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Kim Scott  00:01 

most often when somebody becomes a manager for the first time, they get no instruction as to what the 

job is what it means. And they often get, they get bad signals that I think one of the themes of radical 

candor is that telling people what to do doesn't work. But an awful lot of people think their job as boss is 

to tell people what to do. And so so one of the goals in writing the book and also in starting the 

company and doing the podcast, is to begin giving managers brand new managers as well as more 

experienced people, the sort of step by step instructions of what's the philosophy and what are the 

things you can do to put a good management philosophy into place? 

 

Jacob Morgan  00:52 

That's Kim Scott, The New York Times best selling author of a radical candor, be a kick ass boss 

without losing your humanity. And she's also the co founder of candor Inc. In this clip, she's giving her 

take on why there are so many bad bosses, or at least the perception of so many bad bosses. Today, 

we're talking about Kim's new book and how radical candor can make you a better leader at work and 

in life. During our conversation, Kim shares a pivotal moment in her career, where she felt that she had 

failed an employee by not giving them honest feedback. From that point on, she promised herself that 

she would never make that mistake again. And that she would help others practice radical candor. That 

moment led to Kim's book as well as the radical candor podcast, CEO coaching in a software company 

she's building to help people take the advice from her book, and actively put it to use in everyday life. 

During our discussion, you will also learn about why there are so many bad bosses in the world. The 

big problem with passion, how to show you care, in the dimensions of radical candor, I also take some 

of your questions from LinkedIn and from Twitter. 

 

Kim Scott  02:04 

The thing that is most important about radical candor is that we we want a witness to our lives. And 

there's nothing worse than feeling invisible. And so so radical candor will give you a witness to your life, 

and it will help you grow in the way that you want to grow. So what I mean by that is, when you're doing 

when you're doing great work, you want it to be recognized. And when you're screwing up, you want to 

know that somebody will tell you and help you fix it. Those are the things that are going to help you take 

a step in the direction of your dreams. And that's, that's why radical candor helps create a better 

employee experience. 

 

Jacob Morgan  02:57 

This is Jacob Morgan, best selling author, speaker and futurist. Welcome to the future of work podcast, 

where every week, I speak with senior level executives, business leaders and authors to explore how 

the workplace is changing, and what the future of work is going to look like. The goal of the show was 

to give you the insights, the ideas, and the inspiration to help future proof your career and your 

organization. If you want to get access to other resources, such as videos, articles, other episodes of 

the podcast, and information on working with me or having me keynote your next event, you can visit 

the future organization.com. If you get a few seconds, please rate and review the podcasts on iTunes 

or whatever your preferred channel is. If you want to get access to the future of work newsletter, you 

can text the word future to the number 44222. Or you can visit the future organization.com. Lastly, don't 

forget to check out my new best selling book, the employee experience advantage where I analyzed 

over 250 organizations around the world looking at culture, technology, physical space, and how to 
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design all three of these things so that people actually want not need to show up to work. It's available 

wherever books are sold. Thanks again for coming along with me on this journey. And I hope you enjoy 

the future of work podcast. Hello, everyone. Welcome to another episode of the future work podcast. 

My guest today is Kim Scott. She's the New York Times best selling author of an awesome new book 

called Radical candor. Be a kick ass boss without losing your humanity. She's also the co host of the 

radical candor podcast, and co founder of candor Inc. Kim, thank you for joining me. 

 

Kim Scott  04:42 

awesome to be here. Thanks so much for having me, Jacob. 

 

Jacob Morgan  04:45 

So what was the date that your book actually came out? Was it March 27? 

 

Kim Scott  04:49 

It was March 14. It was pi day very, very appropriate for Silicon Valley. 

 

Jacob Morgan  04:55 

But very appropriate indeed my my new book on employee expense Beans came out two weeks after 

yours. 

 

Kim Scott  05:02 

Wow. And I love your book. Awesome. 

 

Jacob Morgan  05:06 

Thank you very much. All right. So as I always like to do with guests on the show, is starting off with 

some background about you. So, where or how did you get involved with this? Where did you grew up? 

How are you know doing all the wonderful things that you're doing now. 

 

Kim Scott  05:24 

So I grew up in Memphis, I was born and bred for manipulative insincerity, not for radical candor. And I 

struggled as a manager early on in my career. From the very first time I was a manager, wondering, I 

was very much brought up like an awful lot of people believing if you don't have anything nice to say, 

don't say it at all. And now all of a sudden, it was my job to say it. And I found this to be very difficult 

and and then I learned in a very painful way. I was doing a startup in New York City in 2000. And I had 

hired this guy who I really liked a lot, let's call him Bob. And Bob was charming. He was smart. He was 

funny, he had an incredible resume. And he would do stuff like we were having one time one of those 

get to know you games at playing one of those get to know you games at a at a manager off site. And 

everybody hates these games feels like they're a waste of time, but nobody dares to say it. And Bob 

was willing to say it. He said, Listen, we all seem frustrated by this, but I've got a different idea. It'll be 

really fast. Let's just go around the table and share with each other what candy our parents used when 

potty training us weird but fast, even weirder, everybody remembered Hershey Kisses right here. So if 

I'm grouchy, you know what to get for me. And then the next. For the next 10 months. Every time there 

was a tense moment in a meeting, Bob would whip out just the right piece of candy for the right person 

at the right moment. So anyway, we all loved Bob, he was quirky, he was weird. And we loved him. 
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Only one problem with Bob. He was doing absolutely terrible work. And it was puzzling because he had 

this great background. In fact, I learned later the problem was that he was smoking pot in the bathroom, 

which may be explained all that candy all the 

 

Jacob Morgan  07:18 

time. Yes, 

 

Kim Scott  07:19 

I think that's a good explanation. But I didn't know that at the time. And so instead of telling Bob when 

his work wasn't nearly good enough, I would say to him stop like Bob, this is a really good start. And he 

would, he would hand something in to me with shame. And the his eyes, he actually knew it wasn't 

good enough. But instead of just calling it out, I would say, Bob, you're so smart, you're so awesome. 

This is a really good start. But maybe you could improve on it a little bit. And then of course he didn't. 

And this went on for 10 months. And eventually the inevitable happened. And I realized that if I didn't 

fire Bob, I was gonna lose half my team. And so I sat down to have a conversation that I should have 

started with Bob 10 months previously. And when I finished explaining to him where things stood, he 

sort of pushed the chair back from the table. He looked me right in the eye and he said, Why didn't you 

tell me? And as that question is kind of going around in my head with no good answer. He says to me, 

Why didn't anybody tell me I thought you all cared about me. And now I realize that I have failed Bob in 

six really important ways. I have failed to ask him for criticism or praise. I failed to solicit feedback from 

him. Maybe I was doing something that was driving him so crazy. He was forced to toke up in the 

bathroom, right? I'll never know, because I didn't ask. Maybe I was doing some stuff he really did like, 

but I didn't ask I didn't ask him how things were going from his perspective. So that's the first two 

failures. The next two failures where I failed to deliver either praise or criticism. Remember, feedback is 

praise and criticism. And I failed to deliver praise that was meaningful, the kind of praise that I gave was 

really just a head fake. And I failed to tell him when his work wasn't nearly good enough, I failed to 

deliver criticism that let him know that he really needed to make a change. So that's the next to failure. 

So now we're up to four. And perhaps worst of all was I failed to create an environment in which 

everyone would tell Bob what was really good about the work he was doing, and when he was going off 

the rails, and because of that, because I'd made these six mistakes, Bob's getting fired. And that's the 

worst thing about management. The most difficult thing about management is that you learn all your 

most important lessons on the back of somebody else. 

 

Jacob Morgan  10:01 

How long ago was that? This was in 

 

Kim Scott  10:03 

2000. This was at a startup I did called juice in 2000. So it was a long time ago now, it's shockingly long 

time ago now 17 years ago. 

 

Jacob Morgan  10:13 

Yeah. So I guess the reason why you wrote the book, the reason why you have the podcast, Canada, 

Inc, all these different types of things. I guess it stemmed from that kind of moment and evolved to 

where you are today. 
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Kim Scott  10:25 

Yes, that moment was when I promised myself in a very solemn way, that I would never make that 

mistake again. And that I would work really hard to help other people avoid making that mistake. And 

then fast forward, you know, over the next 17 years, I kept managing larger and larger teams. And over 

and over again, I felt like I was watching a slow motion train wreck, because everybody makes this 

mistake, as a manager. And so I really have spent over the course of my career, a lot of time trying to 

think through what I could do to help people avoid making that mistake. And that's not the only mistake 

I've ever made. There were others as well 

 

Jacob Morgan  11:06 

as a part of life. Yes, yes, they are. 

 

Kim Scott  11:08 

But that's sort of the core idea of radical candor is figuring out how to avoid that mistake? Well, it 

 

Jacob Morgan  11:15 

reminds me, you know, one of the reasons why I went off on my own around 810 years ago and 

pursued this idea of the future of work and employee experience, is because I had a bad situation at 

work, where I did really well in school, graduated with honors, and I studied Economics and Psychology 

in this first job out of college, which, you know, I tell time and time again. So people are familiar with the 

story, I'm sorry. But after college, I told them, I'm going to do all these really wonderful things for this 

company, and a couple months into my job and doing data entry and cold calling and power. And then 

one day, the CEO comes out, and he hands me 10 bucks, and he's like, I'm late for a meeting. Go get 

me a cup of coffee. Oh, my God. Yeah. And so after that, I was just mentally checked out of that 

company. Yeah. And I had one other situation similar to that in the Bay Area. And, and after that, I was 

like, this sucks. Like, there's no reason for me to work for anybody else. So yeah, we have those pivotal 

moments that forced us down a different direction. Yeah, that 

 

Kim Scott  12:13 

cup of coffee. That was that was a meaningful cup of coffee. Oh, yeah. And 

 

Jacob Morgan  12:18 

it was at a Starbucks too. So thank you, Starbucks. Yeah. It's amazing. And so how are you or so for 

the past 17 years, you have a lot of interesting stories. I know you're a CEO, Coach, you've worked at 

Google, you've been faculty at I think it was Dropbox and apple. What is your day to day like now? Are 

you just advising CEOs and helping them become better leaders? So right 

 

Kim Scott  12:41 

now, what I am spending most of my time doing is building software that will, coaching doesn't scale. 

So we're building software that will help people take the advice in radical candor in the book I wrote. So 

we're so we're working on on a set of software that will teach you how to give better feedback, and then 

help you find the moment to give feedback and track what you what kind of feedback you've given to 

him on your team and give you reminders. You know, you haven't praised Charlie, in three weeks, you 
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better find some nice say to Charlie, or you failed to give criticism to Charlene over the net over the last 

month, you better you better make sure that you're giving Charlene enough critical feedback as well as 

praise. Or probably most importantly, you haven't spent enough time soliciting criticism from the people 

who you work with you better find out what they're thinking and how they're feeling about what's going 

on. So we're starting with feedback. But we're also going to help people have more effective one on 

ones help people have more effective staff meetings, help people have better career conversations, 

that sort of thing. 

 

Jacob Morgan  13:56 

So now you are a product and a software entrepreneur in addition to everything else that you're doing. 

 

Kim Scott  14:01 

Yes, started started can started Kandra E Ink with Ross layaway, my co founder a little little more than 

a year ago and have been having a great time ever since working with with Shona Brown who who was 

a mentor of mine at Google to get this platform built. 

 

Jacob Morgan  14:21 

Well congratulations. So what is what is your your life look like? Now? I mean, are you up at like five 

o'clock in the morning? You know working till six o'clock at night then coming home? Are you traveling 

all the time? What is the behind the scenes of of Kim's life look like? It is 

 

Kim Scott  14:37 

it is pretty structured. It's so most important time in my day is 6am to 8am and 6pm to 8pm. And that's 

the time that I spend with my kids. And then the weekends I get some time with them on the weekend. 

So it's very funny. I was talking to a young engineer who was asking me what it's like to have kids and I 

sort of was excited waiting this this scheduled to him because he just couldn't imagine how could you 

possibly have time to have children? And when I explained to my him my schedule, he started, he 

nodded. And he said, Yeah, it's kind of like baseball season having kids, like, What are you talking 

about? It's actually a really good analogy. He said, You know, I always wondered when he played 

baseball in college, and he said, I always wondered, in college, how I was going to get all my 

homework done during baseball season. And yet, somehow, it just worked out, I just blocked there's 

practice in the morning practice in the evening, and the rest of the rest of my time, I still had time to do 

my work. So Albert night, one of the great software engineers in Silicon Valley came up with the best 

analogy for parenting I've had heard yet. So that's the, that's the core of the day. And then I, I'll take a 

quick walk with the dog sometimes run depending on how I'm feeling. Now that I'm pushing 50 I feel 

entitled to take a stroll for my exercise. And then I take take a quick shower, and, and I hop in the car, 

and I work for our stand up at 930. I stay at work till about six o'clock, about 545 and then go home and 

have dinner with the kids and and after they go to sleep pop online for a couple hours, I try very hard to 

sleep from 10:30pm till 6:30am. Eight hours of sleep is really important for me, although true 

confession, I've been struggling with insomnia since I started this company. But at least I wonder 

 

Jacob Morgan  16:40 

I wonder why starting 
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Kim Scott  16:45 

an entrepreneur? Yeah, I can't imagine. 

 

Jacob Morgan  16:48 

Well, it's, it's really interesting that you're involved with, with so many different things. And 

congratulations on the new company. It sounds like something that a lot of organizations around the 

world really need. Are you also still doing some advisory as well, your CEO coaching, 

 

Kim Scott  17:00 

not doing very much of that I spend, I spend some time on the board at Qualtrics. And I spent some 

time with a Qualtrics CEO, and Ryan Smith, who you can read about in the book. But for the most part, 

I'm really focusing on scaling the coaching, one on one, coaching doesn't scale. But the candor coach, 

the product that we're building, will scale. And it's very interesting, because I find that brand new 

managers and CEOs of highly successful companies, they share a lot of the same struggles and 

problems. And so I wanted to I wanted to, I found as I was coaching that one very common occurrence 

was I'd go in, we'd have a conversation about something, a performance issue with somebody on the 

team, or thinking through how to make sure that you're, you're you know, what's really happening deep 

in your organization, whatnot. And then I'd go back to my desk after the conversation and copy and 

paste the two or three pages in the book that I had written about just that topic, and I'd email it. And the 

response would always be, Wow, how'd you write that so fast. And I said, You're not the first person to 

have this problem. I actually wrote this a month ago. And so figuring out how to get managers the right 

page in the book, the right paragraph, and the book at the right moment, I think is going to be part of 

what what helps people change their behavior. Because as great as the book is, I don't think people 

read a book and then change their behaviors, greatest talks that I do are, I think they are great. But 

people don't change their behavior because they heard a good talk or read a good book or listen to a 

great podcast, they change behavior through daily sort of tasks. And so we're trying to give people daily 

tasks. And then because we know what their daily tasks are, we can give them just the right piece of 

content that'll support that task at the right moment. 

 

Jacob Morgan  19:04 

Really cool. I'm also curious, do you have any, like, work routines that you're very committed to, like, a 

certain practice that you do at work? You know, only check email at four o'clock, for example, is 

something that that I try very hard to do. But are there any workplace practices that you use in your 

personal life that you have found to be helpful in any way? 

 

Kim Scott  19:27 

Yeah, we struggle with this a lot. As does everybody. I think we try to make sure that that we have 

blocks of time, where we don't meet where we actually do work, do do our individual contributor work. 

So I love to write I like to write content for the product and for for our blog and various articles. And the 

engineers need time to code obviously we all need time to do to execute. And so We work really hard 

to block time in the morning to execute. And to make sure that we're even even writing or coding, 

there's only so long you can do it. So So we break up, we break up meeting time, right? So you can 

work for two hours, and then and then that's a good, the meeting time then becomes productive and 

works with the execution time. Email is a disaster and all these interrupt driven, all of it is a disaster. So 
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I tried to respond. Only at night, when I'm already so tired. I'm not good for much else. So I tried to do 

email after 8:30pm. 

 

Jacob Morgan  20:38 

So you don't check email till 830. In the evening, 

 

Kim Scott  20:42 

I often don't, sometimes I will, I'll put maybe a half an hour, just quick scan through. And I put it in 

calendar, the email time, so that so that it's limited, and I'll put maybe half an hour, but in general, I wind 

up blowing through that email time and just checking it at 830 at night. 

 

Jacob Morgan  21:02 

So what about work email, like from your team? 

 

Kim Scott  21:06 

While we're all in the same room? I mean, they can talk to me, we're six persons. It's the benefit of 

being six people. And all on the same point. Well, but mighty. Yes, exactly. Exactly. 

 

Jacob Morgan  21:18 

I like that. That's a good tip. You know, I've I don't check to a four, which has been hard enough as it is. 

But I found that I am so much more productive when I and I don't get any sort of social notifications to 

my phone. I don't get any email notifications to my phone. Yeah. And I'm so much more. I feel 

productive when I don't have all that stuff going on. 

 

Kim Scott  21:40 

Yeah, I found when I was working at Google, I realized one day that I was probably spending two to 

three hours a day responding to email. And I just realized, that's crazy. I am not I was not getting paid 

to answer emails. And and that was when I Google I had half an hour in the morning and have half an 

hour in the afternoon. And, and so I did, I did email only in those two half an hour chunks and refuse to 

ever do it again, and you do miss some stuff. But you you gain more than you lose. And as long as you 

communicate clearly with the team, what you're doing and why. So that they know you're not just 

blowing them off, right, you've got to remember to show that you care personally, I think you can make 

it work spending a lot less time in email, just just very sort of ruthless about even even the delete 

feature like that was too much time that took too much time I just if it's if it's unread. If I've looked at it, 

then it's done. 

 

Jacob Morgan  22:45 

And I find that if it's really important, it'll kind of bubble up to the top of your inbox again, like if it's a, you 

know, if it's urgent, somebody will either call you there, they'll text you, they'll email you again, 

somebody else will notify you about it. So if it's really super important, I find that it finds its way back 

into your inbox. 

 

Kim Scott  23:01 
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Yes, for the most part. That's true, although I will confess that my daughter broke her arm at school. 

The school didn't I mean, luckily, they got through to my husband, but But I realized I needed to make 

some some exceptions. 

 

Jacob Morgan  23:16 

Exceptions are good. Yeah. All right. So I want to jump now into a lot of the stuff in your book. Now you 

have some really cool stories about the time you I think you presented to Tim Cook you presented to 

executives at Google. So maybe we can start with a personal story that you've had of a great boss, and 

maybe a personal story, you've had a really bad boss. And if you don't want to you don't have to give 

us any names or companies. But any kind of a story would be great. 

 

Kim Scott  23:44 

Absolutely. So let's start with a great boss, because I think we don't have enough stories about great 

bosses. And great bosses are really can be such a source of growth and joy in your life when you have 

them. So one great boss I had was Sheryl Sandberg. And this was at Google. And and she really she 

taught me so much about radical candor what it is. And I'll just tell you a story. Quick story about a time 

when she criticized me. So I, I had, it was about two or three months after I had joined Google and I 

had to give a presentation to Google's founders and the CEO about the outcomes business, which I 

was I was leading online sales and operations for AdSense at the time, and so I I walked into the room 

and there is Sergey on a sort of elliptical trainer in the corner of the room. And Eric's so deep in his 

computer, Eric Schmidt the CEO was so deep in his email, it was like I'll never get his attention and like 

any normal person in this situation, I felt a little bit nervous. But luckily, the business was on fire. liar. 

And when I said how many new AdSense customers we had added over the previous couple of 

months, Eric's had jumped out of this computer bounced out of his computer. To the extent it's possible 

to come to a screeching halt on an elliptical trainer, Sergey came to a screeching halt. And Eric said, 

what resources do you need? Do you need more marketing? Do you need more engineers? So I'm 

feeling like the meeting went reasonably well, right? In fact, I'm feeling like a genius. And as I was 

walking out of the room, Cheryl, my boss at the time, I'm expecting a high five or a pat on the back or 

something. And instead she says to me, why don't you Why don't you walk back to my office with me. 

And I sort of felt utterly deflated. I thought, I'm sure I've screwed something up, and I'm about to hear 

what it is. And chills started by saying the good stuff and not in a feedback sandwich kind of way. But 

there were some things that had gone well, that I wasn't aware of. So I learned something. But of 

course, all I wanted to hear about was what I had done wrong. And eventually Cheryl says to me, this 

whole conversation, but anyways, two minutes. But she also says to me, you said, um, a lot in there, 

were you aware of it. And I sort of breathed a huge sigh of relief. If that was all I had done wrong. It was 

no big deal. And I made a brush off gesture with my hand. And I said, Yeah, I know. So verbal tickets, 

no big deal really. Until said, I know really good. I'm coach and Google would pay for it. Would you like 

an introduction? And again, I make this brush off gesture with my hand. And I said, No, I'm busy. Didn't 

you hear about all these new customers. And Cheryl stopped, she looked me right in the eye. And she 

said, I can see when you make that gesture with your hand, that I'm gonna have to be a lot more direct 

with you. When you say every third word, it makes you sound stupid. Now, she asked my full attention. 

And some people would say it was mean of Cheryl to say it that way. But in fact, it was the kindest thing 

she could have done. And if she had been talking to somebody sort of less bullheaded than I am, she 

wouldn't have had to say it, she wouldn't have said it that that just that strongly. But she knew that 
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those were the words she had to use to get through to me. And so when she said it that way, I did go 

see the speech coach. And I learned she wasn't exaggerating one little bit, I really did say, every third 

word. And this was really striking to me because I had been giving, giving presentations for my entire 

career. I had raised $35 million for a startup giving presentations, I thought I was pretty good at it. Why 

had nobody told me? And what was it about Cheryl that made it so easy for her. And I thought about 

this. And I realized Cheryl did two things that that helped her sort of say what nobody else had been 

willing to say to me. First was, she cared personally about me. And I knew beyond a shadow of the 

doubt that she had my back. When I moved from New York to California to take the job at Google and 

didn't have didn't have any friends out here. She invited me to join her book group, when I had an 

illness in the family and needed to fly off to help this family member. She said, don't worry, we have 

your back, go, don't take it as vacation time. Just take all the time you need will we've got you covered. 

And she didn't do that just for me. She Cheryl did that for everyone who works directly for her. So she 

cared personally and that that was in evidence all the time. But at the same time, she was totally willing 

to challenge us directly. She wasn't so concerned about not hurting my feelings, that she would avoid 

telling me something that I really needed to hear. And so I spent 10 weeks working at McKinsey and 

went to business school. So I believe that all of life's problems can be boiled down to a good two by two 

matrix, right? So I naturally Yeah, naturally. So if you think about the first dimension of radical candor, 

its care personally. And the second dimension, sort of the horizontal axis, if you will, is challenged 

directly. And when you can do both at the same time, it's radical candor. But when you fail, to show that 

you care personally, but you do challenge directly. That's obnoxious aggression. And I think it's the fear 

of obnoxious aggression that prevents most of us from giving good feedback, the fear that other people 

will think we're a jerk or whatever. And the fear of not being liked, prevents a lot of us from doing our 

job as Leaders, but but it didn't prevent Cheryl. Now if you think back to the Bob's story I told you a few 

minutes ago, I showed Bob that I cared personally, but I failed to challenge him directly. And that is the 

most common mistake I've seen throughout my career and I call that mistake, ruinous empathy. And, 

and then of course, sometimes we all fail on both dimensions we fail usually because we're so busy, 

absorbed in our own stuff, but we fail to show we care personally, we also fail to challenge directly and 

and instead we just flatter people and that mistake I call manipulative insincerity. So the way to think 

about this framework and the lesson that I learned from Cheryl, is to make sure that you do care 

personally and also challenged directly. But also, forgive yourself if you are sometimes obnoxious. 

Don't move the wrong way and back off your challenge because you wind up in a worse place 

manipulative insincerity. Just do take a moment to show you care. And when you think you're being 

nice by withholding criticism, remember, that's ruinous empathy. And it's not so nice, after all, especially 

if it means you're going to wind up having to fire somebody. 

 

Jacob Morgan  31:19 

Yeah, no, that's very true. All right. So that's an example of a good boss. And I love that story. You 

talked about it in the book as well. And it's, I think, a really great way to kind of explain what that radical 

candor means. Do you have a story of a bad 

 

Kim Scott  31:38 

boss? Yes, I do. Like like all of us. I've had some terrible bosses. There was there was once a boss and 

I'm not gonna I'm a big believer and praise in public criticize in private. So I'm not going to name 

names, but but I had a boss who do things like say, he said to me once, don't worry, your pretty little 
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head about that. So very belittling he he did this. He wants walked into a friend of mines office, hit the 

speakerphone button. And, and said, Call Mary. But don't tell Mary, I'm in the room and ask Mary what 

she thinks of me like who does that that's sort of middle school. But one of the most highly paid 

executives in Silicon Valley. Another time, another time, there was a there was a big party, he threw a 

big party for his team. And he told everybody to come in their national costume. And I guess he didn't 

he was new to the company didn't really understand that. It was a whimsical culture. And so everybody 

came to this party dressed up in ridiculous ways. And he of course came in and Armani talks. I'm not 

sure what his he wasn't British. I'm not sure what is he thought his national costume was. But anyway, 

that's what he came dressed in. And he felt ridiculously overdressed. But instead of laughing at himself, 

he walked up to this friend of mine. And he said to him, I said, come dressed in your national costume, 

not dress like a fool. So again, just be littling unnecessarily belittling and obnoxious was a case of 

obnoxious aggression. Now, the real problem the really interesting, I mean, I, I hated this guy, and was 

so miserable, that I literally shrunk half an inch, and I'm only five feet tall, I don't have half an inch to 

give. I literally shrunk half an inch while working for this guy. And, and, and I bumped into him later. And 

and I had a really important realization. And the realization was that the problem was not that guy's 

behavior. The problem was that I failed to stand up to him. The problem was that I met obnoxious 

aggression with manipulative insincerity. And I hated myself for it. It was really myself, I was mad at not 

him. So I think it's really important. When you do when you do have a boss, who's, who's doing stuff 

that's driving you crazy to find a way to give it a voice. I think that makes sense. 

 

Jacob Morgan  34:23 

Yeah, no, no, that makes complete sense. And I think we've all worked for and we've all seen those 

types of managers. You know, the show Silicon Valley is how we definitely see you had exhibited in 

Silicon Valley quite a bit. So okay, awesome examples of a great boss and a bad boss. Now you have 

this, this grid matrix that you talked about, and you touched on some of them already. But can you give 

us an example of the four different types of possibilities that are in there so that listeners can tell if 

either maybe they are that type of a boss or if they work for that type of a boss? 

 

Kim Scott  34:59 

Right? I think It's a great question, but I'm gonna reframe it a little bit. Because the way that I want your 

listeners to, to use the radical candor framework is not to judge themselves or to judge other people. 

Because the fact of the matter is, we all make mistakes that I'm going to talk about all the time. So use 

this framework not to judge yourself or to judge your boss, but to guide your conversations in the right 

direction. So fair enough, when you do care personally, and challenge directly at the same time, that's 

radical candor. And that's what you're shooting for. Now, there will be times when you behave like a 

jerk, I can promise you that. I wish I could tell you I wish I could give you a formula. Elon, never to be a 

jerk. I can't we all are there some sometimes. So here's the story. I will assert for the record that I'm not 

a jerk. But I will tell you a story about a time when I behaved like a jerk. It was again shortly after I 

joined Google and I got into an argument with Larry Page, the one of the co founders about an 

AdSense policy. And I sent an email out to about 30 people, including Larry that said, Larry claims he 

wants to organize all the world's information and make it universally accessible and useful. But if it'll 

make us a buck, he's willing to create clutter sites that muddle the world's information. So this was 

obnoxious aggression. 
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Jacob Morgan  36:25 

I was you you sent this out to everybody, including Larry. 

 

Kim Scott  36:27 

Yeah, not my most politically astute move. So interesting. It's worth explaining why I did such a stupid 

thing. In part, it was because Google had a culture of challenging authority, but it did not have a culture 

of obnoxious aggression. So why did I do that? I think the reason I made that particular mistake was 

that, I believe, as I'm sure you do, and probably all of your listeners do that there's a special place in 

hell for people who kiss up and kick down. But it doesn't doesn't mean that doing the exact opposite, is 

so smart, either. There's no reason to kick up. And that was sort of what I was doing. I was kicking, I 

was kicking Larry in the shins for no good reason. I should have been talking about the AdSense policy 

and working hard to understand it. Instead, I was just insulting the guy personally. And I was wrong. I 

was wrong about my understanding of the situation. And I was also like, where he is neither 

hypocritical. He's a wonderful human being. So I was dead wrong. But it's interesting. In my coaching, I 

found that an awful lot of people do make that mistake. They, they, because they believe it's so wrong 

to kiss up and kick down, they sort of punch their boss in the face unnecessarily, or their boss's boss, 

or in my case, it was my boss's boss's boss. So so don't make that mistake. Now, the other mistake 

 

Jacob Morgan  37:55 

fired by the way or reprimanded in any way, or 

 

Kim Scott  37:57 

Wow, no, this is what was so interesting about the situation I found out later, Larry actually thought the 

email was pretty funny. He liked the email. Yeah, yeah. I mean, Larry really worked hard to develop a 

culture in which people would challenge him. So that was fine. The email itself was fine. The problem 

that the real mistake I made, was what I did next. It's never the crime. It's always the cover up, right. 

That's the problem. And so what I did next, a friend of mine sent me picked up the phone actually called 

me and said, Why did you send that email that was obnoxious, and that was stupid. And I realized it 

was obnoxious and stupid. And so the next time I saw Larry, instead of moving up on the care 

personally, dimension of radical candor, I backed off my challenge. And I said to him, Larry, I'm really 

sorry, that was such an obnoxious email, I realized you're right, I was wrong. Only two problems was 

saying that the first problem and the biggest one was that I was lying. I didn't actually think that. And the 

second problem was that he knew I was lying. And he kind of looked at me like I was a pigeon that had 

pooped on his shoulder and walked off. It was one of those bad moments and the guy sitting next to 

me, patted me on the shoulder and he said he actually likes it better when you disagree with him. And 

so the lesson that I would encourage people to learn is when you do find yourself having been 

obnoxious don't back off your challenge. Instead, move up on the care personally access and the care 

personally dimension of radical candor, and realize that the person you were just obnoxious to as a 

human being and you can apologize for being obnoxious but if you still disagree with whatever it was 

that you're raising, pointed out, but just point it out in a in a more radically candid way. So So move 

towards radical candor, not towards manipulative insincerity, because we all issue these false 

apologies. And they just they don't work people see through them. Yeah. 

 

Jacob Morgan  40:00 
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No, no, I agree. And I've, I've certainly been guilty of doing that myself. 

 

Kim Scott  40:04 

Yeah, we all have because we feel so bad about being obnoxiously aggressive. I think when you are 

when you're in the ruinous empathy quadrant, when you're making the mistake that I made with Bob, 

when you have somebody who you're working with who's making a mistake, and you don't want to hurt 

their feelings, so you don't point it out to them, and then they keep making the mistake. I think the best 

thing you can do is realize that telling the person about it is actually an act of great kindness. Pretend 

like it's not about some super important project or pretend it's about a spin in the teeth. You know that 

it's not kind to tell somebody when they ABS but not to tell somebody when they have spinach in their 

teeth, they can get the spinach out in their teeth. So so just boil it down to something simpler and 

realize that withholding your feedback is not an act of kindness. It's actually profoundly unkind and 

challenge the person tell the person what you see, or praise. I mean, this works with praise and 

criticism. Sometimes people are reluctant to give praise because they're worried that it'll come off as 

patronizing or insincere. If you see something that's awesome, say it, like give voice to what impresses 

you? 

 

Jacob Morgan  41:28 

I agree. Alright, so did we cover all four? Did we miss one there? We talked about radical candor, 

 

Kim Scott  41:32 

radical candor, we talked about obnoxious aggression. That was the story with with my email to Larry. 

Yes, yes. Then we talked about manipulative insincerity that was the false apology. And then we talked 

about ruinous empathy. The fourth one and that's the mistake I made with Bob when you're withholding 

feedback from somebody because you don't want to hurt their feelings. And that is the most cut from, 

from what I've seen in every different kind of work environment. 85% of mistakes that get made at work 

happened in the ruinous empathy quadrant, you want 

 

Jacob Morgan  42:07 

to be seen as a nice person. Yeah, you 

 

Kim Scott  42:09 

are, you want to genuinely genuinely care about the other person. Now when you want to be. There's a 

nuance here and important and interesting nuance. When you want to be seen as a nice person, you 

might be dipping into manipulative insincerity. But when you're genuinely just worried the other person's 

feelings and don't want to hurt them, then then you're usually being ruinously empathetic? 

 

Jacob Morgan  42:35 

How do you actually show that you care? I know, there's a lot of debate on this. I mean, is this 

something that you can teach? It almost seems like you need to genuinely be a people person to care 

about others. But if you genuinely don't care about others, and you're just kind of in it for yourself, and 

you happen to get promoted to a managerial or leadership position, can you kind of convert somebody 

in that role to all of a sudden teach them to become empathetic to teach them to genuinely care? Or is 

that person just shouldn't you know, he shouldn't, or she shouldn't be a manager or a leader? 
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Kim Scott  43:07 

I think that you can teach people to show that they care. If somebody genuinely doesn't care about 

others, than it's that then then you've got a different problem. But I honestly I don't I have met I can't 

think of anybody I've ever met who really doesn't care about other people. It doesn't mean you have to 

be super social. In fact, often interestingly, the super social people tend to make the manipulative 

insincerity mistake, not not, you know, so. So I think that it, it doesn't mean it's not an extraversion 

introversion thing. I think the vast majority of people really do campus, but it is hard to show that you 

care. My co founder, Ross Laraway, developed a really great methodology when he was at Google and 

then he rolled it out at Twitter as well to teach people how to have career conversations. And the first of 

the career conversation that he taught people to have was a GET TO KNOW YOU conversation. Now 

at first it seems ridiculous to think you have to teach people how to have a GET TO KNOW YOU 

conversation. But at work I think all too often we are reluctant to to talk about anything that is personal. 

And if you're so reluctant to talk about anything that is personal it's very hard to care personally. And so 

Ross developed a training that taught people how to have these get to know you conversations in a 

way that was there wasn't going to get them into HR trouble just wasn't going to get them into into some 

sort of creep overly creepy, overly personal situation. How to Make sure We just reminded people of 

things they already knew common sense things like if somebody seems uncomfortable starting a 

conversation with starting about kindergarten, tell me your life, say why don't we start with high school 

or grad school or, you know, 10 years ago, whatever it doesn't have. This is not a therapy session, but I 

want to get to know a little bit about you and your life. And the vast majority of people do this love doing 

this. And one of the pieces of advice that Ross gave to managers is if you hate the get to now you 

conversation, you might reconsider your role as a manager. 

 

Jacob Morgan  45:42 

Yeah, it's important. I mean, you need to have that kind of that people aspect of wanting to talk to 

others and genuinely care about the success and the personal well being of the people that you're 

supposed to be managing. Why do you think that? There are so many bad bosses today? Or? Or 

maybe the perception of bad bosses? You know, we keep hearing about these horror stories, terrible 

engagement scores, people hate their jobs, they don't like their bosses? Are we just promoting the 

wrong types of people? Or are we just not treating them properly? What Why do we have this big 

problem? 

 

Kim Scott  46:17 

I think, most often, when somebody becomes a manager for the first time, they get no instruction as to 

what the job is what it means. And they often get, they get bad signals that I think one of the themes of 

radical candor is that telling people what to do doesn't work. But an awful lot of people think their job as 

boss is to tell people what to do. And so so one of the goals in writing the book and also him starting 

the company, and doing the podcast, is to begin giving managers brand new managers as well as more 

experienced people. The the sort of step by step instructions of what's the philosophy, and what are the 

things you can do to put a good management philosophy into place. It's really fascinating how, how few 

companies really invest in teaching managers how to be great managers. And even those who are 

really good at it, tend to focus on the most senior leaders, not the brand new managers. And there's a 

lot more brand new managers who have the sort of experience that I had with Bob, you get thrown into 
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the deep end of the pool and you don't get taught what to do and how to do it. And so that's one of the 

things we're trying to fix at Catterick is to teach people how to be a good boss, 

 

Jacob Morgan  47:42 

it seems like they typically are you typically get taught the, you know, the budgeting, the planning the 

p&l like that kind of stuff, and you don't get taught the the soft skill component nearly as much as you 

should be. 

 

Kim Scott  47:56 

Yeah, and calling it a soft skill is also part of the problem. It is difficult it is it's both it both is very difficult. 

So it's hard in that respect, but it also has a huge impact on OKR achievement on results if you get this 

right. So so it's it's a very bottom line oriented sort of skill. If you if you can tell people when they're 

going in the right direction, wrong direction, you're much more likely to hit your your objectives, and 

achieve your goals. If you can think very clearly about who on your team should be put in what roles 

you're much more likely to have a cohesive team where the sum of the whole the where you get much 

more out of five people working together than five people working separately. 

 

Jacob Morgan  48:47 

What role does the external and well, it's maybe not even the external environment, but what role does 

the broader corporate environment play because you're your manager, but you know, obviously, you 

have a manager that there's the corporate culture, there's kind of like these big macro factors inside the 

company, the teams, the profits, you know, all these different types of things that are going on. What 

role does that kind of broader perspective that you can't really control? How does that impact the whole 

good boss bad boss situation? 

 

Kim Scott  49:19 

You no matter how terrible your bosses, you can be a good boss, you do not have to imitate bad 

behavior. And it's one of the really the liberating things about radical candor is you can you can be the 

kind of boss that you wish you had for your people. And you can create a little micro culture even within 

a broader culture, that's not as good. Now I would also say, however, that if you cannot if you cannot 

get to the point, that you can be radically candid with your own boss that you can ask for feedback and 

get some that you can find some things about what you're bosses doing that you really like that you 

want your boss to continue doing or to do more of, and that you can, if you cannot criticize your boss to 

your boss's face, you probably, at some point should polish up your resume and start looking for a new 

boss. However, I would, I would argue if you follow a pretty simple set of steps if you start by soliciting 

feedback from and this is true, up, down and sideways, but from your boss, if you start by soliciting 

feedback, and work really hard to understand where your bosses coming from what you could do or 

stop doing that would make your boss's life better. And then you focus on the good stuff a little bit, you 

focus on the things that are going well. And then you ask if you can give some criticism, if you see 

something that's bugging you that you want to tell your boss about. The vast majority of of bosses will 

say of people will say yes, the the vast majority of bad bosses are not bad people. They're just bad 

bosses. So if you can create the environment with your own team that you feel better about, and then 

you can work with your boss, doing the same same exact thing that you just did with your team. You 

can create a little micro culture of radical candor and a lot of environments not 
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Jacob Morgan  51:30 

your What if you're the boss? Do you then just go up to all your employees and say, Hey, Kim, tell me 

what you think of me? Or, you know, what do you think about our management? 

 

Kim Scott  51:42 

How do you solicit radical candor? 

 

Jacob Morgan  51:44 

Exactly, exactly. 

 

Kim Scott  51:45 

It's, it's, it's, it's difficult, because people do not want to give you feedback. They hate giving feedback. 

So the first there are four steps. The first step I would suggest is to come up with a go to question, 

because you, you don't, they don't want to tell you and that their reluctance to tell you can often make it 

hard for you to ask for the feedback. So right now, every listener listening to this podcast, you should do 

this. Think of a question that you can imagine actually asking somebody. So for example, a question 

that I used to like to ask is, is there anything that I could do or stop doing? That would make it easier to 

work with me? However, a good friend of mine, Krista Quarles, who's the CEO of OpenTable said, I 

could never ask that question. It sounds ridiculous coming out of my mouth. The thing that I like to ask 

people is, tell me why I'm smoking crack here, right? So it doesn't matter, you have to come up with the 

words that you can imagine actually uttering, right? If it sounds corny to you then come up with a way to 

ask a question. That doesn't sound corny, but you've got to figure out how to ask the question. So come 

up, step number one, come up with a go to question. Step number two, and this is sort of paradoxical, 

you have to embrace the discomfort. For a long time in my career, I thought the best way to get the 

truth out of people was to make them really comfortable. And it was it was Andy Grove, who was the 

CEO of Intel, who explained to me one time on a walk that I had this exactly wrong. He said, You've got 

to embrace the discomfort. The only way you're gonna get feedback out of people, is if you make it 

more uncomfortable for them to say something than for them to say nothing, because what they want to 

do is say nothing. And so some simple advice. Again, really simple advice you can take today is after 

you ask your go to question, shut your mouth and count to six. See, I only just made it to three. And 

that felt like a really long time. Almost nobody can endure that much silence. So 

 

Jacob Morgan  54:04 

it was just about to ask you, are you still there? Yeah. 

 

Kim Scott  54:07 

I should have waited before 

 

Jacob Morgan  54:09 

I would have started the panic, 

 

Kim Scott  54:10 
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I would have proved my point. So you've you've got you've got to be silent and and people will then 

usually say something to you. They'll tell you something. Now, that brings us to step number three. 

Step number three is to listen with the intent to understand not to respond. You cannot get defensive if 

you do. It's the last feedback you'll ever get from somebody. But it's the most natural thing in the world 

to feel defensive, especially when you get criticism criticized by somebody. So you've got to find a way 

to listen with the intent to understand not to respond. And then step number four, is to reward the 

candor. So you want to make sure that you give somebody a robe Word for having told you what they 

told you. Now, their favorite candy, right? Not not, they're not the candy their parents use when potty 

training them either. Although that's not a bad idea. But the right reward is if you agree with the 

feedback, fix the problem. So in the case of Cheryl telling me that I said, um, too often the right reward 

was to go to the speech coach and fix the problem, and then tell her that I had done it and thank her for 

for helping me. And the harder the harder reward comes the when you disagree with a feedback, and 

you will disagree with some feedback you get and should. So the thing to do when you disagree with 

the feedback, the reward to give is, first of all, to focus on the 5% of whatever has just been said to you 

that you can agree with. And so focus on that. And then say to them, I want to talk to you in a couple of 

days, I want to follow up on a follow up. And a couple of days later, when you're sure you're not 

defensive. Explain your point of view again, and explain exactly why you disagree and be open to being 

persuaded that that you're wrong, and the other person is right. But in other words, sometimes the only 

reward you have to offer is a fuller explanation of why you disagree. But it's got to be done respectfully, 

and in a way that shows that you heard the feedback. 

 

Jacob Morgan  56:31 

Not getting defensive, I think is huge. Because huge. Yeah, I mean, even in personal life, right? If a 

friend or a spouse tells you something, it's very hard to not get like, What do you mean that oh, you 

know, all of a sudden you get into like, Hold defense, and Jacob, I 

 

Kim Scott  56:46 

lost you for some reason. 

 

Jacob Morgan  56:49 

Oh, can you hear me? 

 

Kim Scott  56:51 

Hello, you're breaking up? Yeah, I can hear you now. Okay, it's breaking up, breaking up for a minute. 

 

Jacob Morgan  56:58 

So saying, Yeah, you're in our personal lives, it's also very hard to not get defensive about stuff like that 

at all. 

 

Kim Scott  57:05 

Yes, so often, you're gonna get feedback that will feel personal, or where the person is not giving you 

good examples. I think the really important thing, when you get feedback, that is bad is not to criticize 

the criticism. You want to make sure that you are that you are open to whatever it is that is being said to 

you. However, when you give feedback, it's really important to avoid making talking about somebody's 
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personality, because when you're giving feedback, you're helping the person make a change. Does that 

make sense to you, Jacob? 

 

Jacob Morgan  57:51 

No, that makes that makes complete sense. 

 

Kim Scott  57:54 

So So you do want to make sure that you're giving feedback that is about a specific, you can describe 

the situation, you can describe the behavior, or the work, and then the impact that the behavior or the 

work had. And that'll help you make sure that you're not sort of criticizing somebody's personality. I 

mean, the problem is never that somebody has a personality flaw. It's always, it's always more specific 

than that. But it's very tempting to attribute mistakes to some sort of personality flaw. 

 

Jacob Morgan  58:29 

Yeah. So stick to the issue instead of focusing on the person necessarily, and I think it's absolutely 

good advice. You have one section. 

 

Kim Scott  58:37 

Let me let me jump in. There's one other really important nuance here, though, I think it's really 

important when you are giving feedback, if somebody reacts emotionally, eliminate the words, don't 

take it personally from your vocabulary. Because we spend more time at work than we do anywhere 

else in our lives. And when we screw up, it does feel personal. So it doesn't just because somebody's 

having an emotional response, doesn't mean that they're having a bad response. It means that they're 

having a human response and your job and that moment is to react with compassion, not to tell them 

how to react. Does that make sense? 

 

Jacob Morgan  59:17 

It does. It does. Yeah, I think that's absolutely good advice. You had one section in the book that I 

wanted to make sure I touch on because I thought it was interesting. And it was actually called the the 

problem with passion. Yes. Can you explain what you mean by that? 

 

Kim Scott  59:34 

So you talked earlier about Silicon Valley, and I think when you as a leader, try to provide purpose to 

your team, and tell them why their work has meaning. You You're you're really at risk of sounding like 

the Hooli CEO, and just way overstepping, pretending like you're, you know, this is about Saving the 

world when it's not, it's about answering emails more efficiently or whatever. And, and so I think the 

other thing that's important, the other sort of problem with passion is that different people find meaning 

and work in different ways. So there's a really good story about Christopher Wren, who was the 

architect to rebuilt the Cathedral in London after the Great Fire of London. And, and the story goes that 

he was was he was walking around the construction zone. And he saw a worker, and he said, What are 

you doing? And one worker said, I'm laying bricks. And then he saw another worker, and he said, What 

are you doing? And he said, I'm making a wall. And then he saw a third worker, and he said, What are 

you doing? And the worker replied, I'm building a cathedral to the Almighty. And I think really often, 

especially here in Silicon Valley, we tend to think it is the leaders job to persuade everybody, they're 
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building Cathedral to the Almighty. But for the guy who was laying bricks, like maybe he was an atheist, 

maybe building a cathedral to the Almighty would not have given his work meaning people find 

meaning in their work in different ways. And your job as the manager is to get to know each individual 

well enough to understand what gives meaning to their work, how they find how they find purpose, what 

motivates them, and to help them find roles and grow in the way that that they want to grow, find 

meaning in the way that they find it, it's not to provide purpose, because you're just going to wind up 

looking like an arrogant jerk if you try to provide purpose. 

 

Jacob Morgan  1:01:51 

So if money if money is the motivating factor, that's okay. 

 

Kim Scott  1:01:55 

There's nothing wrong with having a job that pays the rent, that allows you to raise a family in a way 

you want to raise a family. There's nothing wrong with that at all. In my book anyway, 

 

Jacob Morgan  1:02:11 

it's interesting that now we it's kind of like, oh, well, you can't just work for a paycheck, you have to have 

this like connection. 

 

Kim Scott  1:02:21 

That's BS. I mean, of course, of course you can 

 

Jacob Morgan  1:02:25 

in the world, but you know, they're happy to be able to provide for their family. And that is all they care 

about. And that's okay. 

 

Kim Scott  1:02:33 

Yeah, I mean, in many ways, I started out in business. I mean, as it turned out, the work itself did have 

meaning. But I went to business school, because I wanted to fund my novel writing habit. Not because I 

cared about business. So so people have, there's a lot of work that people love. People are painters, 

they're artists, they're, they love to garden, they want to raise families, there's a lot of work that doesn't 

pay that people do that. And their jobs have meaning because they support that other thing. There's 

nothing wrong with it. 

 

Jacob Morgan  1:03:13 

In other words, meaning doesn't have to always come from your job, it can come from outside places 

as well. And that's, that's okay. 

 

Kim Scott  1:03:19 

Yeah, I'll never, I'll never forget, I was coaching this young woman. And she was trying really hard to 

convince herself that she had a great passion for event planning. And some people do, but this young 

woman did not. And I said, it's okay, like, you're good at it. And it doesn't have to be your passion for 

you to be successful doing it. 
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Jacob Morgan  1:03:44 

Fair enough. I think that's a very important point for a lot of people to remember. Because we're kind of 

this whole concept of purpose is pushed very heavily on us, in our organizations, and pretty much 

everywhere you go. Yeah, 

 

Kim Scott  1:04:00 

early, early in my career, I was talking to a mentor who said to me, only about 5% of human beings 

have a real vocation, where they have worked that they were put on this earth to do and they confused 

the hell out of the rest of us. And it was such a relief. I was like, Oh, thank God, I don't have to know 

what I want to be when I grow up. I'm just gonna muddle along and enjoy my life. And it's nothing wrong 

with that. 

 

Jacob Morgan  1:04:30 

Yeah, I agree. Nothing wrong with that at all. Um, so I had some people ask or tell me about some 

questions. They wanted me to ask you because I put this up online that I was speaking with you and 

one person named Jeffrey Phillips left a comment and he saw it, he said, besides the obvious, soft 

skills, compassion, dedication, hard work, etc. What do you truly seek in a good employee what makes 

someone fit into a job where it doesn't fit? others. And maybe it doesn't have to be what you specifically 

seek in a good employee. But what a manager or what a boss should look for in a good employee. 

Besides he says the obvious soft skills. 

 

Kim Scott  1:05:13 

Well, I mean, if you're, if you're hiring somebody to be a software engineer, they need to really enjoy 

coding, I think one of the most important things is to look for people who want to do that role, not just be 

that role. So if you're hiring a manager, you need to hire people who want to do the things that 

managers do not be a manager. If you're hiring a doctor's, you want to hire somebody who likes to do 

the things that doctors do not be a doctor, I think it's really important that again, you got to get away 

from passion, but like, I love writing, I don't really necessarily want to be a writer, but I love spending 

time writing. I love working with a team, I love watching people grow and take a step in the direction of 

their dreams. I love that it's it brings me enormous pleasure. So you need to you need to make sure 

that whatever it is that you're hiring for people want to do that job. 

 

Jacob Morgan  1:06:21 

That's great advice, because I found in my book, that it's not so much that the organization controls the 

work that you do, the organization controls the environment in which the work gets done. You as the 

employee kind of control the work because you decide on, you know, what you're going to study in 

school, you pick your career path, you pick the company, you're going to apply for the role you're going 

to apply for. And every company has these static roles, right? Every company needs sales, every 

company needs marketing, every company needs engineering and development. So it's not as if the 

company can just control and make those things go away. So but the company can control the in the 

three environments, I was talking about our culture, technology, physical space, the company can 

control how you feel the tools that you use the spaces in which you work, but it can't just control the 

work and change everything that you're doing. So the employee needs a little bit more accountability, 

kind of the way you said, to make sure that they want to do the things that doctors do that they want to 
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do the things that engineers do. So it's it's not just about the company trying to create Pinocchio's 

island, but you as an employee need that accountability to make sure that this is what you want to do. 

 

Kim Scott  1:07:36 

Yes, exactly. Exactly. There's, and I think there's also, I mean, I go back to your story about getting 

your first job out of college, I think there's also there was a there was a person on the team who had 

studied philosophy. And this was when I was at Google. And her job now was to answer customer 

support tickets. So it was really far less interesting than, than philosophy. And I was talking to her about 

this struggle, which which is you get out of college, and you've been reading super interesting books, 

or, you know, you've been doing really intellectually heavy work for the most part. And then you get 

your first job. And there's a lot of grunt work. And she said to me, you know, Spinoza had to grind 

lenses and Plutarco lay bricks. And so I think it's really important to find, especially if there's a lot of 

grunt work, involved in a job to be clear about that grunt work and to make sure that people aren't going 

to feel offended that they have to do it, that they know what they're going to not just what they're going 

to be. I mean it because it was sort of, you know, cool to say he worked at Google, but the people were 

willing to do the work that needed to get done. 

 

Jacob Morgan  1:08:53 

You got to set those expectations. And another question I had is from Dale Halverson, who says, How 

can radical candor contribute to a superior employee experience? 

 

Kim Scott  1:09:07 

So the thing that is most important about radical candor is that we we want a witness to our lives, and 

there's nothing worse than feeling invisible. And so so radical candor will give you a witness to your life, 

and it will help you grow in the way that you want to grow. So so what I mean by that is, when you're 

doing when you're doing great work, you want it to be recognized, and when you're screwing up, you 

want to know that somebody will tell you and help you fix it. Those are the things that are going to help 

you take a step in the direction of your dreams and that's that's why radical candor helps create a better 

employee experiences because what people want is is to grow Oh, and to feel heard, the times when I 

remember there was a there was when I was working at we'll call it a large tech company, and said 

large tech company had acquired a great company, a great startup. And after about a year, the founder 

of that great startup decided to leave the company that had had acquired his startup. And he left with 

tears in his eyes. And he said, I just can't get heard here. And that's, that's so frustrating when you feel 

invisible or unheard. When you feel that your work has no impact, or that nobody cares. It's a terrible 

feeling. That's like, that's what is more destructive than, than anything else, I think to employee 

engagement. 

 

Jacob Morgan  1:10:55 

Absolutely, um, ya know, we're just about out of time. But before I asked you, where people can 

connect with you. I'm curious how we can apply this in our personal lives like outside of work, because 

just the way that we interact with friends, with spouses with family members, it seems like there's a lot 

of this concept of radical candor that we can apply in our personal lives. But I'm curious, is it the same 

thing? You know, like, if I don't know, if I go downstairs and tell my wife something, and I'm, you know, 

radically candid with her? I'm wondering how she would she would take that? How receptive she would 
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be. So is there? Can we apply the exact same concepts in our personal life? Or is it kind of a little bit of 

a different situation 

 

Kim Scott  1:11:42 

there? It's radical candor is really about relationships, and different kinds of relationships are different. 

Romance is different than friendship. And being a boss is different. I would say, in many ways, with my 

spouse anyway. And with my kids, it's way easier to be radically candid, because it's easier to show 

you care, I can go up to my husband and give him a great big old kiss. And I can't do that by 

employees. And 

 

Jacob Morgan  1:12:09 

then you tell him the mistake that he's making, right? 

 

Kim Scott  1:12:11 

Well, yeah, or I, or the thing that I disagree with. But, you know, the other day, we were having a 

disagreement, and we both looked at each other. And we said, you know, we are on the same side 

here. And, and we're in this together. And that's, you know, that's the essence of, of, of any kind of 

partnership really is we're in this together, we're struggling with this. And we have different points of 

view. But we we both want the same, we both want the same outcome here. So So I think that it is in 

any relationship you have, you want to show that you care personally. And and at work sometimes that 

just means give a damn when you're really lucky. It means love, but with your with your family and your 

friends. It always means love. So you're always higher up on the on the care personally dimension, I 

think in your personal life, and you are at work. And, and but you also need to challenge people directly. 

I mean, when you care about somebody, and you see them making a mistake, it is vital. We depend on 

each other, to tell each other when we're making a mistake, because it's so hard to see it yourself when 

you're making a mistake. So it's even. I think it's funny, I gave the radical candor talk recently. And 

somebody came running up to me afterwards and said, If only I had heard this talk five years ago, I 

wouldn't be getting a divorce right now. And yeah, so yes, that that was a long winded way of 

answering your question. Yes, I think this can apply to all of your relationships. 

 

Jacob Morgan  1:13:45 

Well, I'm going to practice it at home, and we'll see how it goes. Is there anything that you wanted to 

touch on that? I didn't ask you as it relates to your book? 

 

Kim Scott  1:13:58 

No, I think you did a great job. Covering covering the key things in the book, I think I hope that people 

who hear your all your listeners will will buy the book and your book two. It's a lot of work to write a 

book and hopefully a lot of value. I hope that people if you have, if you want additional sort of weekly 

reminders will listen to the radical candor podcast. And if you have questions, go to radical candor.com 

You can try our software. It's free for now. It's an alpha and you can just send us questions we Ross, 

my co founder and I answer, answer the emails when you send us questions. 

 

Jacob Morgan  1:14:43 
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Well, I was just about to ask you where people can go to learn more about you. So the book available 

wherever books are sold. I see it in airports all the time. Your Podcast, how can they find that is that on 

iTunes, if they search for that? 

 

Kim Scott  1:14:56 

iTunes, Stitcher wherever you look for your podcast, just search for radical candor and the website is 

radical candor.com. 

 

Jacob Morgan  1:15:03 

Perfect. Well, Kim, I know that in people, we didn't talk about this, so nobody knows. But you are at 

your doctor's office sneaking away time to speak with me. So, I appreciate you going into an empty 

room at your doctor's office to speak with me today. 

 

Kim Scott  1:15:18 

Great chatting with you. And many thanks to Nancy Mason, who goes above and beyond as a doctor to 

give me office space as well as 

 

Jacob Morgan  1:15:27 

very cool. Yeah, you're gonna have to start giving her monthly co working. co working fever. That's 

right. Well, Kim, thanks again. And thanks, everyone, for tuning in to this week's episode of the 

podcast. My guest has been New York Times best selling author of radical candor. Be a kick ass boss 

without losing your humanity, co host of the radical candor podcast and co founder of candor Inc. and I 

definitely definitely, definitely recommend you guys check out her book, I had the opportunity to read it 

and it was awesome. I'll see all of you guys next week. Hey, everyone, it's Jacob. If you're interested in 

the future of work and want more content around the latest trends, ideas, strategies and stories, then 

make sure to visit the future organization.com. There you will find all the podcast episodes, articles, 

research and my YouTube series where I explore the future of work in a short two to three minutes 

snippets which are all professionally shot and edited. If you want to join the newsletter, you can text the 

word future to the number 44222 or visit my site and sign up there. That's the future organization.com 

Thanks again for tuning in and remember to rate the podcast on iTunes or wherever else you are 

listening. I will see you next week. 
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