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MANAGE EMAIL MORE EFFECTIVELY
.



My articles written for Academic Physician & Scientist.
(Posted at www.thrivingamidstchaos.com)

• Code O: Recovering from overwhelm
• The basics of organizing your work and time
• Priorities: How to decide what to do, and when
• Execution: Getting your work done
• Getting e-mail under control
• Becoming a productive academic writer
• A plan for professional reading
• Time blocking
• Interruptions
• Delegation

http://susanrjohnson.com/files/Code-O.pdf
http://susanrjohnson.com/files/The-basics-of-organizing-your-work-and-time.pdf
http://susanrjohnson.com/files/Priorities.pdf
http://susanrjohnson.com/files/Execution.pdf
http://susanrjohnson.com/files/Getting-email-under-control.pdf
http://susanrjohnson.com/files/Becoming-a-productive-academic-writer.pdf
http://susanrjohnson.com/files/A-plan-for-professional-reading.pdf
http://susanrjohnson.com/files/Time-mapping.pdf
http://susanrjohnson.com/files/Interruptions.pdf
http://susanrjohnson.com/files/Delegation.pdf


1. DISTRACTION

From a k-12 school I Aberdeen, 1999
“Administrative staff face 182 interruptions a day in primaries and 
275 in secondaries, and cannot do routine tasks.”



Stop “checking.”

No email access during work that 
requires focus.

Turn off notifications.

Set “no email time zones” at home.

Work on email in batches.

Strategies



2. EMAIL “TIME MANAGEMENT”



How often should you work on your email?

Average faculty member without 
admin responsibilities= 2 - 3x a day

Admin duties, managers, team leaders, 
“customer service” focus  = ~ hourly

Help desk operator:  continuously



Minimize context switching

Do most email work in batches



When you go into your email, choose one of 
these ways to work:

Full processing

Triage & Delete

Urgent message 
scan



3. FOLDERS TO STORE MESSAGES 
FOR ACTIVE WORK



My folder system: 
• 1. Targeted folders for “current 

work” 
• 2. the Archive folder for 

everything else



1
Waiting for

“Waiting for” =  someone to get back to you with replies to 
your email requests or to follow up delegated tasks

Message to individuals go in main folder

Messages to a group can go in a subfolder & all the replies be gathered together



2
Calendared 
events

Subfolders:  
one for each calendar event with associated email messages

Folder name convention:
YYYY.MM.DD(-DD) Name of event

What’s in the subfolders? 

Trips: Plane tickets, hotel reservations, correspondence with meeting organizers, documents I 
sent, including PowerPoint slides, handouts, travel reimbursement related emails

Local meetings / calls: agendas, correspondence among participants,  documents for discussion, 
etc



yyyy.mm.dd-dd   event



3
Active project 
work



4
Optional 
reading

Professional group mass messages

Notices from your school / institution

Blogs

Journal TOC

Advertisements you are interested in

Articles sent to you that are not directly 
related to your work



4. KEEPING UP



Empty e-mail inbox

INBOX
ZERO!

Goal:
Not missing 
any messages 
I need to see



My “full processing” method
Pass 1.
• Read each subject line
• Delete/archive if the decision can be made without 

opening the message
• If urgent, open and deal with

Pass 2: 
• Start with the newest message  (or the oldest).
• Open the message, read it, and follow the algorithm.
• Open the very next one, without skipping, and do the 

same.



Decide the first time!

 Delete    
 Delegate
 File, no action required
 Is phone or in person better?
 Do/reply now 
 Defer to later



Storing deferred messages in folders



Marking deferred messages with a flag 

Sort on “flag”



Additional deferred message 
options
• Transfer/copy the email to a task list

– Can do this in Outlook by flagging a message, 
but the list it ends up on depends on the 
version you are using

• Copy or move the email to the calendar to 
create a time block



srj.susanjohnson@gmail.com

www.thrivingamidstchaos.com

Email me with your comments, questions, 
and tips!
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