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Dedication


For anyone holding a question they have not yet been able to ask out loud.






Epigraph


Quaestio mihi factus sum. — I have become a question to myself.

— AUGUSTINE · CONFESSIONS






Author’s Note

This book is a discipline, not a framework. It will not tell you what to decide. It works on the small social and internal frictions that keep you from hearing what you already know.

Maya, the founder whose decision runs through the chapters, is a composite. The studio is constructed. The board, the partner, the conversations are drafted from many founders I have worked with and talked to. Maya is not one person. The patterns inside her are real.

The other stories are mine: the moments where I appear in my own life, in Milan and Bangkok and the political work. Names and identifying details have been changed where the people involved did not want to be in print. The accuracy that matters here is the accuracy of the failure mode, not the accuracy of the surface.

What the book asks of the reader is small but exact. Hold one decision through nine chapters. Apply each discipline to that decision when the chapter introduces it. By the close, you should be able to write what you actually think.

The disciplines do not promise outcomes. They promise audibility. What you do with what you hear is your work.

PETR 2026






1. The Disease of Confident Wrongness


You know the meeting where someone turns to you and says, “so what do you think we should do?” — and you realize, in the half-second before you answer, that you don’t actually know. Not in the way you’d want to know. You produce an answer anyway, because the meeting has to move. The meeting moves. The decision gets made. You go home. Six weeks later, you find out you were wrong.



Most decisions made under uncertainty fail not because the information was missing — but because the decider couldn’t admit it.

That sentence is the spine of this book, and it will be defended across nine chapters. For now the claim is simple. The person in the chair, asked the question, looked at by the room, almost always has more information than they think and less confidence than they let on. That gap is where the wrongness lives.

Maya, 38, runs a fourteen-person design studio in Singapore. Four million in revenue last year, mostly profitable, mostly happy clients, two industry awards on a shelf she walks past without noticing. Her co-founder Vikram handles operations. They have worked together eleven years. They mostly agree.

On a Monday morning in late March, the board meets. The light has the kind of texture Singapore produces around 9:30: too bright to soften, too filtered to burn. Vikram sits in his usual chair. He asks questions in a way that sounds casual but isn’t. He says: “So what do you think we should do about the acquisition?”

Three weeks earlier, a smaller AI tooling firm had approached Maya about being acquired. Five people. Six hundred thousand in revenue. Profitable. The kind of bolt-on that, on paper, doubles a studio’s headcount overnight and adds a capability the market keeps asking about. Maya’s CTO talks excitedly about it. Her senior designer remains skeptical. For three weeks Maya hasn’t been able to say cleanly what she thinks. She’s been sleeping badly. Her partner asked last weekend whether she was okay; she said yes.

In the half-second before she answers Vikram, Maya knows she doesn’t have the answer. Not in the way she’d want to. She has a feeling. She has competing arguments. She hasn’t done the work of sitting with the question long enough to hear what she actually thinks.

She says: “Let’s do more due diligence.”

The phrase sounds calibrated. It sounds like the careful move of a careful operator. The board nods. Someone makes a note. Vikram says, “Okay,” and the conversation slides to the next agenda item.

Nothing false has been said. That is the danger.

That evening Maya sits at the dining table with her laptop closed. Her partner reads on the couch. The apartment quiets in the way Singapore apartments quiet after about nine. And she notices something she’s been not-noticing for a long time.

She’d given a confident-sounding answer to a question she had no answer to. She hadn’t lied. She wouldn’t have said anything untrue if pressed. But she hadn’t admitted, either. She’d produced the surface of a decision: the shape of one, the sound of one, without the substance underneath. The board took it because it sounded like what a competent founder would say. Maya gave it because it sounded like what a competent founder is supposed to give.

That gap, between the answer she produced and the one she actually held, has a name. Confident wrongness. The disease of producing certainty under pressure when you don’t have it. Almost nobody calls it out loud.


The Structural Pressure

Confident wrongness isn’t a character flaw, at least not at first. It’s a structural condition. The seats founders and executives sit in punish hesitation. Boards expect answers. Teams expect direction. Calendars don’t wait for the question to ripen. Investors read uncertainty as weakness, even when the uncertainty is reasonable. The person in the chair learns, early, that a clean-sounding decision delivered on time gets rewarded more reliably than a real decision delivered late.

So they produce the shape.

None of this is cynical. Most of the founders and operators doing it are good people doing serious work. They’re not lying when they say “let’s do more due diligence” or “I think we should lean in” or “we’re going to be aggressive here.” They’re speaking from a system that’s trained them, across years of meetings, to treat a clean-sounding sentence as competence.

The system rewards the sentence that can be used. Over time, that sentence replaces the read.

Uncertainty isn’t the disease. Uncertainty is the condition under which serious decisions get made. The disease begins later, when uncertainty is made presentable too quickly — dressed as caution, decisiveness, patience, strategy, or due diligence before the person speaking has admitted what they actually know.

The most expensive instance of this pattern in living memory wasn’t a sole founder. It was a roomful of professionals. In early 2019, SoftBank, Goldman Sachs, JPMorgan, and a chorus of institutional investors valued WeWork at $47 billion ahead of its planned IPO. Each of those firms had the financials. Each had analysts paid to question the numbers. Each, in the rooms where it mattered, produced confident answers about why the model worked. When the S-1 filing went public on August 14, the valuation collapsed by roughly 80% inside seven weeks; by September 30, the IPO was withdrawn. None of those firms had lacked information. They had each, in their separate rooms, produced confidence they didn’t have. The bill came to roughly $39 billion of erased value. Much of what mattered had been visible before the collapse.

The private versions are less visible and more common. A founder says the market is moving this way. A board says the acquisition is strategically obvious. A partner says the downside is manageable. A leadership team asks for more data when what it needs is an honest sentence.

The producers of these answers aren’t usually reckless. They’re often careful. That’s what makes the pattern durable. The most expensive forms of confident wrongness don’t look like arrogance. They look like professionalism.

The meeting Maya sat in on Monday is the standard meeting. It’s happening right now in thousands of board rooms, leadership offsites, partner calls, investment committees. The producers of confident answers are mostly doing good work. They’re also, mostly, wrong about more decisions than they realize.



What I Recognized Late

I want to admit something here, because the book is going to ask the reader to admit a lot, and it would be dishonest to ask without doing it myself.

The first time I caught myself doing it, the catching came months too late. I was in my late twenties, working for a European firm in a specialized field. I told my boss I could open a Southeast Asia branch: that the market opportunity was real, that the cultural gap could be bridged with enough research, and that I could run it alone. I believed all three sentences when I said them. I’d done the research. The opportunity was, in fact, real.

What I hadn’t admitted to myself was that I didn’t yet have the experience to translate the firm’s specialized work into a market that didn’t know the firm existed. The wrongness landed on one deal, months later. A client wanted more information before committing. The firm wouldn’t release the information without payment. The client wouldn’t pay without the information. I sat between them, holding confidence I’d manufactured at the start, watching it fail to bridge what it had no business bridging.

The cost wasn’t financial. It was direction. I walked away from that role and started building on my own, which was probably what I should have been doing from the beginning. The recognition landed months after the decision had been made. It was never that I’d lacked information. It was that I’d produced confidence I hadn’t had any right to produce.

This book, in one frame, is the discipline I wish someone had named for me in my late twenties. It wouldn’t have changed every decision. But it would have changed enough of them that I’d be writing this book from a different place.



The Cost of the Pattern

What makes confident wrongness so expensive is that the cost is invisible at the moment you pay it. The board meeting ends with everyone feeling that progress has been made: a decision produced, a direction signaled, the next agenda item reached. By the time the consequences land, six weeks or three quarters or two years later, the original moment of confident wrongness is no longer recoverable. The decision-maker remembers being decisive. The room remembers the same. The wrongness, when it surfaces, gets attributed to changed circumstances, market shifts, execution failure, somebody else’s bad data. Almost never to the moment in the chair when the answer was produced without being held.

That’s






Why the Disease Resists Naming













What the Book Will Do







What the Information Problem Misses









The Bend




The Practice



	

	A hire you keep promising yourself you’ll make.

	An acquisition memo on your desk.

	A strategic pivot you’ve been signaling to the team.

	A hard conversation you keep postponing.

	A vendor you keep telling yourself is fine.
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