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BE MORE STRATEGIC WITH YOUR TIME
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BE MORE STRATEGIC

WITH YOUR TIME
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› Using time-diary studies, it is found that people 
claiming to work 60 to 69 hours per week 
clocked an average of 52.6 hours, while those 
who believed they worked 70-80-hour or 
greater weeks totalled 58.8 hours.  (Prof. 
Robinson, 2006-2007 comparisons, American 
Time Use Survey, Bureau of Labor Statistics)

› Most people actually use 60% or less of 
available work time. When more than 38,000 
people in 200 countries were queried about 
individual productivity, it showed that even 
though they were physically at work five days a 
week, they were only productively using three 
days.  (Microsoft Survey, March 15, 2005)

› On a typical day, office workers are interrupted 
about seven times an hour, which adds up to 56 
interruptions a day, 80% of which are 
considered trivial, according to time-
management experts.  (Wendy Cole, TIME 
Magazine, 10/11/2004)

SHOCKING 

FACTS ABOUT 

YOUR TIME
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7PERCENTAGE OF RESPONDENTS FOR THE QUESTION 

"MY GOALS THIS YEAR WILL HELP ME 

MAXIMIZE MY FULL POTENTIAL."
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easy

inside comfort zone

little effort

knew everything

totally relaxed

hard

outside comfort zone

lots of effort

learned new skills

amped up

or

or

or

or

or
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TESTING LEARNING IN GOALS 9

Ask your employees what new 

skills (if any) they had to learn to 

achieve these goals.

If they aren’t learning all sorts of 

new skills, then your goals are 

probably not hard enough. 

Try making your goals 30% 

harder and then evaluate 

again in 3 months.  
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IF YOU PAUSE TO REFLECT BEFORE ACTING, YOU’LL 
ACHIEVE BETTER RESULTS
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HOW DO YOU REPRIORITIZE YOUR DAY? 13

Practical Tips:

› Begin your day with Green Light activities

› Lock your door, shut off your phone, email, 

email alerts, IM

› Do not respond to (or punish) those who 

interrupt your time

“Procrastinate” is not always a dirty word
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OVERCOME SUNDAY NIGHT BLUES 14

› Prepare for Monday morning on Friday 

afternoon

› Use Friday afternoon to clean out inbox, 

straighten desk

› Write down your big accomplishments for the 

past week

› Write down anything stressing you about the 

next week and then map your plan for dealing 

with it

› Prepare your Monday morning goal plan (you 

can revisit it again on Monday morning)

› Plan something fun for Sunday night

› Plan something fun for Monday night (or a 

cool lunch for Monday)
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02

FOCUS ON 

GREEN LIGHT WORK
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PRIORITIES 16

Green Light work: You love doing it. You are great at it. You are 

uniquely qualified to do this work. This is why the organization hired 

you.  It must be done.

Yellow Light work: You love doing it. You are great at it.

You are qualified to do this work. This is not why the organization 

hired you. It must be done.

Orange Light work: You tolerate doing it. You are competent at it.

You are somewhat qualified to do this work. This is not why the 

organization hired you. It must be done.

Red Light work: You dislike doing it. You are not really competent 

at it.  You are not really qualified to do this work. This is not why the 

organization hired you. It might not have to be done.



© 2015 LEADERSHIP IQ

17

The big lie of the knowledge-working world is that we are really doing eight 
hours of work in our eight-hour days. The truth is we're doing about two-three 
hours of real work, just taking eight hours to do it. The overwhelming majority 
of workers aren't even using the productivity tools that are all around them.
Constraints in business help increase efficiency and drive innovation. It's why 
three guys in a garage can disrupt a massive corporation. They are constrained 
with money and people, so they find creative hacks to compete. Those hacks that 
startups identify become a competitive advantage. 

Stephan Aarstol, CEO



© 2015 LEADERSHIP IQ

SETTING PRIORITIES 18

Green Light Yellow Light Orange Light Red Light 

How much do you 
enjoy doing it?

Love Love Tolerate Dislike

How competent are 
you at it?

Great Great Competent Mediocre 

Does it absolutely 
have to be done?

Yes Yes Yes No

Are you uniquely 
qualified to do it?

Yes No No No

Is this a critical piece of 
why the organization put 
you in this job?

Yes No No No
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SETTING PRIORITIES 19
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How much do you 
enjoy doing it?

Love Love Tolerate Dislike
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Yes Yes Yes No

Are you uniquely 
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Yes No No No
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WASTEFUL WORK 20

The most 

important 2-5 

activities you do 

will typically be 

more important 

than all the other 

activities you do 

put together.

Typically a small 

number of 

activities account 

for 90% of your 

success.

Benchmark 

leaders (the top 

.001% of leaders) 

spend 80-90% of 

their time where it 

counts… on Green 

Light (value-

added) work.

Average leaders 

spend less than 

30% of their 

work-related time 

on Green Light 

value added work.
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TIME ANALYSIS 21

Date Task Time Taken Priority

5/23 Took coffee breaks 30 mins. Red

5/23 Worked on budget for next year 15 mins. Yellow

5/23 Filed paperwork 20 mins. Red

5/23 Prepared report for planning meeting 30 mins. Yellow

5/23 Attended planning meeting 30 mins. Yellow

5/23 Re-worked Joe's productivity analysis 20 mins. Red

5/23 Tracked down missing data on shift attendance 30 mins. Red

5/23 Did evaluation for Alice 1 hr. Green

5/23 Resolved conflict with shipping 1 hr. Green

5/23 Taught orientation session to new employees 1 hr. Green

5/23 People dropped in to chat 30 mins. Red

5/23 Interviewed new candidates 2 hrs. Green

5/23 Handled telephone interruptions 30 mins. Red

5/23 Returned customer calls 30 mins. Green
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RESCUETIME 22
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EVERHOUR 24
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TIMELY 25
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PAYDIRT 26
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CONFUSING ACTIVITY WITH ACHIEVEMENT 27

01

02

03

04

05

06

07

08

09

10

Wasteful meetings (no point)

Wasteful meetings (off track)

Low performers (bad skills)

Correcting wrong work

“Doing it yourself”

Mentally resetting from an off-track day

Low performers (bad attitudes)

Nagging for incomplete work

Communication breakdowns

Repeating directions
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HOW DO YOU REPRIORITIZE YOUR DAY? 28

Constrain the time you have available for 

Yellow Light activities.

Erect barriers to keep time Green Light 

and Yellow Light activities separate.

Practical Tips:

› Begin your day with Green Light activities

› Lock your door, shut off your phone, email, 

email alerts, IM

› Do not respond to (or punish) those who 

interrupt your time

“Procrastinate” is not always a dirty word
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03

DELEGATE & DEVELOP 

EMPLOYEES
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WHY DON'T WE DELEGATE? 30

DOUBTEGO

If I do it, it will 

be done so 

much faster

I'm in charge, 

so I need to 

make all the 

important 

decisions 

I'm not sure my 

people are 

ready for that 

responsibility 

If it isn't the 

highest quality, 

I'm the one who 

will get in 

trouble
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THE 6 P'S OF DELEGATION 31

01 Past History

02 Priorities

03 Particulars

04 Positive Expectations

05 Praising

06 Process
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#1. PAST HISTORY 32

Did you hire good people?  

Are your employees getting good performance reviews?

Are you generally happy with your staff?

Do they have the right attitudes?

Do you have reason to doubt your employees' abilities?



© 2015 LEADERSHIP IQ

#2. PRIORITIES 33

Green Light work: You love doing it. You are great at it. You are 

uniquely qualified to do this work. This is why the organization hired 

you.  It must be done.

Yellow Light work: You love doing it. You are great at it.

You are qualified to do this work. This is not why the organization 

hired you. It must be done.

Orange Light work: You tolerate doing it. You are competent at it.

You are somewhat qualified to do this work. This is not why the 

organization hired you. It must be done.

Red Light work: You dislike doing it. You are not really competent 

at it.  You are not really qualified to do this work. This is not why the 

organization hired you. It might not have to be done.
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#2. PRIORITIES 34

Green Light Yellow Light Orange Light Red Light 

How much do you 
enjoy doing it?

Love Love Tolerate Dislike

How competent are 
you at it?

Great Great Competent Mediocre 

Does it absolutely 
have to be done?

Yes Yes Yes No

Are you uniquely 
qualified to do it?

Yes No No No

Is this a critical piece of 
why the organization put 
you in this job?

Yes No No No
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#3. PARTICULARS 35

END POINT WHY RESOURCES OBSTACLES

FOLLOW-UP IN WRITING

Date, quantity, 

quality, color, 

boundaries, 

budget, behaviors, 

etc.

Who benefits?  

Customers?

Employees?

What resources & 

authority can you 

use and NOT use?

Any obstacles that 

would prevent 

you from 

accomplishing 

this?
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› What specific results are expected?

› When are the results expected?

› What are the expected quantities, quality levels, etc.

› What decisions am I authorized to make on my own?

› What money am I authorized to spend on my own?

› What resources, facilities, staff do I have access to?

› Who will benefit from this?  

› What's the underlying reason we're doing this?

› Are there any possible obstacles to this?

WHEN 

YOU'RE THE 

DELEGATEE…
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#4. POSITIVE ATTITUDE 37

In 20+ studies where “B Players” were assigned to managers who 

aggressively communicated their belief that they were not managing 

“average performers” but potential stars, productivity and 

performance increased 30-150%

“Don't screw this up” 

“I have total confidence that you've got the talent 

and training to accomplish this”

vs.
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#5. PRAISE 38

Timely smaller rewards more powerful than 

delayed bigger rewards

“Great job on that report”

“The way you got that report done ahead of schedule means a lot to the 

customer and the extra data analyses were really creative.”

vs.
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#6. PROCESS 39

Discuss with your employee

How the project went from start to finish

One thing you'd like to see more of

One thing you'd like to see less of

How your level of involvement worked or didn't work; did 
they need more guidance, less guidance

How do they think similar projects would go in the future 
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04

WASTE LESS TIME

IN MEETINGS
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› Office workers spend an average of 4 
hours per week in meetings.  They feel 
more than half of that time is wasted.  
(Opinion Matters, for Epson and the 
Centre for Economics & Business 
Research, May 2012.) 

› The #1 time-waster at the office is “too 
many meeting, up from No. 3 in 2008,” 
according to 47% of the surveyed.  
(Salary.com, 2012) 

› Unnecessary meetings cost U.S. 
businesses approximately $37 billion each 
year.  (U.S. Bureau of Labor Statistics, 
2005)

SHOCKING 

FACTS ABOUT 

MEETINGS
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FOCUS ON THE IMPORTANT 42

Productive
Energy and

Attention

Duration

Attention in 
conference 
calls
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FOCUS ON AN OBJECTIVE 43

90%+ of 
meetings 
fail to 
produce an 
identifiable 
achievement

When meeting 
participants were asked 
“Did this meeting 
accomplish its 
original objective?” 
the most common answer 
was “I have no idea”
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FOCUS ON AN OBJECTIVE 44

Statement of 
Achievement

As a result of this meeting, 
we will have accomplished 

If you can’t answer, you can’t meet
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THE ONE QUESTION FOR MEETINGS 45

What are you 
personally going 
to achieve and 
by when?
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DECISION GRID 46

Statement of Achievement: 

Finalize proposal for ACME

Topic Decision Who By When

Pricing for ACME Increase by 10% in
All proposal sections

Bill Smith November 4
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STOP BEING BUSY, START BEING 
PRODUCTIVE
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BE MORE STRATEGIC WITH YOUR TIME

FOCUS ON GREEN LIGHT WORK

DELEGATE AND DEVELOP

WASTE LESS TIME IN MEETINGS

1

2

3
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info@leadershipiq.com

www.leadershipiq.com

800-814-7859

Contact us for information about our 
employee engagement surveys, eLearning, 
onsite training or keynote speaking

THANKS 

FOR 

WATCHING
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