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WorkLean Summary 
 

 
Work Habits 

• Process incoming work (4Ds) 

o Do it 

o Delegate it 

o Designate it: move work (often an email) into the calendar or taskpad 

o Dump it 

• Worst-first 

• Single task: batch email (no grazing!) and non-urgent interactions (use agendas for 
regular talks) 

• Live in your calendar: schedule predictable work 

 
 
Email  

• One subject per email 

• Unambiguous, useful subject line (think newspaper headline) 

• Clearly assign responsibilities and tasks 

• Keep it concise (5 sentences, not War and Peace) 

 



 

 

Applying the 4Ds 
 

 
 
When something arrives for you to deal with (email, phone call, piece of paper on your desk, quick 
question from your colleague, etc.), ask yourself the following questions. 
 
 
 
 Are you actually going to it? (Honestly.) 
 
 
 
 
 Can someone else do it? 

Dump it 
 
 
 
 

Delegate it. Put followup reminder in 
taskpad.

 
 
 
 How long will it take to complete? 
 
 
 0 3 min. 30 min. 60+ min. 
 
 
  
 
 
 
 
 
 
 
 
 
 
 The 4Ds 
 Dump it 
 Do it 
 Delegate it 
 Designate (time for) it 

Designate time for it. Place 
a note in the TASKPAD 
(specific date). 

Designate time for it. Place 
a note in the CALENDAR 
(specific date, specific time). 

Do it NOW. 
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Electric bill:  small enough to pay on-line, computer & network 
available.         

 
    

Email with info about off-site meeting next month. Need to 
keep information about logistics.         

 
    

Mockup of final copy for conference poster. Needs your 
approval. (Takes 10 minutes.)         

 
    

Flyer about a ballot proposition. Handle these possibilities:              
     Volunteer to take action (will take two minutes), keep flyer.              
     Skim, done with.              
     Decide to attend a meeting about it.              
Department chair requests schedule for fellowship interviews, 
which comes out next week. (Takes 15 minutes.)         

 
    

Medical journal arrives. Handle these possibilities:              
     Good article for colleague to read.              
     Found an important (but long) article for yourself.              
Direct report asks for information about new clinic 
procedures. Handle these possibilities:         

 
    

     You have the information, but don't have time now.              
     You have to gather the information (45 min.), but don't 

have time now.         
 

    
Just returned from a week-long business trip.  Have a pile of 
receipts and expenses. (Will take 25 minutes.)         

 
    

        
 



What's on your mind? What's the next action? Apply a "D" When?

The 4Ds:  Dump it;  Do it;  Delegate it;  Designate (time for) it



 

Job Content Breakdown: Predictable Work 
 

 
 
 

Task 
 

 
Processing email  

Weekly staff meeting  

Database management  
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1. On the Tools menu, click Options. 2. On the Preferences tab, click E-mail Options.

3. Click Advanced E-mail Options.
4. Under When new items arrive in my Inbox,
clear all checkboxes.

How To Turn Off Email Alerts



1. In the Entourage menu, click Preferences.

2. Under General Preferences, select 
Notification.

3. Clear the checkboxes for Display an alert 
on my desktop and New mail sound, and 
click OK.

How To Turn Off Email Alerts (Entourage)



1. On the Tools menu, click Options. 2. On the Other tab, click Advanced Options.

3. The default startup option is Inbox.  Click Browse. 4. Select Calendar and click OK.

Getting Outlook to Startup in Calendar


