the same atmosphere,' and China is the one building coal plants. The plant is now planned for Wyoming.

	The bioterror asymmetry
'Thank God for nuclear weapons,' he says, half seriously: hostile states crave them, and they're very hard to build. Bioweapons are cheaper, easier and harder to control, so he expects a bioterror event someday.

	Why developing nations push back
The US and UK burned fossil fuels for 150 years. China and India say 'it's our turn', and there's no way to force them short of war, which would itself be disastrous for the climate.



Other relevant
	Optimism takes willpower
'Pessimism is just so damn easy,' he says, after a war of conquest in Europe that would have sounded crazy two years earlier.

	Hindsight isn't a lesson
Asked what he wishes he'd known, he jokes about shorting Lehman, then says second-guessing isn't helpful.

	Small fixes still count
White roofs and roads won't solve warming, but they reflect sunlight and help.




Take Charge of Your Life: The Routine that Changed Everything with Jim Dethmer

Guest: Jim Dethmer · 2023-03-07 · 2:20:08

https://www.youtube.com/watch?v=BlMNMPZVWb4

Keypoints
	Integrity isn't mainly moral. It's energetic wholeness, or 'full aliveness'.
'Integrity' shares a root with 'integer', meaning a whole number. Dethmer uses it to mean being fully alive in head, heart, gut and spirit. He likens it to old Christmas lights, where one loose bulb dims and then kills the whole strand. When his vitality drops, he checks four 'pillars' he learned from Dr. Katie Hendricks: take radical responsibility, feel your feelings, speak candidly, and be impeccable with agreements. Sleep, food and exercise matter too, but everyone already knows that. Few people play the game of 'let's be fully alive'.

	Radical responsibility starts with deciding in calm moments which game you'll play, then recommitting each time you drift.
Decide you're flying to San Francisco (responsibility), not Austin (blame), and buy the ticket during quiet reflection. Planes constantly drift off course and correct. When his wife Debbie gives him 'that look', the blame reflex says her face causes his discomfort. In fact he has outsourced his need for approval to her expression. He separates real victims, as he was as an abused child, from victim consciousness, such as blaming your parents at 70. Early in their marriage they allowed 24 hours of blame before recommitting. Then ask: How did I create this? How is it familiar? What's my payoff?

	Under most drama are four core wants: approval, control, security and oneness. We outsource them.
These come from Hale Dwoskin, teacher of the Sedona Method. They're natural, since being shunned by the pack once meant death, and 'we're all control freaks'. After age four to six we forget we already have them inside, so we chase money, alarm systems, second passports, or a mother's 'I love you' before she dies. It never works. Most modern threats aren't territorial but threats to identity, the 'mini-me'. Dethmer recommends meditation that reveals who you really are, not just better concentration, and names Loch Kelly and Sam Harris's Waking Up app.

	Discipline drives practices; devotion drives rituals.
A practice has a desired payoff and uses delayed gratification, like hitting 10,000 steps. A ritual is a physical act that 'points to another realm', done as an offering of attention. He rereads a poem, 'Lost', before walking his Michigan woods, then pauses to listen. He chose a wood-burning sauna for the ritual of lighting a fire in the dark, then spends 15–20 minutes giving Debbie full attention with no logistics. Shane's kids' after-school routine of shower, snack and homework is a healthy habit, Dethmer says, but not a ritual unless it opens onto something larger.

	When you withhold, you withdraw and then project. When you reveal, you connect and can own your projection.
Withholding a judgment (Debbie 'doesn't decide fast enough') makes you step back and then see confirming evidence everywhere: 'the death spiral of a relationship'. Revealing it, even something as small as wanting his daughter's boyfriend at a 16-person Thanksgiving, opens connection. Then you look for your own projection: where am I not deciding, or addicted to deciding too fast? Couples who are bored, he says, are 'almost always' not being candid with each other. A useful opener: 'Over here on planet Jim, I'm making up a story about you, and I want to check it out.'

	A feeling is just sensations, and most pass in minutes if you rest attention on them.
On his 17th birthday, Dethmer woke at 5 a.m. to his father having a fatal heart attack in the next bed. A nurse handed him the ring and watch. After breaking down in a hospital bathroom, he 'pulled himself together' to care for his mother and locked his feelings away into his early 30s. Holding emotions down is like holding beach balls underwater: exhausting, and he thinks it left him mildly depressed. People usually either vent feelings or suppress them. The third option is to feel the sensations fully until they release.

	Train the pause in advance, then use 'shift moves' during conflict.
A fight is a decision point, but no one taps you on the shoulder, so agree beforehand that either partner can 'call the game'. Moves: conscious breathing (4-7-8 or box breathing) to reset 'blood and brain chemistry'. Conscious listening: 'I stopped listening 15 minutes ago. Tell me again.' Separating fact from story, because 'facts never cause drama, stories cause drama'. And the drama triangle game. Expect to catch patterns the next morning at first, then an hour later, then in the moment. You can repair yourself inside even if the other person never cooperates.

	Being impeccable with agreements has four steps, and it's where trust is built or lost.
An agreement is who does what by when. Make clear agreements you have a whole-body yes to. Keep about 90% of them, when many teams keep 30–40%. Renegotiate as soon as you know you'll miss one, as a two-way conversation. Clean up broken ones without excuses. Tom Peters said there's 'no such thing as a small breach of integrity'. Gay Hendricks says all relationship drama comes from unaligned commitments or unclear, unkept agreements. Dethmer cleaned up joining this call a minute late by going to the wrong app.



Examples
	Shane's apology after the tech glitch
When an earlier recording failed, Shane apologized for 'wasting' Dethmer's time. Dethmer showed him three untested assumptions: Dethmer was having a bad time, Shane caused it, and time was scarce for him. In fact he was glad of the break. 'I won't grant you that power.'

	Feeling it in the jaw
Dethmer coaches Shane live: picture someone irritating, find the feeling in the body (a tense jaw), drop the story, and rest attention there. It 'just goes away'. Replaying grudges instead creates a thought-feeling loop that hardens into resentment.

	The CEO who was always late
In front of the CEO's team, Dethmer said he felt angry they'd started 10 minutes late and asked whether it was a pattern. The team laughed. Six or seven years later, the CEO is still punctual with him.

	Three options for chronically late people
Invite them to agree, as he did with a barber who later started texting when he was running late. Trust them to be late and bring a book, as with his son. Or 'complete' the relationship without blame.

	The drama triangle cards
He keeps plastic victim, villain and hero cards around the house. In a fight you throw them down, set a two-minute timer and exaggerate the fight. His partner Diana Chapman is 'world class at turning drama into play'.



Other relevant
	Ordinary moments compound
Shane's point: unrepaired small slights matter more than big choices like whom you marry. Dethmer agrees that corrosion comes from a 'million little moments'.

	Responsibility isn't license
Granting others responsibility for their experience doesn't mean you can treat them however you like. Approach them with love.

	Children feel fully
Infants feel everything through to completion. Adults have to relearn it, so practice in safe, low-stakes moments first.




A Practical Guide to Controlling Addiction & Dopamine | Dr. Anna Lembke | Knowledge Project 159

Guest: Anna Lembke · 2023-02-21 · 1:04:12

https://www.youtube.com/watch?v=bTyyY4jrl2w

Keypoints
	Dopamine drives the wanting more than the liking.
Psychiatrist Dr. Anna Lembke calls dopamine the most important neurotransmitter for pleasure, reward and motivation. It's the common pathway for anything reinforcing. The more dopamine a substance or behaviour releases, and the faster, the more addictive it tends to be. In a seminal study, rats engineered to lack dopamine receptors in the reward circuit would eat food placed in their mouths, but starved to death if it sat a body length away. Without dopamine, they lost the will to do the work to get the reward.

	Pleasure and pain sit on the same balance.
The same brain regions process pleasure and pain, working like a seesaw, and the brain fights to keep it level. Read a romance novel and the balance tips to pleasure. Then 'neuroadaptation gremlins' hop on the pain side, overshooting until it tips equally the other way. That's the comedown, or the urge to read one more chapter. Rule one: every pleasure has a price paid in pain. Rule two: with repeated exposure, the pleasure gets weaker and shorter and the after-pain stronger and longer. Rule three: the balance remembers.

	Addiction is a dopamine-deficit state.
Keep using, and the gremlins pile up until they 'fill the room,' camped out with tents and barbecues. Now you need more, and more potent, drug just to feel level. When not using you're in chronic withdrawal: anxiety, irritability, insomnia, dysphoria and craving. Smaller rewards no longer appeal. Clinically, addiction means continued compulsive use despite harm. The DSM's 11 criteria boil down to the four Cs: control, compulsion, craving and consequences. Quantity and frequency aren't among them, and tolerance alone doesn't make the diagnosis.

	Thirty days is the minimum reset.
Many patients who come to Lembke for depression or anxiety turn out to be using cannabis, pornography or video games daily. Their drug is the only thing that relieves the symptoms, and also what's causing them. She asks for a month of abstinence. She's careful to say this doesn't apply to anyone at risk of dangerous withdrawal from alcohol, benzodiazepines or opioids, who need medical management. For about 80% of patients, the depression and anxiety largely resolve on their own. Weeks one and two are hard; in weeks three and four 'the sun comes out.' Two weeks is almost never enough. Imaging by Nora Volkow shows dopamine transmission is still below normal two weeks after stopping.

	Addiction becomes its own primary disease.
People start for fun, to self-medicate, or to escape trauma. But heavy, regular use changes the brain, creating a second, primary, progressive problem. Contrary to early self-medication theories, fixing the depression or trauma — or even giving someone a perfect life — doesn't make the addiction go away. Understanding the spark isn't the same as treating the fire. Treatment has to be biopsychosocial: restore balance, rebuild connection through individual and group therapy, and change the social context.

	Watch for the double life.
An early warning sign is lying, to others and to yourself, about how much and how often you use. One patient lied compulsively about everything: at Burger King he'd say McDonald's, and vice versa. So alongside 30 days of abstinence, Lembke prescribes radical honesty: no lies at all for the month. The average adult tells one or two a day. Patients with the most robust recoveries learned to tell the truth about everything.

	Pay for your dopamine up front with pain.
During abstinence, Lembke recommends hormesis — exercise, ice-cold baths, martial arts, yoga, prayer and meditation. These deliver dopamine indirectly and speed the return to balance. She also recommends self-binding: barriers that put a pause between desire and consumption, because willpower is strongest in the morning and drains through the day. Sleep resets it, which is why 'one day at a time' works biochemically. Watch out for HALT: hungry, angry, lonely, tired.

	Abundance itself is a stress.
Biologically, stress is any deviation from homeostasis. The constant hits — phone at waking, coffee, doughnuts, Netflix binges — are a stressor in themselves. Lembke thinks the most vulnerable people are the poor in rich nations: they face unemployment, discrimination and trauma alongside unprecedented access to cheap, potent dopamine. In rats whose cocaine lever-pressing has extinguished, a painful foot shock sends them straight back to the lever, because severe pain also releases dopamine.



Examples
	The patient who nodded off.
Early in her career, Lembke treated a young woman for depression for about nine months and blamed her drowsiness on Paxil. Then her brother called after a rollover crash: she was using heroin. Lembke had never asked. The shame turned her toward addiction medicine.

	Her own romance-novel habit.
After weaning her last child, Lembke developed insomnia and came to depend on romance novels to sleep — eventually reading between patients at work. Her 30-day abstinence brought two hard weeks, then better sleep. She binged one weekend afterwards, didn't sleep at all, and has abstained since.

	The Schuckit and Brown study.
Middle-aged men drinking heavily every day, who met criteria for major depression, were simply detoxed safely in a hospital with no other treatment. After four weeks, 80% no longer met the criteria.

	Special occasions every night.
College students say they drink like their friend Joe — while the two of them sit in the top 1% of their class. Others 'only drink at parties' and find one every night.



Other relevant
	Why AA works.
A sober network, the twelve steps, and pro-social shame: meetings de-shame members, while day counts and chips make relapse costly — yet those who relapse are welcomed back.

	Naltrexone blunts the cue.
Because alcohol acts through the opioid system, the drug reduces both reinforcement and the dopamine dip after cues.

	Lower your sleep expectations.
Waking in the night is normal. Ambien adds only about 15 minutes; mostly it makes you forget the awakenings.




Simple Things You Can Do to Become a Better Listener | Carolyn Coughlin | Knowledge Project Podcast

Guest: Carolyn Coughlin · 2023-01-24 · 1:32:57

https://www.youtube.com/watch?v=TNyaaUF0hwE

Keypoints
	Adults keep developing — in how they make sense of things.
Developmental coach Carolyn Coughlin describes adult development theory as a map. Its big insight, introduced close to 60 years ago, was that people who look fully grown keep changing how they construct meaning. A child sees an angry face and asks, 'Am I in trouble?' Later, an adult asks, 'Have I hurt someone? Am I bad?' Later still: 'I wonder what's going on for that person' — no longer fused with the face. The map helps when we find ourselves, in Robert Kegan's phrase, 'in over our heads' and need to grow into our context. That growth happens better in company.

	'Have to' versus 'want to' changes the experience.
About ten years ago, Coughlin was travelling the world during the most exciting stretch of her career while her husband, a teacher, was home with their three children. She felt torn. A friend noticed she always said 'I have to get home' or 'I need to check on the kids.' Language doesn't just express meaning; it shapes it. She felt a tightness in her body when 'have to' was coming, and deliberately switched to 'want to.' It seemed almost silly, but it changed her relationship to her role in her family and helped her tell apart what she actually wanted. Shane's version: 'I choose to.' Speaking as if you're choosing eventually becomes seeing it as a choice.

	Balance is a static scale; a mosaic shifts.
Work-life balance implies one static, sustainable point on an old-fashioned scale. Shane notes that it's out of balance the moment you reach it. Coughlin pictures standing in the middle of a seesaw, balancing constantly with your legs. A mosaic holds health, community and family too, with pieces growing and shrinking. Rather than impose a new metaphor, she asks clients how the scale feels, then nudges. The catch: you have to step back to see a mosaic's beauty. When life is pressing, all you see is the mess.

	Watch for identity habits of language.
Phrases like 'I am just this way,' 'I'm the sort of person who answers within five minutes,' or 'So-and-so is always like this' quietly limit us. In a dispute with a neighbour building next to her house, Coughlin caught herself saying 'I would never do that.' It reinforced an identity — transparent, other-focused — that serves her well. It also stops her standing up for herself. Shane adds that 'I'm not the type of person who…' builds an arbitrary hierarchy that separates us from others. Coughlin argues that separation severs exactly the trust that hard, unpredictable problems require.

	In complex systems, create conditions rather than force change.
People, teams and families are complex adaptive systems. Push directly and the system pushes back, as families do when one member changes. First understand the current patterns, then nudge: family dinners create conditions for conversation. Clear the fridge of temptations, or keep light hand weights by your computer. A gym membership is a direct intervention that often fails — which is why gyms sell 12-month memberships in November and December. The people around you are conditions too, but no guarantee.

	Listening to win, to fix, and to learn.
Listening to win means making the other person wrong: 'That's not true, you look great.' Listening to fix means taking their problem and solving it. Listening to learn means getting beneath the words and reflecting them back. When her twins fought, Coughlin would say, 'It looks like you're really upset because he's relying on you for everything — is that right?' and watch her daughter's whole body breathe out. Listening is contagious. Feeling truly seen is one of the most extraordinary experiences a person can have, and it's itself a condition for learning to listen.

	Listen for what's subject and what's object.
Coughlin trains coaches in Kegan's subject–object theory. 'Subject' is what you're fused with — the water you swim in. 'Object' is what you can hold out and examine, like a value you can see shaping your choices. That means hearing every word or phrase and wondering what the person actually means, assuming your interpretation is probably wrong. For the body, a coach can simply ask, 'Where do you feel that?' Fifteen years ago she'd have made something up. Now she knows tension in her jaw signals stress or something she's dreading.

	Ask 'How could I be wrong?'
It's her favourite perspective-taking habit. Most of the time we don't even consider that we might be wrong. This question assumes we are, at least about another person's view, and turns that into curiosity. Asked as a group — 'How could we be wrong?' — it works like a premortem. Seeing the world as it is also means practising discomfort and resisting the 'action urge' to escape it, like training a muscle in a safe setting.



Examples
	Shuffling around waiting.
A client trying to let go of achievement-driven worth described not adding value as 'shuffling around aimlessly' waiting for a prescription, as she had while injured. Exploring who she was when shuffling around became the work.

	Why admin staff resisted the office.
One office head pushing a return found the resistance came from administrative staff with commutes of over an hour each way, while professionals took short Ubers across Manhattan and worked en route.

	The remote firm's check-in.
Fully remote since 2011, Coughlin's firm starts every meeting with each person answering a question. Then the group steps back to scan for themes, outliers and what wasn't said. Clients adopted it. She asks how often a meeting leader stops to ask, 'What's not being said?'

	'Why do I do this?'
A coach noticed her habitual question sent her hunting for what was wrong with her, often to a dead end. Questions direct attention, so she now borrows better ones, including children's.



Other relevant
	Polarities need both poles.
Following Barry Johnson's work, centralise versus decentralise, or my needs versus others' — over time you need both; unlike the highway-or-back-roads choice.

	Being on top of everything steals presence.
Inbox zero and a clean house were partly about wanting to feel 'done' and seeming reliable — she conflated answering every email with respect.

	Success is presence.
Not great ideas, but that in her presence, others could be more fully themselves.




A Practical Guide on Finding Inner Peace | Jack Kornfield | Knowledge Project Podcast 156

Guest: Jack Kornfield · 2023-01-10 · 1:41:30

https://www.youtube.com/watch?v=D9ayv-y4XBo

Keypoints
	There are two kinds of suffering.
After Dartmouth, avoiding the Vietnam draft, Jack Kornfield joined the Peace Corps in Thailand. He then entered Ajahn Chah's forest monastery on the Laos border, where the teacher greeted him with: 'I hope you're not afraid to suffer.' One kind of suffering you run away from, and it follows you everywhere. The other you face, and it's the gateway to freedom. The bell rang at 3 or 3:30am. Monks tapped the paths with sticks to warn off cobras, walked 5 to 10 miles barefoot for alms, and sat up all night at least once a week. His Ivy League education, he says, gave him half the curriculum. Nobody taught him what to do with his rage at a violent father, how to listen with compassion, or how to be with his fears.

	If you're going to be angry, do it right.
Kornfield had survived his childhood by being the family peacemaker, and thought he was a peaceful person. Then, in the monastery, anger out of all proportion began to surface. Ajahn Chah said, 'Good.' Go back to your hut in the hot season, close the door and both windows, wrap yourself in all your robes, and sit there until you know anger. Hear the stories it tells, feel its energy pulsing through your body, and stop running away from it. The general skill: name the emotion — sadness, fear, longing, delight — feel where it lives in the body, and see its story. Then emotions become visitors rather than captors, and your 'window of tolerance' widens.

	Emotions aren't just yours.
As mindful witnessing deepens, you stop taking emotions so personally. The grief or longing is part of the grief and longing of the world, shared with humanity, and that brings spaciousness. Kornfield notes this isn't purely mental perspective-taking. It's embodied: this is what the body feels like when grief sweeps over. A strong reaction to a small slight is a signal of past conditioning or trauma — not good or bad, just something there, which keeps playing out if you stay unaware of it.

	Thank the critical voice, then water better seeds.
Our inner commentary tries to keep us safe from pain, humiliation and loss. So rather than judging unhealthy thoughts, Kornfield says, 'Thank you for trying to protect me. I'm okay. You can relax.' Then drop beneath the story to the fear driving it. Practise loving-kindness: picture someone easy to love and repeat, 'May you be safe and well, may you be healthy, may you be happy and at ease, may you be held in love.' It feels mechanical at first, like piano practice, then becomes a default. Thich Nhat Hanh's teaching: the mind holds seeds of joy and of fear, and how you live depends on which seeds you water.

	Self-compassion is strength, not weakness.
At a meeting of Western teachers with the Dalai Lama, they asked about students' self-hatred. He was confused, asked how many had experienced it — nearly every hand went up — and said Tibetan has no word for it. Following the mindful self-compassion training of Chris Germer and Kristin Neff, first notice the judgmental voices. Don't fight them, which is just more judgment; say, 'I see you.' Then reflect on common humanity: baldness, like most struggles, happens to tens of millions, and it isn't something you did wrong. What grows is a quiet dignity rather than brash confidence.

	A mindful pause changes the rest of the day.
As a therapist, Kornfield had clients sit quietly for five minutes before talking. Someone arriving with road rage can hardly listen to themselves. A pause — a few breaths, stepping away — keeps one trigger from flavouring the whole morning. Practice makes the response automatic. Kornfield admits he's a 'speed freak,' but when someone slows him down, he now instantly wishes them well — not because he's saintly, but because he's practised. Ram Dass's image helps: treat your personality like a pet, with kind bemusement. Don't beat the puppy, and don't let it run the house.

	Forgiveness doesn't condone — it frees you.
Forgiveness isn't forgetting. See clearly what happened, feel the suffering, and resolve to stop it continuing. Then decide not to carry the hatred, or cycles like Hutus and Tutsis or Northern Ireland's Catholics and Protestants never end. Two former prisoners of war meet 25 years later. One asks, 'Have you forgiven our captors?' 'Never.' 'Then they still have you in prison.' It can be a long process, and it's mainly for the benefit of your own heart.

	Intention steers everything.
Crash your car through a neighbour's fence in rage, or because the accelerator stuck: identical from outside, entirely different consequences. Set a long-term intention, as simple as 'I vow to be kind,' as a compass. In conflict with his wife Trudy, Kornfield pauses and asks, 'What's my best intention?' 'What did you mean?' fuels an argument. 'What did you mean? I want to understand' shifts it from blame to care. Watch impact too, because good intentions can still cause harm.



Examples
	Malaria in a six-by-seven hut.
Lying sick on the floor, Kornfield was visited by Ajahn Chah. 'This is suffering, all right... makes you want to go home and see your mother, doesn't it? You know how to do this.' The teacher's steadiness was the transmission.

	'I will not bequeath bitterness.'
A woman in a brutal divorce — her husband was hiding money and turning the children against her — got a tough lawyer, as Kornfield advised. But she also vowed never to say a bad word about their father.

	Stones for the dead.
At a retreat for young men leaving LA, Oakland and Chicago gangs, the hoods stayed up until each was asked to bring back a stone for every young person they knew who'd been killed and say their name. Some came back with their hands full. Kornfield later lit a candle in silence with Google vice presidents too.

	Shay's bowl.
A teacher battled a defiant seventh-grader all year. On the last day, the girl returned with a ceramic bowl: 'Thanks for trying to like me.' The teacher, now a district superintendent, still keeps it on her desk.

	Number your top ten tunes.
Most thoughts are repeats. On retreat, Kornfield has people number their recurring worries — the daughter, the stock portfolio — so they can say, 'Oh, number three. Thank you.'



Other relevant
	Empathy feels; compassion acts.
Watching a child being bullied, empathy resonates like a sympathetic violin string; compassion walks over or tells the principal.

	When you eat and read, just eat and read.
Presence doesn't mean slowness — even grocery shopping can be enjoyed rather than careened through.

	Discernment over judgment.
See clearly what serves without the negative charge, and don't struggle alone — every tradition has its community.




The Science of Setting and Achieving Goals | Emily Balcetis | Knowledge Project Podcast

Guest: Emily Balcetis · 2022-12-13 · 1:25:04

https://www.youtube.com/watch?v=bYAe0zXt8xg

Keypoints
	We trust our eyes more than we should.
NYU social psychologist Emily Balcetis points out that the world rarely corrects our vision. Touch a 'silk' shirt and the label says polyester; mishear someone and they correct you. If we miss something visually, nobody tells us, so our trust is miscalibrated. The anatomy compounds it. Horses see about 270 degrees, but our forward-facing eyes take in a narrow slice. Only an area the size of two thumbnails at arm's length is sharp; the rest comes in fuzzy and colour-poor. The brain fills the gaps with memory and expectation, testing input against a visual hypothesis. That's the 'perception–reality gap.'

	Your body and motivation change how far things look.
In her lab's studies, people with a higher waist-to-hip ratio or BMI literally saw distances as farther — the people for whom the finish line would be hardest to reach. But motivation compensated. Highly motivated people with higher waist-to-hip ratios saw the distance as short as leaner people did. Visual experience isn't a camera feed. It reflects what the body can do and what the brain supplements.

	Narrow your focus and you'll move faster.
Balcetis expected elite sprinters — including Trinidad's fastest man and someone who'd trained against Usain Bolt — to describe superhuman peripheral awareness. Instead, they described a spotlight on the finish line; over longer distances, they picked a target, reached it and picked another. So she taught ordinary exercisers to do the same: choose a target, imagine a spotlight on it, ignore the periphery. On an identical course they moved 23% faster and said it hurt 17% less. Over the next week, fitness-tracker data showed they took more walks, more steps, and walked faster. The illusion of proximity raises self-efficacy, so the gap becomes something to use rather than fear.

	Save the narrow focus for the end.
Surveying thousands of runners in 5Ks, her team found narrow attention is used slightly more than wide at the start. The gap grows dramatically towards the finish. Checking bib numbers against official race times showed the fastest runners widened that gap the most. Constant targeting is tiring, so they conserve it. Distractions — rivals neck and neck, the sister cheering with a sign — widen attention exactly when it hurts. This echoes the goal gradient from 1930s and '40s animal studies: rats ran faster and pulled harder in harnesses near the end of a maze, despite having less energy left.

	In the murky middle, choose where to look.
Drawing on Ayelet Fishbach's research, Balcetis says beginnings and endings have their own energy, but the middle is where people drop off. If you're deeply committed to a goal, look forward at the gap still to close. If you're less committed — a new goal, or one handed to you — look back at how far you've come. And keep goals out of the impossible zone. NYU colleagues found systolic blood pressure drops when a goal feels impossibly hard, as if the body gives up before starting. Sub-goals bring difficulty into the Goldilocks zone.

	Pair the big vision with concrete steps and plan B.
A TD Bank survey found over three-quarters of small-business owners use or believe in vision boards. But a board of your loftiest goals can be depressing and gives no route. Couple big-picture sessions with concrete actions for this week and month, then list likely obstacles and backup plans. When an obstacle hits, you're short on time and bandwidth — like being stuck in a bunker unable to see the green. The plan has to be practised, and kept salient, to work.

	Plan the week, not just the day.
Balcetis's team, each pursuing a big personal project — a first film, a new social organisation, a novel — tested two approaches. One week they planned each morning for that day. Another week they planned the whole week on Sunday, slotting in blocks. Weekly planning found 2.5 more hours of goal work and helped 66% of people. Seven days out, the calendar is freer, and a block you can see gets worked around like a meeting with the boss. It also explains overcommitting: distant requests are judged on desirability, near ones on feasibility.

	Let your environment do the reminding.
Self-encouragement is effortful. Use the perception–behaviour link instead: keep running shoes near the door you open every day rather than in the dark back of the closet, and put workout clothes on the dresser rather than your robe. Most people break New Year's resolutions by Valentine's Day, often by setting impossible goals like losing 40 lb by swimsuit season, then quitting after six weeks and 3 lb. Set sub-goals ('down, not up, in six weeks'). Plan for February's busier schedules with backup times. Treat a miss as a debrief, not a 'failure' label.



Examples
	Phelps swimming blind.
In the 2008 Beijing 200m butterfly, chasing a record eighth gold, Michael Phelps's goggles filled with water. He'd practised for it — his coach reportedly smashed his goggles before dives — so he counted strokes and won.

	Her mother's saucer.
After part of her stomach was removed following a cancer scare, Balcetis's mother can eat only 5–6 oz per meal, less than Balcetis's 7-month-old. She uses appetiser plates and teacup saucers so the meal feels full.

	Google's frosted M&M jars.
Without removing free snacks, Google put M&M's in opaque containers and unhealthy drinks on low cooler shelves. Restocking reports showed less unhealthy consumption.

	Mass General's traffic-light cafeteria.
Placing healthy items at eye level and using green, yellow and red price tags raised healthy eating and lowered unhealthy eating.

	Spider phobics spot spiders first.
Clinical research shows people with phobias orient to, and fixate on, the feared object faster — seeing evidence that reinforces their belief.



Other relevant
	Bad looms larger than good.
Negativity dominance means one insult outweighs one compliment; memory of past experience also shapes whether the glass looks half full.

	Be a better accountant of progress.
Star charts work for adults too, correcting our tendency to under-credit our successes.

	One hat at a time.
Running a lab of 40–50 people with a 6-year-old and a baby, she reminds herself: you've committed to Legos now — enjoy them.




Tyler Cowen: Prepare for the Brave New World | Knowledge Project Podcast (Audio)

Guest: Tyler Cowen · 2022-11-22 · 0:53:49

https://www.youtube.com/watch?v=DSMIzfDyxZI

Keypoints
	'Average is over': you either work with smart machines or compete against them.
The divide Cowen describes is whether computers enhance your productivity or replace you. Old factory jobs that needed no degree built the middle class, but that era is mostly gone. Today's work means relearning technology every three to five years, which many people find very hard. Two groups do well: the highly conscientious who are good with tech, and people with superb people skills in sales, marketing and management, which computers won't take over soon. His advice is to figure out which you are and be one. Doing both, like Mark Zuckerberg, is rare. The outlook is mixed: income gaps widen, but automation makes many goods nearly free, so the poor consume better than you'd expect.

	Regions and countries are diverging, not catching up.
After World War II, poorer American cities caught up with richer ones. Now poorer parts of Louisiana and Mississippi fall further behind Silicon Valley. Creative clusters form where rents are very high, and you're either in one or not. Much of Eastern Europe is emptying out despite the economists' convergence story. Even the clusters suffer: most artists can't afford Manhattan, or now Brooklyn. What we gain is access to culture in seconds through Spotify, YouTube and Netflix. It's denser, if less often live.

	Global markets push value toward what's scarce: prime land, good ideas and unique skills.
Since he first wrote that, Cowen says, it has become more extreme. Land prices in London, Paris and top US cities keep climbing, and a hit product that once reached Western Europe and Japan can now sell to billions in more than 100 countries. Attention is scarce too, especially for high earners, so media rewards authentic or niche work like The Sopranos or The Wire: 'you can't just put slop out there anymore.' He expects most newspapers to depend on wealthy owners, with The New York Times and The Wall Street Journal among the few that stay profitable. Bundling classifieds, sports and world news together 'was always crazy'.

	America has become a 'complacent class': individually rational safety that makes the country collectively worse off.
Americans move less, worry more about how they raise children, medicate more, and run a less dynamic economy, with slower productivity growth outside tech. Every item on that list makes sense individually. Together they mean slower growth, budget strain and 'screwy politics'. Change has actually slowed. His grandmother saw antibiotics, cars, radio and flight arrive by age 50. At 56, Cowen lives in a 50-year-old house and drives a car anyone from 1968 could operate. Post-war science fiction imagined utopias; today's is dystopian. Complacency can't last, and he cites the Trump phenomenon and the loss of Pax Americana as early cracks.

	We've stopped building the physical world. Price the roads instead of waiting for technology.
Parts of New York's subway signaling date from the 1930s and 1940s. People prefer homes from the 1920s–50s, though no one wants a phone from then. Getting around takes longer than it used to. Cowen favors congestion pricing: tolls on I-66 into Virginia can hit $30–40 at rush hour, but without them 'it was just a big parking lot'. London and Singapore show it works. Self-driving cars could make traffic worse if people send empty cars to fetch smoked salmon from Whole Foods.

	The future belongs to the 'meta-rational': people who know their limits and when to defer.
Algorithms will increasingly tell you what to buy and at what price, and people who think they can beat them will make more mistakes. The key skill is knowing when to trust Yelp, a podcast or an expert. 'Epistemic modesty' now pays off more than raw IQ. Build judgment by combining trusted mentors face to face with 'extreme and intense online experimentation': Wikipedia, creative Googling, blogs and a carefully curated Twitter feed. Online learning built in about 15 years is, he says, among the world's greatest achievements, like 'the 1780s for classical music'.

	Learn to be re-energized by never being the best. Chess taught him most moves are mistakes.
Online, someone is always smarter or stronger, unless you're Magnus Carlsen. When peer groups were local, that wasn't so obvious. Cowen played tournament chess intensely from about 10 to 16. Following Alexander Kotov's How to Think Like a Grandmaster, he wrote out his own analysis of games and compared it with a grandmaster's 'to see how rotten yours was'. An Elo rating tells you exactly where you stand every morning. He calls the lesson compound learning: keep learning a steady percentage a year and 'stay alive'.

	Avoid 'devalue and dismiss', and assume you're wrong more often than you think.
Bayesian logic says someone always knows more than you, but you need judgment to pick whom to copy. So hold opinions more loosely and become a generalist at evaluating sources, since 'the internet makes smart people smarter and stupid people stupider'. If something offends you, don't assume it's wrong. Cowen prefers books he disagrees with, because books he agrees with bore him. In arguments, including with a spouse, you're right less than half the time, since often both sides are wrong. Internalizing even 10% of that helps.



Examples
	How he reads
He finishes about one book in ten. The first 20–30 pages decide whether to continue, and more than half fail. Reading 'quickly' comes from a lifetime of reading: asked how long a book took, the true answer is '53 years'. He reads physical books because he remembers where things sit on the page, and folds corners to fix ideas in memory.

	Quake books
When you're young, books like Hayek, early science fiction and John Stuart Mill's autobiography can shake your worldview. After 40, reading shifts to history, biography and 'cultural anthropology' of places and industries. He rereads Shakespeare most.

	Don't give books as gifts
People read gifted books out of obligation and look for hidden messages. He leaves review copies in a lending library near his house.

	Parenting advice
In the teen years, introduce your child to as many admirable friends as possible. By then they've absorbed what they will from you.

	Minimum wage and compounding
Raises cost some jobs and get partly given back through higher food prices. He judges policy by whether it involves compound learning, as productivity growth does.



Other relevant
	Low rates hurt savers
Near-zero rates (as of this 2018 conversation) reflect global wealth seeking safe assets. He fears thin retirements for millennials. His daughter saves using fixed, almost religious rules.

	Managers are philosophers
As others specialize, managers become generalists who must understand what motivates people. CEOs are increasingly hired from other industries.

	On Bitcoin
In 2018 he called it a legitimate store of value, not a bubble but not a currency, and blockchain still unproven beyond it.




Tobi Lütke: Empowering a World of Rebels |  Knowledge Project Podcast

Guest: Tobi Lütke · 2022-11-15 · 2:36:08

https://www.youtube.com/watch?v=hUug8tEWtoY

Keypoints
	In chaos, protect the North Star, not the plan. Roadmaps are overrated.
Shopify became a symbol of the pandemic shift to digital, then of the pullback. Lütke says no one in a company works on the stock, and if people start to, something is wrong. What matters is the company's purpose: making entrepreneurship simpler. When shelter-in-place closed stores, the move was obvious: get retailers' catalogs online and ship curbside pickup. His alternative to roadmaps is a clear view of what merchants need, an honest model of your capabilities, and teams ready to pick the best next task. When reality changed, Shopify sorted all its work into 'helpful' and 'not helpful' and stopped about 60% of it.

	A founder's most valuable power is subtraction, funded by 'legitimacy'.
Non-founder companies are like river stones: smooth, strong at measurable operations, and run through stakeholder management and plans that carry legitimacy. Founder companies are spiky volcanic rock. Lütke calls legitimacy one of the most underappreciated resources and credits an essay by Vitalik Buterin. A company's founding story deposits it into a kind of bank account, and only a founder still present can draw on it. 'If you say no to a thing, you say no to one thing. If you say yes, you say no to every other thing.' Adding is easy, removing takes courage. Satya Nadella pulled off subtraction at Microsoft, but it's 'ten or a hundred times harder' for a non-founder.

	Best practices are just average with lower risk. Not taking risks is the real career risk.
Companies revert to the industry mean, and industry quality is low. Doing what everyone else does is the only option with no risk, which is exactly why it's average. Innovation requires being different, which means sometimes underperforming. At Shopify a miss is 'the successful discovery of something that didn't work', and people get coached for not aiming high. He wouldn't be proud of a company that only maintains its products and buys all its innovation. Even HR should innovate. Shopify built a new compensation system from first principles.

	What gets called bureaucracy is often sediment layers of individually good decisions.
People rarely call processes that work 'bureaucracy', so the word flags places where first-principles thinking can streamline a lot. But some checks and balances only look bureaucratic. A person patches a hole in a wall, someone with more perspective knows the floor is being remodeled, and someone else knows the company is going 'digital by design' with no offices. Ideas should come from everywhere, while strategic decisions come from wherever the right perspective sits. He gives executives Parkinson's Law, an 80-page book on how organizations get silly.

	Compensation shouldn't depend on what the stock did the week grants were issued.
Stock options and RSUs piled up as tax optimizations and turned into complex instruments with wildly varying outcomes. Lütke asks why an employee's lifetime earnings should depend on whether Russia invaded Ukraine the week before a grant date. Shopify now gives each person one annual number, then lets them use sliders to choose the mix of cash and stock. A low share price buys more shares. He'd like to add options such as a charity bucket. The aim is to 'treat people like adults'.

	Business should be re-derived from programming principles.
He argues computing sits between language (abstraction) and math, a practical 'applied computational philosophy' that early universities stuck in basements. Engineers spend their formative years building systems that survive non-deterministic chaos like packet loss, so their systems design is '100 years ahead' of management books. A compensation team looking up comparables and percentiles is really processing data. Make it an executable, auditable function, change one file, and watch the company model rebuild. As Nash took lessons from poker for game theory, business should take lessons from engineering.

	Decisions are easy. Finding the inputs is hard. Rerun the function when the inputs change.
Most disagreements disappear once you state unstated assumptions. Judge a decision by its process, not its outcome ('resulting'). His test: was there 20 minutes I could have spent to get a missing input? Shopify built great offices. When the input 'can people go there?' flipped, and then where staff lived changed, it called 'digital by design' early, around May 2020, to remove ambiguity for staff and recruits. Second-order effects often outweigh first-order ones, he argues: anti-nuclear sentiment in Green movements kept coal in use and contributed to climate change.

	Your value isn't your title. Most people should choose range over specialization.
Anxiety often comes from tying self-worth to a role or a credential. At Shopify, roles are 'lures to great people', and hiring asks whether the company will be better with you. True specialists know who they are. For everyone else, the Pareto principle means you can get to eight out of ten in five fields, and learning speed compounds. He calls 'jack of all trades, master of none' 'one of the dumbest sentences I've ever heard'. A longtime colleague told him his high opinion of people leaves him constantly disappointed. Lütke would rather help people see their potential.

	Play infinite games, and pick finite games that serve them.
From James Carse's Finite and Infinite Games: a finite game like tennis has rules and a winner, and dies if conditions change, say gravity at 7G. An infinite game, like fitness or education, exists only to keep playing, so change is welcome. School turns education into a fractal of finite games of tests and grades and forgets the point. Lütke's infinite game is giving people superpowers through technology. The most successful people, he says, choose finite games that do 'dual duty' for their own infinite one.



Examples
	Fixing his sleep in three days
After two years of 14–16-hour days and sleeping pills, he used CBT-I, cognitive behavioral therapy for insomnia. He says there are only about 100 certified US practitioners, so he used books, an app and an Oura ring. Rules: the bed is only for sleep, read in a chair, go to bed only when sleepy, get up if you wake. By day three it worked. His body takes about 6.5 hours, not eight, and he calls Why We Sleep anxiety-inducing.

	The Shop Pay dial
Shop Pay lifts conversion so much that charging an extra 1% would be 'utterly worth it' to merchants. Lütke won't, because over 10 years it would invite competition and undercut the mission of giving small businesses big-company features.

	Programmers vs. artillery tables
Rooms of people once did calculus by hand for artillery tables. Today one of them could learn to code in a week and write a function that frees every calculus expert, a gain productivity statistics wouldn't capture.

	Fast Grants
Early in COVID, Lütke helped fund grants decided within days. Normal grant processes reward the most prepared, who often aren't the people doing the most important work.

	Conformism quadrants
From Paul Graham's essay: passive conformists include many great specialists, aggressive independents are entrepreneurs, and aggressive conformists are bureaucracy's comic-book villains. Companies should choose deliberately where to place each.



Other relevant
	Optimism is warranted
People say they're fine but think everyone else isn't. He blames media hostility to tech and expects our era to be studied as 'the coming of age of our species'.

	Travel was penance
Pre-pandemic travel was 'sacrificed at an altar of sincerity'. Bring back only deliberate time with important people.

	Open-source AI accelerates
Stable Diffusion's open release let developer-experience people speed it from 15 seconds to about 3 per image on the same hardware.




Rules for Winning the Game of Life | Adam Robinson | Knowledge Project Podcast 47

Guest: Adam Robinson · 2022-11-08 · 1:56:34

https://www.youtube.com/watch?v=7BfKEkEkKlk

Keypoints
	Three rules for the ‘great game’ of life: connect, delight, expect magic.
In December 2016, on stage at the 92nd Street Y before about a thousand people, Tim Ferriss asked Robinson what lessons he had learned that year. He blurted out ‘three things’ with no idea what they were, then improvised them. First, connect with others above all. Second, create fun and delight for the other person in any situation. Third, lean into every moment and encounter expecting magic or miracles. A lifelong introvert who had lived in the world of ideas, he was surprised to find that he believed every word. They became the core of his novella An Invitation to the Great Game, drafted in 10 days.

	Don’t chase happiness—point your attention at the task or at other people.
Happiness, love and success are found by not looking for them: hunt for love and you stop being lovable. Citing Viktor Frankl, Robinson calls happiness a byproduct of full engagement. Asked whether he was happy mid-interview, he said he had no idea; he was too absorbed. Attention belongs in only two places: the task at hand or other people. Doubt, fear or loneliness signals that it needs redirecting. His complaint about self-help is that it fixes attention on the one thing it shouldn’t be on: yourself.

	Technology hijacks attention by reflecting your views or provoking outrage.
Platforms make money once your attention is captured, and only two levers make you click. They mirror what you already believe, making the internet ‘one big confirmation bias engine,’ or they show what infuriates you. Robinson sees a loneliness epidemic. He typed ‘How can I learn’ into Google: after English and Spanish, singing and coding, the top five included ‘to love myself.’ Friends got the same result—a question too private to ask even a best friend.

	To change minds, change the questions people ask or offer more inspired answers.
Every institution answers a question. Democracy answers how everyone can have a say. Slavery answered how to extract value without paying people—a horrific answer, not the question itself, since Wikipedia answers the same question by offering people intrinsic reward. New questions are hard to plant, so offering better answers is usually easier. Useful personal questions: ‘How can I create fun and delight for this person?’ turns a job interview into a game. ‘Who do I need to be here?’ beats ‘What do I need to do?’

	Surprise means your model of the world is wrong—so ‘it makes no sense’ is a signal.
Robinson treats surprise as a learning opportunity and a way to find opportunities. When a pundit says it makes no sense that 10-year yields stay below 3% or that gold keeps falling, that person has a dozen logical reasons contradicted by reality. A stronger force is at work, and many investors are still on the wrong side of the trade. ‘If you want to find gold, it’s where things don’t make sense.’ His own insights arrive unbidden, and he works out the logic afterward. As Chesterton put it, you discover truth by logic only if you found it first without it.

	Investing means anticipating the anticipation of others—watch which group of traders is right.
Robinson calls intrinsic value ‘a fraud’ because Graham never defines it beyond ‘value justified by the facts.’ Even a true value is useless if nobody else believes it. He sees technical analysis as confirmation bias. Following Keynes, who multiplied a Cambridge college portfolio through the Depression, he waits for groups of traders to disagree and asks who is usually right. When bond and stock traders split, bond traders are ‘right and early’ almost every time; he watches the LQD/IEF ratio. Metal traders rank highest for simple models, physical goods and long horizons. Economists and central bankers rank last. He stresses this isn’t investment advice.

	A trend is the spread of an idea, and trend changes start in three ways.
Drawing on Everett Rogers’s Diffusion of Innovations (innovators, early adopters, early and late majority, laggards) and Schopenhauer’s three stages of truth, Robinson sees trends begin in three ways. A long uptrend suffers a sudden ‘air pocket’ drop, then a bounce that fails. A parabolic rise collapses without a bounce. Or a long sideways stretch shifts shares from bored holders to patient ones before a big move, as with Bitcoin. A stock knocked down that doesn’t get up, like an injured football player, is telling you something.

	When results stall, change what you’re doing, not how hard you do it.
Most people double down: more effort, more money, more of the same. Follow Emerson—life is an experiment if you conduct it like one. Comedians like Chris Rock tweak one line a night and cut what doesn’t get laughs. McDonald’s ‘Would you like fries with that?’ reportedly came from a teenage employee’s experiment. If unsure, step in the opposite direction: a runner whose times stall despite more mileage could try less. Robinson once spent two years testing ways to explain one concept; once something works, stick to the script.



Examples
	Joe Bloggs and the SAT.
Robinson’s first tutoring student got every hard question wrong after narrowing it to two choices. He realized hard questions are hard because the plausible answer is a trap: ‘pick the one you think is wrong.’ He invented Joe Bloggs, the average test-taker, and taught students to do the opposite on hard questions—say, average speed from Toronto at 60 mph and back at 40 can’t be 50. This became The Princeton Review; the test makers later dropped sections he cracked.

	The Stuyvesant program.
Volunteering in 1995, Robinson took students averaging about 29 out of 100 and got two-thirds into elite high schools needing 65–85. A 150-question survey found the biggest predictor of improvement was a father born abroad and a mother born in the U.S.; race dropped out. Kids who doubted they’d pass, but whose teacher believed in them, improved most.

	$500 for the charity canvassers.
Three young fundraisers used the same failing line on every passer-by. Robinson paid them $500 for two minutes to urge them to test different lines and share what worked.

	Copper divided by gold.
When recorded, 10-year yields were near one-year highs while copper/gold sat near one-year lows. Robinson says metal traders hadn’t missed the direction of rates once since 2000.



Other relevant
	Model struggle for kids.
Tell children learning is hard so they don’t blame themselves, and let them watch you persist. Teachers who move on when a child hesitates ‘don’t let them think.’

	There’s always a ‘yet.’
‘I’m no good at math’ means your techniques aren’t working. Worshipping intelligence undermines effort.

	Know your edge.
Echoing Steve Cohen: an edge is a definable, repeatable, testable process, not a gut feel or a summer job in a restaurant.

	Aim to fail at the highest level.
Standardized tests, like the high jump, are built to make you fail. Less-prepared boys expect difficulty and move on; conscientious girls are rattled.




Principles for Successful Teamwork | Alan Mulally | Knowledge Project Podcast 151

Guest: Alan Mulally · 2022-11-01 · 1:19:36

https://www.youtube.com/watch?v=2tOWvdWSZzk

Keypoints
	Values learned at home became a leadership system.
Growing up with modest means and a lot of love in Lawrence, Kansas, Mulally heard a lesson from his parents each morning. ‘The purpose of life is to love and be loved—in that order.’ ‘Service is to live.’ ‘Seek to understand before you seek to be understood.’ ‘It’s nice to be important, but it’s more important to be nice.’ The one that shaped him most: working together lets you make the most positive contribution to the most people. Service was also his route to Levi’s and college: TV Guide routes, lawn mowing, and checker at Dillons grocery, where he was the only checker anyone tipped—for asking whether customers had found everything and had their coupons.

	Live one integrated life, and check it on your calendar every day.
His parents drew a big circle labeled ‘one life,’ with smaller circles inside for work, family, spirit and community, and ‘life’s work’ (meaning service) underneath. Decide what matters in each circle, then check your calendar every morning and night. Booking a family trip next year doesn’t cover family. At Boeing his assistant put his family-meeting commitments on his calendar, and colleagues knew he might vanish for an hour for a parent-teacher conference.

	Build a culture of ‘love by design’ on a card everyone carries.
The principles: put people first and ‘love them up’; include every stakeholder; rally around a compelling vision, comprehensive strategy and relentless implementation plan; set clear performance goals with one plan; and rely on facts and data. Expect the unexpected; follow agreed behaviors such as proposing a plan, a find-a-way attitude, respect and listening; stay emotionally resilient; have fun. There’s zero tolerance for violating the process or behaviors, and if you slip, ‘just say you’re sorry.’ It was the one piece of paper he brought from Boeing to Ford.

	Weekly business plan reviews with color-coded status make problems safe to show.
Every Thursday from 7 to 9 a.m., the whole leadership team, worldwide, reviewed vision, strategy, plan and every area’s status. Green meant on plan; yellow, an issue with a solution; red, an issue still being solved. Mulally missed perhaps 10 meetings in years and dialed in from wherever he was. ‘You’re not red; your item is red.’ A red item is ‘a gem’ that lets everyone help. No devices are allowed; open a laptop and the meeting stops. Ford’s new plan cut capacity to real demand, built a full lineup of best-in-class cars and utilities, borrowed $23.5 billion, and ran ‘One Ford’ as a single global team.

	Consistency is what earns trust in the process.
An outsider can’t just announce a new culture. For the first few weeks Mulally spent a couple of hours a day answering anyone’s questions about the card, then started the reviews. What won people over was handling every red item the same way, week after week. Discipline about the process and about behavior creates safety. Once leaders trusted that issues would be dealt with together, stress fell, they slept at night, and confidence grew with each solved problem. Within two months, he says, Ford was on its way.

	Make behavior a choice, and accept either answer.
When an executive attacked a colleague or showed off with rhetorical questions, Mulally followed up privately and asked what it did to the team. Some said command-and-control had served them well. ‘It’s okay,’ he’d reply, meaning they could choose to leave and still be loved. He asked them to talk it over with family and decide by morning; the team would agree on two or three things to improve. About 80% committed. One rhetorical questioner said she’d been violating her true self for years and became one of the best collaborative leaders he worked with.

	Leaders facilitate and coach; humility asks three questions.
With 12 or 13 direct reports covering every discipline, nobody gets left out and the team doesn’t split into haves and have-nots. A CEO once asked if boards would pay him to facilitate; Mulally said they’d pay twice as much for a good facilitator, because knowledge workers know more than the boss. From Marilyn Gist’s work on leader humility come three questions people silently ask: Is this about you or about us? Where are we going? Do you see me?

	Repeated behavior reshapes beliefs; feedback works when expectations are clear.
Authenticity is alignment of beliefs, values and behaviors. You can only see behaviors, but acting this way week after week shifts the values beneath. Each year every leader got one or two improvement items through a 360 review. The whole team knew them, so feedback became expected and specific, which Marshall Goldsmith called stakeholder-centered coaching. Once people have worked this way, they won’t tolerate anything else.



Examples
	The first red chart at Ford.
With Ford heading for a $17 billion loss, all 300 status charts were green for weeks. Then Mark Fields, head of the Americas, showed red: the Ford Edge launch at Oakville had stopped over a liftgate actuator. A colleague asked what color he wanted for his funeral. Mulally clapped. Within seconds, engineering chief Derrick Kuzak, quality chief Bennie Fowler and manufacturing chief Joe Hinrichs offered data and engineers. Two weeks later it was yellow, then green—and the next week’s charts ‘looked like a rainbow.’

	‘We’re going to Ford, aren’t we?’
Mulally first turned down Bill Ford. Some of his five children, listening outside his office, pushed him to go: they wanted to drive a Mustang. Helping save a second American icon sealed it.

	Business plan review at home.
When he proposed weekly reviews, his wife Nicki said, ‘Alan, this is not Boeing.’ Instead: Sunday family meetings to tidy the house, sort laundry, share calendars and ask for help. One rule said tell the family beforehand about anything that might embarrass it or make it proud. The kids never missed one—allowances came last.

	Feedback without attack.
When a brother forgot to drive his sister to a key dance performance, she told him at the family meeting that she knew he loved her and was reliable, and called it an opportunity to learn. His apology taught all seven.



Other relevant
	Decide with your head, then check your heart.
Examine every angle, then notice how saying the decision aloud feels.

	Hiding issues kills speed.
Cultures where you bring problems only with solutions prevent swarming on issues.

	Too many brands, no focus.
Ford owned Aston Martin, Jaguar, Land Rover and Volvo while most of its business was Ford; it couldn’t be world-class at everything.

	Success is a lifetime of service.
Mulally worked on every Boeing jet from the 707 to the 787 and was chief engineer on the 777. He keeps filling in the circles.




Robert Greene on Reading, The Laws of Power, and Detecting Lies | Knowledge Project Podcast Archive

Guest: Robert Greene · 2022-10-11 · 1:14:35

https://www.youtube.com/watch?v=hwqveKLfpfg

Keypoints
	The 48 Laws of Power lasts because it tells the truth about power that polite books avoid.
Published in 1998, when Greene was 39 and had 'no success' after jobs in Hollywood and journalism, the book sold steadily for two decades and is nearing two million US copies. He designed it to feel timeless by drawing on all cultures and periods of history. He wrote it out of 'hunger and anger' that books about power were so skittish about the manipulation he'd seen in offices and politics. He admits some literary license, but says every chapter reflected things he'd lived through or seen. Some readers hate it for exactly that reason. Its success then brought him into consulting with powerful people in music, politics and business, including 50 Cent, which made him 'a little more sophisticated'.

	Social intelligence is more than half of any power situation.
His next book (on human nature, in progress during this conversation) grew from Mastery's chapter on the 'seven deadly realities' of people, which drew huge reader response. It became 18 timeless elements, including envy, grandiosity, irrationality, narcissism and passive aggression. You can be brilliant at coding, he says, but if you can't deal with people you won't get far. Knowing your own aggression or narcissism is what lets you improve. He also deliberately added more stories about women, such as Coco Chanel, because 'you can't write a book about human nature if it's all white men'.

	Great books show deep thinking and are willing to speculate. Bad ones have one idea and repeat it.
After roughly 2,000 books of research, Greene can tell from the back cover or the first five pages whether a book has 'juice'. Weak books state an interesting idea in chapter one, then repeat it, or grind an axe. He found Walter Isaacson's Steve Jobs rushed and shallow, and says 5,000 pages on Napoleon never quite nailed 'what made him tick'. He admires Robert Caro's Master of the Senate as 'an incredible treatise on power'. He mostly reads biographies and dead authors, and avoids contemporary pop nonfiction (even Malcolm Gladwell) so he won't overlap with it, aiming for the 5% that's truly his.

	His note-card system: mark the margins, wait weeks, then transcribe onto cards by theme.
He reads a good book carefully and marks passages in the margins, skipping 'like hell' through bad ones. A couple of weeks later he copies the notes onto cards, each headed with a theme such as 'envy'. If one book yields nine cards on a theme, it may anchor a chapter. Irrationality alone gathered more than 100 cards from more than 50 books. He writes by hand with a fountain pen because 'there's a logic to it', it makes him think more deeply, and he can flip through 2,000 physical cards, backs included, faster than on a screen. He taught the system to Ryan Holiday.

	Let the themes emerge from the research, like reducing a sauce.
For the 48 Laws he read Machiavelli, Sun Tzu, Clausewitz and Nietzsche without knowing what the book would be. About 80 recurring themes emerged and were 'whittled down' to 48. The human nature book went from about 30 themes to 24 to 18. Keeping the project open-ended keeps it alive: 'you can sense the brain matter of the writer flickering on the page.' Decide everything in advance and 'it dies on the vine'.

	Translate history into psychology you can act on, such as Napoleon's flank attack.
Writing The 33 Strategies of War meant asking how Napoleon's flanking maneuver applies to someone at a Silicon Valley software firm. The answer is indirection: no punch is more powerful than an unexpected one from the side. A frontal approach lets rivals raise their best defenses. A surprising sale, seduction or competitive move works on the same psychology as Austerlitz. He spent months with annotated Chinese texts of Sun Tzu to understand what force and momentum really are.

	Sustain hard mental work with routines, and be 'a bit of a tyrant' about your time.
Each book takes him about four years. He writes three hours a day, which is 'about all I can stomach'. He meditates every morning (Zen, for about eight years), swims a mile and a half nonstop every third day, hikes, and does a yoga and Pilates routine. A daily 20-minute back routine, holding each pose about a minute, ended his back pain. He says no to almost everything near the end of a book. It's lonely, but constant distraction short-circuits the unconscious processing that produces ideas in the shower.

	Realism means widening the small slice of reality you perceive: yourself, other people and the times.
Maybe 95% of our mental processing is unconscious. Raising your awareness to 6–7% makes you a realist. First, ask why you're drawn to a book, a person or a field ('know thyself'), so you can choose work that fits 'your weirdness'. Second, stop projecting onto others; you can be married 30 years and not know someone. Third, read the zeitgeist and your competitive environment. Ask questions like Socrates, assuming you know nothing about the person in front of you: 'the worst sin today is people feel like they know everything.'



Examples
	Spotting a bullshitter
Ignore the words and look at what they've actually done, Machiavelli's 'effective truth' applied to a warlord pope. Watch nonverbal signals too. Constant talking signals insecurity, while quietness and admitting you're wrong signal substance.

	Outshining the master
As a TV researcher he was so good at finding stories that everyone resented him, and he was fired. He broke Law 1 three or four times before writing it down.

	Say less than necessary
Talking more makes you seem common and makes foolishness likelier. Saying less makes people talk, which reveals their desires. He criticizes oversharing online: 'I don't really want to know where you went to lunch.'

	Escape 'tactical hell'
Plan all the way to the end: set a one-year goal against a rival, then work backward, instead of reacting to every tweet like an animal.

	Live time vs. dead time
The only thing you own is your time. A Burger King shift is dead time, unless you're reading Nietzsche, studying customers at 2 a.m. and saving for night school. Then it becomes live time.



Other relevant
	The favorite law is Law 48
Formlessness means staying alive to each situation, which can mean ignoring the other 47. Which law matters depends on where you are.

	His big mistakes were career choices
Journalism and Hollywood cost him creative years, but through amor fati he treats them as lessons.

	Don't step into great shoes
Following a famous predecessor, or writing like 'Malcolm Gladwell Jr.', invites comparisons you'll lose. Set off in a fresh direction.




Ray Dalio: Principles for a Life Well Lived | Knowledge Project Podcast Archive

Guest: Ray Dalio · 2022-09-27 · 1:27:17

https://www.youtube.com/watch?v=pl2_6KP2HpY

Keypoints
	Going broke in 1982 swapped 'I'm right' for 'How do I know I'm right?'
Dalio started Bridgewater in 1975 after being fired. He punched his boss on a drunken New Year's Eve and kept that job, but a later incident ended it. In 1982 he calculated that countries owed American banks about 250% of the banks' capital and couldn't repay. When Mexico defaulted that August, he was on Wall Street Week and testified to Congress predicting a depression. Instead, August 1982 was the exact bottom of the stock market, as the Fed eased. He lost clients, let his whole team go ('like losing extended family') and borrowed $4,000 from his dad. He calls it one of the most valuable experiences of his life, because it 'gave me the humility I needed to balance with my audacity'.

	Three lessons came from that failure: stress-test ideas, balance your bets, and study history beyond your lifetime.
The greatest tragedy of mankind, he says, is holding wrong opinions you're attached to and never stress-test. He learned to cut risk without cutting returns by diversifying. Most surprises are events that never happened in your lifetime but happened before, like a debt crisis that comes roughly once every 75 years. Studying the 1930s helped Bridgewater anticipate 2008 when almost everyone thought it implausible. 'Everything is another one of those': identify the species and use principles for dealing with it.

	Write down your decision criteria, then turn them into principles and algorithms.
For important decisions, Dalio writes out the cause-and-effect criteria he's using. That is essentially what Principles is. Writing them down lets others stress-test them ('if this came along, would you do this?') and refine them. About 30 years ago he began coding those rules ('if this happens, do that') so the computer became a partner. At Bridgewater, teams argue about criteria rather than actions. If you agree on the criteria, 'the decision basically makes itself'.

	An idea meritocracy needs honest thoughts, thoughtful disagreement, and a fair way to settle what's left.
Autocratic decisions leave no ownership and risk arrogance. Democratic ones wrongly give everyone equal weight. Bridgewater uses believability-weighted voting, scoring people on track records and tests. If three people more believable than Dalio disagree with him, he switches into learner mode. He offers a medical analogy: your own believability is low, so find three highly believable doctors willing to disagree with each other, and listen until you either agree or understand the disagreement. Ask whether you're the teacher, student or peer in a conversation, and be most curious when a smart, respected person disagrees with you.

	Expect a fight between your 'two yous'. Getting to the other side takes about 18 months.
The thoughtful prefrontal cortex wants to know its weaknesses, but the amygdala experiences frankness as an attack. Recruits are warned about this struggle in advance. People who make it, like those who stick with a new diet and exercise habit, don't want to return to offices full of politics and hidden agendas. Success depends on balancing assertiveness with open-mindedness, the ability to 'look down on oneself'. Recent graduates adapt more easily if they get past their arrogance. Mid-career hires see the culture as an oasis from bureaucracy.

	Thoughtful disagreement is tough love, not meanness, and the principles are the opposite of dogma.
Those are the two most misunderstood ideas, Dalio says. Ground rules for challenging each other are what make very different views possible. The best gift you can give someone is strength, which means critical feedback and room to make mistakes. Mistakes are fine; not learning from them isn't. Spoiling people isn't love. He cites Vince Lombardi. Meaningful work and meaningful relationships are equal priorities that reinforce each other.

	Radical transparency means you can see things firsthand. Most meetings are recorded.
Except for highly personal or proprietary matters, Bridgewater records discussions so people can take part in the idea meritocracy and nobody talks about you behind your back. He says it's not for every organization, but the three core questions apply even to a two-person relationship or a marriage. Do the principles that bind you outweigh those that divide you? The main risk is people distorting information to do harm. Transparency is coming regardless, because the data you leave behind lets systems know you better than your spouse does.

	Pain plus reflection equals progress, run through a five-step loop.
Set audacious goals. Identify problems and don't tolerate them. Diagnose them to the root cause, whether that's your weakness, someone else's or a mistake. Design what you'll do differently. Then follow through, and repeat. Dalio sees each mistake as a puzzle, and solving it yields a 'gem': a written principle. Of the five steps, he considers reflection the most important. Watch second-order consequences too: life 'tricks' you, so food that tastes good is often bad for you and painful exercise is good.



Examples
	Bridgewater's tools
A 'dispute resolver' app guides people through structured resolution, including agreeing on a moderator. A 'pain button' logs emotional pain in the moment and later prompts reflection and tracks repeats. There's a meeting tracker, people profiles, and a 'coach' that suggests relevant principles. He also mentions the 'dot collector' from his 16-minute TED Talk.

	Meditating since 1969
After the Beatles went to India, he paid a small fee and learned Transcendental Meditation. A mantra carries the mind between the conscious and subconscious, which gives him equanimity to stay 'above the blizzard' and reconcile intuition with logic.

	Training new hires
A two- to three-week boot camp, then apprenticeship, about three hours of skills training, and continuous data to recalibrate where people fit best. David Ferrucci, who created IBM's Watson, works on the data side.

	The restaurant dilemma
If an owner asks how dinner was and it was bad, Dalio treats honesty almost as an ethical question and prefaces criticism with 'I'm trying to be helpful, take it or leave it.' In relationships he asks for two things: be reasonable and be considerate.

	Disengaged students
His wife's work in distressed Connecticut school districts found that about 22% of high school students were disengaged or disconnected. He argues equal opportunity, not equal outcomes, must start early with nutrition, education and family circumstances.



Other relevant
	The third stage of life
First you depend on others, then they depend on you. In your 60s, success means helping others succeed. 2017 was his handoff year and the reason for the book.

	Happiness is relationships
Past the basics, money barely correlates with happiness, while community does. Chasing status rarely satisfies.

	Advice for high schoolers
Love your mistakes, value what you don't know more than what you do, be radically open-minded, and go for the adventure.




Patrick Collison: Philosophies for Running Stripe, Hiring, Decision Making, and Reading

Guest: Patrick Collison · 2022-09-13 · 1:46:27

https://www.youtube.com/watch?v=8MuNDps3m6A

Keypoints
	Hire for rigor, appetite and warmth—and prefer correctness over cohesion.
Many organizations prize smooth interactions and unruffled feathers, effectively choosing cohesion over correctness. Stripe looks for people who seek correctness, don’t mind being wrong, and will entertain ideas that seem improbable. The second trait is hunger and willfulness. A startup’s default outcome is near-term non-existence, so you need people who enjoy pushing against that, not merely tolerate it. Third is interpersonal warmth and a desire to make others better. You spend so much of your life at work that it’s worth finding people you actively enjoy. Collison adds that his answer would have differed two or three years earlier.

	When an obvious idea doesn’t exist, look for the hidden force—then check how big the problem really is.
By almost every sane analysis Stripe was a bad idea: a crowded market, regulation, no domain experience, two young non-citizens, and no viral distribution. What drove them was that it seemed impossible developer-friendly payments didn’t exist. They spent months googling for it. Its absence first worried them, because consumer banking had such a hidden force: rules effectively mandating products and almost no new charters after the crisis. Payments had no such barrier. Large companies listed the same wished-for features as hobbyists, and only about 2% of global consumer spending happened online. The ‘lake’ was an ocean, so they dropped out.

	Scaling is easy to diagnose and hard to keep up with.
Problems are usually visible; failing to see them is subjective blindness, so the question is what your biases hide and what corrects for them. Solutions rarely need breakthroughs, since others have done it before. The hard part is that you don’t control the clock. A startup is like a tower-defense game: you control only how fast you build defenses, and problems can arrive faster. Some days the pile is so unreasonable it feels like someone is secretly messing with you. Leaders also have to build management skill on a timeline set by the company’s growth.

	Make faster decisions, sort them by type, and make fewer yourself.
Collison names four changes from five years earlier. First, value speed: twice as many decisions at half the precision is often better, because extra deliberation quickly hits diminishing returns. Second, categorize by reversibility and magnitude, and deliberate only on irreversible, high-impact calls so that process doesn’t seep into the rest. Third, ask why you’re deciding at all—needing the CEO often signals something broken. Fourth, when you disagree, find the difference in models. Teams now write down missions, key long-term metrics and customers, so disputes are about means, not hidden disagreements about ends.

	Split effort between exploiting and exploring, and let teams differ.
Roughly 70–80% of effort goes to optimizing what already works, or the company ‘flies into the side of a hill.’ About 20% goes to speculative bets, with the mix varying by team to avoid diseconomies of scale. Good bets are judged on their overall return profile. Atlas, which lets founders anywhere incorporate, had limited downside, low fixed cost to learn, large upside and useful spillover skills. Collison thinks bets are rare for sociological reasons more than cost. Optimizers and explorers must disagree structurally yet ‘have dinner together’—organizational pace layering, after Stewart Brand.

	Organizations are biology, not portfolios of decisions.
An investment fund makes binary buy-or-sell calls. A company is fluid, so the real levers are incentive structures, mindsets, goal definitions and feedback loops from outcomes back to the work. The right unit of analysis is the cell and the organ. Stripe passed 500 people only about a year before, and claiming to have it figured out would be hubris. It studies other organizations, noting how tiny WhatsApp and Instagram teams operated at enormous scale.

	Admire cultures that are strong, perfectionist and long-lived.
A strong culture is one whose members can praise it for half an hour and then list what they dislike; most are ‘milquetoast averaging.’ The Economist and Apple keep authors and designers anonymous because the work speaks for itself. Sequoia has been a top-three VC firm for about four decades. Koch Industries grew from about $20 million to an estimated $100 billion in revenue over roughly five decades with no single breakthrough. Koch and Berkshire share an obsession with structuring doubt and accounting for bias.

	Read actively, ruthlessly and by following what admired people admired.
Collison starts about half the books he gets and finishes about a third of those, or one or two a week. Among books worth reading, he prioritizes the enjoyable ones, which still outnumber a lifetime. He opens mid-book to test whether he wants to be there, follows his brother John’s rule of always reading the best book you know of, and switches freely. Used hardbacks left around the house create collisions. He annotates margins, lists key page numbers inside the back cover, and writes reviews for friends, such as one on Joel Mokyr’s A Culture of Growth.



Examples
	Transition year and the Lisp conference.
Ireland’s optional transition year let Collison program full-time. A trip to Stanford for the 2005 International Lisp Conference sold him on U.S. colleges. Irish school felt slow afterward, so he studied for British exams instead and started at MIT.

	From Shannon to Shenzhen.
One of the first special economic zones was near his birthplace in Shannon; Deng Xiaoping visited and was inspired. Collison credits Ireland’s export-driven rise for Stripe’s faith in globalization and openness.

	Brazilian cards abroad.
More than 90% of Brazilian credit cards don’t work online outside Brazil. Collison sees making any two parties anywhere able to transact as a far-reaching goal, beyond microtransactions and rent payments.

	Emailing Tyler Cowen.
His highest-leverage habit is telling people he admires their work. An unsolicited invite to a 2011 Bitcoin meetup started a friendship with Cowen. About half reply, and the cost when they don’t is tiny.



Other relevant
	Atlas founders.
About 60% say their companies wouldn’t exist without Atlas. Nick Bloom’s trial in India found management training raised revenue by double digits.

	San Francisco’s housing shortfall.
Collison hopes the house he owns with John falls in value. He cites Enrico Moretti’s estimate that inefficient land use cost large shares of U.S. growth, and notes San Francisco has a third of Greenwich Village’s density.

	Choose your peer group deliberately.
You become like those around you, so don’t leave closest friends to happenstance.

	No knock-down arguments.
Following Tyler Cowen, Collison relishes finding the limits of beliefs, even ones he holds strongly, like globalization.




Insights for Making Better Decisions | Gary Klein | Knowledge Project 144

Guest: Gary Klein · 2022-08-09 · 1:39:38

https://www.youtube.com/watch?v=UbXIugEQQsI

Keypoints
	Performance has two arrows: fewer errors and more insights. Organizations watch only the first.
Klein used to show a slide with a down arrow (reduce errors) and an up arrow (increase insights). After a talk in Singapore, someone asked what he knew about insights, and he had to admit he knew nothing. He stewed on it for a 17-hour flight home, then collected 120 examples of real insights. The incentives are lopsided. A bad idea is a public mistake, but a missed insight is invisible. Insights are disorganizing and disruptive, so even organizations that sincerely say they want innovation tend to stifle it. It only takes one person in a chain of approvals to kill a fragile good idea, and experienced leaders carry 'scar tissue' that makes them say 'we tried that and it didn't work', even when technology or circumstances have changed.

	Insights come by three paths: connection, contradiction and correction.
In the connection path, ideas combine: Darwin knew species changed, then read Malthus on competition for scarce resources and saw what drove evolution. In the contradiction path, something doesn't fit: a rookie cop at a red light saw a driver flick cigarette ash inside a brand-new BMW, thought 'who does that?', and pulled over what turned out to be a stolen car. In the correction path, a flawed belief has you stuck, and in about 27 such cases a hint made people investigate instead of dismissing the anomaly. Across all three, the 'secret sauce' is getting curious about things that don't make sense. He also advises noticing and celebrating your small daily insights, not just beating yourself up over mistakes.

	Experience isn't expertise. Experts know their mistakes, and the mistakes 'eat at them'.
Klein has about seven or eight criteria for spotting an expert, and none is foolproof. Years of experience, track record (an investor right five times may just be lucky), peer opinion and scenario performance all help. His favorite test is 'Tell me the last mistake you made.' Someone who can't think of one may be competent but isn't an expert. Journeymen often plateau because they move on and forget their errors. To break through, people must unlearn conventions and beliefs that are wrong or narrower than they thought.

	Confidence is a poor guide to who knows what they're doing.
At a petrochemical plant, two newly promoted operators went through decision-making exercises. Everyone loved the confident one, who carried himself well. The tentative one, full of caveats, worried people. The exercises showed the confident operator didn't grasp the plant's critical dynamics and wasn't safe at a panel that could blow up, so he went back outside for another year. The hesitant one understood the causal relationships. The unhappy postscript was that once results were used for evaluation, nobody wanted to do the training anymore.

	A rich mental model has four parts, not one.
Studying petrochemical operators with colleagues, Klein expected a mental model to mean 'how it works'. Experts also knew its limitations and boundary conditions, the workarounds for when those limits hit, and where other people are likely to get confused. Because words are ambiguous, abstractions transfer poorly. Ask for the story behind someone's lesson instead: what surprised you, how did you notice it, what did you make of it? Good stories have a mystery, real change, and an insight at the end. Different listeners take different lessons from them, which shows how their mental models differ.

	Fixation comes from explaining away anomalies. Quick first impressions are fine.
Snap judgments based on experience usually work, so telling people not to form them is 'ridiculous'. The danger is protecting the story with 'knowledge shields', which even scientists use, by questioning how inconvenient data was collected. In project reviews, ask 'What surprised you in the last three months?' If the answer is 'nothing' on a complex problem, that's when to worry. A decision journal can log your read of the situation and each piece of inconsistent data, so you can see when you should have lost faith in it.

	Run a real pre-mortem: assume the project has already failed and explain why.
Klein invented it in the late 1980s by moving the after-action review to the kickoff meeting. With 20 minutes left, the leader says an infallible crystal ball shows the project failed six months from now. Everyone spends two minutes writing reasons, then goes around the room one item at a time, with the leader going first with something real. Finish with two more minutes on what each person will do to prevent those failures. It reverses the usual 'any problems?' dynamic, where nobody wants to spoil the go-mode. Now people show they're smart by finding issues nobody else raised, which builds candor and trust. Common mistakes are framing it as 'what could go wrong?', letting people ramble, and a leader who holds back his own items.

	He dissents on biases: most heuristics serve us well, and emotion is essential.
He stresses that the heuristics-and-biases view is dominant and well respected. Still, he argues debiasing has had little success, and rightly so. Availability, representativeness and anchoring are how expertise gets used, and they look like biases only in lab traps or hindsight. Kahneman and Tversky themselves said heuristics are generally useful. He cites Damasio's patients with brain lesions that cut emotion off from decisions. Their IQs were intact, but they took 45 minutes to choose a restaurant and lost jobs and marriages. He offers to pay for such surgery for any researcher who thinks emotion corrupts judgment. Nobody has taken him up on it.



Examples
	The turbulent year
Of two new hires, the one whose year was full of crises learned far more. Give the smooth-year worker those crises as stories or scenarios, so they gain the experience vicariously.

	ShadowBox
Trainees work through a hard scenario, rank options, goals or information at each decision point, and write their reasons. Then they compare against a panel of experts' rankings and reasoning. A half-day raises their match with the experts by about 25%. The approach grew from a New York Fire Department battalion chief's post-9/11 scenarios.

	Decision scorecard
Instead of grading year-old objectives, Klein and an employee each list the past year's major decisions and discuss the reasoning, separating good decisions with bad luck from lucky bad ones. He finds it far less stressful.

	The Martian's public consensus
Deciding together and in public whether to go back for the stranded astronaut created pressure to agree, much like backcountry skiers deciding whether to cross avalanche terrain. A secret vote would reveal who's afraid.

	The officer's golden words
A huge, strong policeman who 'almost always won' fights grew tired of the accumulating damage. He began collecting phrases from colleagues who won voluntary compliance. His rule: the person should trust me more at the end of the encounter than at the beginning.



Other relevant
	Groups advise, individuals decide
Consensus tends to be risk-averse and buries bold ideas. Have people form their views privately before sharing; research shows group brainstorming doesn't produce more or better ideas.

	The zone of indifference
When two options are almost perfectly balanced, the choice barely matters. Recognize it and pick, even by coin flip.

	Recognition-primed decisions
His 1985 model of intuition plus mental simulation explained almost 90% of firefighters' tough calls, and it has held up for over 35 years.




Lessons from a Life of Leadership | Marshall Goldsmith | Knowledge Project 142

Guest: Marshall Goldsmith · 2022-07-12 · 1:34:36

https://www.youtube.com/watch?v=LFhyL4pqqc8

Keypoints
	Leadership is achieving through others — and 'that's just the way I am' blocks it.
Executive coach Marshall Goldsmith borrows his mentor Paul Hersey's definition: working with and through others to achieve objectives. Are leaders born? '100% of every leader I've ever met has been born.' What matters is that leaders can become more effective. The biggest self-limiting belief is 'that's just the way I am,' as in, 'I can't listen.' What, he asks, is stuck in your ears? The belief does two kinds of damage. It lowers the odds of changing, and even if you do change, it makes the new behaviour feel phoney.

	Follow up, or perception never changes.
Every client gets confidential feedback from an average of 18 colleagues. They thank everyone, pick one thing to improve, apologise briefly, and ask for ideas for the future — then listen, take notes and say thank you, without judging. Goldsmith's study of 86,000 leaders found those who don't follow up improve at about random chance; those who do improve hugely. Follow-up changes perception as well as behaviour. Without it, the first slip after seven months good ('idiots in finance') proves you never changed. With follow-up every two months, people say, 'You've worked hard — you shouldn't have said that.'

	The top problem of successful people: winning too much.
Goldsmith's answer to a Harvard Business Review interviewer. Winners want to win whether the stakes are critical or trivial. You lose the restaurant argument, the food is awful: critique it, or shut up and enjoy the night? Your partner says they had a hard day and you reply, 'You had a hard day?' One Dartmouth student did this, and his wife told him, 'Honey, you just think you've had a hard day. It is not over.' The leadership shift is to stop proving you're smart and right, and focus on making a positive difference.

	Stop adding too much value.
An employee brings a good idea; the boss suggests an addition. Quality might rise 5%, but commitment drops 50%, because now it's the boss's idea. Former GlaxoSmithKline CEO JP Garnier told Goldsmith that his suggestions became orders, whether he wanted them to or not. His most useful lesson: before speaking, breathe and ask, 'Is it worth it?' He managed it half the time. At work, ask whether the comment will raise the other person's commitment. At home, if you have to ask, it's almost never worth it.

	Coaching results depend on choosing the right people.
For years Goldsmith was only paid if clients improved, as judged by the people around them. His chart showed a negative correlation between time spent with him and improvement. Alan Mulally, who improved most with the least coaching, became Ford's CEO; the stock rose from $1.01 to $18.40, with a 97% employee approval rating. Mulally told him the biggest challenge is customer selection, and leadership 'is not about me, it's about them.' Goldsmith now tells prospective clients exactly what they must do and won't work with anyone who won't. If people don't care, don't waste your time.

	Don't make your worth conditional on outcomes.
A great life needs aligned aspirations (a why), ambitions, and day-to-day activities. High achievers get lost in ambition. You don't control outcomes, and achievements satisfy only briefly. 'The great Western disease' is believing it'll all be fine 'when' — the money, the BMW, the condo. Pfizer CEO Albert Bourla, after the vaccine, his best year, worried about the next. Physicist Safi Bahcall finally realised happiness and achievement are independent variables. Coaches John Wooden ('do your best, then be proud') and Coach K ('next play') focused on process.

	Every breath, a new you.
Goldsmith, a philosophical Buddhist, teaches that the 'previous me's' did everything up to now. Thank them for their gifts, forgive their mistakes, and stop living in the past. A man reminded of his absent-father years told his wife he isn't that person any more, and she agreed. Living in the past is a form of vicarious living, like the guy at the bar reliving Super Bowl III or the billion hours spent watching others play video games. Retiring CEOs have to find meaning now, not in 'I used to be.'

	Willpower is overrated — use daily questions.
For about 25 years, someone has phoned Goldsmith daily to go through his spreadsheet of yes/no/number questions — 'How many times did you try to prove you were right when it wasn't worth it?' Half the people who start quit within two weeks, not because it fails but because it works and is humbling. A Harvard MD/PhD managed seven days out of fourteen. His six core questions all begin 'Did I do my best to…': set clear goals, make progress, find meaning, be happy, build relationships, be fully engaged. Asking 'did I do my best' stops you blaming the environment. People average about 5.5 out of 10 on happiness; he gives himself about 30% on being present.



Examples
	The $20 'no, but, however' fine.
Clients pay $20 to charity each time they start a sentence with 'no,' 'but' or 'however.' A billionaire who'd just given $340 million in India complained that $20 was expensive. It was never about money; it was about winning. A hostile New York Post interviewer denied saying 'no,' then heard himself on the tape — and wrote a kind story.

	'They can't tell me what to do.'
A 41-year-old CEO at a KKR-owned company insisted the owners couldn't tell him what to do. Goldsmith told him they could — it's their money. He accepted it and stayed CEO for 12 more years. Goldsmith was paid about $150,000 for the two-hour conversation.

	From 6th to 94th percentile on recognition.
One client listed everyone important to him. Every Wednesday and Friday he asked whether anyone deserved thanks and sent a short note — but only if they had.

	Aladdin for the eight-year-old.
Telly Leung played Aladdin about a thousand times by performing each night for the eight-year-old boy he once was, seeing his first play.

	The 'tired' basketball star.
Asked to be present with his wife, he said he was too tired. Goldsmith noted he'd never told his coach he was tired in an NBA final.



Other relevant
	Your customer has the decision.
From Peter Drucker: decisions are made by whoever has the power. Sell what you can, change what you can, otherwise let it go.

	Four kinds of empathy can backfire.
Understanding, feeling, caring and doing all help or harm: a hedge-fund legend got worse once he cared, and a 'fixer' breeds dependency.

	Advice from your 95-year-old self.
Be happy now, keep friends and family close, chase your dream, help people — and regret untaken risks more than failed ones.




Balaji - This country will win the future (and how they'll do it)

Guest: Balaji Srinivasan · 2022-07-07 · 0:26:54

https://www.youtube.com/watch?v=dXHbToq1SDU

Keypoints
	The century may be China versus the Indians.
Asked to bet on one country to dominate the future, Balaji Srinivasan names China — then adds that by around 2040, the century may be defined as centralised China against India and the international Indian diaspora. That would echo how the second half of the 20th century was the US against the USSR. He stresses it's a historical analogy, a scenario rather than a certainty, and he doesn't put extremely high weight on it. But he argues that the civilisations rising after generations of being laid low are China and India.

	The number one power can fall fast.
In 1913 the British Empire was 'the big dog,' if rickety. Then came what Balaji treats as a 30-year war from 1914 — a 'giant bar brawl across continents' including the invasion of Manchuria. In that 'final four showdown' of Japan, Germany, the US and USSR, plus France and the UK, Britain was knocked down to third or fourth by 1950. Few in 1913 predicted it. But Alexis de Tocqueville, in 1835, foresaw Russia and the Anglo-Americans each holding 'the destinies of half the world,' extrapolating from growth trajectories and sheer land.

	The US resembles late Britain or the 1980s Soviet Union.
Balaji isn't a bull on the 'American empire.' He sees a rickety edifice cracking inside and out, like the late USSR with its Solidarity strikes, Gorbachev's reforms and alternating crackdowns, until it fell over. Possible triggers, none certain: hyperinflation, military defeat, or both. One scenario is 'financial secession,' where cities and states refuse the old debts. He points to state attorneys general coordinating and the interstate compacts revived during the pandemic as states building that muscle. Places leaning into the future — Texas, Florida, Colorado, Wyoming, perhaps New York City under Eric Adams — may do well.

	From USA to 'America,' as USSR became Russia.
When the Soviet empire ended, the ambitious players of the global 'great game' left. What remained was Russia, a culture you might love for Pushkin, nationalist rather than universalist. Balaji expects the US, after any collapse, to become 'America': baseball and hot dogs, not hundreds of bases worldwide. That's closer to the late-1800s commercial republic; global empire was a mid-century development. Isolationism is growing on both left and right, and an empire, he argues, is either expanding or contracting.

	China plays the world's best home game.
Look at Shanghai and Shenzhen before and after, the bullet trains, the infrastructure: China built the country in 40 years and became the world's manufacturing powerhouse. It took years of mockery as uncreative and kept its head down while building a treasury, a military and infrastructure across Africa. Balaji lists its human-rights record — Falun Gong, Tiananmen, Hong Kong, the Uyghurs, tech founders, Taiwan — and says people must hold two ideas at once. You have to respect a rival realistically before you can compete. He doubts that China can't build a blue-water navy: it ships to the entire world and knows logistics. WeChat beat Facebook, and its Groupon equivalent was more innovative than Groupon.

	Building big requires building small.
Why could a democratic 1950s America build, when today's can't? Balaji's answer isn't authoritarianism but culture. Mid-century Americans were acculturated to the assembly line, punching clocks and executing physical work. Today we hit keys on keyboards. China is arguably the only society still deeply acculturated to factory work. Offshoring manufacturing has non-obvious consequences. Governments allocate billions yet can't build a bus lane or bullet train because nobody involved has built anything. Like hiring software developers without knowing software, they can't call out 15 layers of subcontracting and graft.

	China's weakness: it's terrible at English-language PR.
Following Ross Douthat's idea of a 'Chinese decade, not a Chinese century,' Balaji says China excels at persuasion on its own internet, which has 'root': every node ultimately folds into the Communist Party. But it can't make its moral case in English, so it relies on hard power and money. Power causes fear, and fear causes bandwagoning: China's neighbours are as nervous of it as Russia's are of Russia, but more so. The scale is reversed from WWII. The Allies outnumbered Nazi Germany's 70 million about five to one; China's 1.3–1.4 billion outnumber the US's 330 million about four to one.

	India is the Goldilocks base.
China is dangerously competent, Balaji says, and the US state dangerously incompetent; India sits in the middle. It's competent enough to keep the lights and internet on — 4G LTE reached almost a billion people in about five or six years — but not so competent it threatens anyone. Its nuclear deterrent is enough to defend itself. Infrastructure has improved dramatically in about a decade, with modern highways and traffic lights, and he says Chennai is cleaner than San Francisco. Meanwhile, the US and India almost seem to be switching places.



Examples
	A tech and media superpower.
India is third in tech unicorns and exports CEOs and founders. Hollywood credits like Tenet's 'look like a New Delhi phone book,' thanks to Indian animation and graphics work. And most English-speaking internet users, followers and likes will increasingly be Indian.

	The Kill Chain's war games.
Christian Brose, John McCain's aide on the Senate Armed Services Committee with sight of the whole budget, including the black budget, opens his book by noting the US has lost almost every war game against China. He later left to join Anduril.

	Legacy media's lost niches.
Balaji argues outlets like Teen Vogue and Sports Illustrated have abandoned their niches for predictable politics. That leaves openings for Substack-style newcomers and for creators in VR and crypto, where Indians' verbal and visual talent could thrive.

	The liminal Anglosphere.
India, Israel, Singapore and Nigeria 'forked' the UK code base differently from the US. A Nigerian, Singaporean, Israeli and Indian technologist share common law and cultural references, and could form a rising coalition on the English internet.



Other relevant
	Defence is decentralising.
Like Thiel moving into national security and Palmer Luckey from VR to drones, Balaji sees technologists pushing defence's frontier.

	Explicit versus implicit speech codes.
In Chinese-controlled territory, the rules are explicit: don't criticise the party. Watching what you say in the US, he argues, is similar but unwritten.

	Hold this lightly.
Balaji repeatedly frames his forecast as one scenario that 'may be completely wrong.'




Core Human Motivations | Kunal Shah | Knowledge Project 141

Guest: Kunal Shah · 2022-06-28 · 2:25:53

https://www.youtube.com/watch?v=nl1PIagzgUo

Keypoints
	His business community taught him three things: low shame, an instinct for value, and constant trend-spotting.
Shah grew up in the Gujarati trading community. He says these traders tolerate mockery as long as they win the commercial side of the deal, and treat unit economics as small talk. When invited to speak at an MBA school, he only wanted to understand the school's economics. Their greeting asks 'what's new, what's trending?', and they go wherever competition is thin, which is why a Gujarati family may have run a shop in a remote African country for generations. They lend to each other at nominal rates and offer a soft landing after failure. Families go all in, get wiped out and rise again with little stigma. He estimates this community holds most of India's serious investment assets.

	Shame-based upbringing leaves a lasting bug: you can't risk your reputation.
Indian kids are often told everyone will laugh at them if they score badly. It works short term, but it leaves people forever watching what others think. Shah argues you can't build substance, wealth or experience unless you're willing to risk perhaps 30–40% of your reputation. Many won't risk 1%. People who were mocked early sometimes develop a superpower of not caring. He applies this himself by posting rough conjectures publicly so others will 'bash me and correct me', which sharpens his insights. One corollary: whatever you list as proud of in your bio is a 'handle' others can use to manipulate you, so his profile says nothing.

	Margins live where products move people up in status. Utilities race to zero.
Picture everyone and everything with a status level: fueling a car is low, Louis Vuitton is high, Harvard Business School is higher. The brain's 'CFO' switches utility providers for any cheaper price. Its 'CMO' will spend years and fortunes on anything that promises, or merely offers hope of, a jump: Ivy League admissions, Las Vegas, lottery-like crypto. He notes that most coins traded weren't even in the top ten. As a teenager he learned this firsthand. His personalized mixtapes sold for three to four times the usual price. His black henna, which helped wedding guests stand out and was rationed to two a day through artificial scarcity, sold at ten times regular henna. Increasingly, internet businesses give the utility away and earn on cross-sold lending, ads and services.

	India's 'Maslow' is about status and belonging, and nobody there knows their hourly wage.
Almost no Indian is paid hourly, so few can value their time. Wealthy travelers spend flights deleting WhatsApp photos rather than pay a dollar for cloud storage. Netflix's pricing stumbled, and Indian businesses rarely pay for software. Shah says he can't name one company earning $10 million a year selling software to Indian businesses, even though India is a top SaaS exporter. Instead, money goes to visible status. A retail buyer, at his request, found living-room products carried about three times the margin of bedroom products, and a renovation firm that relaunched as 'living room renovation' now gets most of its revenue from it. His staff typically spend about six times their annual salary on their weddings, and 80–83% of suitcases are bought for weddings.

	Build where the rivers of motivation already flow, not dams in the desert.
Many brilliant Indian founders copied Western models, including ten funded laundry startups in a country where maids come to your home. Meanwhile mediocre founders in the right markets thrived. 'If you meet the bad market you will die.' Core motivations don't change across cultures: status, mating success, success for your children. What would you give half your net worth for? That reveals them. Shah, a philosophy graduate who took 7–9 a.m. classes while working full time from about 15, believes he's the only humanities founder among India's roughly 100 unicorns.

	The Delta 4 test: a jump of four or more points in efficiency makes behavior irreversible.
Nothing was more efficient 20 years ago than today; humans move one way, toward efficiency. Score the old way and the new way out of ten, like hailing a cab versus Uber. When the gap is four or more, three things happen. People won't go back. They tolerate flaws ('you'll hate Uber but won't delete it'). And they brag about it, which he calls the 'unique brag-worthy proposition'. Buying shirts online often fails the test because of sizing. He says he was told Sequoia's US team adopted the framework in analyst onboarding.

	Insight is 'the smallest unit of truth that is actionable'. Collect dots widely and ask why.
Like Sanskrit verses condensed for memory, insights are irreducible building blocks. Insight compounds faster when your friends come from many fields and are collecting dots too. Shah talks to comedians, music directors and influencers because education, gambling and luxury share principles. He hunts origin stories. Shampoo comes from 'champi', an Indian head massage, and an opium trader's fortune connects to the founding of Hong Kong. His 'WhyFi' game for kids asks one why-question at dinner and has them bring the answer the next day.

	Envy is hyper-local, like Wi-Fi, so change your network and copy journeys, not end states.
Shah isn't envious of Elon Musk, who isn't in range. People envy those just above them, like 40-somethings still comparing themselves with their college batch at reunions. He scored poorly on memorization exams and thought he was dumb until his first exit. His fix is an inner scorecard: am I better than six months ago? People imitate Musk's or Jobs's end state without the journey. Shane adds that the most useful mentor is someone who recently did your exact job.



Examples
	FreeCharge
He built India's mobile top-up platform with retailer vouchers as rewards and sold it in what he calls the largest Indian exit at the time. He ignored Sequoia's emails for months and didn't know what 'CAC' meant. The lesson: the mass market couldn't be monetized, so CRED serves only India's top 25 million customers.

	The dinner-table pitch test
He asks founders to explain their product in Hindi, or without slides. Then: 'I'm a user telling a friend at dinner, no jargon, what do I say?' About 90% fail. If it doesn't spread, acquisition costs explode.

	Expensive headphones
Good founders know both the functional and emotional reasons people buy. Premium headphones signal affluence and taste more than they improve sound.

	Tourist-trap water
In Vienna, Shane's family paid 18 euros for water next to a 3-euro cake. Scams cluster where there are no repeat customers. All bad behavior, Shah says, is rooted in short-term thinking.

	Public predictions
He tweets predictions and people reply 'remind me in 24 months'. Being proven right or wrong in public works as a crowdsourced decision journal for someone who loses his own to-do lists.



Other relevant
	Reputation is a bank account
An investor told him you can deposit a dollar a day, but one mistake withdraws almost everything. You can't hack it.

	Emotions detect, logic decides
Like a mother sensing something is wrong with her child, gut feelings spot problems well but make poor tools for fixing them.

	Experiences per year, not years of experience
A company becomes 'big' when its concentration of high-slope people falls. High performers leave when surrounded by mediocrity.




David Sinclair: Revealing the Biggest Myths About Diet, Stress, and Death

Guest: David Sinclair · 2022-05-03 · 1:33:17

https://www.youtube.com/watch?v=RRdTfh1_88I

Keypoints
	Aging is information loss—scratches on the DVD of the epigenome.
Sinclair argues aging is mainly the breakdown of the epigenome, the control system that tells each cell which of its 20,000-plus genes to switch on or off. Your DNA, roughly six feet per cell, holds about a DVD’s worth of information. Aging is like scratches that stop the laser reading the right song at the right time. Broken chromosomes and severe cell damage cause scratches, so liver or skin genes start switching on in the brain. Medicine treats end-stage results as separate diseases, ‘putting band-aids on the problem’ instead of addressing aging itself.

	Slowing aging pays enormously, for people and economies.
Over 100,000 people die from aging every day, often after years of suffering. Economists he works with in London calculated that slowing aging by one year in the U.S. would save $86 trillion over three decades, and 10 years would save $365 trillion. Sinclair’s goal isn’t keeping people alive longer at the end. It’s keeping them younger for longer, so that at 80 you can be like 60.

	Perceived adversity switches on longevity defenses.
Seven sirtuin genes help keep unneeded genes bundled away. In mice, boosting them through gene therapy extends life. Without gene therapy, you activate them by making the body think times are tough: skipping meals, eating less protein, getting hot and cold, and exercising. Sinclair calls this hormesis—what doesn’t kill you helps you live longer. Low protein also quiets mTOR, a protein sensor that keeps the body in ‘grow’ mode. He urges ‘pulsing’: mostly adversity, with abundance on workout days, such as some extra fish.

	When you eat may matter more than what you eat.
Fasting at least 14 hours brings benefits like steadier blood sugar and better cholesterol; 16:8 uses sleep as part of the fast. Sinclair usually skips breakfast and often lunch, about 20 hours, then eats a big dinner—and still benefits. In Rafael de Cabo’s NIH study, high-protein, high-carb and high-fat diets made no difference, but feeding mice within a short daily window extended life about 30%. Hunger from ghrelin fades after about three weeks; build up slowly using water and tea. Fasts of more than three days trigger autophagy, a deep recycling of proteins, but he would not go beyond a week.

	Eat stressed, colorful, in-season plants.
Long-lived populations eating Mediterranean and Okinawan diets eat mostly plants, little animal fat or dairy, and don’t overeat. Plants make protective molecules that don’t just act as antioxidants but switch on sirtuins, mTOR and AMPK. Stressed plants make more of them, a cross-species effect Sinclair and Konrad Howitz call xenohormesis. Hence organic, locally grown, imperfect-looking produce with caterpillars and bright colors. He starts most days with matcha, shade-grown to boost its protective compounds. Eat protein before carbs to blunt glucose spikes.

	You can measure biological age and watch it change.
Horvath’s DNA methylation clock reads chemical marks on DNA to estimate biological age regardless of birthdays. Mediterranean eaters and exercisers have slower clocks; smoking, obesity and inactivity speed them up. Sinclair has tracked his blood biochemistry for about 14 years. Cutting bread improved his glucose, cutting meat lowered his cholesterol and triglycerides (important given his inherited high Lp(a)), and dropping dairy improved things further. At 52, he says, his markers resemble a 20-year-old’s.

	Exercise and sleep still matter, even for someone who struggles with both.
He recommends stretching like yoga or pilates, weightlifting (after about 50 you lose more than 1% of muscle a year), and getting out of breath for 10 minutes at least once and ideally three times a week. Sinclair admits sleep and exercise are his weak spots; he sleeps five or six hours. Rats deprived of sleep for two weeks develop diabetes. He uses nightly meditation and a bed that cools him for deeper sleep. Saunas show strong heart benefits in Finnish studies, likely via heat shock proteins, and cold may turn white fat brown.

	About 80% of longevity is in your hands, and the effects add up.
Only about 20% is genetic. Better habits add roughly 14 years on average, according to the Harvard study he cites. The effects stack: mice given NMN ran further, and exercised mice given it ran about twice as far again. Hip fractures in older people carry death odds comparable to late-stage cancer, and someone in the U.S. breaks a hip every 19 seconds. Keep strength and flexibility, flatten rug ripples, and ‘hang onto the handrail.’ Sinclair’s grandmother tripped on a rug bump, broke her femur and never recovered.



Examples
	His father’s protocol.
Overweight with high cholesterol in his 50s, Sinclair’s father started low-sugar, mostly plant-based eating, mainly dinner, rowing and weights, plus resveratrol, NMN and metformin in his mid-70s. At 82 he has no diseases, sharp cognition and unchanged eyesight.

	What Sinclair takes.
Each morning: a gram of resveratrol mixed into yogurt or avocado because it doesn’t dissolve in water, and a gram of NMN, which in trials doubled blood levels of NAD, a molecule that declines with age. He also takes metformin; diabetics on it live longer than non-diabetics. He presents this as his personal experiment, not a prescription.

	A blind mouse sees again.
Using three of the Yamanaka factors (OSK), his lab reversed aging in mouse eyes, restoring sight and curing glaucoma. Primate safety work was under way, aiming for human trials.

	His daughter’s Lyme disease.
An outdated, slow test came back ambiguous, so insurance delayed antibiotics as the infection reached her brain. Sinclair later co-founded a company that can detect any organism in blood.



Other relevant
	Mental stress is a different beast.
Chronic stress shortens life. An anxious young man, Sinclair learned to focus on what he can do each day. Centenarians tend to have humor, purpose and a reliable partner, or a pet.

	Three meals a day is a convention.
He suspects food marketers; the body doesn’t need to never be hungry.

	No law says we must age.
Bowhead whales live over 200 years. He expects someone born today could reach 150.

	Overpopulation fears are overstated.
Falling birth rates level the world near 10 billion even if people live longer.




Andrew Huberman: Don't Drink Coffee Right Away...(Do This Instead) And More Ways to Live Better

Guest: Andrew Huberman · 2022-03-22 · 1:58:29

https://www.youtube.com/watch?v=F_WmxUXbKZc

Keypoints
	Morning sunlight is the most powerful lever for sleep, mood and alertness.
Special neurons in the lower half of the retina detect bright light and signal the hypothalamus, which coordinates the 24-hour clocks in every cell plus hormones, immunity, appetite and mood. Get 5–10 minutes of outdoor light on a clear morning, or up to 20 if overcast, without sunglasses (glasses and contacts are fine), never staring at the sun. Windows and windshields filter out the light that matters. A light-meter app shows why: an overcast sky delivers about 8,000 lux versus about 800 from bright indoor lights. If you’re up before sunrise, switch on bright overhead lights. A cheap selfie ring light works as well as expensive daylight simulators.

	Early light pulls your cortisol peak early, which protects mood.
A healthy daily cortisol peak wakes you, raises body temperature and boosts focus and immunity. Morning light makes it arrive early. A late-drifting peak is a hallmark of depression, along with waking at 2 or 3 a.m. Many people report feeling and sleeping better simply by getting early light, though Huberman doesn’t claim it cures severe depression. Missing a day is fine because the system is slow and integrative, but don’t miss more than one. Late-afternoon, low-sun light gives the clock a second, evening reference point.

	Dim the lights at night; brightness matters more than color.
Light suppresses melatonin, the hormone that makes you sleepy. Even 10–15 seconds of bright bathroom light at night can drop it to zero. From about 8–10 p.m., dim overhead lights and screens and use low lamps; candlelight, firelight and moonlight are too dim to matter. Avoid bright light from about 10 p.m. to 4 a.m. In a University of Colorado study, two days of camping without devices reset students’ cortisol and melatonin rhythms for a week.

	Use temperature: a cool night, a warm wake-up, and heat or cold deliberately.
Your lowest body temperature comes about 90 minutes to two hours before you naturally wake. To sleep, the body needs to be 1–3 degrees cooler than in the afternoon. Use a cool room with warm blankets and let a hand or foot poke out, since palms, feet and the upper face shed heat; socks are ‘a terrible idea.’ Cold water raises metabolism and gives a long-lasting 2.5-fold dopamine rise; aim for about 11 minutes a week, uncomfortable but safe, ending on cold for metabolism. A sauna or hot bath in the evening makes the body cool itself.

	Behavior first; a few supplements can help sleep.
Behaviors rewire the nervous system; supplements act only in the moment. Huberman takes, 30–60 minutes before bed, magnesium threonate or bisglycinate (100–200 mg), apigenin (about 50 mg, from chamomile), and sometimes theanine (100–400 mg). Theanine gives vivid dreams, so people who sleepwalk or have night terrors should skip it. Check with a doctor, especially with heart conditions. He’s wary of melatonin: common doses can be about 100 times natural levels, and it suppresses the onset of puberty, which concerns him for children. Alcohol and THC disrupt sleep.

	Delay caffeine 90–120 minutes and stop by early afternoon.
Caffeine works by blocking receptors for adenosine, the molecule that builds sleep pressure. Drink it on waking and leftover adenosine floods back as caffeine wears off, causing the 1–2 p.m. crash. Wait, and your morning cortisol clears it first. Stop around 2–3 p.m.; you may still fall asleep after evening caffeine, but sleep quality suffers. Caffeine also releases adrenaline and makes dopamine receptors more sensitive, boosting motivation. Add a pinch of salt to water with each coffee, skip caffeine occasionally to reset tolerance, and pair it with theanine if jittery. ‘Adrenal burnout’ is a marketing invention.

	Train ‘no-go’ circuits with 20–30 deliberate refusals a day.
The brain’s basal ganglia run both ‘go’ circuits (act) and ‘no-go’ circuits (hold back). Modern life rewards go: caffeine, email, scrolling. Huberman practices 20–30 small no-gos a day, like not picking up his phone or sticking to the planned gym routine. The circuitry is generic, so the skill transfers. In college he set a timer and refused to get up for any reason. He works in 90-minute focus blocks and plans an ‘hour of pain’ holding an uncomfortable position with former SEAL Pat Dossett.

	Use vision and breath to change your state in seconds.
Stress narrows your field of view to a ‘soda straw’ and slices time finer, which is why a slow checkout line feels endless. Deliberately widening your gaze relaxes you and roughly quadruples motion detection. Inhales speed the heart; exhales slow it. The fastest way to calm down is the physiological sigh: a deep nasal inhale, a sharp second inhale to reopen collapsed air sacs, then a long exhale through the mouth. Once or twice is usually enough. It also relieves most running side stitches, which are pain referred from the nerve that runs the diaphragm.



Examples
	Cyclic hyperventilation.
Three rounds of 25–30 big nasal inhales with passive exhales, then a calm breath-hold, done five minutes a day or three times a week. It floods the body with adrenaline while you practice staying calm, raising your stress threshold. A study found similar breathing helped people stay symptom-free after an E. coli injection. Never do it in or near water or while driving.

	Load-bearing exercise feeds the brain.
Bones release osteocalcin, which supports the hippocampus, under load. Huberman suggests 150–180 minutes a week of conversational ‘zone 2’ cardio plus resistance work three or four days a week. At least six sets per body part weekly maintains muscle, even for his late-70s mother. Grip strength and jumping ability track cognition in old age.

	Non-sleep deep rest.
After a short night Huberman does a 10–30 minute NSDR or yoga nidra script and comes out feeling fully rested. Short naps or NSDR within hours of intense learning appear to speed learning.

	Your bedtime is after the evening surge.
Work from Chuck Czeisler’s lab shows alertness peaks about 90 minutes before your natural bedtime. Many people who wake after four or five hours should simply go to bed earlier.



Other relevant
	Hydrate with electrolytes.
Alcohol drains sodium and lowers body temperature. A pinch of salt in water with lemon steadies the jittery, foggy feeling people mistake for low blood sugar.

	Breathe through your nose.
The nose filters pathogens better, and jaw and airway structure adapt. Practice by running with a sip of water held in your mouth.

	Don’t expect adults to change.
After 25, change is self-directed. Raise your trigger threshold instead, remembering many people are struggling.

	Success is developmental.
Following Erikson, Huberman treats life as milestones to resolve. At 46, the next one for him is spirituality.




A Masterclass on Leadership | Stanley McChrystal | Knowledge Project 132

Guest: Stanley McChrystal · 2022-03-08 · 1:20:50

https://www.youtube.com/watch?v=-qVVcDi3s9c

Keypoints
	Risk is threats times vulnerabilities, and you control mostly the vulnerabilities.
McChrystal used to define risk as probability times consequence, then insure against it or dodge it. Now he treats it as threats multiplied by vulnerabilities. Threats are largely beyond our control, and we’re poor at predicting where and when they’ll come, so trying to swat every one away is ‘a fool’s errand.’ Vulnerability is where we have agency. He came to this after noticing that checklists and risk matrices hadn’t given him good outcomes, and that 9/11, the financial crisis and COVID-19 were all foreseeable but badly handled.

	Build resilience like an immune system: detect, assess, respond, learn.
An immunologist he met at Yale told him we ingest a potentially lethal microorganism an estimated 10,000 times a day, yet rarely get sick. We’re in trouble only when the immune system is weakened. Organizations work the same way. His team identified ten ‘risk control factors’ that can be exercised like muscles: communication, a clear and shared narrative, the ability to act and overcome inertia, timing, adaptability, diversity of perspective, overcoming bias and leadership. Assume many threats will get through your detection and prepare to deal with them on the doorstep.

	Signals get lost in silos and in noise.
Before 9/11 the government held the relevant intelligence, but it was a tiny fraction of everything flowing through the system, and it was split across departments. Like the blind men and the elephant, each saw only part. Agents who knew about suspicious flight lessons couldn’t link them to a hijacking plot, and he doesn’t think it’s fair to call them simply wrong. The lesson is to connect organizations to complete the picture while accepting you’ll never see it clearly. More data and AI help, but they won’t be a cure-all.

	Mismatched time horizons distort decisions.
In Iraq and Afghanistan, the CIA built networks for the long haul, the military came in large numbers for short tours and pushed for quick results, and the State Department saw its job as reporting reality rather than changing it. Mike Bloomberg told him only elected executives tend to fund long-term infrastructure like New York’s post-Hurricane Sandy defenses; legislators on two- or four-year cycles rarely do. Commanders on two-year tours feel the same pull. He offers a parenting analogy: you’re not ‘having a baby,’ you’re having a person for at least 18 years. His son is 38 and lives next door.

	Certainty is impossible; set the decision time by working backward.
As a new lieutenant, McChrystal asked his father how to tell who would be a good combat commander. You can’t in peacetime, his father said. In combat, the weak ones keep asking for more information, trying to drive uncertainty to zero, and freeze. McChrystal’s own flaw is deciding too fast, so he surrounds himself with careful ‘hand-wringers.’ His method: work out how long it will take to pass the decision down and carry it out, and count back to the last moment you can still decide effectively. Use the time until then to gather information. A mentor taught him to announce two phases. In phase one, everyone gives input. In phase two you execute, and only genuinely new information reopens the decision.

	Delaying a hard call is itself a decision.
When someone says they’ll give a struggling colleague three more months, ask what you’ll know then that you don’t now. Usually nothing. Hard decisions don’t get easier with time; they get harder. In counter-terrorism work, officials along the chain would ask irrelevant questions and, by the time answers came back, the intelligence had gone stale. They never approved or rejected anything, so their hands stayed clean, yet the outcome was still a failure. Bureaucracies punish bad decisions and rarely reward good ones.

	If big failures end careers, people stop taking risks.
The Army in his era often ended an officer’s rise over a single mistake, and Navy captains pay with their careers. Yet people learn most from getting ‘scuffed up.’ Executives say they want risk-taking, but ask them where the people who failed big are now and there’s usually silence. Everyone ‘goes to school’ on that. Judge decisions by two tests: were they consistent with your values, and did they have a reasonable chance of success? A bad outcome doesn’t prove a bad decision. Don’t let a lucky result make you think you’re a genius.

	Leaders must close the gap between the map and the ground.
By the time reports reach the top, they’re ‘homogenized’; symbols on a map don’t get tired or scared. Drone video from 10,000–20,000 feet gave commanders a false god’s-eye view: you can’t feel how dark or cold it is or hear the bullets. When a staff sergeant emailed, ‘with all due respect, I don’t think you understand what’s going on out here,’ McChrystal flew down the next day. Outside Kandahar he spent a day patrolling a maze of six-to-seven-foot mud walls used for grape vines, where the enemy could fire down a single corridor and vanish. He called it the hardest terrain he’d ever seen tactically. He couldn’t drop the mission, but he understood it, and his troops knew he did.



Examples
	Explaining the reason makes hard orders bearable.
In 2005–06 his forces sometimes fought in daylight with systems designed for night, and two Little Bird helicopter pilots were lost. One pilot’s father asked why. Told it was the only time the enemy could be found, he accepted it. Explaining your reasons can also surface better ideas from inside the team.

	Commander’s intent.
The mission statement covers who, what, when, where and why. The commander’s intent says, ‘if everything goes to hell, as long as we get this done, that’s success,’ so people can adapt without waiting for orders.

	T-shirts on backwards.
A charismatic battalion commander told his lieutenants that troops in Vietnam wore T-shirts backwards to show less skin, and they all copied him. He was later disciplined for his personal conduct. Juniors copy everything a leader does.

	Stockdale and Robert E. Lee.
Admiral Stockdale survived seven years of torture in Hanoi by anchoring himself in faith and philosophy. McChrystal grew up near Lee’s boyhood home and attended West Point. He concludes Lee was admirable in many ways but chose wrong at the biggest fork in the road of his life.



Other relevant
	Civilian leadership is harder.
Soldiers wear their résumé on their uniform and serve a clear mission. Bonuses breed envy (everyone likes theirs until the desk-mate gets more), and few companies invest in developing leaders.

	Discipline is a habit.
He still folds his underwear because West Point told him to, and he exercises daily.

	Talent over hardware.
Budgets favor ships and tanks partly because of the industries behind them. He would give information warfare a near ‘blank check’ and make it easier for skilled people to serve.

	Success matured.
Once it was being a respected soldier. Now it’s his three granddaughters’ view of him and whether people around him succeed.




Inside the Mind of A Famous Investor | Marc Andreessen

Guest: Marc Andreessen · 2022-01-25 · 1:17:36

https://www.youtube.com/watch?v=1n2rXx-IOyE

Keypoints
	When you don't understand the present, read backwards. Most 'new' patterns are old.
Many of Andreessen's assumptions about how the US, politics and society worked were 'upended' between about 2008 and 2015, so he started reading history to see how much of today is actually new. The further back he goes, the more universal the themes look, which he finds 'calming'. Take the claim that a new technology will ruin the next generation of kids: ask whether the same claim was made about earlier technologies, whether it was the same claim, and how it played out. He points to a rich literature in the history and sociology of technology.

	Society meets new technology in three stages: ignore it, argue against it, then call names.
He draws this from MIT historian Elting Morison's short book Men, Machines, and Modern Times, written more than 50 years ago, before the internet. First, experts dismiss the new thing. Second, the status quo assembles rational arguments for why it can't work. Third, it 'goes bananas' and accuses the technology's proponents of moral crimes. The reason is that technological change is really a reordering of power and status, and status fights are the most vicious ones humans have. Technologists who think they've built a better mousetrap are surprised to find everyone hates them.

	The deep conflict today is hierarchies versus networks.
Between about 1880 and 1939 the West got very good at giant top-down systems: mass manufacturing, mass media, mass government and two-party mass politics, with power exercised in conference rooms, as described in The Organization Man. The internet arrived at near-peak centralization with the opposite architecture: no central node, permissionless, lateral. In 2006, getting an app on a phone meant pitching carriers in a conference room for a place on 'the deck', with opening bids of 40–50% of your revenue. Soviet dissidents risked being shot for owning a mimeograph machine. Now people use the internet both to entrench institutions and to disrupt them, on the left and on the right.

	The optimistic case is a rebel alliance of internet-educated kids. Every winner becomes an incumbent in about five years.
Founders now arrive from everywhere, far more knowledgeable than he was at their age because they learned online. The fight is asymmetric: an empire must defend against every attacker, while challengers only need to win once. But a successful startup has about five years before it starts acting like an incumbent, which is rational because it now has something worth defending. Often it's a 26-year-old angry at a 21-year-old. He relays Peter Thiel's harsher view that Google has become anti-tech, but frames it as 'the incumbent temptation' rather than a judgment of any one company.

	There are two pessimistic cases: 1984, or networks that destroy but can't build.
In the first, technology becomes a tool of top-down control. Peter Huber's Orwell's Revenge rewrites 1984 with two-way telescreens, and the rebels win. The second is Martin Gurri's thesis in The Revolt of the Public: peer-to-peer networks are great at tearing hierarchies down but haven't proven they can govern, run a democracy or replace banks. That leads to nihilism. Niall Ferguson's The Square and the Tower expresses a similar fear, and Andreessen agrees with the first two-thirds of it and is 'very mad' at the last third.

	Scar tissue shrinks what you'll explore. In probabilistic fields, 'there are no bad ideas, just timing'.
Life is touching one hot stove after another: a startup fails, so 'don't work at startups'; you're laid off, so 'never trust big companies'. Your aperture narrows with age. In top-tier venture, about half the companies in any period fail, many simply because they're too early. Webvan failed and food delivery is now huge. He believes that by now almost every failed dot-com idea of the late 1990s has worked. So a16z asks only whether this is the right person and the right time. He cites Annie Duke's warning against 'resulting': in poker, play the next hand the same way, and Kobe Bryant is near the top of the list for missed shots.

	Judge success by the portfolio, not the individual bet. 'We're in the fluke business.'
Every top VC in history missed almost all of the great deals of their generation. So a16z judges baskets: a gaming push might back ten studios, and it's fine if one produces 99% of the profit. When a partner's ten investments include one huge hit and nine flops, someone will call the hit a fluke. Andreessen's reply: 'the whole point is to get the flukes.' Not needing 100% means you can take chances. That's true of creative work generally, though not of running a nuclear plant.

	One partner pulls the trigger: budgets, not votes.
Some firms require unanimity or a 'council of elders' giving a thumbs up or down. a16z gives partners budgets, and within them they can invest in what they want. In exchange, they must do deep work, keep no secret deals, and present to colleagues who may 'crap on it' without having a veto. A failed investment is acceptable. Missing the category winner because you didn't know it existed is not. The model favors offbeat ideas that fit no box, and it adds speed. It also avoids the 'idea event horizon', the point where veterans say 'TikTok, really?' and stop processing anything new.



Examples
	The 21-year-old who isn't new
Breakthrough founders like Zuckerberg often have no track record, but usually they've been deep in the domain for years: coding games at 11, building guild-matching tools in high school, a CS project in college. 'It's a much safer bet than it looks.'

	Three tiers of bets
Seed ($2–5M) is almost entirely a bet on the people. Venture ($10M+) means a board seat, a ten-year commitment and staying out of competitors, so the question is whether this team wins the category. Growth ($50–300M) is where numbers matter, plus whether the founder has new 'venture-quality' ideas still to come.

	Schools as factories
Mass education was built about a century ago with Model T and time-and-motion methods to train factory and office workers. He calls it unreformable, with public-sector employees holding both civil-service and union protections. The answer is building new networks for homeschooling and micro-schools.

	Pro-market, not pro-business
Soft drinks fight for every purchase. Oligopolies like big banks or accounting firms capture regulators. No new US car company mattered for about 80 years, until Tesla.

	Bezos and kindergarten
Asked whether he'd start over if Amazon were gone, Bezos laughed: that would be 'going back to kindergarten'. Andreessen's point is that success erodes the willingness to return to basics.



Other relevant
	Imaginary shoulder advisors
He asks what Elon (first principles), Thiel (Girard's mimetic rivalry and scapegoating), Jobs or Grove would say: 'Marc, that's stupid.' It's a forcing function against complacency, like a strong board.

	Blame the incentive designers
Following Munger, he faults whoever created the incentives, not people trying to feed their families inside the system.

	Books he returns to
Henrich's The WEIRDest People in the World, Burnham's The Machiavellians, Gurri's The Revolt of the Public, and The Ancient City, an 1860s French study of pre-Roman society that he has dog-eared on nearly every page.




William Irvine: Living a Stoic Life | The Knowledge Project #123

Guest: William Irvine · 2021-11-02 · 1:09:57

https://www.youtube.com/watch?v=lSIErua5q04

Keypoints
	He set out to become a Zen Buddhist and came out a Stoic, because Stoicism is easy to try.
At 50, in what he calls a mild midlife crisis, the philosophy professor decided to become a Zen Buddhist and turn it into a book. To show the alternatives, he looked at the Stoics, whom he had met only in a 1970s logic class; his professors said living well wasn't 'the proper business of a philosopher'. Both schools aim at the same goal: a life full of positive emotions like delight and joy, with as little anger, anxiety and regret as possible. Zen gets there through meditation that might pay off tomorrow or in 30 years. Stoicism offers techniques you can learn in minutes and 'test-drive with no one being any the wiser'. He expected A Guide to the Good Life to sell about 12 copies. Now general-audience books on Stoicism appear at more than one a day.

	Real Stoics were cheerful people who enjoyed things without clinging to them.
The 'lowercase-s stoic' who feels nothing and grits his teeth is a misconception. The ancients weren't anti-emotion. They tried to prevent negative emotions from arising and nip them in the bud, and they were 'connoisseurs of positive emotions'. Offered fine wine, a Stoic drinks it. When it runs out, he asks for water. The school spans a wide range: Seneca, the era's billionaire and greatest playwright; Marcus Aurelius, the emperor; and Musonius Rufus, who said a cave would do. Seneca is Irvine's current favorite, 'but ask me next week'.

	We're wired for dissatisfaction. The savanna's 'cool dude' got eaten.
An ancestor who gazed contentedly at the sky, living in the moment, was eaten by a lion or had no food when mealtime came. The restless planners survived and are in your family tree. That wiring misfires in a world where the problem is overeating, not hunger, and where possessions aren't limited to what you can carry. So we keep raising our standards: 'if only I had…'. We're like 'thirsty people chasing mirages in a desert'. Seen from our ancestors' point of view, we live in a dream world, with running water, toilet paper and a phone that can order pizza in Hong Kong, yet we complain about not having the latest model.

	Negative visualization: briefly imagine losing what you take for granted, then savor it.
Irvine leads Shane through it. Close your eyes and imagine that darkness is all you'll ever see. Then imagine your eyes are glued shut and can never open. Let that sink in, then open them: 'Isn't that absolutely incredible?' He insists it should be a 'flickering thought', never dwelling, which would be 'a recipe for a disastrously suicidal life'. The Stoics were 'emotional preppers', ready for things to get worse, which made them grateful for what they had. His wife sometimes hears him shout 'Thanks for existing!' from the back bedroom after he imagines her gone.

	Turn the dichotomy of control into a trichotomy.
Epictetus divided things into what you control and what you don't. Irvine adds a middle category: things you partly control. You can't stop an asteroid. You can choose your values, your goals and, with effort, your responses. In a tennis match you can't control your opponent's training, strategy or effort, but you can control your practice, conditioning and game plan, so put your attention there. Anxiety often comes from fixating on what you can't control. Choosing your values is itself within your control, and you can then build a strategy toward them.

	Treat setbacks as tests, and reframe within five seconds before anger catches fire.
You're locked in your skull for life with two roommates: one with anger issues ('you should be furious about what he said') and an anxious one who whispers worries as you fall asleep. Both are evolutionary leftovers. In his book The Stoic Challenge, Irvine catches the first smolderings of anger and gives himself about five seconds to reframe. Each setback becomes a test with two parts: find a workaround, and don't get upset while doing it. A broken pipe costs a few hundred dollars to fix. The damage comes from the flood, and most harm from setbacks is likewise self-inflicted. Even practicing Stoics feel 'meta-anger', anger at being angry.

	Choose whose opinion counts: mentors, limited mentors and anti-mentors.
One negative comment outweighs a thousand compliments, so Irvine stopped watching the chat during Zoom talks after spending seven minutes reacting to a single jab. Praise from strangers whose values you don't know means little, which is why he keeps social media to a minimum. Praise from a mentor deserves celebration. He keeps 'limited mentors', such as rowing coaches whose criticism he welcomes. An anti-mentor plays a different game, often the social-status game. If they approve of you, you're doing something wrong, and their disdain is a good sign: 'like bringing a hockey stick to a baseball game'.

	Failure, especially public failure, is a sign you're attempting hard things.
Irvine doesn't enjoy failing, but he's 'a big fan of failure' because it shows someone is trying things that are hard for them. If you never fail, the Stoic advice is to switch to something harder. Criticism is a different matter. It used to cost something: attacking a neighbor made onlookers wonder whether you'd do the same to them. Now anonymous pile-ons let some people treat outrage as a day's work ('I piled on to 18 people today, I've earned my beer'). Shane adds that critics who aren't in the arena rarely add much.



Examples
	The 400-million-year-old rock
Near his home, which once lay under an ancient sea, he picked up a fossil and 'freaked out' while onlookers saw just a rock. Delight and awe take a little effort to open your mind to, as with a blue sky that didn't have to be blue.

	Last place, still ahead
A competitive sculler, he often places poorly, but racing is Stoic training: fighting the voices urging him to slow down two-thirds of the way through. Even in last place, he beat 'the 7.5 billion people who didn't show up at the starting line.'

	Don't take the shortcut
Shane once cut a 10-mile run short and struggled for three months not to do it again. Irvine agrees that one big win for the quitting voices 'gives them superpowers'.

	Answering an insult
Make a joke of it, or better, give no response at all and carry on. If they repeat it, say 'Yes, I heard you the first time' and keep talking. He wrote a whole book on insults, A Slap in the Face.

	The psychological immune system
Just as a pediatrician relative advises that kids should 'eat a pound of dirt', people raised in psychological bubbles with no challenges crumble at the first irritant.



Other relevant
	Self-discipline is self-rule
If you aren't controlling the one life you have, someone or something else is. 'What a waste.'

	People you're allergic to
Keep your distance where you can. Remind yourself 'that's just Bob being Bob'. We still need 'vitamin P': people.

	Skeptical and open-minded
Open-minded without skepticism fills your head with conspiracies; skeptical without openness misses truths. Lay out many options and seek intelligent opponents to learn from, not to refute.




The Influence Expert: 7 Ways to Get People to Do What You Want (Even When They Don't Want To)

Guest: Robert Cialdini · 2021-10-19 · 1:08:46

https://www.youtube.com/watch?v=aO4RC70qU1U

Keypoints
	Influence points to principles that are really there; manipulation fakes them.
Cialdini’s seven principles work because they usually point people in a sensible direction. If genuine experts endorse something, or many people like you are choosing it, that’s a reasonable shortcut to a good decision. Ethical influence simply highlights a principle that already exists in the situation, which Cialdini calls not just ethical but commendable. Manipulation counterfeits it: lying with statistics to suggest a crowd is behind something, or presenting a celebrity as an authority. The levers are the same; whether they’re real decides the ethics.

	Reciprocation: give first, and make it meaningful to the other person.
Every human society teaches that we must repay what we’ve been given, which is what makes giving first safe. In a study at McDonald’s restaurants in Colombia and Brazil, children who got a balloon on the way in, rather than on the way out, came with families who bought 25% more food. In another fast-food test, a free key ring raised spending 12%, but a small cup of yogurt raised it 24%, because hungry customers valued it. Gifts work best when tailored to the person’s needs and given close to the request. Free useful information is the cheapest gift, but if it’s really a pitch for your product, people see it as a device, not a favor.

	Concessions get reciprocated too: ask big, then retreat.
Asked to give blood every six weeks for two years, almost everyone refused. When researchers then retreated to ‘would you give one unit tomorrow?’, agreement rose from 33% to 55%, and observers confirmed people actually showed up. Simply offering both options side by side didn’t work as well; the person has to say no so you can visibly concede. Cialdini says the Cuban Missile Crisis was resolved the same way. The public story was that Khrushchev blinked, but archives at the Kennedy Library later revealed a secret trade: Soviet missiles out of Cuba, US missiles out of Turkey. He thinks the false ‘never compromise’ lesson misled a generation of leaders.

	Liking rests on real similarity and genuine compliments.
In email negotiations, 30% of pairs deadlocked and walked away with nothing. When negotiators first shared personal details like hobbies, hometown and college major, deadlocks fell to 6%, and what mattered was how many things they had in common, not how much they shared. Today’s public profiles let you find real common ground ahead of time. Joe Girard, named the world’s greatest salesperson by Guinness for about 12 years, sold an average of six cars a day. Every customer got a card every month that said only ‘I like you.’ We like people who like us, and Girard meant it.

	Social proof is strongest when people are uncertain, and trends beat snapshots.
In Beijing restaurants, labeling dishes as ‘one of our most popular items’ raised their orders 13–20%. First-time visitors, the most uncertain diners, were influenced the most. Seeing peers act also signals that something is achievable: Opower showed households their energy use compared with similar neighbors, and Cialdini says it prevented 30 billion pounds of CO2 emissions. A rising number (market share going from 30% to 35% to 40%) persuades more than a static one, because people project the trend forward.

	Be an authority, not just in authority, and put the evidence first.
Pulling rank gets compliance but provokes workarounds; that’s power, not influence. Genuine expertise persuades. Testimonials from audio experts raised sales of a Bose music system 15%, measured through the phone number printed in the ad, and Cialdini’s team moved them from the bottom of the ad to the top so their credibility colored every line that followed. Peer testimonials work the same way and also belong up front.

	Scarcity works through loss aversion, and you can frame what people stand to lose.
Losing something weighs about twice as much as gaining the same thing. For the Bose ad, the word ‘New’ at the top signaled uncertainty and a reason to wait. Changing it to ‘Hear what you’ve been missing’ raised sales 45%, and adding the testimonials took the total to 60%. A study of 6,700 e-commerce A/B tests found the top three drivers of conversion were limited supply, social proof and limited-time offers. Without artificial scarcity, highlight what’s truly unique, even if it’s only a combination of features no rival offers.

	Commitment and unity: get an active yes, and invoke a shared identity.
Gordon’s restaurant in Chicago had 30% no-shows. The receptionist changed ‘Please call if you have to cancel’ to ‘Will you please call…?’ and paused for a yes; no-shows fell 67% and stayed down. Managers can end meetings by asking ‘Will you be able to complete this by next time?’ Unity goes further than similarity; it means being ‘of us.’ A student who said ‘I’m a student here too’ before asking for United Way donations raised 400% more.



Examples
	Ask for advice, not opinions.
Asking for an opinion turns people into critics. Asking for advice makes them partners: they like the idea more and give more constructive input.

	‘Tim.’
A grumpy colleague refused to share data for Cialdini’s grant application due the next day, citing ‘your poor time management.’ Cialdini replied, ‘We’ve been in the same psychology department for 12 years.’ He had the data that afternoon.

	Exploiters should be exploited.
When a free fire-safety visit with a gift extinguisher turns into a hard sell for an overpriced alarm system, reframe the gift as a trick. Show them the door and keep the extinguisher.

	The doctor who isn’t.
‘I’m not a doctor, but I play one on TV’ sold medicine anyway. Ask two questions: is this person a real expert, and do they gain from recommending it?



Other relevant
	Defend against liking.
If you like a car salesperson more than 30 minutes warrants, notice the free drinks, compliments and claimed common ground. You’re driving away the car, not the salesperson.

	Spot fake reviews.
Watch for heavy storytelling and lots of verbs with little about the product itself. Ratings between 4.2 and 4.7 convert best; above that, people get suspicious.

	Help people change course without losing face.
Tell them their earlier choice made sense with the information they had, then offer the new information. Use the same test on yourself.

	Punish cheaters.
When a company is caught faking popularity, say so publicly so manipulation costs them at the bottom line.




What You Can Learn From History's Greatest Innovators | Walter Isaacson | The Knowledge Project 121

Guest: Walter Isaacson · 2021-10-05 · 1:24:37

https://www.youtube.com/watch?v=DkAV3UvcNUI

Keypoints
	Smart people are a dime a dozen. Isaacson studies creative people who see patterns across fields.
Working at Time, Isaacson noticed that intelligence rarely amounts to much on its own. What set Franklin, Einstein, Jobs, Leonardo and Jennifer Doudna apart was creativity: an interest in everything knowable, and the pattern-spotting that let them make mental leaps others missed. He writes chronologically because that's how lives and character develop. A Louisiana mentor told him the state produces preachers and storytellers: 'For heaven's sake, be a storyteller.' He edits on screen, then prints everything at night, reads it on paper the next morning to catch 'kludgy' sentences, and then reads it aloud.

	His biographies are not how-to books. Learn from many lives and play your own cards.
When people, Elizabeth Holmes among them, told him they used his Steve Jobs as a manual, he said 'don't try this at home'. There's only one Jobs, and only one Leonardo. You need to study many lives, see what makes each person effective, and work out what fits you. Isaacson admits that as a manager at Time and CNN he was never comfortable being brutally honest. Jobs ('if something sucks, I tell them to their face') kept only A players. Doudna has prospective lab members meet everyone first, so that people feel they fit. Franklin was the diplomatic 'glue' among passionate, upright and brilliant founders. Each style worked for its owner.

	'Impute': everything signals something the moment people see it.
Mentor Mike Markkula's 1979 memo listed empathy, focus and the awkward word 'impute'. Jobs insisted on four-color boxes for the original Mac despite the cost, because the box had to impute delight. Opening an early iPod felt like opening a Tiffany jewel box. Isaacson contrasts this with junky remote controls and software that seems to announce a bad experience. Jobs put products before profits. Chasing profit leads to cutting corners, and building an insanely good product brings the profits.

	Care about the beauty of the parts nobody sees.
When Jobs and his father built a backyard fence, his father insisted the back facing the scrubland be as beautiful as the front: nobody else would know, 'but you will know.' So Jobs fussed over the original Mac's circuit board inside a sealed case, and had about 30 team members' signatures engraved inside it, where only they would know. Isaacson watched Jobs and Jony Ive handle about seven prototype European plugs, discussing their chamfers and how each would feel in the hand. The flip side was perfectionism that delayed shipping, until Apple put up a sign: 'Real artists ship.'

	Creativity comes from in-person collisions in diverse places, and then disperses.
Jobs designed Pixar's headquarters so everyone had to cross the atrium and bump into each other. Florence in the 1470s, Philadelphia in the 1770s and Silicon Valley in the 1970s became cradles of creativity because diverse people and ideas gathered there. Such places burn out when tolerance is crushed, as with Savonarola's bonfires of the vanities. Zoom recreates maybe 60% of it. The CRISPR scientists started in person and then worked across three continents. Today, creativity is spreading to Austin, Nashville, New Orleans, Boston's Kendall Square and even Memphis, where CRISPR is being used to treat sickle cell.

	Leonardo shows that curiosity, not raw horsepower, is within everyone's reach.
Einstein had a processing power most of us can't match. Leonardo probably wasn't as rigorous as his mathematician friend Luca Pacioli. What he had was insatiable curiosity about things the rest of us stop noticing. Both Leonardo's and Einstein's notebooks ask why the sky is blue. Leonardo sprayed water into light, wondered why fish swim faster in water than birds fly in air, and dissected heart valves well beyond anything his art required, purely for delight. He was illegitimate, gay, left-handed and distracted, yet Florence embraced him. Children are all curious, Isaacson says, until grown-ups tell them to quit asking dumb questions.

	Perfectionism cost Leonardo many finished works, but it made the Mona Lisa.
Leonardo completed only a handful of paintings. He kept the Mona Lisa, commissioned by a Florentine merchant as a portrait of his wife, through Milan, Rome and France, adding thin layers until his death. He understood that the center of the eye sees detail and the periphery sees shadow and color better. If you look directly at the corners of her lips, they don't turn up. Shift your gaze and the smile appears. He and Michelangelo, a gregarious figure and a loner, were commissioned as rivals to paint opposite walls of Florence's town hall, and both quit.

	Don't specialize too soon. Go deep on a few things, but also go wide.
At Time, one of the last general-interest magazines, Isaacson might write about medicine one week and music, business or politics the next, which trained him to see patterns. 'You can learn anything,' as Sal Khan says. He studied tensor calculus to understand general relativity, then left the equations out of the book. Read original sources where you can: Einstein's 1905 special relativity paper has one footnote and is 'gloriously written'. Leonardo left more than 7,000 notebook pages, and paper's 'battery life is almost infinite'. Then triangulate with interviews.



Examples
	Knock on the parents' door
At 17, at the Times-Picayune, an editor sent him back to interview the parents of a girl who'd been killed. They wanted to talk. Ever since, he has known that people love talking about themselves if you just listen, and if you stay silent, they fill the silence.

	What he left out of Jobs
He weighed how important a detail was for readers against how hurtful it would be, especially for things the sick Jobs said in anger in his last year. He chose history over clickbait.

	Why CNN changed
With three networks, the goal was a broad, reliable audience. With 500 channels, the formula became a passionate niche, sometimes enraged on purpose. He hopes reader revenue and paying per article will reward valuable content.

	Ada Lovelace's leap
Byron's daughter was tutored in math to keep her from being 'poetical', and she invented 'poetical science'. Seeing punch-card looms, she realized Babbage's engine could handle anything expressible in symbols. A century later, Turing answered 'Lady Lovelace's objection' that machines can't think.

	The 17-year-old ethicist
David Sanchez, a teen with sickle cell, first said his kids should decide on editing because the disease forged his persistence. Later he said he'd edit them. Isaacson's point is to have first, second and third thoughts.



Other relevant
	The CRISPR race
Doudna and Charpentier showed in 2012 that bacteria's virus-cutting system could be programmed to cut targeted DNA. Feng Zhang's lab beat Doudna's to human cells by about two weeks and won the first patents. The Nobel went to Doudna and Charpentier.

	Hard ethical lines
Isaacson edited human cells himself. Curing disease seems clear-cut, but the rich buying better memory for their kids would encode inequality into the species. Is a natural sprinter's mutation fairer than an edited one?

	Life is a river
Near the end, Jobs told him it isn't what you take out of the river but what you put into it.




What makes a GREAT INVESTOR? | Episode 111 Joel Greenblatt

Guest: Joel Greenblatt · 2021-05-18 · 1:16:25

https://www.youtube.com/watch?v=8ZiLLjtAtyU

Keypoints
	Good investors combine simplicity and passion.
Joel Greenblatt has graded investment write-ups for decades. He has taught at Columbia since 1996 and co-founded the Value Investors Club in 1999 with John Petry. Two traits separate the best. First, can they explain simply why an idea makes sense? Second, are they in it for the puzzle rather than the money? He knows many people who are smarter, and who can build a 40-page spreadsheet better than he can. But echoing Buffett, if you need page 40 to see it's a good investment, it isn't. You want to be able to 'drive a truck between' value and price.

	Skip what you can't figure out, and wait for your pitch.
Ask him how to value a business with fierce competition, constantly changing technology and endless new products, and he says: skip it and find one you can figure out. Like Buffett, you don't have to swing at every pitch. Swing at one of 20, do it well, and misses don't matter. Errors of omission are fine. Don't get frustrated waiting. Experience helps you recognise when something ranks among the best ten or twenty ideas you've seen in a decade.

	The edge is where and how you look, not better analysis.
Greenblatt opened You Can Be a Stock Market Genius with his in-laws, who browsed country auctions and yard sales in Connecticut. They never asked whether an artist would be the next Picasso. They asked whether the same artist's work had just sold at auction for double or triple the price. Their advantage was finding it off the beaten path. His successes rarely came from out-analysing others. They came from looking somewhere others weren't, or 'tilting your head' at something everyone was viewing the wrong way.

	Keep capital small enough to stay in your sweet spot.
Off-the-beaten-path opportunities can't absorb much money. So Gotham Capital, founded in 1985, returned half its outside capital after five years, and all of it after ten. It had done well enough to keep its staff, and the move forced it to stay small. Greenblatt quotes Buffett: a fat wallet is the enemy of high investment returns.

	Size positions by what you can lose, not what you might make.
Greenblatt calls position sizing perhaps the most important thing. Put 2% into a stock that goes up tenfold and it may be your worst investment, because it should have been 10–20%. Being too timid on the few great ideas is the biggest mistake. But his largest positions aren't the ones he thinks will go up five or ten times. They're the ones where he's looking down: a $10 stock with $9 in cash, no debt and a small business attached. Risk means what a reasonable, unleveraged holder could lose if they can choose when to sell over a couple of years — not crash-day prices. As he wrote, if you don't lose money, most of the other alternatives are good.

	Judge management by its capital-allocation record, not its story.
Greenblatt and partner Rob Goldstein, who joined in 1989, visited many management teams. Nearly all were smart and had a good story about the future. The reliable rule: if they allocated capital well before you walked in, assume they'll continue; if badly, assume the same, however logical the pitch. It's like hiring. Interviews correlate poorly with performance, so talk to people who've worked with them. He hired Goldstein despite a terrible interview because it reminded him of his own — and Goldstein said something that made total sense.

	Accounting hides some investment as expense.
Salesforce paid about $50,000 to a third party to migrate Gotham onto its system, far more than a year's fees, betting on eight to ten years of customer lifetime value. Amazon's spending on Prime Video and customer acquisition is expensed, but it's really capital spending. So losses don't always mean bad businesses. Still, the 299 companies worth over $1 billion that lost money in 2019 were, as a group, up over 100% that year, through November. Historically that's been the single worst strategy. Each one is priced as if it will be the next Amazon, Google or Microsoft, and most won't be. If he can't figure a company out, it goes in the too-hard pile.

	Long-term value requires treating stakeholders well.
Stock options are fine if disclosed and tied to long-term value. You don't create long-term value by cheating customers, mistreating employees or polluting, and only short-term appearances come that way. His advice to public-company management: do the right thing over the long term, explain the quarter honestly, and don't play for analysts. The market does reward real long-term visionaries like Bezos. If he can't decipher a company's statements, he assumes that's intentional and moves on.



Examples
	Ted Turner's MGM paper.
Turner paid what looked like an astronomical price for MGM — which he saw as a film library to replay endlessly, as he'd seen the Braves as three hours of programming 162 times a year. He paid 50% in cash and the rest in preferred securities. Greenblatt calculated the preferred was covered about six times over and bought at 60 cents; a few months later it paid a dollar.

	A Forbes article on the way to law school.
At Wharton he was taught markets were efficient, yet newspapers showed stocks swinging from 100 to 42 within a year. A one-page article on Ben Graham's formula made sense; he quit law school after a year.

	Moody's versus Coke.
Moody's traded at 20 times earnings when value multiples were six to eight. Comparing it with Buffett's Coca-Cola purchase, the equivalent of Coke at $10 was Moody's at $13 — a worse deal, but still very good.

	Buffett's graciousness.
Bringing his Columbia class to Buffett about 13 years earlier, Greenblatt found no one had ever been more gracious, and took it as proof there's no excuse for not being gracious to everyone.

	Success Academy.
With John Petry, he hired Eva Moskowitz. It grew to 20,000 children in 47 schools, 87% minority, mostly low-income, outperforming wealthy districts. The model trains average teachers to be great, then shares what works across schools.



Other relevant
	Writing exposes fuzzy thinking.
His first book distilled what he was really thinking during each investment — and he wasn't a good teacher for his first two or three years.

	Borrow long when money is cheap.
He supported heavy pandemic spending but argued the US should extend its roughly six-year average maturity to 30 years.

	Employers could set alternative credentials.
Only one in 11 low-income urban minority students graduates college; firms like Microsoft could define tests that lead to high-paying jobs.




How to Decide When You Don't Have All the Facts  | Good to Great Author Jim Collins (Audio)

Guest: Jim Collins · 2021-05-04 · 1:52:38

https://www.youtube.com/watch?v=-Dot-Uf1dkE

Keypoints
	A real mentor invests in your character and expects nothing back.
Collins's biological father was so absent that, visiting him in an adobe hut with a dirt floor, Collins realized 'there is no dad here'. Bill Lazier, a successful entrepreneur teaching his first class at Stanford, took a genuine interest in Collins with no agenda. He didn't want a company to invest in or research help. Over dinners with his wife, Dorothy, he talked about values, commitments and what you'll serve. Collins saw himself as 'a super high-energy propulsion machine' with no guidance system, and Lazier helped him build one. Collins re-released Beyond Entrepreneurship (BE 2.0), which they wrote together, with a new chapter to share Lazier, who died in 2004, with the world.

	Build your own 'father': 100 biographies, a personal board of directors and mentor moments.
In his 20s Collins set out to read 100 biographies, because each gives the full arc of a life. Churchill's six-volume war memoirs shaped how he leads through turbulent times. Driving down Alma Street in Palo Alto, he heard Truman say in the audiobook Plain Speaking that if you don't know right from wrong by 30, you never will. He pulled over, realizing he had about five years. He drew a board table with seven seats, chosen for character rather than success, with his wife Joanne and Lazier among them, and hung it above his desk as a moral compass. Most of those members have died, so in his 60s he keeps a 'personal band of brothers', some much younger, whom he wouldn't want to let down.

	The test of a great relationship: each person thinks they benefit more.
Lazier divided people into those who treat life as transactions and those who build relationships. You can have a successful life through transactions, he said, but a great life only through relationships. When Collins asked what makes a great relationship, Lazier said that if you ask each person separately who benefits more, both answer 'I do', because both are giving rather than taking. Collins counts curiosity and relationships as his two core values. He distrusts assigned mentors and 'mentoring' that is really networking for doors to open. Discipline, he adds, is more about a stop-doing list than a to-do list.

	Decide your opening bid: trust by default, and guard against catastrophe.
After leaving Stanford, Collins was shocked when people abused his trust. Lazier, who had been burned financially by someone close, called the choice one of life's most important forks: start with trust that can be lost, or with mistrust that must be earned. He chose trust, as a hard-headed bet. The best people are drawn to trust and repelled by 'earn it' suspicion, and trusting people makes them more likely to act in trustworthy ways. Losses are 'part of the cost of living', but you never trust your CFO without watching the cash. Collins notes that game theory points the same way: open with cooperation.

	Don't confuse a long life with a great life. 'Put the butter on your waffles.'
Collins was throwing pages away while writing their first book. Instead of a lecture on grit, Lazier said: 'If this isn't fun, we should stop doing it.' The day after they handed in the manuscript, Lazier had a quintuple bypass. Months later, at their Saturday waffle fest at Peninsula Creamery in Palo Alto, he buttered his waffle while Collins watched in horror. Lazier explained that being wheeled into surgery, he'd smiled, because he knew he'd had a great life and everything after was gravy. Time speeds up ('Christmas will come as fast as garbage day'), so a life is the sum of the quality of its moments. Lazier died in 2004, and Dorothy said he had a smile on his face.

	The first decision question isn't fast or slow. It's how much time you have before your risks change.
The 10X leaders in Great by Choice made some big decisions fast and others slowly. Comparison companies often rushed just to do something. Diagnosed with prostate cancer, Andy Grove had months, not days, before his risk changed, so he did a self-directed 'second PhD' and then made a clear, decisive choice. When a 2009 fire came over the hill, the time was minutes. Jorge Paulo Lemann told Collins that people act prematurely to make uncertainty go away, but in Latin America 'the uncertainty never goes away', so let events unfold until you must act. Consensus doesn't correlate with good decisions. The pattern is debate and table-pounding, then an executive decision and unified commitment, plus 'autopsies without blame'.

	Great companies change about 20% of their recipe and understand why the rest works.
Southwest Airlines began as a near photocopy of Pacific Southwest Airlines; drop 'Pacific' and you get the name. The difference was that Southwest's people could explain the recipe: only 737s means one set of parts, manuals and simulators; fast turns because planes earn money only in the air. PSA's version became rote, and after deregulation and fuel shocks it panicked into wholesale changes and a doom loop. Over about 30 years, the winners changed roughly 20% of their recipe and the comparison companies about 80%. Buffett's move from cigar butts to great companies at fair prices is the 20%. Pair the recipe with trusted people, like Nordstrom's one rule: 'Use your best judgment in all situations.'

	Real understanding shows up as the ability to teach it.
Asked how to tell genuine masters from imitators, Collins says the real ones are great teachers. Buffett's annual letters are seminars. Herb Kelleher would explain, sometimes in tears, why Southwest didn't serve meals. Jack Bogle, at 88 and after a heart transplant, gave Collins almost a full day ('It's Jack, not Mr. Bogle'), his eyes 'burning with an 18-year-old's intensity'. He was still teaching why high fees are a wealth tax.



Examples
	A job is an undiversified bet
A job puts all your eggs in one basket that you don't control, with political risk on top. Collins's students took on more risk to avoid ambiguity, preferring a paint-by-numbers kit to a blank canvas. The swing variable is the probability that you'll start at all, which falls as obligations pile up.

	Seeing the hat
A car swerves into your lane and you curse the driver. Then you see a hat blown into the road. Lazier warned that what looks like betrayal may be misunderstanding or incompetence.

	Forgiving the dead
Collins carried anger toward his father, who died when Collins was 23. He had to learn to forgive someone no longer here, and found it 'enormously liberating'.

	Create forward
When he wakes at 4 a.m. replaying a missed 'wide-open three-pointer' in a conversation, he gets up after 20 minutes and works on something new. His Create Forward Manifesto says: retire from worry, not from work.

	Stockdale's optimists
In the Hanoi Hilton, the prisoners who expected to be 'out by Christmas' died of broken hearts. Stockdale kept unwavering faith he'd prevail while confronting the brutal facts.



Other relevant
	The two sides of the flywheel
12 to 6 o'clock is what you contribute to the world. 6 to 12 turns that into fuel, like Vanguard's assets under management becoming economies of scale and lower costs.

	Built to last or built to flip
The existential question is where the fuel goes: siphoned off for a sale, or reinvested to spin the flywheel for billions of turns.

	Self-renewal next
Now 62, Collins is turning to why some people stay renewed across a long life.




Semiconductors: Everything You Wanted to Know

Guest: Jon Bathgate and Brinton Johns · 2020-11-23 · 1:09:27

https://www.youtube.com/watch?v=r6NUO_bymuA

Keypoints
	Semiconductors are the unsung building blocks of the digital economy.
Software may be eating the world, say NZS Capital investors Jon Bathgate and Brinton Johns, but semiconductors do the work underneath. Nearly every major trend of the next 10 to 15 years runs on chips: electric and autonomous cars, AI, the connected factory, drug discovery. The COVID-19 genome was mapped in January, before the virus really hit the US. Their test for strategic importance: if a company were wiped out, would it matter? Lose CVS and you go to Walgreens. Lose a couple of firms in the chip value chain and the world goes backwards 10 or 20 years.

	The industry went horizontal — and a passed-over CEO candidate created the foundry.
Early players like Texas Instruments did everything: made equipment, fabbed chips, sold calculators and the Speak & Spell. As the industry matured, it split into layers. Morris Chang, passed over for TI's CEO job, returned to Taiwan. Asked to build a chip industry on an earthquake-prone island, he realised fabrication was customers' pain point. So he founded TSMC to make other companies' chips without competing with them: the foundry model. Today, when Apple 'makes' its chips, TSMC fabs them; Tesla's are fabbed by Samsung in Austin.

	A few companies hold chokepoints across the value chain.
Chip designers lay out chips with electronic design automation software from just two firms, Synopsys and Cadence. TSMC fabs nearly all bleeding-edge digital chips, with Samsung as second source. Equipment comes from a handful of suppliers: ASML in the Netherlands, Lam Research, KLA and Applied Materials in the US, and Tokyo Electron. Everyone collaborates closely, and there's margin throughout the chain. Doing the whole stack yourself every two years became too hard, even Intel outsourced its design software.

	Fall behind and the race gets exponentially harder.
GlobalFoundries, spun out of AMD and backed by Middle Eastern sovereign wealth, had effectively unlimited resources. Yet facing the move to 10nm, it gave up and settled for older technology. China's SMIC has spent tens of billions over 20 years and remains about a decade behind. Its plan for a fab with no US equipment targets a 28nm line, roughly 10-year-old technology by the time it's running. Skipping nodes is almost impossible, Johns says. Combine the same machines and 'one plus one plus one could give you blue,' and it takes a year to trace why.

	EUV lithography is one of humanity's hardest engineering feats.
Leading-edge chips are 5nm; a nanometre is about two to three silicon atoms. Traditional lithography light is 193nm, stretched with lenses and water immersion until around 10nm. ASML's extreme ultraviolet light is about 10.5nm. To make it, drops of molten tin are hit with a laser in a vacuum, about 50,000 times a second, creating plasma. Because EUV is absorbed by all known mirrors, ASML had to invent new ones to bounce it off about 20 of them. Only one private German company makes the laser. Nikon gave up on EUV, so ASML has a natural monopoly. One system costs about $200 million and needs four 747s to ship.

	Classic Moore's Law has ended — 'More than Moore' hasn't.
Gordon Moore predicted transistor density would double every one to two years at the same price, which democratised chips into everything. Bathgate thinks that literal definition has empirically ended against the laws of physics. But computing performance can keep doubling through chiplets, stacked chips, 3D transistors (enabled by Lam Research), new materials and specialised architectures. ASML's high-numerical-aperture tools, about $300 million each, map a path to around 2 or 1.5nm by decade's end. Even Intel, which led Moore's Law for some 40 years, fell off around 2015: a two-year node took five.

	GPUs and CUDA turned Nvidia into an AI powerhouse.
If a CPU is a big V8 engine, a GPU is lots of little engines doing parallel work, as when rendering screens. When Jensen Huang started Nvidia there were about 100 GPU competitors; now there are two, both fabbed at TSMC. About 15 years ago Nvidia released CUDA, letting anyone write code for parallel GPU architectures. That carried GPUs into data centres, where Nvidia's business grew from a couple of hundred million dollars to about $4 billion in five years. AI model parameters were doubling every three to four months, needing GPU clusters with only a few CPUs. Meanwhile ARM licenses low-power designs to Apple and Qualcomm, and open-source RISC-V is emerging.

	Chips are the ultimate geopolitical leverage.
The US cut ZTE off from chips over Iran sanctions for a few months, crippling it. Huawei, once about 20% of TSMC's sales and a national champion with over $100 billion in revenue, was later blocked: TSMC couldn't build for it using US equipment, and nothing can be built without it. US companies earn about half of semiconductor revenue; China buys over half of chips. But about 70% of chips pass through Taiwan at the front or back end. Less than 15% are now made in the US. Rebuilding requires a whole ecosystem, which moves in decades.



Examples
	Texas Instruments' catalog strategy.
CEO Rich Templeton exited cellphone chips — the majority of revenue — when no buyer could be found, bled it to zero, and doubled down on analog. Analog parts average about 30 cents, last 30–40 years in cars and tractors, and give TI some of the S&P 500's best margins.

	A $5 billion empty factory.
When a Chinese DRAM project's IP origin came into question, the US stopped selling it equipment and everyone walked off.

	US versus China, played as chess.
Bathgate would rally Apple, Qualcomm, Nvidia, Amazon and Google behind a roughly $100 billion domestic manufacturing push. Johns, playing China, would lock Apple's factories, pressure Taiwan, or withhold drug precursors and rare earths.

	Intel's foundry stumbles.
Intel never mastered making chips for others; its Altera partnership and 2016 acquisition suffered manufacturing problems. Outsourcing to TSMC would be like a pastor announcing he no longer believes in God.



Other relevant
	Who could be the next Morris Chang?
Candidates suggested: Cadence CEO Lip-Bu Tan, who knows everyone, or TI's Rich Templeton, who still runs fabs.

	There is no next big thing.
After mainframes, PCs and smartphones, growth now comes from cars, data centres, industry and medicine at once — spurring the first chip startups in ages.

	Mutual dependence keeps the peace.
Like masks and antibiotics, critical chips may need domestic or reliably friendly suppliers.




The Essence of Leadership with Randall Stutman | The Knowledge Project #95

Guest: Randall Stutman · 2020-11-10 · 1:35:34

https://www.youtube.com/watch?v=b_norXr5dR0

Keypoints
	Leadership is behavioral: ask what the best leaders do that others don’t.
Most leadership training starts with personality: know yourself, know your team’s differences, and adapt. Stutman respects that, but after decades of coaching he saw that people understood themselves better and still didn’t lead better. So he asked a different, practical question: what do you do that other leaders don’t? Most leaders couldn’t answer; the answers came from the people around them. Excellence in dance, golf or exam prep rests on routines, and he argues leadership does too. He defines leadership simply as making situations and people better. Comforting someone who is grieving, or easing a team conflict with humor, counts, title or not. The best teams are ‘teams of leaders,’ not a leader with a team.

	Admired leaders get results and are loved for it, and they behave the same everywhere.
In his first deep study, at a large Chicago energy company, Stutman found many high performers whose teams despised them, and some well-loved leaders with weak results. Only two had both, and everyone used the word ‘admire’ about them. The CEO and his whole executive team volunteered to be studied, assuming they’d qualify; none did. Stutman first thought the two were flukes because they were admired at home, at their places of worship, by neighbors and by bosses alike. It turned out to be the essence: they practiced the same core routines with everyone. A routine that works in a strategic decision also works helping a teenager choose a college.

	Routines beat techniques, because people can tell when you’re using a technique.
Take ‘ask permission before giving feedback.’ It’s good advice, but leaders use it only when they want a particular effect, such as a formal review or a resistant employee. So they never become skilled at it, and the other person senses something unusual and gets defensive. A routine is something you do because it’s who you want to be. You do it every time, people come to see it as your style, and through practice it becomes second nature. The same applies to tips like avoiding the word ‘you’ or separating ideas from people.

	Balance feedback: make the praise as vivid, detailed and frequent as the criticism.
Negative information weighs more than positive, so we soften criticism with throwaway praise like ‘the presentation went pretty well.’ Stutman contrasts that with genuine balance: ‘slide 8 was masterful; you took something complex and made it simple; your answer to the hardest fourth question hit it out of the park,’ followed by an equally specific list of problems. The best leaders, coaches and dance instructors all match the positives to the negatives in number and vividness. If you have five criticisms but only one strong positive, stretch to find more, or give just two criticisms for now.

	Whole relationships drift out of balance, in either direction.
When a leader’s comments are mostly negative, people brace for criticism before you finish a sentence; ‘Do I do anything right?’ is the warning sign. Too much praise also backfires. One executive got 15 years of glowing reviews, then a new boss gave a fair critique and they ‘went catatonic.’ A newly hired CFO brought in to turn around a struggling company blasted peers in every meeting and was avoided. Stutman had her add separate, non-evaluative conversations: about her colleagues’ talent, their lives, and things she was excited about. Within about three months the relationships became productive.

	Use third-party praise as a habit.
Results-driven leaders hold back praise because their standards are high, and some like the power of being sought out for approval. Admired leaders aren’t much more generous with direct praise, but they make a habit of praising people to someone else. It makes the person look good, carries no ‘but,’ and seems more sincere: why would you tell a third party if you didn’t mean it? It works like a ‘time-release vitamin,’ reaching the person days or months later. Stutman’s rule: treat praise like a hot potato and pass it on, whether to a peer, a child’s friend or an in-law.

	Calibrate short-term priorities constantly, not just long-term goals.
Leaders flood people with goals, KPIs and stretch targets, but short-term priorities drive results more. Most last only a couple of weeks, so keep asking ‘what’s your focus right now?’ and share your own. Stutman’s son said his priority was Friday’s lacrosse game; Stutman pointed out the calculus exam worth 50% of his grade that day. A senior executive listed long-range process goals until Stutman asked whether an unresolved conflict wasn’t undermining everything; the executive admitted he’d been putting it off. Stutman: ‘If it’s not your highest priority, you’re going to put it off forever.’

	The universal motivator: be a fan, and prove it every day.
At the 2005 Masters, Tiger Woods chipped onto a spot the size of a dime, and the ball paused on the lip of the cup for 2.2 seconds before dropping. A sportswriter said the crowd of about 5,000 shook the ground and willed it in. Everyone wants the people they admire rooting for them like that, whatever their culture, age or gender. So ask, ‘What would a fan do?’ Most of us cheer for good news; fans keep it alive longer. They frame the photo, write a letter worth rereading, or name a sandwich after you for three weeks. It applies even to people you don’t like: ‘Do you want to lead or don’t you?’



Examples
	Problems that people benefit from.
An insurance company praised Stutman’s solution to a long-running problem, then ignored it twice. A mentor explained that somebody benefited from the problem. A communications chief who controlled 86 company channels said, ‘You’re right, but we’re not going to do any of that.’

	The response defines you.
In a crisis, people eventually forgive the incident but not a weak response; you get fired for the cover-up. Wait for the facts, then respond quickly and transparently, and offer remedies, not just apologies. Bear Bryant’s sign read, ‘Don’t try to hide behind anything or anybody. They’re going to find you anyway.’

	‘What do people get wrong about you?’
This is Stutman’s favorite question. He also asks for strengths and weaknesses ‘as a human being’ and what a spouse would say. People who describe their positives in detail but gloss over their negatives lack self-awareness.

	Harshness that worked despite itself.
Stern leaders credit their harshness for their teams’ performance. Stutman can show the results came in spite of it.



Other relevant
	Coachability.
The biggest obstacle is people who like what they see in the mirror and take all their advice there.

	Motivation versus inspiration.
The cold shoulder can motivate compliance, but only inspiration ‘lights the fire.’ Most leaders default to whatever inspires them personally.

	Values outlast lessons.
Tell children explicitly what the family stands for, and live it.

	Leaders belong in the background.
Stutman stayed anonymous for 30 years, quoting Bob Dylan: ‘When you’re on top, you’re really on the bottom.’




Chamath Palihapitiya: Freedom, Bitcoin, and First Principles | The Knowledge Project #94

Guest: Chamath Palihapitiya · 2020-10-13 · 1:30:08

https://www.youtube.com/watch?v=v9pipH75L_E

Keypoints
	He was a billionaire at 32 and still unhappy, because he was living by a checklist set by others.
After AOL and Facebook, with a fortune and a sports team, Palihapitiya was 'meandering through life', driven by how others saw him and by family pressure. His generation's script was the best school, as much debt as needed, a credentialed job, marriage, 2.5 kids, the suburbs and a retirement account. Gen Z, he argues, is the most honest generation about what makes them happy, partly because longer lifespans let a 20-year-old see 'eight generations' of evasive, unhappy adults and decide to be different. Happy people also produce better outcomes: better artists, better engineers.

	Define happiness by your 'oh wow' moments, which aren't CNBC appearances or deals.
Mona Simpson's eulogy for her brother recorded Steve Jobs's last words as 'Oh wow, oh wow, oh wow'. Palihapitiya reads it as contentment with a loved family, a sanctuary Jobs could then channel into work. His own moments: one stressful morning he turned the car around, went home, kissed each of his four children and his partner, and felt he had built 'a sanctuary filled with love'. Others are summers in Italy, his partner's home, and a regular poker game that starts at 4 p.m. with a long family-style dinner in the middle. When he put too much weight on business milestones, he got distracted and unhappy.

	He learned to lie as a child to cope, and candor became a kind of atonement.
He grew up in a loving but 'contorted' family marked by mental illness, alcoholism, depression and poverty, and learned evasion early: 'Are you okay? I'm fine.' That became a deep habit, followed by what he calls 'organ rejection'. At Facebook he was candid for the first time, to the point of being a curmudgeonly caricature. Early in Social Capital he slid back into evasiveness out of insecurity about not having 'earned the right' to start a fund. Around 2016–17 he recalibrated his life to stop lying. He says the candor isn't about money but about self-worth, accepting your limits and loving yourself anyway.

	Imposter syndrome is his lifelong dragon. His weapon is talking.
The feeling gets more severe 'the more notches up the ladder' he climbs, which he thinks is why many people give up. As an immigrant man, he was taught that talking is weak and that talking about emotions is doubly weak. He relies on his partner, Nat, two close friends and two therapists he sees weekly. People who know him spot his patterns ('you're being insecure there'), where he used to get defensive and lash out. He compares venting to flossing: it doesn't stop all the plaque, but it stops most of it. He suspects that men's reluctance to talk is one reason women live longer. Reading Adult Children of Alcoholics showed him he wasn't broken, just 'normal' for his inputs.

	Pursue two separate paths at once: freedom, which he can teach, and happiness, which you must find yourself.
Money liberates people but doesn't make them happier. Pursuing happiness badly with cash leads to 'gambling, broke, dead, high'. Happiness is internal, iterative and personal. Financial freedom is a 'readily transferable' body of knowledge. As an example, he describes buying Tesla convertible bonds in 2015, informed by a long-tail community of physicists, chemists and finance people writing research and making videos. With everything being financialized and fractionalized, from sneakers to crypto, he wants to build communities that treat a teacher with $5,000 like an accredited investor, with his own money on the line 'as a principal, not an agent'.

	Be a keen observer of the present, and invest where you win either way.
In this 2020 conversation, he looked past the rhetoric and saw both parties aligned on Russia, China, Middle East oil losing relevance, intertwined fiscal and monetary policy, and trillions in spending, whether labeled a Green New Deal or infrastructure. He concluded the election was about style rather than substance. On investing: someone in 1980 who bet 15% rates would fall to zero rather than rise to 50%, and stayed long equities, got rich, which he sees as the essence of Buffett's model. With rates at zero, nobody knows whether they'll go to −5 or +5. Products like Dropbox and Google Drive train people to expect more for less, which is deflationary. So he picks sectors that win in both cases (e-commerce, health care, education, clean energy, food, an alternative-asset hedge) and is 'long growth'.

	Your real opponent is your own psychology, so write down guardrails.
Panicking, overreacting, living in the past and over-believing the future are all psychological traps, and the data is there if you'll look. His rules: buy companies, not stocks; judge the CEO and the business; think in long durations; don't check prices daily; read annual reports and skip quarterlies. Understanding your blind spots through work on happiness turns out to be a money-making strategy. These guardrails let him take bigger swings. When he researches, he lets himself be 'seduced' by people with extreme views to learn the nooks and crannies, then 'comes back home' to neutral with partners who calmly de-escalate.

	He's still chasing his asymptote: learning to allocate capital in billions.
Palihapitiya thinks he's 'one to one and a half orders of magnitude' from his own ceiling, which he can just make out. Running a small company is about functional competence. Past about $10 billion, it's all capital allocation, the skill he has a 'maniacal desire' to master. He wants to move from multi-hundred-million-dollar checks to billions and feel less like an imposter doing it. His decisions come from oscillating between 'here's how this goes right' and 'here's how it goes wrong' faster and faster until he finds equilibrium. That process gave him the confidence to make calls on Bitcoin (2012), Amazon (2014) and Tesla (2015) when people thought he was crazy.



Examples
	Bezos versus Buffett
When he sold his Facebook shares in 2014 and bought Amazon, a young analyst on his team argued that Bezos out-allocates Buffett. Their chart showed Amazon turning each expense line into a product and a revenue line. 'If you generate 30% free cash flow and give me a dividend, I'd say no thanks. Reinvest it.'

	The triangle-offense question
To test a CEO's mental agility, he asks a seemingly dumb, open-ended question, such as what they think of basketball's triangle offense, and watches whether curiosity turns it into a framework. Integrity, the other trait he looks for, shows only in small things over months, like how they treat a waiter.

	Climate's architectural cost
Most emissions come from cities, and centuries-old buildings in Paris, Milan or Amsterdam will be hard to decarbonize. He sadly predicts more utilitarian, look-alike skylines, like the view crossing into Pudong.

	Redundancy turned into pay
Business schools taught that redundancy is waste to be converted into profit and compensation, leaving no PPE stockpile. He wants resilient companies and countries, not hyper-efficient ones.



Other relevant
	Make your younger self proud
Rather than imagining his deathbed, he asks whether his 16- or 22-year-old self would see 'a legit human being' putting himself out there.

	Bitcoin as mattress insurance
He calls it a small, uncorrelated hedge while 'financial orthodoxy' is dismantled. He says he isn't emotional about central banks.

	Government's job: bleeding-edge bets
The space race spawned whole industries. He would like public money for Mars, climate, health and education, perhaps forgiving student debt in exchange for national service.




Bill Ackman: Dealing with Haters, My Largest Trade Ever, and Sounding the Alarm for the Government

Guest: Bill Ackman · 2020-04-28 · 1:38:04

https://www.youtube.com/watch?v=mIS3LYxgVWc

Keypoints
	Success depends on how you handle failure, so climb out one step at a time.
Ackman thinks almost every successful person has faced real hardship, and that how you deal with failure largely decides how well you do. He watched it play out when his first fund closed. His partner, worn down by the stress, didn’t want to start over; Ackman was excited to rebuild. His plan was simply to make a little progress every day. Staring up at the peak you fell from feels hopeless and pushes people into emotional, irrational bets to get back. Focusing on one sound decision after another, and staying healthy, compounds until you’re out of the hole.

	The most important lesson elite students never learned is how to fail.
When Ackman speaks at Harvard Business School, he points out that the audience topped their high school classes, went to great colleges, excelled at summer jobs, earned glowing recommendations and has never failed. That, he tells them, is exactly the problem, because handling failure is the single most important thing to understand. He admires Elon Musk largely for how he has handled repeated brushes with catastrophe.

	Protect your judgment with health, people and perspective.
During his first reversal, Ackman walked across Manhattan to the Hudson River most nights with a friend who wanted him to succeed. The second time was easier because he had a strong marriage and colleagues he respected. He admits his worst business decisions overlapped with the turmoil of his divorce, and he’s sure the personal strain made them worse. He keeps perspective: losing money on an investment is nothing like losing a job you need to feed your family, or getting cancer. He plays tennis, which he calls a form of meditation, avoids sugar and processed food, and eats only between noon and about 8 p.m.

	Invest only in simple, predictable businesses, then wait for a gap between price and value.
An asset is worth the cash it produces over its life, so Pershing Square needs to forecast cash flows for decades; most businesses are too complex to predict even three years out. The first test is quality: simple, predictable and generating free cash. The second is a wide gap between price and value. Starbucks qualified because coffee is a daily habit, each new store earns high returns, and understanding one store lets you model thousands. When same-store sales flattened, the stock traded as if the business had broken. Ackman’s team concluded it was a blip, and management was already making the changes he would have pushed for.

	Permanent capital lets you ignore next quarter, and that is the real edge.
Ackman doesn’t try to out-predict quarterly earnings; he bets that markets overreact to short-term noise. About 85% of Pershing’s capital comes from a publicly listed holding company, so investors can’t withdraw it at short notice. He copied the idea from Warren Buffett, who gave up a 25% share of profits in his partnership to run what he called a ‘crappy textile company,’ Berkshire Hathaway, for its permanent capital. The firm adds only one or two ideas a year, and Ackman says that if an idea needs months of work and still isn’t obvious, it’s probably not a good investment.

	The COVID hedge was a lopsided bet with good timing.
In late February 2020, as friends thought he was overreacting, Ackman called a rare Sunday-night team call. With credit spreads near all-time tights, insurance against corporate defaults was unusually cheap. Pershing built about $71 billion of credit-default protection, which carried roughly $500 million a year in premium commitments. Because he expected the outcome to be clear within weeks, he treated the real risk as about $125 million, under 2% of assets. It ended up costing about $27 million in premiums. By March 12 the position was worth about $2.6 billion, and Pershing cashed in and bought about $2 billion of stocks within a week.

	Hedging instead of selling preserved relationships, taxes and the position.
Selling everything would have meant abandoning companies whose boards and CEOs Pershing helped install. At Chipotle, for example, it added four directors and helped recruit CEO Brian Niccol. Selling would also have triggered big taxes on gains and risked missing a short-lived bottom. The hedge cost little if nothing happened and paid off hugely if it did. He went on TV on March 18 with what he saw as a bullish message: shut the country down for 30 days and markets will recover. Critics accused him of driving the market down, although it had already fallen about 7% before he spoke.

	After the pandemic, expect a slower recovery and less appetite for debt.
Ackman argued in April 2020 that a deliberate, temporary, health-driven shutdown, backed by government support and some 70 vaccine and treatment trials, was nothing like the open-ended Great Depression. He expected a slower than V-shaped recovery, a heavier lasting government debt load, and a generation of boards rethinking ‘optimized’ balance sheets, since the companies that suffer most will be those that borrowed too aggressively. He also predicted people would be desperate for human connection, so the best-located malls would be reinvented rather than abandoned.



Examples
	Herbalife’s paid ad.
Years after closing his short position, Ackman says a Google search of his name still surfaced a Herbalife-paid ad implying he financed the documentary Betting on Zero. He says he only agreed to be filmed. Herbalife later paid $20 million to settle SEC charges over how it described its China business, which he calls a slap on the wrist.

	Buffett’s advice at Harvard Business School.
Look around the room, pick the classmates you most admire, and adopt their qualities. Unlike playing the cello, you can choose hard work, punctuality, prompt callbacks, honesty and fairness tomorrow.

	Bailouts on Buffett’s terms.
Ackman says don’t prop up businesses already in structural decline, and don’t rescue shareholders of airlines that spent billions on buybacks. Let bondholders take over through bankruptcy. Any government money should come on terms no better than Buffett would offer. He quotes Munger: ‘Capitalism without failure is like religion without hell.’

	Short sellers as fraud detectors.
He says frauds are typically exposed by short sellers or journalists they feed, not regulators, so the SEC should listen to the best short sellers. He has quit public shorting himself; the ‘return on invested brain damage’ is too low at 53 with a new baby.



Other relevant
	Philanthropy is learned.
His father taught it, and John Rawls’s ‘veil of ignorance’ convinced him to give back.

	Index funds and governance.
Fees near zero leave little money to vote tens of thousands of proxies, and less tradable stock can amplify volatility.

	Companies stay private too long.
He thinks private funding like SoftBank’s let founders become ‘godlike,’ and WeWork exposed what venture-backed boards miss.

	Berkshire’s engine.
Insurance float has grown about 8% a year at a negative cost, and Buffett can invest it in stocks.




Secrets to Healthy Relationships | Esther Perel | The Knowledge Project #71

Guest: Esther Perel · 2019-12-10 · 1:18:04

https://www.youtube.com/watch?v=atXKntdX2UY

Keypoints
	There's a difference between surviving and living.
Psychotherapist Esther Perel grew up among Holocaust survivors in Belgium, and saw two groups. Some were afraid, untrusting and weighed down by survivor guilt — they hadn't died, but they weren't living. Others seized life 'with a vengeance' as if to say, 'I didn't survive for nothing.' To her, they understood the erotic as an antidote to death. Hope requires imagination: the ability to project yourself into something better and anticipate it, whether in a camp or a relationship. Perel admits to a chronic sense of dread that everything can stop at any moment. She turns that into a reason to savour the present.

	Trading passion for stability trades one fiction for another.
The West believes in permanence and predictability. Philosophies of impermanence see life as constant flux, making stability itself a fiction. Seen that way, both passion and security are products of our imagination. That gives couples far more flexibility in keeping their relationship alive. The stories we tell shape what we experience: 'things never change' and 'things always change' create different ways of loving, working and living.

	Change the story and you change the relationship.
Perel's goal for a first session is that a couple leaves with a different story than the one they brought. One couple arrived with her as the problem — mean, abusive, cursing. He turned out to be 'the little prince' who could do no wrong, so any request from her felt like an indictment. His fragility had been shaped by years of being good to a sad mother. Her homework for him was simple reflective listening: when she asks for oranges, say 'I know you'd like me to bring oranges' instead of 'When did you last bring me strawberries?' Acknowledging a request isn't admitting fault. Stories are embodied: change the story and people breathe, sit and listen differently.

	The form of a fight matters more than its content.
Arguments follow three choreographies. Fight-fight: both partners attack, in chronic bickering. Fight-flee: one pursues while the other withdraws or stonewalls. Flee-flee: both close their doors and stop talking for two days. A couple that attacks will attack about everything, so the work is on the rigidity of the dance, not the topic. Couples grow apart either through high conflict — a blame-and-defend loop where each holds the other responsible for their misery — or through disengagement, with no bids for connection. The difference itself isn't the problem; a secure partner can live beside a vegetarian without needing them to change.

	Behind every criticism is a wish.
'Why don't you ever ask about my day?' means 'I wish you would.' Saying the wish means putting yourself out there, where you can be refused, so in an insecure relationship we name what the other didn't do instead. Shane suggests that's selfish. Perel says it's closer to feeling unworthy: 'I'm not sure I deserve this, or that you love me enough to want to.' Criticism is a protective device against being hurt.

	Honesty is contextual — it can be caring or cruel.
Ask what honesty means in this relationship, at this moment, and what the other person can do with it. 'I'm not attracted to you anymore' or 'I'd leave but I like our lifestyle' hands your partner a problem they can't fix. Intimacy as truth-telling — 'into-me-see' — is a recent Western idea. 'I think you're a slob' may be true but useless. 'You may be right, but you are alone,' Perel tells clients. Remember what you actually want: to be close, or to shrivel your partner?

	Love seeks closeness; desire needs mystery.
Love thrives on knowledge, predictability and narrowing the gaps. Desire is about owning the wanting, and thrives on curiosity, the unknown and freedom. For most of history, marriage was an economic enterprise and passion lived elsewhere; 'passionate marriage' was a contradiction. Modern couples run a grand experiment, seeking security and adventure in one place. Sex fades less from the act stopping than from a breakdown of imagination: it becomes the last chore on the list, like cutting a tomato instead of cooking a thoughtful meal. Waiting for it to be spontaneous doesn't work; long-term desire requires intention.

	Invest in the couple to protect the family.
For the first time in history, Perel says, the quality of the couple's relationship determines whether the family survives. Yet couples often come last, getting the 'leftovers' after work and children, while saving their best attention for friends at lunch. Studies show couples with rituals — a weekly drink, a monthly night away — fare better. And therapy works when each partner commits to doing something new regardless of the other. Like ping-pong, if the ball goes to a different corner, the other person has to move.



Examples
	Her mother surrendered to a camp.
After a year hiding in the woods at 18, stealing eggs and potatoes, terrified of barking dogs, Perel's mother walked into a male labour camp so she'd at least know where she would wake up. Her father, who was in 14 camps, ran a potato-peel black market in the kitchen. They met on the road on liberation day and stayed in Belgium as illegal refugees for five years.

	Conversation number 197.
A couple stuck in the same rigid argument switched seats and played each other for 15 minutes. They knew each other's words by heart, and only then began to feel the other's experience.

	IVF as a values clash.
One partner wanted every medical option; the other, more religious, accepted fate. Framed as values about agency versus acceptance, it shifted from 'you bad' to 'you different.'

	The lovers' email address.
Some couples create a separate email account just for songs, jokes and sweet thoughts — nothing about kids, money or logistics — to keep seeing each other as lovers.



Other relevant
	Security is a harbour and freedom to play.
Like a child resting on a parent's lap then running off to play hide and seek, a secure partner can come back for anchoring and leave without worry.

	Ask how they played as a child.
Hearing her husband describe a different character every day in childhood games showed Perel how revealing — and rarely asked — that question is.

	End relationships consciously.
Longevity isn't the only marker of success; parting with goodwill and owning your share shapes how you start the next relationship.




The Negotiating MASTERCLASS | Chris Voss and Shane Parrish

Guest: Chris Voss · 2019-10-14 · 1:23:04

https://www.youtube.com/watch?v=yHjUApypNsU

Keypoints
	Let the other side go first; it’s faster.
Voss’s biggest surprise about real negotiation is that leading with what you want creates chaos and wastes time arguing point and counterpoint. Letting the other side talk first gets you information you’d otherwise be guessing at. He reads Stephen Covey’s ‘seek first to understand’ less as warm advice than as a ‘mercenary’s tool’ for reaching your outcome faster. The only reason not to go first is a fragile ego. If there’s any strength in your position, ‘you’ve got to let the other side go first.’

	Control your emotions with curiosity, a deliberate tone, and trust in a process.
Genuine curiosity about why someone is acting ‘crazy’ instantly stops your own negativity from taking over. Saying ‘you’ve got this’ out loud in a calm voice can actually calm you down. Voss describes three natural styles, matching fight, flight and make friends. Assertive, ‘direct and honest’ types like him come across so bluntly that a colleague said dealing with him was ‘like getting hit in the face with a brick.’ Analysts use the calm late-night-DJ voice. Accommodators smile as they talk; negotiator Charlie Beaudoin wrote ‘smile — they can feel it in your voice’ on the team board.

	A yes means little without a plan for how to carry it out.
Fake yeses are easy to give. Voss learned that a telecom company he pitched found 50% of the deals it signed never got carried out. So aim for the other side to propose the solution. Push back on bad terms with ‘How am I supposed to do that?’ and close with ‘That was brilliant, let’s do that.’ People follow through on their own ideas with fewer reminders. Treat time as the resource at stake in every negotiation, including ones with colleagues.

	Your fallback plan becomes your ceiling, and opening high backfires.
Harvard’s BATNA, your best alternative to a negotiated agreement, is sound in theory. But people stop pushing once they beat it and leave money on the table, and those who think they have no fallback freeze up before they start. Hostage negotiators never had one. Instead, set a lofty goal and challenge yourself to beat it. Anchoring high starts with a lie: one of his Georgetown students demanded a big jump from $85K to $110K, got it, then learned a peer hired at the same time earned $125K. A founder Voss coached opened with ‘I’ve got a lousy proposition for you’ and won a third of the business for her husband.

	Clear away deal-breakers first by naming the accusations against you.
Voss says fear blocks deals three to nine times more than benefits make them, and cites a figure that 70% of buying decisions are about avoiding loss. His preparation sheet starts with a no-spin summary of the facts that the other side would agree with. Then list their unspoken fears and say them aloud: ‘I’m sure we seem like bullies.’ Real estate agents insist ‘nobody’s ever accused us,’ but buyers routinely warn each other that agents only want the commission. Make a list of what you’d like to deny, and name each item instead. Denial makes it worse; naming it clears their heads.

	Labels open people up more than questions do.
A question makes people stop, think and phrase a careful answer; analysts may reply ‘let me get back to you in a week.’ A label like ‘It seems like you have some next steps in mind’ seems to bypass that, and one student called it ‘unlocking the floodgates of truth-telling.’ In his Georgetown MBA classes, labels proved the most widely useful tool, raising effectiveness 30–33% by Voss’s estimate. ‘Sounds like there’s more here than meets the eye’ draws out problems that ‘What’s the problem?’ doesn’t. Use empathy not because you’re soft but because it ‘saves time.’

	Look for the loss, and ask questions people can answer with no.
Hostage negotiators were trained to ‘look for the loss’ before Kahneman and Tversky showed that losses weigh about twice as much as gains. People aren’t afraid to fail; they’re afraid to fail in a new way, which is why nobody got fired for hiring IBM. Saying no makes people feel safe. Rephrase ‘Would you like to try this?’ as ‘Are you against this?’; Voss says one client reported a 100% success rate. His son learned that saying no relaxed his father: Voss would refuse before the sentence was finished, then ask him to explain again.

	Mirrors and calibrated questions make people think, and that includes your kids.
Repeating someone’s last one to three words makes them restate what they meant, often hearing for themselves how unreasonable it sounded. When a teenager asks for the car on Friday, Voss suggests a label and a question: ‘It seems like you think you don’t have to earn that privilege… How can I give you the car on the weekend if you’re not responsible during the week?’ His son went straight to the vice-principal whenever he broke the uniform rules and listed his own faults; he was waved back to class with a free pass. Voss’s view is that these are human-to-human skills, not parenting tricks, and they work for good relationships when used to understand rather than manipulate.



Examples
	The suicide hotline review.
A year after training, a caller thanked Voss for doing a great job. His supervisor called the call horrible: if they’re congratulating you, you’re way off track. Negotiation skills fade, so Voss recommitted to practice.

	One black shoe, one brown.
After a merger, two firms split the difference: they bought a $200 million building worth $800 million but only for a learning center, keeping the old headquarters for the sake of image. Voss says it wasted hundreds of millions and drove away executives who never agreed.

	Never be mean to someone who can hurt you by doing nothing.
Even a licensing clerk who just quotes a price decides whether your request goes on top of the pile, gets walked down the hall, or ends up in the trash.

	The power of deference.
Voss cites an older, richer New Yorker who calls Donald Trump ‘Mr. President’ and gets listened to. Deference works up, down and sideways because the other person knows you don’t have to show it.



Other relevant
	Replace trust with predictability.
Past behavior predicts future behavior. The frog should have towed the scorpion on a twig.

	Pay at the high end of expectations.
Underpaid people stay anxious, and overpaid ones take it for granted. ‘Run to trouble’ to work on a company’s biggest problems and grow fastest.

	Advice to his younger self.
Keep your positions but say them more nicely, the way Reagan was firm but likable.

	Get back into flow.
Ten minutes of meditation, moving around, or even a forced laugh can reset a tired mind.




Daniel Kahneman | The Knowledge Project #68

Guest: Daniel Kahneman · 2019-10-12 · 1:06:40

https://www.youtube.com/watch?v=-10cairWi10

Keypoints
	Happiness and life satisfaction are different things, and people want the second.
Kahneman separates happiness, the emotional tone of daily life, from life satisfaction, how you feel when you step back and think about your life. Happiness is mostly social: being with people you love who love you back. Satisfaction is more conventional and tracks success, money, education and prestige. He began by assuming happiness in the moment was what was real and that satisfaction was just ‘stories people tell themselves.’ But the research showed people care less about how happy they’ll be than about having a good story of their life. A definition of well-being that people don’t care about was untenable, so he admits he no longer knows how to define it.

	Above a threshold, money stops adding happiness but keeps adding satisfaction.
With economist Angus Deaton, Kahneman found that in the US, above roughly $70,000 a year, extra income didn’t improve day-to-day emotional happiness, though poverty clearly makes people miserable. Life satisfaction never leveled off: more was always better. He reads money as a proxy for success. Billionaires working flat out don’t need more money; they want proof they’re good at what they do. Both feeling happy and being satisfied appear to be good for health and longevity.

	To change behavior, weaken the restraining forces rather than push harder.
Kahneman calls this the best psychological idea ever. It comes from Kurt Lewin, who saw behavior as a balance between forces pushing one way and forces pushing back, like how fast you drive. Our instinct is to push: arguments, incentives, pressure. Lewin’s insight was to ask, ‘Why aren’t they doing it already?’ and reduce those obstacles. Kahneman pictures a plank held between springs. Add a spring to push it and it moves, but the system ends up under more tension. Remove a spring holding it back and it moves with less tension. Even so, he’s skeptical about changing behavior at all, including your own; spouses trying to change each other are ‘not on their way to a good marriage.’

	Look at the situation before blaming the person.
His second lesson is the fundamental attribution error: we assume people act from personality when the situation is often driving them. Motives are mixed, too; people do good things for good and bad reasons, and bad things for both. The point of teaching psychology is to make people less judgmental and more patient. Perspective matters in policy as well. The endowment effect means giving something up hurts more than getting it pleases, yet government reformers, like agents acting for others, don’t feel that pain. They underestimate how hard potential losers will fight, which is why reforms often fail or cost far more than planned to compensate the losers.

	We mostly don’t reason our way to beliefs; we adopt them from people we trust.
Ask Kahneman for reasons and he’ll always find some, but reasons aren’t the causes of beliefs. He believes in climate change because he trusts the people who tell him it’s real, and skeptics trust other people. He’s more likely to believe fake news from his own side. Even scientists are swayed by commitment to their earlier views and by bruised egos. He calls independent clear thinking ‘to a first approximation impossible,’ and links the decline in public debate partly to polarization and people choosing their own news sources.

	Break judgments into independent parts and hold off on intuition.
At 22, as a psychologist in the Israeli army, Kahneman replaced free-form ‘overall impression’ interviews with ratings of six traits, scored one at a time. Interviewers protested, ‘you’re turning us into robots.’ As a compromise, he let them close their eyes at the end and give an intuitive overall score. Both the trait scores and that final intuition predicted performance, and the method lasted over 50 years; a commander still told him, ‘then we tell them, close your eyes.’ The lesson: treat options like job candidates, score each dimension separately, stop only for a deal-breaker, and form your overall view once you see the full profile. Otherwise you form an impression fast and spend the rest of your time confirming it, like witnesses comparing notes.

	Organizations can fix judgment more easily than individuals can.
After a lifetime studying biases, Kahneman says he’s not much better at avoiding them. Individuals rarely improve just by deciding to, and checking a list of biases mostly invites clever rationalizations. Organizations think more slowly and follow procedures, so they can change those procedures. Where possible, use algorithms or rules; they beat human judgment, though at a social cost. Otherwise, slow down, especially when you feel instantly sure. Protect dissenters, because dissent is painful and costly. Keep information-gathering independent of what decision-makers want. Have people write down their positions before a meeting, because groups converge fast. People resist it because it means work.

	Societies reward confident, fast intuition, even when waiting would be wiser.
Everyone knows not to rewrite road-safety law right after a terrible crash, yet leaders are expected to respond immediately. Kahneman says people prefer intuitive, overconfident leaders and are suspicious of those who deliberate. He thinks Obama was at a disadvantage against George W. Bush because careful deliberation can look like not knowing what you’re doing. He also has a theory of expert overconfidence. Philosophers and psychologists judge ideas side by side, where differences look obvious, but people live one situation at a time, where countless other factors drown out each effect. So researchers’ clear intuitions turn into misplaced confidence.



Examples
	Julie read fluently at age four. What’s her GPA?
Everyone instantly guesses a GPA as extreme as the impression, roughly the 90th percentile. But reading age says little about grades, so the sensible guess is just above the average of about 3.1–3.2. Our predictions ignore regression to the mean, and Kahneman says he resists this ‘never when it’s important.’

	The pre-mortem.
This idea comes from Gary Klein. Before a decision, imagine it’s two years later and the plan has been a disaster, then have everyone write the history of what went wrong. It makes raising doubts legitimate, even rewarded, just when groups push to close.

	Noise in insurance.
Executives expected two underwriters quoting the same case to differ by about 10%. The actual gap was about 50%. Wherever there is judgment, there is noise, and more than you think.

	The lovely talk.
At Berkeley, a job candidate with teaching awards gave a weak talk, and colleagues concluded ‘he can’t teach.’ Even after the error was pointed out, they still didn’t want to hire him.



Other relevant
	Resist anchors.
The first number shapes what seems plausible. When faced with an absurd opening offer, Kahneman advises: make a scene and refuse to start from it.

	Negotiation is about understanding.
Arguments, promises and threats are all pressure. Instead, find what makes it easy for the other side to move your way.

	Keep a decision journal.
Record the arguments for and against, the alternatives and your confidence. Leaders hate this because hindsight can make them look foolish.

	He changed his mind on priming.
Some priming findings he presented in Thinking, Fast and Slow failed to replicate. He blames himself for being gullible and is now wary of spectacular findings.




Jim Collins — Good to Great — The Knowledge Project #67

Guest: Jim Collins · 2019-10-05 · 2:23:38

https://www.youtube.com/watch?v=7xIrgD6NxHI

Keypoints
	Level 5 leaders blend humility with indomitable will.
In Jim Collins's Good to Great research, companies that made the leap from mediocrity to outstanding performance lasting at least 15 years had Level 5 leaders. Direct comparisons in the same industries, with the same opportunities, had Level 4 leaders. The essence of Level 5 is the answer to a question: what is your ambition really for? Level 5 leaders may be even more ambitious than most, but that ambition is channelled outward into the company or a cause, never into what they get or how they look. They put themselves in service to it, with an iron will. Many had 'charisma bypasses' — shy and self-effacing.

	Steve Jobs is a growth story, not a success story.
In 1988, at 30, Collins cold-called Jobs to come to his Stanford class on turning startups into enduring great companies. Jobs, three years after losing Apple and not even invited to a gathering of top Silicon Valley leaders, sat cross-legged and talked for nearly two hours — utterly driven by the work, not what it would bring. Collins sees a Jobs 1.0 and a 2.0, shaped by the wilderness and by learning from Ed Catmull. By the end, Jobs wanted Apple to prove its greatness by not needing him. The idea that entrepreneurs and company builders are different species is wrong; most great builders started as entrepreneurs and grew.

	Start by confronting the brutal facts.
Collins's method, from mentor Jerry Porras, studies companies historically, through their eyes at the time, against a comparison company in the same situation. The great companies didn't have better information or analysis. In the late '60s and early '70s, Kroger and A&P saw the same shift to larger stores and new technology. A&P explained away the ugly facts; Kroger 'went into the teeth' of them. On decisions, separate process from outcome: a good decision can end badly, and a bad process that gets lucky compounds in the wrong direction. And turn every 'what' decision into a 'who' decision.

	Greatness comes from turning the flywheel, not a single breakthrough.
John Wooden's UCLA dynasty, which won 10 NCAA titles in 12 years, looked sudden from outside. But it came after more than a decade of refining the fast break, players and system — turn after turn until the breakthrough. Its opposite is the doom loop: disappointing results, a reaction without understanding — a new leader, program or acquisition — then more disappointment. A flywheel isn't aspirations drawn in a circle. Each component must almost inevitably drive the next, and failing on any component stops the whole thing, like multiplying by zero.

	Luck is asymmetric — bad luck can kill you, good luck can't make you great.
In Great by Choice, Collins and Morten Hansen defined a luck event as one you didn't cause, with potentially significant consequences, that surprised you. Coding every luck event, they found the 10x winners weren't luckier than their comparisons. If anything the comparisons were, though it was a wash. The difference was return on luck. IBM approached both Digital Research and Microsoft for a PC operating system; only Gates seized it and turned it into a flywheel for decades. Managing luck is even more about protecting the downside so bad luck never knocks you out of the game.

	The 20-mile march defeats turbulence.
Collins offers two small tech companies. One grows net income 25% a year, plus or minus 15 points. The other averages 45%, but swings from +300% to −200%. Most people pick the 45%, but the steady marcher won by an enormous margin. Stryker's march was 20% net income growth every year; Southwest's was profitability every year; Intel's was Moore's Law. Collins says the key word is 'consecutive.' Committing never to miss for 20 or 40 years forces you to invest now for cycles far down the road, keeping you ahead of disruption.

	Fire bullets, then cannonballs.
Pioneering innovators don't usually win; those who scale the right innovations do. Fire small, low-cost bullets, recalibrate, and only after one hits commit your gunpowder to a calibrated cannonball. Apple's early-2000s annual report gave the iPod about three sentences. Once iTunes was put on Windows and demand appeared, Apple committed big. Fire bullets well, so a miss is a clean test. Often the second cannonball becomes the company's biggest business: Marriott from restaurants into hotels, Intel from memory into microprocessors, Disney from films into theme parks.

	Great companies fall through overreach, not complacency.
In How the Mighty Fall, the five stages are: hubris born of success; undisciplined pursuit of more; denial of risk and peril; grasping for salvation; and capitulation to irrelevance or death. A company can look healthy through stage three. Ascent is a narrow path, like racking pool balls; decline has endless paths, like entropy. Disruption, Collins argues, is often about the timeframe of decisions: the best CEOs managed for the quarter century. Built-to-last companies also had a purpose beyond money, as at HP, Merck and Johnson & Johnson.



Examples
	Katharine Graham stepped up.
After her husband Phil's suicide, people asked which man she'd bring in to run the Washington Post. She ran it herself, through the Pentagon Papers and labour strikes, becoming one of the great CEOs of 50 years.

	George Rathmann's second act.
After corporate careers at 3M and Abbott, he co-founded Amgen in his 50s. Late in life he was treated with its own drug, EPO, and told fellow patients, 'I had a little something to do with this.'

	Collins's personal flywheel.
Curiosity drives rigorous research, then insight, then writing and teaching, then impact and resources, which fund the next question. After Built to Last, he poured the proceeds into what became Good to Great. His wife Joanne: 'I sure hope you find something.'

	Engaged in four days.
After an eight-mile first run with Joanne in May 1980 — they walked five miles — they were engaged by Thursday. They've been married 39 years.

	Amazon drew its own flywheel.
After Collins taught the principle in 2001, Amazon mapped its loop: lower prices, more visits, more third-party sellers, more selection, better fixed-cost leverage, lower prices.



Other relevant
	Leadership can be learned, if not taught.
West Point builds leaders systematically. It starts with refusing to be a bystander, then getting people to want to do what must be done.

	Take care of your people, not your career.
General Austin said the moment he stopped worrying about promotions and cared for his people, they wouldn't let him fail.

	People operate at the level of feelings.
Jerry Porras's 'touchy-feely' Stanford course revealed how much of Collins's drive came from unprocessed feelings about his father.




Howard Marks | The Knowledge Project #53

Guest: Howard Marks · 2019-09-12 · 1:32:42

https://www.youtube.com/watch?v=jZMbKvJqEVo

Keypoints
	In 2008 the logic for investing was simple: if the system melts down, nothing matters.
After Lehman Brothers collapsed in September 2008, many people believed the financial system was melting down. Marks reasoned that this couldn’t be analyzed or known, that anything done to prepare for a meltdown would be a disaster in any other case, and that ‘most of the time the financial world doesn’t end.’ If Oaktree invested and the world ended, its choices wouldn’t matter. If it held back and the world survived, it would have failed clients during the best buying environment there could be. So over the last 15 weeks of 2008, Oaktree invested an average of $650 million a week, about $10 billion in total, sometimes feeling it was moving too fast and sometimes too slow.

	Markets are people, and people’s feelings make them buy at the top and sell at the bottom.
Marks quotes Richard Feynman: physics would be much harder if electrons had feelings. ‘There’s no such thing as a market,’ just people trading on their views. In most of life we buy more when prices fall, but in markets, rising prices, good earnings and upbeat headlines pull in buyers until the last one has spent his money and the market peaks. On the way down, people sell to stop the pain until the last panicked seller is out. Psychology swings from ‘perfect’ to ‘no chance of survival’ while the real world moves only between ‘pretty good and not so hot.’

	Acting against the crowd takes practice, temperament and a culture that doesn’t punish mistakes.
Marks and his distressed-debt partner Bruce Karsh had already lived through severe downturns in 1990–91 and 2002, and buying bankrupt companies is contrarian by nature. In 31 years as partners, neither has told the other ‘boy, that worked out badly.’ Even a great investor will be right only 60–70% of the time, and second-guessing makes people afraid of mistakes. Oaktree’s motto is ‘if we avoid the losers, the winners take care of themselves’; it has earned about 16–17% a year in distressed debt over 30 years without leverage. It deliberately hires people without much ego or hubris.

	Cycles come from excesses and the corrections that overshoot them.
US growth averages about 2% a year but swings between negative and 4% because people overdo things. Coming out of a recession, every company in an industry builds a factory, hires a thousand workers and stocks up on inventory at once, producing a boom year. Then they discover they overbuilt and cut back, producing a bust. Success sows the seeds of its own failure. Marks expected the slow post-2009 recovery to become the longest on record precisely because it lacked excesses. He called the 2017 cut in the corporate tax rate to 21% overstimulative: ‘doctors do not give adrenaline to healthy patients.’

	Economic reality always wins in the end.
Governments don’t make anything; they collect and redistribute. Tax rates can’t ignore the rest of the world: France’s 75% top rate pushed wealthy people out, and many ‘New Yorkers’ Marks meets claim Florida residence and stay 181 days. Venezuela capped toilet paper prices, so production fell and it got even scarcer. Politicians promise two $10 hamburgers for nothing, but economics is the science of choices. Marks calls the idea of a ‘fair share’ of taxes a philosophical claim, not an economic one.

	Trade and productivity explain more than China does.
With specialization, a sheep-raising country and a shoemaking country make 100 pairs of shoes together; ban trade and each manages 40. A trade deficit is like paying a barber $20 for a haircut. Tariffs are paid by American consumers, not the Chinese, and protecting steelmakers hurts American motorcycle makers who buy foreign steel. Marks says US manufacturing output roughly doubled in 40 years while jobs fell from about 19 million to 12 million, so productivity cost about 24 million jobs versus roughly 3 million lost to China. He’s not optimistic about self-driving cars: cars sit idle most of the day, so sharing them could shrink the fleet and the jobs that depend on it.

	Risk is the chance of bad outcomes, including missed gains, not volatility.
Academics use volatility because it can be measured. Marks defines risk as the probability of bad outcomes, and missing out on gains counts as one too, even though managers get fired mainly for losses. He quotes Elroy Dimson: ‘Risk means more things can happen than will.’ With two dice, seven is the most likely total, six chances in 36, yet you can’t know the next roll. Even with the right odds you don’t know the outcome. And the choice with the highest expected value may include outcomes you can’t survive, which is why he doesn’t go cliff diving.

	Second-level thinking: be different, and be right.
Anyone can be average cheaply with an index fund. To beat the market you must think differently from the crowd, but the crowd is usually close to right, so you also have to be correct. A first-level thinker says ‘great company, buy the stock.’ A second-level thinker says ‘great company, but not as great as the price assumes, so sell.’ When Marks’s son pitched Ford because of an exciting new Mustang, Marks always asked, ‘Who doesn’t know that?’ You must dare to be different, to be wrong, and to look wrong, because even right calls can look wrong for a while.



Examples
	You can’t judge a decision by its outcome.
It was the first thing Marks learned at Wharton 55 years earlier. His backgammon partner Bruce Newberg likes to say improbable things happen all the time and probable things fail to happen all the time.

	The ‘Greenspan put.’
Marks thinks Greenspan’s readiness to rescue every wobble helped cause the crisis. People stopped planning for hard times, so they weren’t ready when those times came.

	Getting Lucky.
Marks’s most-responded-to memo argues that luck is real and unfair; you didn’t earn your IQ. He quotes Cicero: gratitude is ‘the parent of all the other virtues.’

	The credit card with no bills.
His daughter wanted a card like a friend’s that ‘doesn’t get bills.’ Instead she paid her own statements from a monthly allowance.



Other relevant
	Money is finite.
Talk about money openly with children, don’t let the richest kid set the standard, and say ‘in our family we don’t do that.’

	Let kids decide.
His daughter picked a different high school than her parents preferred, and it went fine. A first mistake at 5 teaches; a first mistake at 35 can crush you.

	Doubts about universal basic income.
Work provides purpose, colleagues and self-respect, which income alone can’t.

	Being wrong is part of the job.
‘No baseball player expects to bat a thousand.’ Review the process instead of blaming yourself, your staff or your kids.




The Angel Philosopher Naval Ravikant on Reading, Making Decisions, Habits, and the Purpose of Life

Guest: Naval Ravikant · 2019-08-17 · 2:02:19

https://www.youtube.com/watch?v=mGY2To_HW98

Keypoints
	Reading an hour a day puts you in a tiny minority, and the habit matters more than the book.
As a latchkey kid in New York, raised by a single mother working several jobs, Naval spent every afternoon at the library until it closed. Nobody told him what he should read, so he climbed from comics to mysteries, fantasy, sci-fi, science, math and philosophy. He reads one to two hours a day, which he thinks puts him in the top 0.01%, and credits it for any material success he’s had. Like exercise, the key is doing it daily: the best book is the one you’re excited to read. Even when broke, he treated books as an investment. He buys about ten times more than he finishes.

	Treat books like blog archives: skim, skip, and reread the great ones.
Blogs and the internet shortened everyone’s attention span. Naval brought books back by reading them like blogs: jumping around until something grabs him, and finishing without guilt only if it’s good. Most nonfiction makes one point and then piles on examples. He drops a book if the author states something plainly false, like dismissing thermodynamics, because then he can’t tell true from false. He would rather reread about 100 great books, among them Sapiens, the Durants’ Lessons of History, Krishnamurti, Osho, Matt Ridley and Feynman. He prefers originals like Adam Smith and Darwin over a hundred retellings, since most bestsellers are read for social approval and the rewards in life come from leaving the herd.

	Your top priority is the one you’ll never claim to lack time for.
‘I don’t have time’ really means ‘it’s not a priority.’ A fuzzy set of ten or fifteen priorities means you achieve none. Naval ranked his: physical health first, then mental, then spiritual, then family, then everything else. So every morning he works out for however long it takes, ‘even if the world is imploding,’ and misses only a handful of days a year. The workout also helped him cut back on drinking. Late nights ruined the next morning’s session, and he realized he drank to get through social settings he didn’t enjoy, so he narrowed his social circle and switched to red wine, which naturally limits itself.

	Happiness is what’s left when nothing feels missing.
Naval sees happiness not as positive thoughts, since every positive implies a negative, but as the absence of desire, especially for external things. When nothing is missing, the mind stops racing into the past or future and goes quiet. Clinging to happiness ends it. He is trying to quiet his ‘monkey mind’: brushing his teeth before this interview, he caught himself rehearsing imaginary answers and returned to just brushing. Children are happy because they’re absorbed in the moment. He thinks people chase thrills, flow and alcohol largely to escape the voice in their heads.

	Life is a single-player game, so drop jealousy.
Society rewards competitive games others can see, like fitness and money, but training yourself to be happy is entirely internal: ‘you’re born alone, you’re gonna die alone.’ Naval cites Warren Buffett’s question: would you rather be the world’s best lover known as the worst, or the worst known as the best? Jealousy faded for Naval once he realized he couldn’t take just one person’s body and another’s money; he would have to become that whole person, which he didn’t want. Meditation doesn’t give you control over your mind at first, but it shows you how out of control it is, and seeing that separation is a kind of liberation.

	Hold a few values you won’t compromise on.
Naval’s values: honesty, so his words match his thoughts and he never splits his mind to manage what he says; only long-term dealings, because everything good compounds; only peer relationships, neither above nor below anyone; and no anger, which the Buddhists compare to a hot coal you hold while waiting to throw it. He follows Buffett’s rule of criticizing the general approach and praising specific people. Freedom used to mean being free to do anything. Now it means being free from anger, from reactivity, from obligation. Looking back decade by decade, his biggest regret is not what he did but the anger and emotion he brought to it.

	Avoid errors rather than chase brilliant calls, and set up systems.
Leverage means being right a bit more often is worth hundreds of times more; a 10% edge on a billion dollars is $100 million. Studying complexity theory taught Naval how little anyone can predict, so he focuses on eliminating what won’t work rather than picking winners. Angel investing suits this because you can lose only what you put in but can make 10,000 times it. He would rather see 10,000 companies, back 500 with a chance and double down on the five winners than bet big on ten. His goal is to do well in 999 of 1,000 possible versions of his life. He doesn’t use checklists for decisions, and he warns against copying others: ‘no one in the world is gonna beat you at being you.’

	Watch for integrity, simplicity and long-term thinking.
How people treat others shows their integrity. If someone says ‘I’m only taking advantage of him, I’d never do that to you,’ remember how easily they can redefine who counts as a friend. People with integrity negotiate generously, and those who talk up their own honesty are usually covering for something. ‘The closer you want to get to me, the better your values have to be.’ Real understanding builds up from basics: a charlatan explains simple things in complicated ways, while Feynman built math from the number line to pre-calculus in three pages. Naval looks for founders who know their field, love the work and are willing to commit ten years. Great people get great outcomes; you just have to be patient.



Examples
	The box of tablets.
Naval recalls a story of a box of Android tablets left unopened in a remote village. When people came back months later, the children had hacked them, taught themselves English and were teaching each other. Tools are everywhere; the desire to learn is what’s scarce.

	Schools teach to an obsolete design.
Kids lose one rung of the math ladder and fall back on memorizing. Naval would teach the basics thoroughly, plus nutrition, relationships and how to build technology.

	A second check on his calendar.
The present Naval overcommits the energetic future Naval. His fix: wait 48 hours before committing, or say yes only if he would do it right now.

	Hard choices, easy life.
His trainer Jerzy Gregorek says: easy choices, hard life; hard choices, easy life.



Other relevant
	Micro over macro.
Naval gave up on macroeconomics, calling it unfalsifiable. Microeconomics and game theory are essential. Change yourself before the world.

	Pain is a moment of truth.
Suffering is when you finally see reality as it is. Admit setbacks publicly so you can’t fool yourself.

	The new car.
Naval admits he was ‘addicted to the desiring’ while waiting for a new car he knew he’d stop caring about.

	Meaning is personal.
There may be no intrinsic purpose, so you make your own. Find the question that matters to you.



