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"Productivity growth has slowed since 2004,

and nobody is sure why."

One theory has been advanced to explain this statistic: companies have finally removed all the
basic transactional processes that benefit from productivity stimulating technology. All that’s left
are complicated and nuanced jobs requiring experience, expertise, interaction and collaboration
— or personal judgement and knowledge.

Therefore, the real challenge facing companies at the moment is increasing productivity for
these employees, whose jobs can’t be automated.

This report outlines some of the biggest problems we face in the workplace, and how specific
training options can address and manage these. It looks at issues in email management,
workload organisation, the ‘meetings’ culture and stress, all problems which are applicable to
the huge number of desk-based workers across the U.K, and globally.

We know that training is a valuable investment, and just
like any other financial outlay, we need to be able to
quantify and measure the financial return on that

investment.

We believe the best way to do this is through a quantitative analysis that shows exactly where
the issues are, and by how much they can be improved, both in time, and money. When training
providers all seem to be offering similar courses, how do you decide what is a good investment,
and what isn’t? The only way to do this is to look in detail and the proposed return on your
investment — what the training is offering you, and your workforce, against the cost of the
course.

" The Power of Done
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This report offers you a start on identifying the return on investment (ROI) from training,
providing you with the knowledge and tools you need to analyse and support your training
budget and plans.

Think Productive is a training consultancy which has conducted this report to analyse the effect
of email and information systems of work, and quantify the effect that training can have on
these problems.

The quantitative analysis in this report has been based on the evidence and findings of
feedback from clients who have participated in Think Productive training sessions, and analysis
documented from a wide range of journals, academic studies and professional reports. We have
combined an analysis of our own courses, with figures from international studies that reveal the
breadth of the problems caused through stress, information overload, and poor organisation.
For all figures, we have given conservative estimates of the time saved through applying the
tools and techniques we teach. We are also still in the process of collecting ongoing data which
will demonstrate the long-term value of our training (most studies focus only on immediate
results rather than on long-lasting change, which our workshops aim for).

We have worked with a range of corporate, third sector and public clients including the Cabinet
Office, British Airways, NCVO and Barclays, tailoring our courses to meet their specific needs.

Further productivity tips, blogs and an overview of our training options can be found on our
website: www.thinkproductive.co.uk
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Issues

Email has taken over as the dominant form of communication at work. We send emails to
people sitting two desks away, copy endless reams of staff into emails and many people do not
process their emails in an effective manner, meaning that we spend hours looking for vital
information, sorting through actions, dependencies and ideas without any structure or purpose.
Many people seem to be stuck in an endless search for information, rather than devoting that
time to using that information in a productive and valuable way

There are a variety of issues to be addressed when looking at the use of email as a tool for
information and communication.

e The first is that email has resulted in an increase in ‘low value’ work, and a decrease in the
time, effort and focus, on ‘high value work’. Sorting, reading and searching for emails is time
consuming and unproductive, leaving less time for value driven work, whether that be writing
reports, drafting client material, ideas production or casework.

e With the advent of email little has been done to examine when and how it is effective, and
how email can be tailored to meet a variety of communication needs. This is what is called
‘email etiquette’. Without proper etiquette (as we used to find with meetings, phone calls,
memos and reports) email can become a generic tool that loses its value as a vital tool of
effective communication.

e Lastly, time spent managing email and calendar activity is de-motivating and unchallenging
— and has been linked to higher levels of stress, and decreased employee engagement. No-one
enjoys sorting through paperwork — which is what we consider emails to be — and the more you
and your employees can reduce this burden, the happier and more productive everyone will be.

The statistics

A huge variety of research has been conducted into the effects of the online and electronic
revolution. But what does it really mean for us? Here, we’ve picked out the most salient
examples and tangible cases of how email and diary management can affect day to day work,
and how the problems associated with this are impacting our workforce. The high level view is
relatively simple:
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A 2006 survey showed that the average
corporate employee received and/or sent 142
messages per day, and spent over 26% of their
time handling email.?

This equates to the average person spends almost two hours each day managing their e-mail
and calendar® (email volume is still rising though, and such figures tend to reflect this with each
new survey report that is commissioned). That's 2 hours a day that might have been spent
doing other tasks, such as thinking, planning, prioritizing or simply doing expected job
assignments and functions.*

Not only this, but the way technology interacts with out daily working life can have an extremely
negative impact on working. Interruptions from email, instant messaging, mobile phones, text
messaging and blogs now eat up nearly 30% of each day: on an annualized basis, this
represents a loss of 28 billion hours for the entire U.S. workforce, or $588 billion cost to the U.S.
economy.

But this on its own is not the problem. It makes sense for us to be spending time reading
information and writing and sending information to colleagues: it’s called communication, and
it’s what work hinges on. The issue is how and when this is done — and how email systems and
the information flow of emails affects all the other areas of work.

For example, one survey found that 80% of participants deemed email writing skills extremely
or very important to the effectiveness of doing their jobs. 65% of the respondents spend from
1-3 hours per day reading and writing emails, with 40% “wasting” 30 minutes to 3 hours
reading “ineffectively” written emails.® Clearly, one of the deeper issues that needs addressing
is how the information we interact with via email is presented, written and communicated.

Not only this, but managing this sheer volume of information communications, storing, retrieving
and organising these emails is a key issue experienced by many employees. According to
Fortiva and Harris Interactive, 59% of employed adults admit to wasting a lot of time searching
for lost e-mail, while over 28% acknowledge that the volume of e-mail they receive causes them
to fall behind in their work.® Not only is the organisation of these communications critical then,
but also the email ‘culture’ of an organisation and the ‘etiquette’ of electronic communications
needs addressing to improve the way this information is managed, received and processed.

In 2007, a Microsoft study showed that workers took, on average, 15 minutes to return to
serious mental tasks, such as writing reports or computer code, after dealing with incoming
email. They wandered off to reply to other messages or browse the Web, instead of re-
focussing their attention to what we call ‘high value’ work.”

2 Wall Street Journal November 27 2007

3 REDMOND, Wash., May 24, 2001 -http://www.microsoft.com/presspass/Press/2001/May01/05-
24NewOutlookPR.mspx

* http://www.dovico.com/time-management-factsandfigures.htmi

> Information Mapping surveyhttp://w ww.43folders.com/2005/11/02/actionablemail
® http://inboxdetox.com/about

7 New York Times, 3/25/2007
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The Financial Implications

If you manage to increase one person’s productivity by one hour per day, away from e-mail
chasing and inbox sorting, you gain 260 hours of higher value work a year, or the monetary
return of between £3,000 and £13,000 depending on their salary being transferred from low to
high value returns.®

Not only this, but email-using employees earning a higher income admit to wasting more time

searching for e-mail than their lower-paid counterparts. Among those who earn £40k or more

per year, 65% admit to wasting time looking for e-mail they know they've received compared to

47% of those earning less than £25k per year. °

By 2009, workers are expecting to spend 41% of their time in email management.'® This means

the volume of high value work activity is likely to fall even further unless we start to implement

tools to manage and re-shape the way that email is used.

A focus on providing training across the workforce to improve individual email management and

personal productivity, combined with a company focus on appropriate ‘email etiquette’ so that

the value of email communications themselves increase.

High value training can address these issues, and provide quantifiable improvements in the

areas of:

- Increased employee focus and time saved

- Areduction in the levels of sick absence relating to stress, which is also the dominant factor
for long term absences

- An effect on the culture of an organisation: changing the ‘email etiquette’ of a company
makes everyone’s lives easier

- Freeing up time to work on higher value work

Think Productive has designed a ‘Getting Your Inbox to Zero’ course which directly targets the
productivity and performance based issues that are caused by the overflow of information
coming into our inboxes. The course teaches participants to view their email as an inbox, and
provides them with the tools to manage emails into specific folders which help them organise
their thoughts and activities. This gives participants a clear structure for absorbing new
information, and easily identifying the status of their work activities, and also shifts the focus of
their work from “fire fighting’’ the information they deal with, to a more proactive and productive
use of their emails, and work. Participants are taught how to prioritise and action their email
based work within this structure which enables them to take control of daily inflow of
information and use a system to direct and manage their emails.

At-desk coaching: reach zero in 3 hours

The unique ‘at desk coaching’ methodology we use is an integral part of the training on offer,
and is used in the second part of the training session to implement the learning straight away.
Each participant receives personal direction from the trainer to ensure they apply the structure
to their own inboxes and begin applying the tools to their working patterns. The participants
leave the session with a new outlook on how to proactively manage their work, creating space
for more insightful and valuable work to replace the stress of endlessly searching for
information.

The impact of this on the bottom line can be quantified using the statistics gathered from
industry reports on email management, as well as data gathered from our own participants
before and after our courses, allowing us to easily measure the impact of the training on day to
day working life.

8 http://www.clarityseminars.com/stress_clinical_research.html
% http://eganemailsolutions.com/facts.html

% Radicati Group, Palo Alto, 2007
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A recent public sector client of Think Productive wrote the following in an internal report to their
Human Resources team:

“ Some colleagues had email training (“Getting Your Inbox to Zero’) in December 2008 and
have seen measurable benefits to their productivity and / or stress levels. A sample of feedback
from participants produced the following responses:

a) Less stress and more control over high volumes of email

b) A saving in the region of three to five hours time per week
c) A set of tools that have improved productivity

d) Fewer emails per day (down from an average of 150 to 35) “

If we look at the impact improved productivity could have across a range of salary bands, we
can immediately identify the financial return on investment, as well as the knock on effect this
will have on improving stress levels, culture and attrition rates.

We believe that a 1.5 hour time saving can be made through improving an individuals’ use of
email, and the way in which they store it, which would result in the savings (outlined below) per
individual per year. But even if, in some cases, productivity was only increased by 30 minutes,
the minimum RIO per individual at the lowest salary indicator below, would be £1,690.

In other words, even at our lowest estimates the savings made on one individual over the
course of just over one year would return the initial outlay for a training course.

Then, considering that each training session can be run with up to 15 participants, that the

estimates above are based on lowest salaries and conservative estimates of time savings, the
returns continue increasing.
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Your Return on Investment

Below, we have highlighted three key salary bands of employees that reflect rates in
professional roles across the UK. In each case, we have highlighted the savings that would be
made in improving email related productivity by one hour each day, and the financial benefits of
transferring this work effort from low value information management, to high value productive
work.

Average wage: £25,000

Saving one hour per day: £13.00 per hour transferred away from e-mails to high value / more
productive work

Total saving per year: £3,380

Average wage (middle management): £50,000

Saving one hour per day: £26.00 per hour transferred away from e-mails to high value / more
productive work

Total saving per year: £6,760

Average wage (senior executive): £100,000

Saving one hour per day: £51.00 per hour transferred away from e-mails to high value / more
productive work

Total saving per year: £13,260

So, if you had a course with 10 delegates,
with four lower wage employees, four middle
wage employees and two executives, the
total return on your investment would be
£67,080 over the first year.
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Workflow and Organisation: Sorting Actions from
Information

‘Workflow’ describes all the information that we deal with in day to day life: this can be anything
from email based information to written reports, ‘to do’ lists, ideas, articles, paperwork and
contracts. In other words, it encompasses everything and anything you do in your day to day
working life.

Desk based workers deal with such a huge variety of information, ideas and action, that it's
easy to get bogged down in it, and develop bad ‘habits’ which lead to a less productive way of
working where too much time is spent ‘managing’ this information, and not enough is spent on
‘doing’ the things which need to be done.

Below are a wide range of examples to show how the way we work, and manage this stream of
information, can affect personal levels of productivity, stress, and the bottom line.

One ‘Time’ study which looked at 1,000 "knowledge workers" (those whose job is desk or
computer based, and involves managing a large amount of written information) found that

Interruptions now consume an average of 2.1 hours a
day, or 28% of the workday.**

The two hours of lost productivity included not only unimportant interruptions and distractions
but also the recovery time associated with getting back on task.'

Similarly, another study found that employees devoted an average of 11 minutes to a project
before being distracted. Researchers at the University of California found that once interrupted,
it takes workers 25 minutes to return to the original task, if they return at all. People switch
activities, such as making a call, speaking with a colleague, or working on a document, every
three minutes on average.' This is not the beneficial ‘multi-tasking’ which has become central
to modern day working life, but a fundamental issue with how work is approached and
delivered. The same study produced a report based on 10 years’ of studying busy managers in

" http://jointcommunications.blogspot.com/2006/01/high-cost-of-email-interruptions.htm
2 http://jointcommunications.blogspot.com/2006/01/high-cost-of-email-interruptions.htm
'8 Betty Lin-Fisher (for Knight Ridder Newspapers), Houston Chronicle, 2/27/2006)
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nearly a dozen large companies. Their findings on managerial behaviour showed that fully 90%
of managers squander their time on all sorts of ineffective activities. In other words, a mere 10%
of managers spend their time in a committed, purposeful, and reflective manner — the type of
work which is valuable and effective for their organisations.™

A separate UK based study found that the average person gets 1 interruption every 8 minutes,
or approximately 7 an hour and 50-60 per day. The average interruption takes 5 minutes,
totalling about 4 hours or 50% of the average workday. 80% of those interruptions are typically
rated as "little value" or "no value" creating approximately 3 hours of wasted time per day.'”
This time could be spent on ’high value’ work, the type of work which drives forward softer
areas such as employee engagement, decreased stress, and a greater sense of work
satisfaction and control.

And it's not only the way in which we manage our work which affects productivity, and
ultimately, the bottom line. The sheer volume of work and information that we interact with can
create distractions and organisational issues.

In surveying 1000 middle managers of large companies in the U.S. and U.K., 59% stated that
they missed important information almost every day because they cannot find it.'® Executives,
the highest paid and most influential members of an organisation, waste six weeks per year
searching for lost documents.'”

' Dr. Helke Bruch and Dr. Sumantra Ghoshal, Harvard Business Review, 2/2002
'® Time Management Facts and Figures By: Dr. Donald E. Wetmore
'8 Accenture, Wall Street Journal, 5/14/2007

" From a survey of 2,600 executives by Esselte, maker of Pendaflex and Dymo, FastCompany Magazine,
8/2004
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Your Return on Investment

Think Productive have created a training course to specifically target the issues experienced by
employees whose jobs mean they need to absorb, inform and create a wide range of
information sources. The ‘Workflow’ offering, ‘How to Get Things Done’, addresses the need for
individuals to have a systematic approach to dealing with this range of information to maximise
the benefit it brings them.

We do this through introducing a method of absorbing information, managing differing
commitments, capturing ideas and reviewing your workload on a weekly basis to take control
over your work and make it work for you. This is achieved through implementing a system of
task lists, paper filing systems, email categorisations and weekly diary checkpoints. These tools,
alongside the methodology and habits which are created in the course allow you to manage
your work at a micro level, as well as providing the time and space needed to review your
projects and actions more strategically and identify where things need to be progressed, where
dependencies lie, or where there is a gap for a new piece of valuable work.

At desk coaching is then provided to participants to begin applying the theory to practice,
meaning that by the time the trainer leaves, participants have a system in place that they have
already begun organising their work within, ensuring they have the tools set up to proactively
manage the demands of their work, and focus their attending on the most valuable and
enjoyable elements. Being able to manage your work is the most important factor in reducing
and alleviating stress. It means participants can manage their work, without it managing them
and enables them to feel more calm and confident in dealing with the day to day challenges of
their job.
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Having an integrated workflow system to manage the conflicting priorities and demands that we
face substantially reduces the amount of time spent organising, and maximises the amount of
time ‘doing’ things, and capturing vital ideas, thoughts and proposals down onto paper.

Sally McGhee Consulting'® in the USA have been running ‘Workflow’ workshops for the last ten
years. Their follow-up studies show the figures below. There is every reason to assume that
similar long-term benefits will result from Think Productive adopting a similarly pioneering
approach here in the UK:

Before workflow training:

A 2.5 hours a day would be spent on email, and up to 60 minutes finding and filing
information

After workflow training:

A The amount spent on email is reduced by 1 hour to 1.5 hours a day on email, and a
huge 50 minute reduction to only 10 minutes on finding and filing information

That 0s a saving of one
day 1 or almost 12 weeks a year!

Based on this figure, the following savings could be made:

Average wage: £25,000

Saving 1.5 hours per day: £13.00 per hour transferred from e-mails to high value / more
productive work

Total saving per year: £5,070

Average wage (middle management): £50,000

Saving one hour per day: £26.00 per hour transferred from e-mails to high value / more
productive work

Total saving per year: £10,140

Average wage (senior executive): £100,000

Saving one hour per day: £51.00 per hour transferred from e-mails to high value / more
productive work

Total saving per year: £19,890

'® Sally McGhee & John Wittry — Take Back Your Life, Microsoft Press
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So, if you had a course with 10 delegates,
with four lower wage employees, four middle
wage employees and two executives, the
total return on your investment would be
£100,680 over the first year.

Stress

Stress has become one of the top challenges facing our working population. It can cause
physical, emotional and psychological health problems such as depression and anxiety. It is a
common symptom of the type of work we now do, and can have huge human and financial
costs for organisations.

Although stress is not as easy to isolate as issues with time management, it is often a result of
the issues we have described throughout this report: individuals who are overloaded with
emails, who do not have the tools and techniques in place to manage conflicting priorities,
demands and requests, and who have to manage a huge volume of information just to be able
to meet the requirements of their job.

The effects of poor workflow management are felt across an organisation’s and individual’s

ierformance, and no ireater than in the area of stress. Stress is Iikeli to become the i)reatest

O © © ©
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