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Your Best Work.

Goal: 
Clear your inbox and keep it that way.



Your Best Work.

Our inbox is not our to do list



Your Best Work.

POLL
How many emails are in your inbox right now?

q Less than 10 (I could be teaching this course)

q 10 – 100

q 100 – 1,000

q 1,000 – 10,000

q >10,000 (who can count this high?)



Your Best Work.

Today’s Plan

Process Email Efficiently

Clear Your Inbox

Your Master Action Plan (MAP)

Interact, Question & Win!



Your Best Work.

Why does our inbox pile up?



Your Best Work.

“The inbox is nothing more than a convenient filing 
system for other people’s agendas.”

- BRANDON BURCHARD



Your Best Work.

What type of emails? 

1. Short-term tasks

2. Long-term tasks  

3. Reference 

4. Should delete



Your Best Work.



Your Best Work.

Treat your 
inbox like 

a line
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3D Approach

Dedicate

Defer

Do

or

THE EMAIL WARRIOR
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A B
The shortest distance between two 

points is a straight line.

D E D I C A T E D O D E F E R
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A B

Client call

More email

New Ideas

Project

Coffee

Colleague

Kids Social media

Email

Inquiry

More 
coffee

Partner 
call

D E D I C A T E D O D E F E R
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How Do Our Brains Process Information?

D E D I C A T E D O D E F E R
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Task A

Task B

Task C

We Don’t Parallel Process.

D E D I C A T E D O D E F E R
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A

B

C

We Sequentially Process.

B

A

C

B

AA

B

D E D I C A T E D O D E F E R
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C L E A R  C O N C E P T

1 2 3 4 5 6 7 8 9 10 11 12

D E D I C A T E D O D E F E R
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C L E A R  C O N C E P T

1 2 3 4 5 6 7 8 9 10 11 12

D E D I C A T E D O D E F E R



Your Best Work.

Every 3-5 minutes

2pm 3pm

Peak

D E D I C A T E D O D E F E R
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A Real Piece of Work?
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2pm 3pm

THE ZONE

Peak

D E D I C A T E D O D E F E R
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FOCUSING BEATS MULTITASKING

Faster Better Easier

D E D I C A T E D O D E F E R
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We don’t multitask.

We SWITCH tasks.

Multitasking is a ________.myth

D E D I C A T E D O D E F E R



Your Best Work.

“One who chases two rabbits, 
catches neither.” 

- Confucius



Your Best Work.

Focused Work

Email

Dedicate Time

DEDICATE time
T H E  3 D  A P P R O A C H
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s
D E D I C A T E D O D E F E R



Your Best Work.

AccessibilityFocus

D E D I C A T E D O D E F E R



Your Best Work.

How long is your ideal focus session?

YOU
What is your 
big : small 

ratio?

D E D I C A T E D O D E F E R
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Micro Focus

A B ?

What’s Next?

A

B

Email

Coffee

D E D I C A T E D O D E F E R
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Focus Work

Supporting Tasks
(email, phone calls, etc.)

Focus 
Routines:

10 / 10 min

20 / 10 min

30 / 30 min

45 / 15 min

60 / 30 min

90 / 30 min

How often should you check email?
R E F L E C T I O N

D E D I C A T E D O D E F E R
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30

Emails arrive 
randomly 

throughout our 
day.

How long is that 
email sitting in 

your inbox?

D E D I C A T E D O D E F E R
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We have a safety net

People will call if it’s urgent

D E D I C A T E D O D E F E R
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Hierarchy of 
Communications

U
R

G
EN

C
Y

Call

Text

Email

D E D I C A T E D O D E F E R



Your Best Work.

POLL
To what extent do you protect focus time?

q 5 (high)

q 4

q 3

q 2

q 1 (low)

D E D I C A T E D O D E F E R
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Email
Phone Calls
Other work

We already protect 
focus time, 
when we meet 
with others.

D E D I C A T E D O D E F E R
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Sources Of Interruptions

PeoplePhone Calls OurselvesEmails

D E D I C A T E D O D E F E R
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Is email interrupting you?

Or are you choosing to check?

D E D I C A T E D O D E F E R
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Uncheck All

D E D I C A T E D O D E F E R
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How can we keep 
ourselves focused?

1. Goal

2. Duration

3. Reward

D E D I C A T E D O D E F E R
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The Pomodoro 
Technique

REFLECTION

How can we keep 
ourselves focused?

D E D I C A T E D O D E F E R
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How often should 
you check?

• Before work

• Evenings

• Weekends

REFLECTION

D E D I C A T E D O D E F E R



Your Best Work.

20 minutes

10 minutes

• 20-minute 
focus sessions

• No email 
alerts

Why:
↑ Efficiency
↑ Quality
↓ Stress

20 Minute Focus Challenge

D E D I C A T E D O D E F E R
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q Yes!

q Not necessary – I already do this daily

q No thank you. I like Multitasking all day long.

POLL
Will you take the 20 Minute Focus Challenge?

D E D I C A T E D O D E F E R
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QUESTIONS? 



Your Best Work.

3D Approach
THE EMAIL WARRIOR

Dedicate

Defer

Do

or

D E D I C A T E D O D E F E R
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Paper shuffling has gone electronic

D E D I C A T E D O D E F E R
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If something takes less than 
five minutes 

DO IT NOW
(read/respond/delegate/delete)

If something takes longer than 
five minutes

IDENTIFY WHEN
(or do it now)

Do it now
3D APPROACH

D E D I C A T E D O D E F E R



Your Best Work.

Average Emails/Day

1st read

2nd read

each week

each month

each year

DO it now
3 D  A P P R O A C H

60
0.5

0.5

2.5

10

120

How much time 
could you save?

D E D I C A T E D O D E F E R



Your Best Work.

“I will scan for urgency,
but I will only ever read an email 

one time.”

- Michael Cloutier



Your Best Work.

Top down or 
bottom up?

DO it now
3 D  A P P R O A C H

D E D I C A T E D O D E F E R
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Change the subject line
please

DO it now
3 D  A P P R O A C H

Subject: Re: Fwd: Undecipherable message 

D E D I C A T E D O D E F E R



Your Best Work.

Should you bcc 
yourself?

DO it now
3 D  A P P R O A C H

D E D I C A T E D O D E F E R
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3 D  A P P R O A C H

DO it now

Overcome 
Procrastination

• Attainable

• Confidence

• Timeline

A
C
T
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3D Approach
THE EMAIL WARRIOR

Dedicate

Defer

Do

or

D E D I C A T E D O D E F E R



Your Best Work.

What about long, 
detailed emails?

3 D  A P P R O A C H

• Scan for urgency

• Acknowledge

• Confirm deadline

DEFER As Necessary

D E D I C A T E D O D E F E R
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DEFER As Necessary

Your Master Action Plan 
(MAP)

3 D  A P P R O A C H

D E D I C A T E D O D E F E R



Your Best Work.

CORE 
PRIORITIES

SUPPORTING 
TASKS PERSONAL

Your Master Action Plan (MAP)

ü Complete

ü Centralized

ü Categorized

Deadline: Task 1
Deadline: Task 2
…

Deadline: Task 1
Deadline: Task 2
…

Deadline: Task 1
Deadline: Task 2
…

D E D I C A T E D O D E F E R
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Projects

Deadline: Task 1
Deadline: Task 2
…

Supporting 
Tasks

Personal 
Tasks

Management 
Activities Committees

Your Master Action Plan (MAP)

Deadline: Task 1
Deadline: Task 2
…

Deadline: Task 1
Deadline: Task 2
…

Deadline: Task 1
Deadline: Task 2
…

Deadline: Task 1
Deadline: Task 2
…

D E D I C A T E D O D E F E R



Your Best Work.

What tool should you 
use for your MAP? ?

D E D I C A T E D O D E F E R
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Business 
Partners

Research

AdminCommittee Work

Reports

Email & 
Communications

Mentoring

Board 
Meetings

Customer Service

Professional 
Development

Communications

Management Expenses

Planning

Personal 
Projects

Public Inquiries
Phone calls

Time Tracking

We can’t rely on memory

D E D I C A T E D O D E F E R
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We can’t rely on these tools either

• Not complete

• Not categorized
• No clear ranking

• No deadlines

D E D I C A T E D O D E F E R
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CORE WORK

Deadline: Task
Deadline: Task
…

SUPPORTING 
TASKS PERSONAL

Your Master Action Plan (MAP)

Deadline: Task
Deadline: Task
…

Deadline: Task
Deadline: Task
…

D E D I C A T E D O D E F E R



Your Best Work.

Your Master Action Plan (MAP)

D E D I C A T E D O D E F E R



Your Best Work.

Which features should you use?

Tasks

To Do

Ø Subject

Ø Due date

Ø Category

Ø Notes

D E D I C A T E D O D E F E R
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Editing your 
“All Categories” 

list

D E D I C A T E D O D E F E R



Your Best Work.

How to create a new task

Option 1: 
New task  

• “Home”

• “New Task”

Option 2: 
Drag and drop

• Right click on an email

• Drag to Outlook Tasks

D E D I C A T E D O D E F E R



Your Best Work.

Active vs. 
Completed 

tasks

D E D I C A T E D O D E F E R
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Viewing tasks
by category and due date

D E D I C A T E D O D E F E R
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POLL
How would you rate your current to do list?

q 5 (high - it’s consolidated & supports me very well)

q 4

q 3

q 2

q 1 (low - it’s scattered & some things fall through the cracks)

D E D I C A T E D O D E F E R
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3D Approach

Dedicate

Defer

Do

or

THE EMAIL WARRIOR

Ø File

Ø Archive

Ø Delete
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Let’s clear your inbox! 
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Clear Your Inbox

Step 2: Move old emails

Step 1: Streamline your 
email folders

1. CLIENTS

2. TEAM
3. PROJECTS

A
B0

0
0

0

0

9. ARCHIVE0

…

Step 3: Clear your inbox



Your Best Work.

Clear 
Your 
Inbox

Move all emails out of your inbox

Dedicate

Defer

Do

or



Your Best Work.

Email Warrior 
Challenge

21 (work) days 
with a clear 
inbox ends:
December 1
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q Yes!

q Not necessary – I’m already an Email Warrior.

q No thank you. I like having an overwhelming inbox.

POLL
Are you interested in joining the Email Warrior 
Challenge?
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The Email Warrior Oath
I will adopt the 3D Approach to email.

I will dedicate time to batch-process email. 
I will resist multi-tasking and will turn email off when doing other work.

I will choose to “Do it Now” whenever I look at email.
My time is valuable, and I know reading any email more than once 
wastes my time. Yes, I might scan for urgency, but I will only ever 
read an email one time. Even on my Smartphone.

I will put bigger tasks on my Master Action Plan. 
I will not leave these emails in my inbox.

I will strive to clear my email inbox each day. 
I AM an Email Warrior!



Your Best Work.

Next steps

• Adopt the 3D Approach

• Build your Master Action Plan

• Clear your inbox

• Conquer the 21-Day Challenge

20 min 
Focus
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OWN 
YOUR 
TIME THE POWER OF 

FOCUS
YOUR CORE 
PRIORITIES

YOUR PROACTIVE 
ROUTINE
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THE EMAIL 
WARRIOR
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Questions?

Want to learn more?
Join our newsletter

Feedback?
We’d love to hear it!



Your Best Work.

www.c learconcep t inc .ca

in fo@clearconcep t inc .ca

Practical training for your best work.

Clear  Concept  Inc .

@ClearConcept Inc

Coaching ● Workshops ● Online Training

PRODUCTIVITY ● COLLABORATION ● MINDSET

79



Your Best Work.T H E  E M A I L  W A R R I O R

•Avoid email conversations
•Cut back on cc’s
•Rarely reply to all
•Book regular status meetings
•Add structure to your email
•Strive for brevity; <100 words
•Improve email writing, bullets
•Outlook shortcuts

Email Volume Tips:

Still too 
many 

EMAILS!



Your Best Work.

www.c learconcep t inc .ca

in fo@clearconcep t inc .ca

Practical training for your best work.

Clear  Concept  Inc .

@ClearConcept Inc

Coaching ● Workshops ● Online Training

PRODUCTIVITY ● COLLABORATION ● MINDSET

81


