






Write as you talk 

Write in spoken language: Just don’t let a sentence 
through unless it’s the way you’d say it to a friend.

Delete the word “that.” 

At least 90% of the times you use the word “that” can 
be removed from your writing and it will instantly 
make your sentence stronger. Example: “You believe 
that I’m lying, but I’m not.” becomes “You believe I’m 
lying, but I’m not.”

Delete the words “I think.” 

It adds nothing. Remove it to strengthen your point. 
Example: “I think this is a good sentence.” becomes 
“This is a good sentence.”

Avoid words that end in “-ing.” 

In most cases, the “-ing” softens your word and adds 
no value. Your writing will read better if you avoid 
it. Example: “The experiences we’re seeking end up 
being underwhelming and even disappointing.” be-
comes “The experiences we seek often underwhelm 
and disappoint.”

Short sentences. Short paragraphs. 

Most sentences can be cut in half. Don’t be afraid to 
have a two or three word sentence. Keep paragraphs 
to less than three sentences. Shrink your opening 
sentence.

White space is your reader’s friend. 

Make it compelling, but keep it short and conversa-
tional. Example: “This is a post that’s going to help 
you become a better writer.” becomes “I can help 
you.”

By Josh Spector and Paul Graham

Improve Writing
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Some surprising tactics — which radically diverge 
from conventional negotiating strategy—weren’t 
cooked up in a classroom, but are the field-tested 
tools FBI agents used to talk criminals and hos-
tage-takers around the world into (or out of) just 
about any scenario you can imagine.

What is wrong about negotiation

Everything we’ve previously been taught about ne-
gotiation is wrong:

—— People are not rational;
—— There is no such thing as ‘fair’;
—— Compromise is the worst thing you can do; 
—— The real art of negotiation lies in mastering the 

intricacies of No, not Yes;
—— There’s a lot more space between yes and no 

than most of us realize.

How to negoatiate
Mirror words selectively

One of the quickest ways to establish a rapport and 
make your counterpart feel safe enough to reveal 
themselves is with a laser-like focus on what the 
other party has to say. Use tactics like slowing the 
conversation down, repeating their words back to 
them, allowing for silence and changing your tone of 
voice (try the “late night FM DJ voice”).

Practice tactical empathy

Demonstrate to your counterpart that you see the 
nuances of their emotions. Proactively label their 
fears. Phrases like “It sounds like you are afraid of...” 
and “It looks like you’re concerned about...” go a long 
way in disarming them. Also, list the worst things 
that the other party could say about you and say 
them before they can.

Get to “No

Being pushed for “yes” makes people defensive, but 

By Chris Voss

Start Negotiating



saying “No” makes the speaker feel safe, secure, and 
in control, so trigger it. Ask no-oriented questions, 
like: “Is now a bad time to talk?” or “Have you given 
up on this project?”

Trigger “That’s right

The moment you’ve convinced someone that you 
understand their dreams and feelings is the moment 
a negotiation breakthrough can happen. Trigger a 
“that’s right” response by summarizing and reaffirm-
ing how they feel and what they want.

Resist compromise

Frame the conversation in such a way that your 
counterpart will unconsciously accept the limits 
you place on the discussion. Navigate deadlines to 
create a sense of urgency and anchor your coun-
terpart’s emotions so that not accepting your offer 
feels like a loss.

Create the illusion of control

Don’t try to force your opponent to admit that you 

are right. Ask questions, that begin with “How?” or 
“What?” so your opponent uses mental energy to fig-
ure our the answer.

Guarantee exeuction

Don’t let your work fall apart when you’re close to se-
curing a deal: Identify the motivations of the players 
“behind the table” and spot liars by paying attention 
to body language; test if your counterpart’s “yes” is 
real by getting them to reaffirm their agreement at 
least three times. Use your own name and humor to 
break tension and show your human side.

Find black swans

To uncover the “Unknown Unknowns” work to under-
stand the other side’s position and worldview. Find 
common ground with them, and get some face time. 
These tactics will help you dig deeper and uncover 
the hidden variables of the situation.
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RESET BUSINESS
This chapter is about organiza-
tional transformation to remain 
or become relevant and resilient: 
Hints, how to reset organizations.
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DBS had a well-earned reputation for being a bu-
reaucratic, unimaginative and unresponsive bank. 
As part of its transformation, “Process Improvement 
Events” were started, inspired by Kaizen, a process 
of continuous improvement developed by Japanese 
management guru Misaki Imai.

Day 1 Walkthrough and map the current state

First we needed to know what we were up against. 
We forced the team to physically walk the entire DBS 
process step by step, taking notes, interviewing staff 
and recording times. We then created a large “cur-
rent state map” on the wall indicating each step with 
timings and issues. We marked the steps that add-
ed value with green dots and those that didn’t with 
red dots. We calculated effort and time for the entire 
process. It wasn’t pretty.

Day 2 Map the future state

We asked the teams to create a new version of the 
process for opening this account. This time, we tried 
to eliminate as much waste as possible. We esti-

mated the resultant levels of effort and end to end 
times. The results were much better, but so far this 
was only a theoretical exercise on paper.

Day 3 Decision-making session

We invited the seniors responsible for the process 
along with risk executives to review the current and 
future states. Then, we asked them to go through 
the list of changes required and give a decision on 
each as to whether the team could proceed.

Day 4 Refine the solution

Based on the direction given, the solution was re-
fined and an implementation plan developed. We 
wanted to execute as many of the changes as possi-
ble, and we wanted to do it immediately.

Day 5 Outbrief

The team presented the solution to the senior team, 
and we went ahead.

By Paul Cobban

Eliminate Waste



The Flywheel effect is a concept developed in the 
book Good to Great. No matter how dramatic the 
end result, good-to-great transformations never hap-
pen in one fell swoop. In building a great company or 
social sector enterprise, there is no single defi ning 

By Jim Collins

Break Through
action, no grand program, no one killer innovation, 
no solitary lucky break, no miracle moment. Rather, 
the process resembles relentlessly pushing a giant, 
heavy flywheel, turn upon turn, building momentum 
until a point of breakthrough, and beyond.

Level 5
Leadership

First Who...
Then What

Confront the
Brutal Facts

Hedgehog
Concept

Culture of 
Discipline

Technology
Accelerators

DISCIPLINED PEOPLE DISCIPLINED THOUGHT DISCIPLINED ACTION

BUILDUP BREAKTHROUGH

FLYWHEEL
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True Customer Obsession

There are many ways to center a business. You can 
be competitor focused, you can be product focused, 
you can be technology focused, you can be business 
model focused, and there are more. But in my view, 
obsessive customer focus is by far the most protec-
tive of Day 1 vitality. Why? There are many advantag-
es to a customer-centric approach, but here’s the big 
one: customers are always beautifully, wonderfully 
dissatisfied, even when they report being happy and 
business is great. Even when they don’t yet know it, 
customers want something better, and your desire 
to delight customers will drive you to invent on their 
behalf. No customer ever asked Amazon to create 
the Prime membership program, but it sure turns 
out they wanted it, and I could give you many such 
examples.

Staying in Day 1 requires you to experiment patient-
ly, accept failures, plant seeds, protect saplings, and 
double down when you see customer delight. A cus-
tomer-obsessed culture best creates the conditions 
where all of that can happen.

Resist Proxies

 As companies get larger and more complex, there’s 
a tendency to manage to proxies. This comes in 
many shapes and sizes, and it’s dangerous, subtle, 
and very Day 2.

—— Processes serve you so you can serve custom-
ers. But if you’re not watchful, the process can 
become the thing: The process becomes the 
proxy for the result you want. You stop looking 
at outcomes and just make sure you’re doing the 
process right.

—— Market research and customer surveys can be-
come proxies for customers, yet good inventors 
and designers deeply understand their customer. 
They spend tremendous energy developing that 
intuition. And you, the product or service owner, 
must understand the customer, have a vision, 
and love the offering. Then, beta testing and re-
search can help you find your blind spots. A re-
markable customer experience starts with heart, 
intuition, curiosity, play, guts, taste. You won’t find 
any of it in a survey.

By Jeff Bezos

Remain Day 1



Embrace External Trends

The outside world can push you into Day 2 if you 
won’t or can’t embrace powerful trends quickly. If 
you fight them, you’re probably fighting the future. 
Embrace them and you have a tailwind.

These big trends are not that hard to spot (they 
get talked and written about a lot), but they can be 
strangely hard for large organizations to embrace. 
We’re in the middle of an obvious one right now: ma-
chine learning and artificial intelligence.

High-Velocity Decision Making

Day 2 companies make high-quality decisions, but 
they make high-quality decisions slowly. To keep the 
energy and dynamism of Day 1, you have to some-
how make high-quality, high-velocity decisions. 
Speed matters in business – plus a high-velocity de-
cision making environment is more fun too. We don’t 
know all the answers, but here are some thoughts:

—— First, never use a one-size-fits-all decision-making 
process. Many decisions are reversible, two-way 
doors. Those decisions can use a light-weight 
process. 

—— Second, most decisions should probably be made 
with somewhere around 70% of the information 
you wish you had. If you wait for 90%, in most 
cases, you’re probably being slow. 

—— Third, use the phrase “disagree and commit.” This 
phrase will save a lot of time. 

—— Fourth, recognize true misalignment issues early 
and escalate them immediately. Without escala-
tion, the default dispute resolution mechanism 
for this scenario is exhaustion.
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