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03:23 Jacob: Alright, hello, everyone. Welcome to another episode of The Future of Work. I'm 

your host, Jacob Morgan, and I am here with Nir Eyal, thank you for joining me. 

 

03:29 Nir: Hello!  

 

03:30 Jacob: And we're here in his lovely home here in New York City, and he agreed to let me talk  

about his book. So if you guys have questions, those of you who are watching live, you can ask on 

any one of these various social channels, and I will try to ask him. So Nir, to get started, I always 

like to ask people some background information just about themselves. So how did you get 

involved with writing these books, with talking about this stuff, how did all this happen?  

 

03:58 Nir: Yeah, so I started two tech companies, and the last of which that I helped start was at the 

intersection of gaming and advertising. And I had this front-row seat to these two industries that 

depend upon changing user behavior. And I learned a lot of these techniques at the infancy of the 

rise of social media. So the company I helped start was in 2007. So this was back when apps didn't 

mean iPhone apps because the Apple App Store didn't exist yet; it meant Facebook apps. And so, I 

was at the intersection of the start of... Many of these companies and many of the people who help 

start these companies, the product designers and developers at these companies were people I knew, 

and I was... 

 

04:39 Nir: And many of them became my clients. And I had this front-row seat to see what worked 

and what didn't when it came to changing user behavior. And I was really fascinated by how was it 

that some companies were so good at changing consumer behavior while others weren't. And I 

wanted to glean those secrets so that everyone could utilize these same techniques so that we could 

use habit-forming technology to make all sorts of things more engaging. And so, that's what led me 

to teach at Stanford for many years, and then write this book, Hooked, the first book that was 

published five years ago. 

 

05:12 Jacob: So if you're addicted to any kind of social media, this is the person you can thank for 

that right here. So I think a lot of companies use that as a blueprint, right?  

 

05:20 Nir: Well, so the idea, of course, just to clarify, it's not about addiction, it's about habits. The 

book is not called, "How to Build Addictive Products," it's about how to build habit-forming 

products. And so, I'll take as much credit as you wanna give me for helping people get hooked to 

exercising in the gym with Fitbod is, a company that uses the Hook Model. Kahoot! , the world's 

largest educational software company I invested in uses the Hook Model to get kids hooked to in-

classroom learning. One of my clients here in New York, the New York Times, uses the Hook 

Model to get people hooked to reading the news every day. So what I wanted to do was to steal the 
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secrets of Facebook and Instagram and WhatsApp. I didn't help those guys; they knew it way before 

I did. I wanted to glean those secrets so that everyone else can use these techniques for good, and 

that's exactly what's happened. 

 

06:02 Jacob: Yeah, and then the... So your new book that just came out, Indistractable, I guess 

that's about how to get back your attention, your time, your focus... 

 

06:10 Nir: It's about bad habits. So if Hooked is about building good habits, then Indistractable is 

about how do we break those bad habits. 

 

06:15 Jacob: Okay, cool. So let's talk a little bit about your new book, and if anybody has questions 

about the older book, you can certainly ask those in one of the social channels, and we can address 

those. But talking about the new book, why do you think we get so distracted today?  

 

06:29 Nir: Yeah, so the more... I think the more interesting question is why do we get distracted, 

ever? Because it turns out distraction's not a new problem. So it's not something that Facebook and 

the iPhone invented. Distraction has been with us since the time of, at least Plato. Plato talked about 

akrasia, the tendency that we have to do things against our better interest 2500 years before the 

iPhone. So while these new mediums, these new technologies can definitely be a source of 

distraction, I argue that, look, if tomorrow Zuckerberg said "Hey, I'm turning off Facebook," okay, 

no more Instagram, no more Facebook. 

 

07:02 Jacob: Don't scare people, Nir. 

 

07:04 Nir: [chuckle] Right. If he did that, do we honestly think people would stop getting 

distracted? Of course not... 

 

07:08 Jacob: Probably not. 

 

07:09 Nir: People will be distracted by something else because they've always been distracted, 

whether it's through gossip, or spectator sports, or the news, or, all kinds of things can distract you. 

And so what I really wanted to do with Indistractable is to make sure that we got to the root cause 

of the problem. That we don't blame the symptoms, and I think the symptom is the fact that we're 

using particular devices, and we sometimes overuse them. And there's clearly a lot we can do to put 

these devices in their place, but we don't want to stop there. Particularly, when it comes to the work 

you do around the workplace, I argue that part of the reason we're so distracted is because we work 

in toxic workplace environments, that we have... There's a whole section in the book that's about 

why distraction in the workplace is a symptom of cultural dysfunction. And that what you see is 

with companies with healthy corporate culture, you don't have this constant distraction problem, it 

doesn't exist. And I profile companies like the Boston Consulting Group and ironically, Slack... 

 

08:06 Jacob: Yeah, there was a cool story about the Slack, I didn't know they have that, work hard 

and go home. 

 

08:10 Nir: Yeah, it's part of the company ethos, it's part of the company culture and they don't have 

this problem. It's the companies that have a sick work environment, frankly, that are driving people 

crazy, leading to burnout, leading to high employee churn and turnover and also are the ones that 

are most distracted. And we can talk about the psychology of why that happens as well. But the big 

picture here, the point is, that it's not our devices, it's about these deeper reasons why we get 



 

 

distracted. 

 

08:34 Jacob: So, it's not a technology problem like so many people say, 'cause a lot of people say, 

"Oh, you're addicted to your phone. You're addicted to your computer," but it's not so much a 

culture problem. 

 

08:44 Nir: You're distracted, maybe. Addiction is, we have to be careful of that term because an 

addiction is a pathology. 

 

08:48 Jacob: Yeah. 

 

08:49 Nir: So we only use this one term, this one disease, for some reason, we toss it around a lot. 

Addiction is not, "I like to use it." Addiction is not, "This is very engaging." Addiction is a 

pathology and some people do get addicted to technology, clearly, some people get addicted to 

alcohol. Does that mean everybody does? Clearly no. Not everyone who has a glass of wine with 

dinner is an alcoholic. 

 

09:12 Jacob: So just because you like to use social tools or stuff like that, it doesn't mean you're 

addicted to it. So how... 

 

09:17 Nir: But this is really important because when we use that language, it actually disempowers 

us. When we read in the media, when people say. "Oh, people are getting... Everyone's getting 

addicted to their devices." It's hijacking your brain, it makes it true. And this is a really important 

point because it leads to what we call learned helplessness. So, the war I'm fighting here is I want to 

empower people. To realize, yes, these distractions play a role. Clearly, the device is in your hand, 

right? It plays... 

 

09:47 Jacob: Yeah, [chuckle] I'm holding it looking at you guy's comment, while... 

 

09:50 Nir: [chuckle] Yeah, he's not looking at Facebook, he's looking at your questions. 

 

09:52 Jacob: Yeah, I'm not being rude, I'm looking at your questions as they come in. 

 

09:55 Nir: But clearly the device plays a role, but it's not the root cause of the problem. And if we 

only blame the technology, if we only say the big bad tech companies are doing it to us, we fail to 

take responsibility for what we can do right now about the problem. And so that's really what I'm 

trying to do is to empower people to do something about the problem today. And it turns out after 

five years of research, it's actually not that hard. [chuckle] There's so much we can do right now to 

make sure that we can get the best of these tools without letting them get the best of us. 

 

10:23 Jacob: So how do you know if you're actually addicted to it or if you just like to use it? Is 

there a fine line between addiction versus just kind of, "I like to check social media all the time." 

 

10:32 Nir: Yeah, so the definition of an addiction is a persistent, compulsive dependency on a 

behavior or substance that harms the user. 

 

10:39 Jacob: Okay. 

 

10:40 Nir: So the vast majority of people are kicked out of that definition immediately. When you 



 

 

ask people, when you say, okay, they say "Oh my god, I'm so addicted to my devices." Have you 

tried, right? Have you tried to dial back? Have you changed your notification settings? Two-thirds 

of people with a smartphone never even change their notification settings. That's kindergarten stuff, 

right? Really, you haven't turned off the Facebook constant pinging and dinging all the time? 

[chuckle] 

 

11:02 Jacob: I got all that sort of stuff turned off on my phone. 

 

11:04 Nir: See, okay, but two-thirds of people don't. So to me, that's not an addiction, that's you 

haven't even tried, you haven't even taken the first step. If despite repeated attempts, you still can't, 

if you constantly ruminate on it, if you can't do anything else, like when a drug addict, a gambling 

addict, an alcohol addict, they can't function without it. It's not just dependency, it's that it causes 

harm despite the dependency. 

 

11:27 Jacob: Yeah. 

 

11:28 Nir: You can be dependent on something without it being an addiction. We're dependent on 

electricity. 

 

11:32 Jacob: It's true. 

 

11:33 Nir: It'll be really bad if the power cut off, right? We're dependent on our cars. It'd be really 

difficult to get along with life without our cars. So we can be dependent on a technology without 

being addicted to it. And so we just wanna be very careful about that terminology because it's very 

disempowering when people say, "Oh I'm addicted to something." They like using that terminology 

because an addiction, remember requires a dealer, requires a pusher, requires someone doing it to 

me. When I call it what it really is, a distraction, "Oh man, now I gotta do something about it. 

[chuckle] Right now, I have to assume some personal responsibility." That's no fun. And so most 

people don't want to call it what it really is, a distraction because that means now they have to do 

something about the problem. 

 

12:13 Jacob: So when you talk about work, you said it's to blame a lot of toxic culture. And 

usually, I suppose this stems from the leaders and managers of the company. Are there any signs 

that identify kind of a toxic culture? Or what have you seen companies do that works well versus 

what does not work?  

 

12:30 Nir: So firstly, we should understand what type of work environment leads to this toxic 

corporate culture. And what we find is that it's the confluence of two factors, that when a work 

environment has the confluence of high expectations, coupled with low control. If you work in that 

type of office environment that has been shown to be the type of office environment, a type of 

workplace that literally drives you crazy. 

 

12:58 Jacob: So high environment, and high... 

 

13:00 Nir: High expectations. 

 

13:01 Jacob: And low control. 

 

13:02 Nir: With low control. If you have high expectations and high control, that's fine. You can 



 

 

thrive in that kind of environment. It's where we have the confluence of high expectations coupled 

with low control that has been shown to actually increase prevalence of anxiety and depressive 

disorder. And what do people do when they feel anxious, when they feel depressed, when they feel 

bad? Guess what they do? They look for more agency when they're denied agency, when they're 

denied control to do something about the circumstances. Guess what they do? They call more 

superfluous meetings. They send out more stupid emails that didn't need to be sent. They not only 

distract themselves, they distract everybody else in the company. 

 

13:39 Jacob: It's like a virus. 

 

13:40 Nir: Exactly right. And it's all because of this crappy corporate culture. And what I found in 

my five years of researching this book is that not every company has this type of culture, right? And 

many companies, ironically, are the companies that some people blame for getting them distracted. 

So, for example, Slack, everybody talks about how group chat, how Slack is so distracting. So I 

actually went to pay Slack a visit. I knocked on their door, I went to go see their corporate 

headquarters and I was shocked to see that at Slack, this isn't a problem. That people don't report 

being very distracted by Slack at Slack, because, you would think if it's the technology that's doing 

it to us, well, nobody uses Slack more than the people who work at Slack. They should be the most 

distracted people on earth but that's not what I found. Because companies like Slack display these 

three qualities of a company that has an indistractible workplace culture. Number one, they give 

people psychological safety. 

 

14:35 Jacob: Okay. 

 

14:36 Nir: Psychological safety is when people can talk about their concerns in the workplace 

without fear of getting fired. And this is an absolutely critical trait. Google has studied this 

extensively. They found that the best performing teams were not... We're constantly told this myth 

of "Oh, if you wanna have a great company hire great people." Turns out that's not the defining 

trait. 

 

14:55 Jacob: This was their like was it project Aristotle?  

 

14:57 Nir: Right. 

 

14:57 Jacob: Or was it their project oxygen? They did like two really big studies internally, yeah. 

 

15:00 S4: They did a few, yeah. But they found, they put together a PhD and people who won this 

prize and that prize and the smartest people they could find, that wasn't the best performing group, 

the best performing group was the ones where people could talk about their issues without fear of 

retribution. So that was a very important trait and I tell you how to get that in your company. 

There's been many studies around. 

 

15:19 Jacob: And is this on behalf of no retribution from leaders from managers, right? Like if you 

go to your... 

 

15:24 Nir: Right. If I raise my hand and I say, "You know what? I don't like it that I have to 

constantly work at 9 PM at night when I wanna go home to my family." right? Like, why am I 

constantly connected? Can we talk about this problem? Can we talk about how we can fix this?  

 



 

 

15:35 Jacob: Got it. 

 

15:35 Nir: In many companies, you are badged as lazy or you're trying to get out of your work 

obligations. 

 

15:40 Jacob: My wife did that and she was laid off. She was constantly forced to attend like 6 AM 

meetings and 9 10 PM meetings and she spoke up and she's basically like, "Guys, I have a family 

and I have kids, a child. And do we really need to do these meetings at 6 AM and 10 PM?" And then 

shortly after she raised that concern, everyone was like, "What the hell's wrong with this person?" 

and surely after that she was laid off. 

 

16:02 Nir: So let me be clear here. I'm not saying, I don't like these kind of laws that they have in 

Europe that say, "Oh, 35 hours. That's it." Right? No matter what. I actually, I don't think that's a 

good idea. What I don't like is the bait and switch. The corporate bait and switch of you think you're 

coming into a workplace organization, when you interview with a company and you say, "Oh, what 

is working hours look like?" And they sell you this, this song and dance about... 

 

16:23 Jacob: Oh, I talked about this many times. Yeah, I love that. 

 

16:25 Nir: How it's 40 hours a week, no problem. And then you get then you say, "Oh, it's 40 hours 

a week in the office." But then it's another 20 30 hours on nights and weekends. That's the bait and 

switch. If you know what you're getting into, right? If you wanna go work on Wall Street, if you 

wanna go start a startup, look, that's par for the course you need to know what you're getting into. 

What I don't like is when companies lie about it, and tell employees one thing and then they get 

there and they find something else. Well of course you're gonna have high employee churn if you're 

not straight with people. 

 

16:52 Jacob: I like to call that sort of the online dating problem where basically, the person who's 

whose profile you see online, and the person who shows up to the date are always not the same 

person. And so, online on dating profile, as everyone puts their best pictures, they tell these great 

stories, and then they actually show up to the date. You're like, I don't recognize you at all. And I 

think companies do the exact same thing. 

 

17:09 Nir: They totally do. I mean, the most important factors of who you working with oftentimes 

are not even revealed. And, as much as we talk about company culture, really, it's about your team 

culture, because people don't work with everybody in organization, they typically work with a small 

group. They work with their direct reports or the boss. And so that that has a heavy influence... 

 

17:28 Jacob: For sure. 

 

17:29 Nir: On your workplace happiness is, those kind of expectations and control. 

 

17:33 Jacob: And some companies are actually brutally honest, like Netflix. I know, they're very 

honest about what it's like to work there. And they will just tell you up front, we'll pay you well, 

you're gonna be treated well, but you are going to work like a mad person. 

 

17:43 Nir: And I have no problems with that. If you know what you're getting yourself into. Okay, 

that's up to you. It's your choice. It's that bait and switch that I really have a problem with. But even 

I would argue even at those companies that have crazy hours, even at those companies, crazy hours 



 

 

does not necessarily equate with distraction. That even at those companies that you know you're 

gonna work crazy hours having psychological safety, having the ability to talk about any problem, if 

you don't have that capability, that is the real problem. And if you look at corporate malfeasance, 

the history of corporate malfeasance from Tyco to Enron to now Boeing with the 737 max disaster, 

in every one of those incidents, someone knew what was going on and didn't talk about it, because 

they were afraid of getting fire. And that type of that, that's when you have a lack of psychological 

safety. So that's the first trait is you have to have psychological safety. Number two is that you have 

to give employees of forum to talk about these problems. 

 

18:40 Jacob: Okay. 

 

18:40 Nir: And so if you can talk about distraction in the workplace, you can talk about all sorts of 

other things. And it turns out that companies that have adopted this practice of having of some place 

for people to talk about the concerns, not only can they manage distraction, they find out they have 

all kinds of other skeletons in the closet that they can improve upon. And then the third trait and it's 

probably the most important, is that management exemplifies what it means to be indistractable, 

that culture flows downhill. 

 

19:07 Jacob: Lead by example. 

 

19:07 Nir: Lead by example. And so if company management shows up to meetings, and in the 

middle of the meeting, "Oh, yeah, yeah, go ahead. Just have the meeting. Let me just do this." 

 

19:13 Jacob: So that happens all the time. 

 

19:14 Nir: All the time. It's maddening, right? And of course, it sets the pace. Now everybody else 

is thinking, it's like secondhand smoke, right? Once a smoker, smells smoke, there's "Oh, I guess 

this is a good time to smoke." And so what happens in these corporate meetings is we have a bunch 

of zombies sitting around the table who are there physically, but their brains are somewhere else. So 

why the hell are we having these meetings? And so having a corporate culture where management 

displays, no, no, no, this is how we live. This is how we work here. At Slack, it's a perfect example. 

If you walk into Slack headquarters, on the walls, you will see in bright pink letters. There's actually 

a picture of it in my book, Indistractable. And it says, "Work hard and go home," because 

everybody in the company from Stewart Butterfield the CEO on down believes in these ethos that, 

"This is how we work, this is part of our company culture." 

 

20:01 Jacob: Yeah, which is fantastic. And then I think a lot of people also assume that just because 

you're always connected means you always have to be available. You get Wi-Fi anywhere, you're on 

vacation you get Wi-Fi, and everyone's just kinda like, "I gotta, I gotta check, I gotta see what's 

going on." But again, it's not so much a technology problem, it's because the expectation of the 

company is that you will be looking at emails at 10 o'clock at night. 

 

20:20 Nir: Yeah, let's morph this into an older technology. Let's say the telephone right. So if you're 

having dinner with your family on a Friday night, it's 8:00 PM, and your boss calls you and says, 

"Hey, I need you to do something for me right now." Is it the telephone that's at fault or is it your 

crappy boss and the company culture that enables your crappy boss to think that it's okay to do?  

 

20:41 Jacob: Yeah. 

 



 

 

20:42 Nir: Clearly it's not the phone's fault. 

 

20:43 Jacob: Yeah. 

 

20:44 Nir: That's a very old technology. 

 

20:45 Jacob: It's just the tool. 

 

20:46 Nir: Exactly, it's the tool. And so the real cause... Now technology makes it worse, of course, 

it can perpetuate that distraction, but it's not the root cause. 

 

20:54 Jacob: And I understand that you actually try to do some little experiments on yourself 

reading the book. So can you talk about some of the things that you tried to do and why they didn't 

work?  

 

21:02 Nir: Sure, so I only write a book and the reason I write a book only about every five years 

has been my cadence is because, most of the time when I start, when I... So let me back up, the 

reason I write a book, the genesis is always that I have some kind of problem in my life that I don't 

know the answer to. And so what I always do the first step is to read what's been written about the 

problem and 99% of the time, somebody has already written a good book that answers the question 

I have. But once in a while I find a topic that people haven't answered to my satisfaction. So this is 

what happened with distraction. I had this problem myself of not being able to do what I said I was 

going to do. I would lie to myself day in and day out. I would say I was going to exercise, but I 

wouldn't. 

 

21:48 Nir: I would say I would eat right and I wouldn't. I would say I was going to be fully present 

with my daughter, and I would get distracted. I would say I was going to finally work on that big 

project and putz around and do something else. And when I decided, "Okay, look, the problem here 

is distraction. Why don't I do what I say I was going to do?" I read every book on the topic, and 

they all basically said the same thing. It's technology's fault. Get rid of the technology. Well, first of 

all, thanks to professor who doesn't even have a social media account, that's not very useful for me. 

 

22:20 Jacob: I always find that fascinating, the people who write the books are not on social media. 

 

22:23 Nir: Yeah, are we needed for our livelihood, can you imagine that the latest technique de jour 

is this 30 day digital detox. 

 

22:30 Jacob: Yeah. 

 

22:30 Nir: Can you imagine? You'd get fired! You know like how could you possibly do that? You 

need it for your livelihood these days. And so I didn't think that was a very practical solution, but I 

tried it anyway, 'cause I work for myself, so I have the luxury. Unlike most people, you can't just 

say, "Oh, I'm not gonna use email for 30 days." Come on, give me a break, you're gonna get fired. 

But I said, "Okay I'm gonna try it. Maybe that really is the source of the problem, maybe it really is 

the technology." So I got myself a flip phone, from Alibaba for 12 bucks and all it does is send and 

receive calls and text messages. I got myself a word processor from E-bay, that they used to have in 

the 1990s. They don't even make these anymore. And I would sit down at my desk and I'd say, 

"Okay, now I'm gonna do that project, now I'm gonna focus, I'm finally gonna do what I said I'm 

gonna do." And I'd say, "Oh, you know what, there's that book I'd been meaning to do a bit of 



 

 

research on, let me just check that out for real quick, or let me just clean up my desk, or you know 

what the trash, I should probably take out the trash." And I kept getting distracted. Because the root 

cause of the problem is not whatever device you're using to distract yourself, it was what was going 

on inside of me. It's that I hadn't figured out how to deal with what we call the internal triggers, that 

prompt us towards distraction. 

 

23:36 Jacob: Okay, and so we talked about the workplace stuff, but if you put aside the work place 

stuff as well, do people still get distracted just in their personal life regardless of their managed or 

corporate culture. We still use of technology as kind of like a little crux to go to. 

 

23:56 Nir: Sure, sure, so when we talk about... So first of all, we have to define what I mean by 

distraction. So the best way to understand what distraction is, is to understand what it is not. The 

opposite of distraction is not focus, The opposite of distraction is traction. They both come from the 

same Latin root 'trohare' which means to pull, and they both end in the same six letters A-C-T-I-O-

N, that spells action. So traction is any action that pulls you towards what you want to do, things 

that you do with intent. The opposite of traction is distraction, anything that pulls you towards what 

you plan to do, things that you do with... Things that you are not doing with intent. So this is really 

important for two reasons, number one, anything can be a distraction. So if you sit down at your 

desk and you say, "Okay, now I'm gonna work on that big project, but first let me check email." 

 

[chuckle] 

 

24:45 Nir: That is a distraction. 

 

24:46 Jacob: Nobody's ever done that right. 

 

24:47 Nir: You're right, right I used to do this every day. 

 

24:49 Jacob: Everyone listening and watching this is very focused indistractable person. 

 

24:52 Nir: Let's be honest, I was patient zero here. This is literally my routine every single day, 

before I figured out these techniques that I describe in Indistractible, that's why I wrote the book, 

because I was really struggling with it, and I would make up this excuse of, "Oh, this is working, 

right? Checking email, that's kind of a work-related task, that's productive, right?" Here's the thing, 

it's not work, it's pseudo-work. 

 

25:12 Jacob: Yeah. 

 

25:12 Nir: Because when you do that, when you say, "Oh, let me just check email for a quick sec 

before I work on that big project I know I need to do." You are prioritizing the urgent at the expense 

of the important. And you never get to do the really important hard stuff. 

 

25:25 Jacob: So urgent and important are not necessarily the same thing?  

 

25:28 Nir: Oh, they're almost never the same thing. Many times, the most important stuff that you 

need to do is the stuff you need to put a little bit of effort towards every day long-term thinking, 

strategizing, like big picture stuff, that stuff won't get done because it's never urgent. But everything 

else in our day, the messages, the meetings, the pings, the... 

 



 

 

25:44 Jacob: You gotta send a tweet, gotta... 

 

25:45 Nir: Yeah, that stuff feels urgent and it's typically not that important. The really important 

stuff, the stuff that's gonna make or break your business, make or break your life, requires you to sit 

and focus and it's never something that is urgent, it's something that requires diligently doing day 

after day for a little bit of time. 

 

25:48 Jacob: So how do you balance that? Let's say your manager comes to you and they have a lot 

of urgent tasks that they say you need to get done, but you know that even though they're urgent 

they're not necessarily kind of those big things that need to get done. How do you have a 

conversation with your leader, with your manager around saying like, "I get that these are all urgent, 

but these are not all kind of high priority... 

 

26:22 Nir: Schedule-synching, Schedule-synching. And very few people do it and it is a life saver. 

Everyone should do this. Here's what you do. You need to make... So there's four steps to becoming 

indistractable. The first step, we didn't get to it yet is about mastering the internal trigger. That's 

very, very important. That has to be the first step. 

 

26:40 Jacob: And what are some internal triggers by the way?  

 

26:41 Nir: Internal triggers are these uncomfortable emotional states. Stress, uncertainty, fatigue, 

anxiety, loneliness, anything that you are looking to escape from. That turns out to be the root cause 

of distractions, the root cause of everything we do in fact. But we'll get back to that in a minute. To 

answer your question, the second step is about making time for traction. Right? Turning your values 

into time. Now, this involves a technique that psychologists have studied for years, there's 

thousands of studies on this. It's called making an implementation intention, which is just a fancy 

way of saying planning out what you're going to do and when you're going to do it. Now, this 

typically takes the form of a time box calendar where you're planning your day but the crucial step 

that a lot of people forget is to then synchronize your schedule with the various stakeholders in your 

life. If you set up a 15-minute meeting with your boss, once you've made that time box calendar and 

you show your boss and you say, "Look, here's my schedule for the week." Here's what I plan to get 

done. Okay? Here's all my priorities, here's literally how I'm spending every minute of my day at 

work. Here's the stuff I won't be able to get to. Here's things that you put in my backlog that you've 

asked me to do. I don't have time in my schedule but I'm happy to move things around, help me re-

prioritize. 

 

27:52 Jacob: Yeah. It's a good strategy. 

 

27:54 Nir: That's... It's so simple. Why don't we do it?  

 

27:57 Jacob: And it's a good strategy because you're not saying, "I can't do it." You're basically 

saying... You're putting it on... The onus on the manager like help me prioritize what we should get 

done. 

 

28:03 Nir: Exactly. And here's the thing. Your boss will worship the ground you walk on. Every 

boss wants you to do this. But they won't ask you to do it because they're afraid that you're gonna 

think that you're being micro-managed. So they won't ask you to do it. This is how we manage up. 

This is how we manage our managers. We make our time box schedule, including time for focused 

work. We let our boss know, "Hey, you know what boss? From 9:00 to 10:00, that's my focused 



 

 

work time." That's my time to think big picture, that's my time to be left alone. Please don't come by 

my desk, please don't ask me to do something for that hour, I need to think. 

 

28:38 Jacob: People would love to say that to their... [chuckle] 

 

28:40 Nir: But here's the thing. If you do that, if you show them, "Look, the rest of the day, I'm 

work... I'm doing this, I'm doing that," for that hour, half hour, 15 minutes, whatever it is that you 

need to get your head on straight to do that focused work time, your boss will let you do that. 

Believe me. If it's just 15 minutes or so, if that's what you need, that's okay. Now, if you work in the 

type of job that is 100% reactive, okay? If you work in a call center, I'll give you a pass. 

 

29:05 Nir: If you work in a call center your job is to answer phone calls, that's all you do. React, 

react, react. If you're listening to me and that is not your job, you need time to reflect. You need 

time to think in your day. And your boss will get that. Unless your job is 100% reactive, you need 

time for reflection. But you won't get that time unless you plan for it. So by sitting down with your 

boss, showing them your time box calendar and showing them here's what I have time for, here's 

what I don't have time for, help me re-prioritize, what you will find is that many times your boss 

will say, "Oh my goodness, you know what? That thing that you planned to do, that's actually not 

that important. But this thing that you didn't put in your calendar, that's actually much more 

important. Can you swap those out?" You'll be better off for it. Your manager will be thankful that 

you've done this and that's the solution to this problem. 

 

29:52 Jacob: So maybe every Monday morning I guess the first thing you should do create the... 

 

29:56 Nir: 15 minutes. 

 

29:56 Jacob: Okay. 

 

29:57 Nir: 15 minutes schedule-sync... 

 

29:58 Jacob: And just plan your week or?  

 

30:00 Nir: Well, okay, so, what... Part of what should be in your weekly calendar is 15 minutes to 

plan the week ahead and then 15 minutes to sit down with your boss and do that scheduled think. 

 

30:09 Jacob: Okay. 

 

30:09 Nir: So whatever it is that's convenient for you, maybe you do it the Friday before or maybe 

you do it Monday morning, middle... Whatever you want. Sit down with your boss 15 minutes, it 

will revolutionize your work life. 

 

30:18 Jacob: And do you literally plan... So let's say, for example, I start work at 8:00 then I end at 

5:30 or 6:00, you... So you literally plan every hour, every minute of each day?  

 

30:28 Nir: It needs to be filled in. 

 

30:30 Jacob: Okay. 

 

30:30 Nir: Now I'm not saying you have to plan down to the minute every time you have to go to 



 

 

bathroom. That's not what I'm talking about. You don't need to plan that level of minutiae but you 

need to have intention to what you wanna do. Why? Let's think about it for a second. I interviewed 

hundreds of people for this book over the past five years. And one common trait that I saw among 

people who were easily distracted, people who complained about how they never get enough done, 

they don't do what they say they're going to do. I would ask them and I would say, "Wow, that's 

really tough that you're so distracted. Can I see what it was you got distracted from? Show me your 

calendar." And they would take out their calendar and it was always blank. Maybe they would have 

a meeting here or a dentist appointment there, but there was all this white space. And they would 

always tell me, "Oh, you see, I don't like to plan things because I need to be spontaneous to react to 

whatever happens." Here's the thing though. If you don't plan your day, somebody's gonna plan it 

for you. 

 

31:25 Jacob: Yeah. 

 

31:25 Nir: And more importantly... 

 

31:26 Jacob: Somebody will bug you with something. 

 

31:27 Nir: Exactly. And most importantly here, you can't call something a distraction unless you 

know what it distracted you from. If you have white space in your calendar, don't be surprised if 

you're checking Facebook or email or Slack channels or YouTube or whatever other distraction 

'cause you didn't plan what you wanted to do with your time. So you have to decide in advance. 

That's why this is so important. It's actually less important whether you stick to it very rigidly 'cause 

things might come up. The point is that you can look at that calendar and say, "Ah, everything I 

planned to do is traction. Everything else is a distraction." Even the stuff that feels productive like 

checking email. That's... So therefore distraction can't trick us anymore. Because we said, "Oh, this 

is not time for email, this is time for working on that big project 'cause that's what I said I would 

do." And so, then you can look at it and you can look and you can analyze it and say, "Okay, if I did 

fall off track, why did I fall off track?" Well, there's only three reasons. Either it was an internal 

trigger. It was some kind of uncomfortable emotional state, boredom, uncertainty, anxiety. That's 

the number one source of distraction. 

 

32:13 Jacob: And I guess dealing with that as a whole. 

 

32:13 Nir: That's step one. And that's... And the book is... There's a big section on how to deal with 

internal triggers. That's the most important first step. 

 

32:13 Jacob: You gotta identify obviously what that trigger is. 

 

32:13 Nir: That's right. That's right. The second potential cause is an external trigger a ping, a ding, 

a ring, your boss tapping you on the shoulder, whatever that could be. I tell you strategies for how 

to deal with that. Or the only other reason is a planning problem. In which case, we're gonna revise 

our calendar for the week ahead, to make it easier to live up to our values and do what we say we're 

going to do in the following week. 

 

33:02 Jacob: Okay, no that makes sense. And I like this idea of, you call it time boxing, scheduling 

your day. So I guess that's a pretty effective strategy you found for people to avoid getting 

distracted. 

 



 

 

33:14 Nir: Right. 

 

33:14 Jacob: Okay, and you don't need to plan everything down to the minute, like you said, it's 

just kind of high level like, I'm gonna spend one hour here focusing on this, one hour here focusing 

on that. 

 

33:21 Nir: Right. And the reason this is so important is that, I'm gonna kill a sacred cow, here. I 

hate to-do lists. 

 

33:29 Jacob: I was just gonna ask you to-do lists, everybody has to-do lists. 

 

33:32 Nir: Everybody has to-do lists. And, I should clarify, it's not that I hate to-do lists, I hate the 

way most people use to-do lists. 

 

33:38 Jacob: Okay. 

 

33:38 Nir: They think it's good enough and we've been told that if you wanna get stuff done, you 

just put it on a to-do list and magically, ta da, it'll get stuff done. So I follow that methodology and 

I'd have 100 things on my to-do list, and I'd have a great day, I'd be super productive and I'd get 10 

things done. And then at the end of the day well, I said, "You know what man, I'd really like to 

watch some Netflix, I'd really like to just chill out and relax, play with my kid, do something else". 

I'd look at my to-do list and I'd say, "Ugh, I still have 90 more things to do". And I would never feel 

good about taking time off to relax. 

 

34:09 Jacob: Yeah. 

 

34:09 Nir: That's why I hate to-do lists. Because they're all about the output, not the input. 

However, when you use a to-do list in conjunction with a time box calendar, now, when you come 

home from work and you say, "I'm going to watch Netflix, I'm going to watch that game, I'm going 

to spend time with my friends or my family". You can enjoy it because it's exactly what you 

planned to do with your time. 

 

34:31 Jacob: Yeah. 

 

34:32 Nir: And so what we want to do is not... Many people, I used to do this, we would put on our 

to-do list finish this, finish that. That is not what should be on your to-do list. Because you don't 

control that. How many times have you said I'm gonna finish that presentation. I'm gonna finish that 

project. But Nancy has the numbers and Jimmy has the graphics and you can't finish it in time 

because other people, you're depending on other people. So you can't always control those things, 

but here's the thing you can control. You can control the input of time. So the only goal on your 

calendar, and on your to-do list... 

 

35:05 Jacob: Interesting. 

 

35:05 Nir: Is to work on a particular task for a set number of minutes without distraction. 

 

35:11 Jacob: Okay. 

 

35:11 Nir: That you can always win, you can always complete. So instead of finish that big 



 

 

presentation in which case you don't know, is it gonna take you 30 minutes? Is it gonna take you 

three hours? Very difficult to predict. We're terrible as human at predicting how long something will 

take us. 

 

35:24 Jacob: Yeah. 

 

35:24 Nir: What you can do, what you can do is to say, work on the presentation for one hour 

without distraction. And then you're always a winner. Right? Because all you have to do is to 

practice that trait of becoming indistractable by doing what you said you're going to do for each 

block of time, that's it. 

 

35:40 Jacob: So what about for leaders, for managers inside of organizations who are listening or 

watching this, what steps can they take to help make sure that that toxic culture doesn't exist 

because ultimately, they're oftentimes responsible for a lot of this stuff. 

 

35:55 Nir: Sure. 

 

35:56 Jacob: So they probably need to change their behaviors too, where do they start?  

 

36:01 Nir: So if you're in a management position, really you have no excuse, 'cause you're probably 

the source of the problem for people. 

 

36:07 Jacob: If you're the manager, you're the problem. 

 

36:08 Nir: Yeah, in many ways you might be. 

 

36:10 Jacob: Tough love. 

 

36:10 Nir: Yeah, but this is a good thing because if you find that you have employee retention 

issues, if you find that people aren't as productive as they should be, if you find the people are way 

more distracted than you'd like them to be. Ironically, as I mentioned before, when people do work 

in these type of toxic work environments with high expectations and low controls, the reason they 

get more distracted and get less done is because of that workplace culture that, in fact, by giving 

people agency and control over their time, ironically, they become way more productive because 

what are we doing, we're increasing their agency, that characteristic that's missing, the low control. 

Now we have high expectation with high control. That's a great work environment. 

 

36:51 Nir: So when people have greater agency over their time when we institute practices like 

using these time box calendars that we schedule-sync for, that is the type of behavior that we can 

institute to help people feel in greater control of their time, and help our colleagues become more 

indistractable by first and foremost becoming indistractable ourselves. So, you ask what the first 

step is, the first step is to lead by example, follow the tactics in the book. There's hundreds of things 

that you can do, one at a time, you don't have to do everything all at once, but one at a time, you can 

start instituting these practices to become indistractable yourself to lead by example. 

 

37:29 Jacob: And so when you say control, I suppose, this means autonomy. 

 

37:33 Nir: Yeah. 

 



 

 

37:33 Jacob: Just being able to do what you need to do without having somebody constantly over 

your shoulder. 

 

37:38 Nir: Right or yeah, having control over your time, over your intentions. 

 

37:43 Jacob: Okay, so I guess the first step if you're a manager is to lead by example. So you start 

and I guess a simple place to start would just be, don't send emails at five in the morning, don't 

schedule meetings at 7:30 PM, at night. 

 

37:56 Nir: Yeah, and a lot of this can be solved through technology. So I understand that people 

say, "Look I've got these emails, I don't wanna sit on them, I wanna get them off my plate", I get 

that. But here's the thing, Microsoft, Outlook, Google, Gmail... Comes with this wonderful feature 

that not enough people use called send later. So don't be the jerk that sends emails at five o'clock on 

a Friday. You can push send later and that email would be received Monday morning, if it's not 

urgent, because you know what's gonna happen if you as a manager send an email at 7.00 PM or 

6.00 PM on a Friday, people are gonna think you expect a response on Saturday and they're going to 

take their time when they should be with their family. Should be enjoying time doing something 

else to respond to you. So, that's simple stuff. That's the kind of new etiquette that a boss these days 

needs to abide by. 

 

38:41 Jacob: So somebody asked the question here, on LinkedIn. And they said that, inside of an 

organization, you can probably have different types of cultures where you have some managers who 

are... 

 

38:41 Nir: True. 

 

38:41 Jacob: Very much about being indistractable whereas other managers are not. Do you have 

any advice or suggestions on how to navigate that? Those pockets. 

 

38:41 Nir: Yeah. So, this is not going to change quickly. What can change quickly is you, and that's 

where we should start, become indistractable yourself, set an example to your colleagues no matter 

what layer of the organization you're in, by becoming indistractable yourself. You set the example. 

And there are many tactics in the book that inherently, others will see. For example, one of the most 

pernicious sources of distraction in the modern workplace comes from the open floor plan office 

that people... Yeah, exactly. 

 

39:29 Jacob: Oh no, that's a sore spot for everyone. 

 

39:31 Nir: And a lot of people work in these open floor plan offices, and it turns out on surveys, 

people rate other people as the number one source of distraction over their devices. That is the 

number one source of distraction in the workplace. 

 

39:42 Jacob: Really? So you're not a fan of open floor plans?  

 

39:46 Nir: Here's the thing: They're not going away. I'm not a big fan of them, but they're not gonna 

disappear. So what do we do? We have to adapt ourselves to our environments. So how do we do 

that? In every copy of Indistractable, my book, there is a piece of card stock that's bright red that 

you tear out of the book, you fold it into thirds, and you put it on your computer monitor, and it 

says, "I'm indistractable. Please come back later." And that tells your colleagues, "Look, for this 



 

 

amount of time, I need to do some focused work right now." And some people say, "Oh, that's what 

I put on headphones for." 

 

40:22 Jacob: I was just gonna ask you, are headphones... 

 

40:23 Nir: But here's the thing: When you wear headphones, people think you're watching 

YouTube videos. So you're not sending the right message. But when you say, "Look, I'm doing my 

work, I just need to focus for a little bit." And I'm not saying do this all day long; it's okay to 

interact with colleagues. But for certain times of the day, when you've planned ahead for it, it's 

perfectly fine to put that screen sign on your monitor to tell your colleagues, "Please don't interrupt. 

I'm doing something that requires focus. I'm indistractable at the moment," very, very helpful. And 

the more people do that, the more people see that that is an acceptable thing to do. And so, it can 

permeate throughout the organization. So to answer the earlier question, you're not going to change 

corporate culture overnight. Start with yourself, start with your team. This is what they did at the 

Boston Consulting Group. I actually worked there as my first job out of college. Terrible work 

environment. They used to have very high employee churn. I was one of the employees who 

churned. I got out of there as quickly as I could after I [41:12] ____. 

 

41:12 Jacob: But look at you, set you off on your current career. 

 

41:14 Nir: Because now, I learned how awful the corporate workplace can be. The good news is, 

the happy ending is that at Boston Consulting Group, they instituted this experiment with just one 

case team that exemplified these three traits we talked about earlier: Psychological safety, a forum 

to talk about your problems, and management exemplifying what it means to be indistractable. And 

that permeated throughout the organization. And today, the Boston Consulting Group is rated by 

their employees as one of America's best places to work, and they have much lower employee churn 

because they've instituted some of these policies. So you gotta start small; start with yourself, then 

your team, and then hopefully, it'll permeate throughout the organization. 

 

41:52 Jacob: So a lot of people who are listening and watching this live keep asking about 

technology. I think people are having a very hard time embracing the concept that it's not a 

technology problem. 

 

42:01 Nir: Well, yes, that's true, but there are definitely solutions to the technology problem as long 

as we recognize that those are the symptoms. So for example, if you get a cold, the underlying 

cause is the cold bug, is the virus that you caught. But you can take medicine to make you feel 

better. And so, part of what I talk about in the book is about how to hack back the external triggers. 

So there's a whole chapter in the book about how to hack back email. You can reduce the number of 

emails you... Or the time spent on email. 

 

42:30 Jacob: I only check email once a day at 4 o'clock. So I've... 

 

42:33 Nir: There you go. 

 

42:34 Jacob: 'Cause I found I had a lot of these same problems. And you know working for 

yourself that oftentimes, people wanna pick your brain, they wanna invite you to an event, they just 

wanna jump on a phone call with you for 20 minutes. And so, when I first started off going off on 

my own, I would say yes to everything. Pick my brain, I'll attend the event, I'll do whatever. And 

then I would get home at the end of the day, be exhausted, and I would find that I got literally 



 

 

nothing done that I needed to get done. 

 

42:55 Nir: Right, right, because you're letting other people decide the time versus you deciding. 

 

42:58 Jacob: Yeah, so I had to practice, and learning how to say no became a very, very valuable 

skill, I think, over time. 

 

43:03 Nir: Yeah. Do you... Have you figured it out? Do you have practices now that reduce that 

time?  

 

43:09 Jacob: Yeah, so I check email and social media once a day at 4:00. I have an assistant that I 

work with who helps with that. So a lot of people say, "Oh, how do you check email once at 4:00?" 

I guess it's cheating 'cause I have somebody who helps me with that. I avoid... Don't have TV in the 

bedroom. We try to not have phones and technology during meal times. We try to do these little 

types of things to be a little bit more human in our lives and in our relationship. And it's funny 

because sometimes, when I'm hanging out with my wife, we have this... It's very tempting to reach 

for your phone. And so, we started saying this phrase to each other, we just say, "Just sit and be 

bored with me. Learn to just sit and hang out with me." 

 

43:49 Jacob: 'Cause sometimes, I'm addicted to chess, for example. I'm constantly, if I have free 

time, I'm doing a chess puzzle, I'm doing a chess tactic. And my wife gets a little annoyed if we're 

sitting there and I'm doing a chess puzzle, she's like, "Why don't you just sit and learn to be bored 

with me?" And I feel like people, we sort of... We don't, we can't accept that we're bored anymore. 

It's like if I'm sitting there and I have time, I should be reading something, I should be tweeting 

something, I should be emailing something. But it's okay to just sit and just hang out and watch 

people. And we used to do this all the time. People forget that this is something that we used to do. 

 

44:24 Nir: I would argue people have always been finding ways to escape boredom. So it's not a 

new... Again, I don't think that it's necessarily a technology problem. I think that what's changed is 

that if you are looking to escape, it's easier than ever, that you can find that escape because it's just 

sitting here in our pocket. But the good news is, is that we can hack back. So there is a chapter in 

the book about how to hack back your phone, how to hack back your computer, how to hack back 

email. You can say... 

 

44:50 Jacob: In meetings, you talked about meetings as well. 

 

44:51 Nir: Meetings, of course. "Oh, my God! What a crazy waste of time, stupid meetings, are in 

most organizations." Most people say that 60% of the meetings they go to are a complete waste of 

time. So I tell you strategies for how to hack back all those environments. Group chat, you can hack 

back that. All kinds of ways to actually change the technology in simple ways that can prevent them 

from constantly distracting you. 

 

45:12 Jacob: What are maybe one or two of your favorite ways to hack back on some of these 

things?  

 

45:16 Nir: Sure, so email, everybody hates email. And so, this is the... 

 

45:16 Jacob: But do they hate? So I debate on this. So do people hate email, or they like getting 

those notifications, those dings? Sometimes, I feel like people get a little bit of a... The little... 



 

 

 

45:16 Nir: They feel important? Yeah. 

 

45:16 Jacob: Yeah, the endorphins. 'Cause if you ask people, and I've been at... And I'm sure this 

has happened to you, you're at dinner with somebody, you're like, "Oh, man! So busy. I got so many 

emails. I gotta respond to these Slack messages." And they feel like they are... You feel like you're 

wanted and needed. So do you think people actually hate that stuff?  

 

45:16 Nir: I don't know if it's about seeking pleasure as much as it is avoiding pain. And we've 

been here before with smoking. I remember in the 1980s when I grew up, one of my first memories 

is I remember it was very strange. Like any millennial hearing this is gonna think this is ridiculous, 

but I remember people would come over to your home and just smoke in your living room. We had 

ash trays in our living room, because people just expected that that's what you were able to do, and 

it sounds ridiculous that that was the case, that was what people did. Can you imagine if someone 

just came into your house and smoked a cigarette, that'd be crazy. 

 

46:20 Jacob: It's unheard of now. 

 

46:21 Nir: Yeah. What changed? Was it our laws? No, there's no law that says you can't smoke in 

someone's private residence, you can do that, there's no law that prevents it. What changed was our 

manners. Our norms, our mores. And so, what's happening now is that people are starting to become 

more conscious of this. This is why the book is called Indistractable, is because we know that when 

you have a moniker, when you have some kind of label that you identify yourself with, you become 

much more likely to stay on track. And so now we start seeing that people are getting the message 

that, "Hey, if you're checking your device in the middle of a lunch date or a meeting, you should be 

called out on it." Now not in an aggressive way. There's a very simple tactic you can use, when you 

see someone using their phone in the time when they should be fully present. You don't know what's 

on the other side of that screen, right?  

 

47:05 Nir: So what you can say when you see someone looking at their phone, you can say, "Hey I 

see you're on your device, is everything okay?" "Is everything okay?" Because there could be an 

emergency, there could be a disaster, but chances are, it's just some stupid shit, that they're... 

 

47:19 Jacob: You're gonna be saying, Are you okay quite a lot. 

 

47:21 Nir: But here's the thing. This is how we spread the message, this is how we inoculate 

society with social anti-bodies. Just like we did with cigarettes, it became unacceptable and we 

already see this happening, we see people talking about, "I went on this date and this person was 

using their phone. What a jerk!" And more and more people are starting to hear this message, that 

there's a right place and a wrong place to use these tools. 

 

47:43 Jacob: So you can push back it's okay. 

 

47:44 Nir: Right. And this is what I'm looking for. I am looking for people who just like in the 

1980s says like my mom did, she said I'm a non-smoker, and if you wanna smoke when you come 

to visit, that's no problem, please go outside. She lost friends over that. 

 

47:57 Jacob: Really?  

 



 

 

47:58 Nir: Yeah people said, "Are you kidding me, that's so rude, you're telling me to smoke 

outside." That was considered so odd back then, of course, now nobody would dream of smoking in 

someone's home. 

 

48:07 Jacob: Yeah, it's crazy. 

 

48:08 Nir: Right? And so that's what we're looking for right now, is we need to start, if you're 

listening to this, be part of this movement, be part of people who say, "My life is not controlled, my 

time and attention is not controlled by somebody else. I decide how I spend my time, my attention 

and my life." 

 

48:22 Jacob: So I know we only have a couple of minutes left, maybe we could talk a little bit 

about the future, really quick because we're already starting to see more technology, virtual reality, 

augmented reality, more connectivity. Do you think this problem is gonna get worse in the coming 

years?  

 

48:36 Nir: If you let it. I think the world is going to certainly become a more potentially distracting 

place, like you said, if you think the world is distracting now just wait until we have augmented 

reality and virtual reality, who knows what's gonna happen next. I think the world is really 

bifurcating into people who say, "I am indistractable, this is the kind of person I am." And people 

who let their lives be controlled by others. And I think that that's why this is the skill of the century, 

that it is a huge competitive advantage to be the kind of person who follows through. If you're the 

kind of the person who lives [49:06] ____ say you're going to do, you're the kind of person that 

people wanna hire, the kind of person that people wanna work with, the kind of person that people 

wanna fall in love with. Being the person who lives with personal integrity, that is a super skill, that 

is the skill of the century, and I agree, it is going to become harder unless you learn this skill, and 

teach it to our kids. 

 

49:29 Jacob: Yeah, it's only gonna get worse. I have a three year old now, and she's already 

wanting to go to the phone, she wants to watch videos, she wants to see things on... 

 

49:35 Nir: And you don't wanna not let her, she needs to be comfortable with technology. You don't 

wanna raise a luddite because her job is gonna depend on her using technology at some point. 

 

49:42 Jacob: How do you think that could balance between how much to do, is there... 

 

49:47 Nir: Same four steps. It's all in the book, it's teaching them how to master their internal 

triggers, making time for traction, making time in their day. There's nothing wrong with some 

YouTube time or age-appropriate content on Netflix. 

 

49:58 Jacob: So its okay, it's just balance. 

 

50:00 Nir: Of course. It's about planning ahead. Number one is mastering those internal triggers, 

understanding why they are escaping technology. So there's a whole section of the book about, why 

most parents don't even understand why their kids are looking for a distraction. There's what's 

called the needs displacement hypothesis that says that when you are missing something in the 

offline world, you go looking for it online. And most parents don't realize what their kids are 

looking to escape from. So it's very important we understand their internal triggers, it's very 

important we make time for traction even stuff like technology, it's fine as long as it's a planned for 



 

 

ahead in the right proportions and in the right context. Then we hack back the external triggers. So 

for example, I can't think of one good reason why a kid needs screens in their bedroom. Anything 

that interrupts sleep doesn't need to be in the bedroom including television. Kids don't need 

television. And they don't need devices either, they can use that in the more public space in the 

house. 

 

50:52 Nir: Anything that pings or dings needs to be taken out of their room, unless it's the alarm 

clock. Anything that interrupts sleep. A good test of whether a child is ready for a technology, is do 

they understand how to use it in a way that they know how to turn it off, do they know how to use 

Do Not Disturb, do they know how to use, when they come to dinner, do they leave the device 

somewhere else, when they're studying, do they know how to turn off the phone, if not, they're not 

ready for it just like you wouldn't push a kid into a swimming pool without knowing how to swim. 

And then finally, we use what's... 

 

51:15 Jacob: My dad actually... 

 

51:16 Nir: Did that?  

 

51:17 Jacob: I have Russian immigrant parents and my dad saw some program on TV where it 

said, "If you want your child to swim quickly just toss them into the pool." 

 

51:25 Nir: Yeah, but only two out of three brothers survived. 

 

51:27 Jacob: Yeah, so my dad tossed me into the pool and I sink like a rock to the bottom, and he 

needed to jump in with all of his clothes and pull me out. 

 

51:33 Nir: You do that once. 

 

51:34 Jacob: Yeah, he did that with... Don't throw your kids into the pool, they can't swim. 

 

51:37 Nir: And then the fourth step is about preventing distraction with pacts. And that's about how 

we can use these pre-commitment devices. Ironically, we can use tech to fight tech distraction. I tell 

you all about how to do that as well. 

 

51:49 Jacob: So for people listening to this just kind of as a way to wrap up. So let's say the 

podcast is over, the video is done. They wanna get started on this ASAP, so I guess, number one, 

start with the time box. 

 

51:51 Nir: Number one is get the book. 

 

51:51 Jacob: Okay number one get the book. 

 

51:51 Nir: Because I wish I could tell you it's one magic bullet. It's not folks, if you don't master 

the internal triggers, time boxing won't work, if you do time... If you try and hack back, but you 

haven't used time boxing, it's not gonna work, if you prevent distraction with pacts, before you've 

done the other three steps, it's not gonna work. I have spent five years combing, thousands of 

academic studies. Everything in my book is backed by peer reviewed studies. You have to do all 

four steps, but if you do and it turns out they're not that difficult. You can become indistractable, 

you can become the kind of person who does what they say they're going to do in all aspects of your 



 

 

life, not just in the work domain, but also in your personal life as well. 

 

52:40 Jacob: Not that difficult, I like that. 

 

52:41 Nir: Not that difficult because you don't have to do it all at once. You have to understand. I 

know a lot of times people want... "Well, give me the secret give me the tactic". 

 

52:47 Jacob: Yeah. People are probably thinking about it, okay. 

 

52:49 Nir: "Give me the tactic give me the tactic". I'm telling you. The strategy is more important 

than the tactic. Strategy is, sorry, tactics are what you do. Strategy is why you do it. So the most 

important thing you can take out of this podcast is a visual picture in your mind of a number line, 

and to the right is traction, things that you plan to do. To the left is distraction, anything that is not 

that. Then you've got two arrows, one pointing to external triggers, and one internal triggers 

prompting you to traction or distraction. That's the four-part model that gives you the strategy to 

come up with all sorts of tactics. I give you tons and tons of tactics in the book. But what's more 

important than the tactics is the strategy, the understanding of the root cause of distraction. 

 

53:32 Jacob: And I guess people need to understand that this is, I mean, if you're a leader or a 

manager watching this, you need to understand first that this is even an issue, right, 'cause a lot of 

people might just... 

 

53:39 Nir: I think most people know it's an issue?  

 

53:40 Jacob: Yeah. 

 

53:41 Nir: Right. We lie to ourselves. At least I do, I did before I wrote this book. We always lie to 

ourselves. Right. We lie to ourselves more than anybody else. 

 

53:49 Jacob: This is the big elephant in the room, everybody knows it's a problem... 

 

53:52 Nir: Yeah, you know. 

 

53:52 Jacob: We just don't do much. 

 

53:53 Nir: Exactly, exactly, because when it's your kids or your colleagues that you lie to there are 

some serious repercussions, but when we lie to ourselves we don't feel those repercussions right 

away. Right? You don't feel the fact that, "Hey you know what, another day has gone by and you 

haven't exercised, another day has gone by and you didn't spend quality time with your kids and 

another day has gone by and you've procrastinated on the big project. These things happen slowly 

and then we look back years later, and say, "Ugh why didn't I do what I said I was gonna do five 

years ago"? And so... But the good news is you can stop that, you can start today, to become 

indistractable. 

 

54:24 Jacob: Some people are asking about well-being programs that organizations have, you 

know, free snacks, meals, yoga, meditation, mindfulness, is that, does that help at all? Is that more 

of a tactic or would you say that organizations are just doing this without addressing kind of a core 

problem?  

 



 

 

54:40 Nir: I think we should be thankful for corporations for even trying, I think that's wonderful 

that they offer... I'm not gonna complain about free snacks and free yoga, but I think it's up to us as 

individuals to use them in their place, to use them appropriately and so it really comes down to us to 

live out our values. And the only way to do that is to turn our values into time. And so I think yoga 

class is wonderful if that's what you plan to do, but if you're going to yoga class because your life is 

so crazy and you can't deal with the other issues in your life well maybe it's also a distraction, so it's 

never about the behavior. 

 

55:16 Nir: Like I said earlier, anything can be a distraction. Even the things that we think are 

healthy in life. Right? I've known people who are literally and I don't use the word softly, addicted 

to exercise and not in a good way. They go on these runs, they do the marathons because they are 

escaping stuff in their life, they don't know to deal with. 

 

55:35 Jacob: It's kind of like a deeper philosophical psychological issue that I think is going out 

there. 

 

55:41 Nir: That's right. Anything can be a distraction and likely and conversely anything can be 

traction. So, if you plan how much of your day you want to spend doing a particular thing but then 

it's fine. And so I'm not gonna say that playing video games is bad for you. Why is it any worse than 

watching a football game on TV? As long as you do it on your schedule, not on the app makers. 

 

56:01 Jacob: This requires it seems like a lot of self-awareness. 

 

56:04 Nir: That is part of it, that is part of it. But this is part of living life as an adult. Right? Kids 

don't have much self-awareness. Kids just do whatever they wanna do impulsively. But if we want 

to grow up part of it is being aware of where we have impulse control issues. That's part of being an 

adult and all of this by the way is really about impulse control. That fundamentally it is about this 

impulsiveness that leads us towards distraction. But here's the good news. Evolution has given the 

human race, this amazing ability that no other animal has on Earth, which is the ability to see into 

the future. We can predict what is going to happen, better than any other creature on earth. And so 

the antidote to impulsiveness is forethought. If you wait till the chocolate cake is on the fork, you're 

gonna eat it. If the cigarette is lit, you're gonna smoke it. If you're sleeping next to your cell phone, 

you're gonna pick it up first thing in the morning before you even kiss your loved one and say, 

"Good morning". 

 

57:05 Jacob: Yeah. 

 

57:06 Nir: It's too late by that point. So, I hate self-control and will power and self-discipline, that 

stuff doesn't work. What works is a systematic practice, is having tools in your toolkit, that prevents 

you from getting distracted when the time comes. But we do that by thinking ahead. The mantra of 

this book is the antidote to impulsiveness is forethought. There is no distraction we can't conquer if 

we plan ahead. 

 

57:30 Jacob: Yeah, I like it. I think that's a great word of wisdom. So if you know you're gonna eat 

the cake don't keep it in the house. If you know you're gonna pick up the phone in the morning, 

don't keep it next to you. 

 

57:38 Nir: It's about lots... Again, it's never a magic bullet. But it's about thinking ahead in a 

systematic fashion, that's why it's so important to have this picture of this four-part model in your 



 

 

brain. 

 

57:47 Jacob: Cool, well we reached the end of our time. Why don't you let people know, where can 

they go to find you, your book? You have a lot of cool resources and you have a link that you 

created as well. 

 

57:55 Nir: Sure so you can find out more about me at, Indistractable dot com is the book website, 

my personal website is NirAndFar, but Nir is spelt like my first name, N-I-R. So NirAndFar.com. 

And if you go to Indistractable dot com, there's an 80-page complementary workbook that you can 

download there that you don't have to pay anything for that, that's free, but if you get the book and 

you send me your order number from wherever you bought it, I will give you access to a video 

course as well. That complements the book. 

 

58:22 Jacob: Oh, very cool. And the book is available everywhere, Amazon, wherever you can find 

it. 

 

58:25 Nir: Yeah wherever books are sold. 

 

58:27 Jacob: Very cool. Well, thank you very much for joining me. Thanks. 

 

58:29 Nir: My pleasure. Thank you. 

 

58:30 Jacob: And thanks everyone for tuning in to another episode of this podcast and for those of 

you who are watching live, I appreciate all the comments, and I will see all of you next week. See 

yeah later. 

 

 


