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			B​u​ilder’s Time

			The blueprint for creators, ​leaders, 
and teams to master time

		


			Int​roduction

			To manage your time effectively,
you need to design it effectively first. 

			Every builder starts with the same resource: time. Not capital. Not headcount. The difference between drift and momentum is how your hours flow through people, teams, and products.

			In this book, a “builder” stands for anyone who creates, builds, and produces work of any kind. Here, I mainly share my experience as a builder, i.e., an entrepreneur and SaaS product builder. But regardless of your field, if your work involves creating something, you will find this book helpful. After all, whether you are an artist, a writer, or a leader, you’re working towards building something. And building requires accurate use of time, as the misuse of even a minute can be detrimental to the final product.

			The best builders aren’t grinding longer days like modern hustle culture assumes. Instead, they perceive time differently. They’ve noticed what most of us miss: that we don’t lose time to laziness but in the seams around real work, in unclear decisions, and in the fog of coordination. Think of all the thousand tiny transitions that dissolve your progress.

			I learned this the hard way. In 2015, I led a 150+ person software agency. On paper, we had perfect visibility. We were tracking every billable hour, project, and deadline. Yet very often features would crawl, the teams would get tired, and we even noticed that ten-hour days produced maybe 2 hours of actual movement. 

			Only when I measured how hours flowed, that’s when I saw it: even our best developers spent less than 30% of their time actually building. The rest of their time went into meetings-about-meetings, specs that kept changing, and decisions that sometimes took forever to make. The problem was that we weren’t short on talent,we had simply accidentally designed a company that was leaking time. 

			Fast forward to today, I still run a SaaS used by thousands of businesses; I also build and operate mobile games, several of which have 10M+ downloads. Earlier, I was also leading engineering at a high-velocity UK startup. As a software architect at heart, I’ve learned the same lesson across all these arenas: when you design time, momentum compounds; when you don’t, your effort evaporates.

			This book is about fixing that design, at three levels that constantly interact:

			Personal Time: Have you thought about why you produced only 2-3 hours of real value when, in fact, you’d been working for 10 hours? It’s all because of energy rhythms, focus patterns, and the invisible transitions that eat 70% of your day.

			Team Time: Why do teams burn 400 collective hours to produce 100 hours of progress? Because of coordination costs, handoffs, ownership voids, and the hidden time inequality that creates burnout.

			Product Time: Why is only 30% of “product development” actually building? Because of unclear specs, delayed decisions, and defensive work that create the illusion of progress while nothing meaningful ships.

			While not always obvious at first, personal scatter creates team friction. Team friction then creates product delay. And product delays can lead to personal burnout. Once you can pinpoint this system in your workflow, you can redesign it.

			We live in a culture that worships busyness: green dots, full calendars, instant replies. But speed isn’t hours—it’s unbroken momentum. The fastest teams design time first. When you have well-designed time, the right work molds into the time seamlessly.

			That is why efficient teams protect that space of time as aggressively as they protect deadlines.

			So what will you find in these pages?

			This book offers a clearer lens on time, exploring why your perception deceives you and how to align it with reality. You’ll find ways to design time rather than simply manage it, creating structures that protect deep work without rigid schedules.

			For teams, I explore how to fix the time leaks that happen between people because of ownership voids, handoff delays, and mismatched meeting metabolisms. For products, I examine why building only doesn’t equal progress and how teams get trapped in defensive cycles that keep them busy but stuck.

			Throughout, I share measurement approaches that guide improvement without becoming surveillance or control. 

			I’ve written this book for founders whose velocity keeps dropping even as headcount grows. For product leaders whose sprints feel like running through sand. For engineers who can’t find a 4-hour stretch to build something meaningful. For anyone who ends a long day wondering: What did I actually accomplish?

			With this book, I want to change how you think about time, using my personal and professional experiences.

			If you’re ready to see time clearly and build what matters, turn the page.

			Par​t I: 
The Misperception of Time

			 Why your sense of time is lying to you

			Time is the only resource that’s truly universal. Every human gets the same 24 hours. Obvious, I know. Every company runs on the same clock. Every product ships in real time.

			Yet, my experience has shown me that we fundamentally misunderstand it. I’m not saying we’re bad at managing it. But we are biologically wired to misperceive it.

			Your brain doesn’t experience time — it reconstructs it.[1][2] What feels like an hour might be 10 minutes. What feels productive might be purely motion. What seems fast to you might feel slow to your team. What appears urgent today can become irrelevant tomorrow.

			But don’t take it personally and don’t blame yourself. This is not a personal failing but a human one. And it affects everything — how individuals work, how teams coordinate, how products evolve, and how companies grow or die.

			Before we can discuss designing better systems, I want to get this one thing straight: we don’t perceive time as it truly is. We see it as we feel it.

			And feelings can lie.

			This part strips away comfortable illusions and reveals the gap between perception and reality, between the story your brain tells about time and what actually happened.

			Because every failed sprint, every burned-out team, every delayed product started with the same mistake: trusting our perception of time instead of understanding its true nature.

			And you can’t fix what you can’t see clearly.

			Let’s start by breaking the lens through which you currently see time. Only then can we rebuild it.

			​Chapter 1: 
You Think You Know 
How ​Y​o​u​ ​S​p​e​n​d​ Your Time

			Everyone does. But in fact, most builders tend to misperceive time. And because of that, they bleed momentum without ever seeing the leak.

			You finish a long day, close your laptop, feel mentally drained, and think: “I did a lot today.” But the strange part is — if someone asked what exactly moved forward, you might freeze. You’d mention some calls. Maybe a few replies. A task or two. The day might have felt full. But you can’t always quite point to what changed.

			And that’s the first crack in the illusion:

			We don’t experience time as it passes. We construct it after the fact.[1]

			When you think back on your day, you don’t replay it like video footage. You reconstruct it from fragments like the intense moments, the interruptions, and the feeling of motion. Your mind fills in the gaps with assumptions about what must have happened in between.

			An interesting analogy that I’ve read and which taps into this idea is that your brain isn’t a recording device. It’s a storytelling machine.[1][2]

			This is why a day spent switching between tasks feels productive. Each switch creates a memory marker. 10 different threads, 20 different contexts, 50 micro-decisions and your brain catalogs all these transitions as “work.” The fuller your memory feels, the more you must have accomplished, right?

			The Same Illusion, Every Level

			This reconst​ruction bias not only affects your personal day but also distorts perception at every scale. Your team finishes a sprint exhausted. Everyone was busy. Slack was buzzing. The board was active. It must have been productive. But when you look at what actually shipped, what fundamentally changed, it’s a fraction of all that motion. The team remembers the intensity, not the outcome.

			Similarly, the product quarter might feel packed. After all, you had features shipped, bugs fixed, and updates went live. The roadmap was “full.” But did the product get better? Or did you ship motion? 6 weeks of debate becomes “quick alignment” in memory. 2 weeks of actual building become “the main push.”

			Your company tells itself stories: “We move fast.” “We’re always shipping.” “We’re a high-performance culture.” But these stories might be built on a few good months or years ago, compressed and amplified in collective memory. The narrative becomes more real than reality.

			Why This Happens

			Psychologists call it the ​“peak-end rule”.[3][4] Your brain takes the most intense moments and the final moments, then constructs the whole story from those points.

			A difficult day with one win at the end becomes “a good day.” A smooth sprint with one crisis becomes “a tough sprint.” A slow quarter with a strong final push becomes “a solid quarter.”

			For a time, this creates a dangerous substitution as intensity replaces duration, activity replaces accomplishment, feeling busy replaces being effective[8], and memory of effort replaces measurement of outcome.

			The Compound Problem

			When everyone operates​ under the same illusion, it scales into the company.

			The developer thinks they had a productive day because they touched “many things”. The team thinks they had a good sprint because everyone was engaged. The product org thinks they’re moving fast because things keep shipping. The company thinks it’s winning because everyone’s working hard.

			But zoom out: The product isn’t getting fundame​ntally better. The company isn’t growing faster. And because everyone shares the same cognitive bias, no one questions it. “We worked really hard that quarter” becomes evidence of good execution, even if nothing meaningful was shipped.

			We’ll talk more about how personal time management compounds and impacts product time management in Part IV.

			The Universal Blindness

			Even organized, dis​ciplined, systematic people fall into the same trap.

			Studies show that even when people meticulously track their time, they still misremember it later. The story overwrites the data. The feeling becomes the fact.[1]

			We’re all time-blind. We do pay attention, but our brains are wired to create coherent narratives, not accurate records.

			And in a world where time is everything, where every misallocated hour compounds into delayed products, exhausted teams, and missed opportunities, this blindness can be catastrophic.

			You think you know where your time went. Your team thinks they know where the sprint went. Your company thinks it knows where the quarter went.

			Everyone does. Everyone’s wrong.

			​Chapter 2: 
Where the Hours Go

			We tell ourselves we’re grinding away for 10, ​maybe 12 hours a day. But honestly? That number says nothing about what kind of time we’re spending. Some hours are sharp and focused—when everything clicks. Some are interrupted every 5 minutes by Slack notifications or random questions. Some are just noise, honestly. And when all of them are labeled “work,” we start to lose track of what actually counts.

			If you want to understand how you’re spending your time, you need a clearer lens than a to-do list or a calendar. You need to see beyond the labels.

			The Presence Illusion

			Here’s the first crack in our time perception: we coun​t hours present, not hours productive.

			You arrive at 9 AM. You leave at 7 PM. That’s 10 hours, right? You worked a 10-hour day.

			But did you?

			Between those timestamps, what actually happened? Not the meetings on your calendar or the tasks you checked off. What was the actual texture of those hours?

			●	~20–25 minutes can disappear between an alert, diversions, and fully regaining the prior task state [5]

			●	The meeting that could have been an email, where you spent 40 minutes half-listening while answering DMs

			●	The “quick question” that derailed your morning momentum

			●	The post-lunch fog, where you moved tasks around but didn’t complete any

			●	The code review you started three times, but never finished because of interruptions

			We don’t actually work 10-hour days. We’re present for 10-hour days. There’s a difference, and that difference is where your time goes.

			The Time Archaeology Exercise

			If you want to understand where your time real​ly goes, you need to do something uncomfortable: reconstruct an actual day with brutal honesty.

			Not what your calendar said. Not what your timesheet showed. What actually happened?

			Here’s my actual morning from August 25th, 2025:

			8:18 AM – Started with WebWork and TeuxDeux (task planning)

			8:21 AM – WhatsMySerp for keyword research

			8:25 AM – Slack pulled me in

			8:30 AM – Bouncing between our software (different pages)

			8:35 AM – Quick Notion check, then back to our admin panel

			8:40 AM – Slack taking over (multiple few-minute chunks)

			9:00 AM – Still in Slack, occasional Chrome and Claude

			9:27 AM – Finally breaking free from the Slack vortex

			In just over an hour, I’d bounced between Slack, WhatsMySerp, Notion, WebWork, Claude, Chrome, and a handful of other tools.

			Where Time Really Goes

			When I analyzed my full day, the patterns became clea​r:

			Those first few hours when my brain should be sharpest went to Slack, email, and random browsing before touching any real work.

			Post-lunch became scattered sessions across Hubspot, our Admin Panel, Google Search Console, Claude, ChatGPT, Notion and such. I was not spending enough time on any of these to build momentum.

			I did some reading and, roughly speaking, every context switch—from Slack to code, from meeting to writing, from shallow to deep—costs 15-20 minutes of mental recalibration on average. With dozens of switches per day, that’s 5-6 hours just getting ready to work.[6][7]

			Still at my computer at 8 PM—nearly 12 hours after starting. All because I felt behind because of the wasted day.

			The painful truth is that in all those hours, I had only 2 focused work sessions longer than 15 minutes. Everything else was expensive switching and half-engaged motion.

			The Uncomfortable Truth

			In what I called a 60-hour “work week,” only 15–20 h​ours were the kind of work that actually mattered — the kind that moved the company forward. The rest was noise. Well-intentioned, exhausting noise.

			And I’m not unique. When I shared this with other founders, they admitted to the same realization.

			We’re all living this. Burning 60 hours to produce 20 hours of real value. No wonder we’re tired but not progressing.

			Deep work isn’t something you fix once and keep forever. It’s more like fitness — you can be in shape, then lose it for a day or a week if you’re not paying attention. Some stretches I manage to hold for weeks. Other times, it slips and I end up in noise again. It’s a constant practice, not a permanent state.

			Why This Matters More Than You Think

			When you operate at 25% efficiency, eve​rything compounds negatively:

			●	Decisions get delayed because you never have time to think deeply.

			●	Quality drops because everything is rushed.

			●	Team morale suffers when everyone’s busy and nothing ships.

			●	Innovation dies because maintenance mode becomes the default.

			●	Burnout accelerates because effort without progress is soul-crushing.

			But most importantly, you stop building the company you set out to build. You become a highly responsive manager instead of a visionary builder.

			​Chapter 3: 
The Illusion of Busyness

			Busy calendars are praised. Slack respo​n​siveness is rewarded. And 12-hour days are worn like medals.

			But busyness is not always building. Busyness can also be an entropy.

			A calendar full of scattered meetings and fragmented work might look like action at first. What we call “hustle” often disguises something more dangerous: a lack of prioritization. Unfortunately, we tend to treat exhaustion as proof of importance. The more we respond, the more “on” we are, the more we believe we’re earning our role. But none of that guarantees we’re creating anything of lasting value. It just means we’ve learned how to stay busy.

			The Emotional Reward

			Busyness is emotionally rewarding. It feels like being ​needed, like being important. You open your calendar and see back-to-back calls, and it gives you a kind of status. You look at your Slack notifications and feel like the center of something — involved, relevant, urgent.

			Our brains reward us for visible activity, for social engagement, for being “in demand.” Every ping triggers a small hit of validation. Every meeting request confirms our importance.

			But there’s a cost. Being at the center of everything often means you’re in the way of everything, including your own progress.

			The Cultural Reinforcement

			This individual illusion scales into organization​al delusion.

			Companies operate on the optics of motion. Teams that respond quickly are seen as reliable. Individuals who speak up often are seen as engaged. Full calendars are interpreted as productive.

			But motion is not momentum. Responsiveness is not clarity. A full schedule is not a well-used week.

			Watch any organization and you’ll see it: the person with the emptiest calendar is suspected of not contributing. The team that responds slowest is labeled disengaged. The quarter with fewer visible activities is considered slow — even if it produced the only breakthrough that mattered.

			We’ve built entire performance systems around visible busyness rather than invisible breakthroughs.

			The Protective Function

			The illusion of busyness is powerful because it reli​eves us from facing something harder: the discomfort of focused work.

			It’s easier to attend 5 meetings than to sit with one hard, open-ended problem. It’s easier to say yes to another thread than to say no and stay with your priorities. It’s easier to stay reactive than to be creative.

			When you’re bouncing between tasks, you never have to face:

			●	The blank page

			●	The unsolved problem

			●	The decision you’re avoiding

			●	The strategy that isn’t working

			●	The product that isn’t good enough

			Busyness protects us from the anxiety of building things that matter. But in doing so, it also prevents us from ever truly building them.

			How Busyness Scales

			This operates at every level:

			The individual stays busy ​to avoid complex problems 
↓
Their work remains shallow 

			The team stays busy to feel productive 
↓
Their output lacks coherence

The product org stays busy shipping 
↓
But nothing fundamentally improves 

			The company stays busy operating 
↓
but stops innovating

			Everyone’s in motion. Everyone feels productive. Everyone can point to activities, meetings, tasks, and deliverables.

			But step back for a moment: What got fundamentally better? Often, nothing. The busyness was noise, disguising the absence of progress.

			The Universal Trap

			We need external measurement to see past the feeling of busyness. To ask not “how busy was I?” but “what actually moved forward?”

			Because until we can see past the illusion of busyness, we’ll keep mistaking our exhaustion for evidence that we’re building something that matters.

			Often, we’re just building elaborate ways to stay in motion.

			W​e’ll talk about measurement in more detail in Part V.

			​Chapter 4: 
The Invisible Transitions

			Transitions are invisible, but they still come at a cost. When you walk from one room to another, you see yourself moving. When you drive from home to work, you experience the journey.

			But when your mind shifts from one context to another? Nothing visible happens. No physical movement, right? This is the deepest form of ti​me blindness: we can’t perceive mental transitions.

			The Hidden Load Time

			Your brain doesn’t switch contexts — it loads them.

			Like a computer opening a complex program, your mind has to:

			●	Save the current state

			●	Clear working memory

			●	Load new information

			●	Reconstruct context

			●	Find the thread

			●	Rebuild momentum

			This happens below consciousness. You don’t feel the loading. You just notice, vaguely, that you’re not quite​ as sharp after the switch. It takes a moment to remember what you were doing. That clarity from before is gone.

			​Why We Can’t See the Cost

			Physical transitions have obvious markers:

			●	Distance traveled

			●	Time elapsed

			●	Energy expended

			Mental transitions have none of these. The transition from writing to emailing to using Slack to coding happens instantly. No visible journey and no obvious exhaustion.

			But the cost is real. Scientists can measure it in brain scans — the activation patterns, energy consumption, and the time it takes to return to previous performance.

			We just can’t feel it happening.

			​The Switching Tax

			A single transition might cost minutes. But we don’t make single transitions:

			Check email → Back to document → Slack notification → Back to document → Phone buzz → Back to document → Meeting reminder → Back to document...

			Each return is a degraded restart with less depth each time. 

			By the end of a day with 50 transitions, you’ve paid 50 hidden taxes. But your brain only remembers the activities, not the spaces between them, which are the switching costs.

			The Scaling Problem

			Personal switching is invisible enough. But organizational switching is exponentially worse.

			When an individual switches co​ntexts, they lose minutes. When a team switches priorities, they lose hours. When a product org switches direction, they lose days. When a company switches strategy, it loses quarters.

			Each level magnifies the hidden cost. Yet we plan as if switching is free. We pivot without accounting for reload time. We multitask without measuring the degradation.

			The Biological Reality

			We’re not built for rapid context switching. The human brain evolved for sustained focus on single problems such as trac​king prey, finding water, and building shelter.

			Modern work demands the opposite: parallel processing, constant availability, infinite contexts. We’re asking our brains to do something they’re not designed for, then wondering why we’re exhausted despite “just sitting at a computer.”

			The exhaustion isn’t from the work. It’s from all these invisible transitions, the constant loading and reloading, that lead to mental state changes that we constantly pay for. 

			The Ultimate Invisibility

			The cruelest part is that context switching feels productive.[6][7]

			Each switch creates a memory and registers as act​ivity. A day with 100 context switches feels more fulfilling than a day with focused work on one problem.

			​Chapter 5: 
The Invisible Burn Rate

			One of the most dangerous forms of time loss doesn’t appear to be waste. It’s the invisible burn rate.

			And this burn rate comes from effort that feels productive but doesn’t create progress.

			The Personal Burn

			An individual spends their day responding, coordinati​ng, and context-switching. They’re genuinely busy — emails, Slack, quick syncs, reviews. But what actually moved forward? The core work took up maybe 20% of the day.

			The Team Burn

			A team sprints for 2 weeks. Everyone’s active. Standups happen. Tickets move. But when you ask what fundamentally improved, the answer is vague. 

			The Product Burn

			A product organization ships constantly. Features, fixes, updates. The roadmap is “full.” But zoom out — is the product actually better than it was 6 months ago? Or did you burn quarters of collective effort on marginal improvements while core problems went unsolved?

			The Company Burn

			A company operates at full capacity. Everyone’s busy. Every team is “maxed out.” But revenue isn’t growing meaningfully. The product isn’t pulling away from competitors. The burn rate in dollars is visible and managed. The burn rate in time is invisible and ignored.

			The problem isn’t these activities in isolation. Communication, coordination, and responsiveness all matter. 

			The problem is when these take over — when they crowd out the time needed for what actually moves the product or strategy forward.

			In teams without clear priorities or protected focus, the default becomes maintenance. You keep the machine running. But you’re not building anything new.

			What makes the invisible burn rate so damaging is its lack of visibility at every level:

			●	Individuals can’t see their own time leaks

			●	Teams can’t see their collective inefficiency

			●	Products can’t see the ratio of effort to improvement

			●	Companies track financial burn religiously but ignore temporal burn

			You audit financial waste. You review the headcount. But time — the most finite resource — bleeds through the seams without review.

			To reduce the burn, you need to see the difference between activity and impact.

			Until then, hours will keep disappearing into the friction around work, instead of the substance of it.

			We will explore time loss and burn rate in more detail in the next ch​apters of Personal Time, Team Time, and Product Time.

			For now, remember this: you don’t need more time. You need fewer leaks.

			​Chapter 6: 
Before the Tools: Acceptance

			By now, the cracks are clear.  They are in the distorted perceptions, the hidden tolls, and the shared deceptions we’ve all fallen into.

			Now you face an uncomfortable truth: You will never see time clearly through perception alone.

			The Biological Impossibi​l​ity

			Your brain cannot accurately perceive time. This isn’t a skill issue or a discipline problem. It’s a biological fact.

			Just as you cannot see ultraviolet light or hear ultrasonic frequencies, you cannot directly perceive how time actually flows. Your brain will always r​econstruct rather than record. It will always sample rather than sum. It will always create stories rather than capture truth.

			You can be the most organized, systematic, disciplined person alive, and you will still misperceive where your time goes. Because the instrument you’re using (your brain) isn’t designed for accurate time perception.

			Why Feel​ings Will Always Lie

			A day that felt productive might have produced nothing. A week that felt slow might have been your most impactful. A sprint that exhausted everyone might have moved backward. A quarter that felt “off” might have laid crucial foundations.

			Without external measurement, y​ou’re navigating by feelings. And feelings about time are consistently, systematically wrong.

			But this is also the permanent condition of being human.

			The Measurement Paradox

			As builders, we measure almost everything. We count money perfectly, track inventory precisely, and measure code coverage exactly. But when it comes to time, the resource that determines whether all of those matter, remains invisible.   

			It’s like trying to build a house wh​ile being colorblind to the level. You can work hard, use quality materials, and follow good plans. But without being able to see if things are straight, the house will slowly, inevitably lean.

			The Three Impossibilities of Not Measuring

			Without measurement, three things remain forever impossible:

			1. You cannot see the actual ratio

			You’ll never know if your 60-hour weeks produce 20 hours or 40 hours of value. The feeling of being busy will always overshadow the reality of impact.

			2. You ​cannot spot patterns 

			The recurring Tuesday slump. The Thursday afternoon focus window. The Monday morning email trap. These patterns are invisible to perception but obvious to data.

			3. You cannot separate motion from progress 

			Every switch, every meeting, every response feels like work. Without measurement, it is impossible to distinguish between time spent and time in​vested.

			Why This Matters for Builders

			Builders operate on longer cycles than most humans evolved to perceive.

			A feature you’re working on can take weeks to show its impact. A product can take months to find its market fit. A company takes years to compound.

			But your brain judges productivity by the day, e​ven by the hour. This temporal mismatch means you’re constantly misjudging whether time is being well spent. You optimize for daily motion while losing monthly momentum.

			The Uncomfortable Starting Point

			This is where every builder must begin: accepting that you’ve never actually seen your time clearly.

			You may have tried. You may have tools. But human perception and time reality exist in different dimensions.

			The discomfort you feel reading this — the resistance t​o the idea that you don’t know where your time goes — that’s not skepticism. That’s your brain protecting the story it’s been telling you.

			But until you accept this blindness, every optimization is built on illusion and every system is designed around false data. 

			The Only Way Forward

			You cannot improve what you cannot see. And you cannot see time through perception alone.

			If you want to understand where time goes, you need something beyond your biological perception.

			What that something is — the tools, systems, and approaches that make time visible — that ​comes later.

			For now, sit with the discomfort of knowing you’re time-blind. Feel the weight of all those days you thought were productive. Question all those stories about being “too busy” or “moving fast.”

			Because the first step to seeing clearly isn’t getting new glasses.

			It’s admitting you need them.

			​Part I Recap

			Now you know the truth: You can be time-blind.

			Your brain is very likely to reconstruct time rather than record it as it is. You might mistake busyness for building. You can’t see context-switching costs. You might be burning 60 hours to produce 20 hours of value and feel productive doing it.

			But awareness alone is not enough. You need to understand how this blindness manifest​s across the three dimensions (personal, team, and product) where builders actually operate and what to do about it.

			Each dimension has its own patterns, its own leaks, and its own solutions. But they all build from the foundation we’ve just established:

			Your perception of time has been lying to you.

			Once you see that clearly, you can begin to rebuild. And that’s what this book will help you with.
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			​Part II: Personal Time

			 The Foundation of Productive Builders

			Time isn’t neutral. It doesn’t flow evenly through your day, waiting to be captured by whoever has the best calendar system. Time has texture, rhythm, and quality.[1] And most of us are trying to force high-value work through low-quality hours.

			In Part I, we exposed the misperception about how you think you spend your time versus how you actually spend it.
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