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Alumna of UC San Diego (Human DeveLopmen’r)
Nearly 20 years of varied administrative, business and operational experience

Received both my Green and Black Belt for LSS through UC San Diego Extension

My 2019 Black Belt project was focused on improving administrative processes for
the Office of Research Affairs

Part of that project was focused on email management, and | will be sharing Those
lessons learned with you foday!



How many emails do you receive in a day?
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How many emails do you receive in a day?




42 300 emails received/day
A 2 T5 emails sent/day
™ ~4) Emails/hr



Wastre n Email

Do any of these look familiar???
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Self-perpetuating Cycle of Endless Emails

https://www.forbes.com/sites/startswithabang/2020/03/17/why-exponential-growth-is-so-scary-for-the-covid-19-coronavirus/#754838134e9b



Why did we send
that email twice?

| couldn’t remember if | sent it
already.

Isn’t that just
adding to the cycle?
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Why didn’t we check
to see if we had
already sent it?

| don't have time to stop and check - |
have too many emails fo get 1'hrough!



Improved

productivity means
human sweaf,
not

~Henry Ford
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STOP THE CYCLE
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Response Time

Don't priori’rize a quick response time over
every+hing else. If errors are made at the

expense of a fimely response, it is more
harmful than hel.pfuL.
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Specialized Tasks

I+'s often more efficient fo have people
specialize in specific tasks.

&5
Slow Down

It is crifical to slow down just when things
feel the most urgent. Taking the time fo get
it right the first time avoids defects and re-
work.

Use The Right Tool

Use the correct communication platform for what
is needed (email, feams/slack, text, meeﬁngs).

Don’t overuse email out of comfort!

Prioritize Quality

Prioritize quality over quantity. One good
email with a summary of all important
information is far more useful than multiple
emails with bits and pieces of what is needed.

1]
Drastic Times/Measures

Cut out all the plesentries that are typically
deleted anyway; they just bog down your

inbox.



A quick response time
is Typically associated
with good “customer
service' .

but if errors are made
at the expense of
responding in a timely

manner, it's more
harmful than helpful.

Errors are often
accepted as the “cost”
of a fast paced
office...

but we can and should
strive for a higher
standard!

There is a need fo be responsive
to requests and it is valid to
acknowledge a request, provide
a projected response time or
give a necessary update...

but that doesn’'t mean we should
rush the request/fask itself.



Increase

productivity

Cut volume of excessive,
unnecessary emails

Less time spen’r on
email managemen’r

More fime spent
on actual tasks




Prioritize Quality, Not Quantity

Feverish
* Many but not complete
* Quick response but not correct or final
* Bits and pieces in multiple emails
* "Rapid Fire" email responses
* Long email chains back and forth

)

Apathetic
* Few and incomplete
* Slow response time and incorrect, not final
* Bits and pieces in multiple emails or not at all
* “Last to the party” after everyone has weighed in

Quantity

Productive

* As many as needed and complete
* Adequate response time with correct and final
information
* All required info in one email

* Wait on responding if warranted and more efficient

* Avoid long email chains back and forth

L

Quality
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Quality Over Quantity Continued...

Ashley: Hey, Brad, can you do this?

Brad: That's not me, I'll pass it on to Charlie
Brad: Hey, Charlie, this is for you right?
Charlie: Yeah, can you let Ashley know?

Brad: Sure, will do

Brad: Ashley, it's actually Charlie who can help
you with that

Ashley: Hey, Charlie, sounds like you are the
person who can help me

Charlie: [Completes task]

Ashley: Hey, Brad, can you do this?
Brad: That's not me, it's actually Charlie,

and I'm copying them fo this email.
Charlie: Yup, that's me, moving Brad to bc
and taking care of the task for you Ashley
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Specialization of Administrative Tasks

CONS:

. Quick response time o Need to email the entire team

Non- . Cross-training . No "ownership" of each request - who is ultimately responsible?

e *  Often overlap between work shifts; multiple people handling various parts of the same
Specialization task, even for non-urgent items
Hodel . If anyone is removed at any point from the email chain, it becomes unclear who is doing

what; balls ge+ dropped or dupLica’re work is done

EXAMPLE: Standardized letter of suppor1‘ requiring the VC's signa‘l‘ure; request was sent to entire team. Due fo overl.qpping work shifts and direct replies (vs repLy-al,l,)
7 fotal emails ended up being sent, and the letfer was completed twice by two different peopl,e.

PROS: CONS:
L . . Decreased number of peopte required to compLe+e task . Need to cross-train for each task and have a back—up
SPGCIGLIZGhOH . Decreased overall number of emails sent plan for urgent items
Hodel . Less confusion about who is qoing to handle task

EXAMPLE: For the same standardized letter of supporf; reques1' is now sent to the one person responsibl.e for this task. Only two fotal emails are now required; the
originqL request and the finalized letter.



Use The Right Communication Tool

Tool

Email

Zoom Meeting/Call

Text

Collaboration Tools
(Teams/Slack)

File Sharing Tools
(Sharepoint, Google,
OneDrive, Yammmer)

When to use it g3

Official communications

Dispersing important documentation

When written record is necessary

Updates that dont require back and forth correspondence
Confirmation of action items, summary of understanding
Delivery of items (files, calendar invites, etc)

Quickly reaching clarity on a determined goal

Discussion of sensitive information

Topics where the “fone” or infention can be misconstrued
Routine team check ins & building rapport

Topics that require back and forth collaboration and discussion

Urgent matters
Calling attention fo a specific item

Unstructured back and forth communication
Casual discussion among teams
Digital brainstorming

Editing a single document with multiple collaborators
Timely and collaborative editing is needed

When not to use it w

Time sensitive collaboration or response

Discussion of sensitive information

Topics that require back and forth communication
Topics where the “fone” or infention can be
misconstrued

Anytime the email chain is likely to grow fo dozens of
emails

When the objective for the meeting/call is unclear
When the objective can be met through more efficient
methods

Large amounts of information

Discussion of sensitive information
Documentation is necessary

When discussion of topic is needed
When documentation of discussion progression and
communication is required



Temporarily cut out ALL pleasantries

Recommended among a close knit or small feam; save the nicety
emails for those you don’t converse with reqularly

Confirm with your colleagues that you will be holding off on
these types of emails for a period of Time; assure Them it's
temporary while workload is high

Ask your colleaques to do the same!



Here is my challenge to you; examine and analyze any
email chain that has more than 5 replies to it and
consider: it any ot The strategies introduced Today might
have helped cut down on the number of emails in that
chain.



Resources:

Lean Six Sigma

Lean Six Sigma is a methodology used fo help
continuously improve howWe'Work; The'processes we
follow, and the services we provide.

BECOP

The uc San Diego Business Excellence Communi’ry

of Practice is a network of practice for change
management; continuoUS improvemeniiandiprojecs
management.

BECOP

UC SAN DIEGO



http://becop.ucsd.edu/about/lean-six-sigma.html
http://becop.ucsd.edu/index.html

Thonks:
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