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PRIORITY AND TIME MANAGEMENT 
How to Get More Done Without Going Into Overwhelm 

 

When I was taking a personal development course back in 1997, I remember 
sharing something with the class and complaining that I didn’t have enough time or 
money to do what I really wanted to do.  As a corporate VP of Sales & Marketing, 
I blamed my job for this, because being in charge of a team of 80 people usually 
consisted of a 70-hour work week.  I will never forget this moment, because the 
instructor said to me “We all have enough time, money and energy to do the things 
that are most important.  It sounds like you aren’t being “real” about what is most 
important to you, or you simply aren’t prioritizing your time, money and energy in 
alignment with what is important to you.  You have both the power and choice to 
change that.”  

It was a life changing moment.  In fact, both were true.  I wasn’t being “real” with 
what was important to me and I wasn’t living a life that was congruent with what I 
valued most.  Six weeks later, after much contemplation and inner work, I decided 
to quit my job.   

Many times people talk about needing time management skills, but I now believe 
that it’s really about managing priorities and only saying “yes” to things that are 
really important to us.  In this article, I’ll share some tools to help you do that more 
effectively, so that moving forward, what you do is in the line with what matters 
most.   

The Four Quadrants of Urgent vs. Important 

One of the best models for getting clarity around priority and time management is 
the Four Quadrant model that Stephen Covey created.   
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Let’s review each section first. 

Quadrant 1 – these are both important and urgent.  Many of these can happen 
because not enough time is spent in Quadrant 2.  The less time you spend in 
Quadrant 2, the more time you tend to spend here.  Procrastination can lead to this, 
as an example.  You also want to make sure it is truly important and urgent and not 
just a perceived importance and urgency.  As an example, many people answer 
calls, emails and texts as if they are always important and urgent when most of 
them often belong in Quadrant 3.  The things that should truly be here are deadline 
driven and are of the highest priority.  Remember that if you have a long deadline, 
proper planning and use of Quadrant 2 can prevent things from becoming a 
Quadrant 1 item.  If you manage your priorities well, very few items should fall 
here (less than 20% of your time).   

Quadrant 2 – these are important but not urgent.  If left unattended, they often 
become Quadrant 1 items, or are simply not done (which can negatively impact 
results and your growth).  Most of your time should be spent here. The less time 
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you spend here, the more chaotic your work and life will feel.  You also will get 
better results if you spend the majority of your time here.   

Quadrant 3 – these are urgent but not important.  Many things fall in this category 
because they are scheduled in advance (like coffee meetings with other 
professionals) and are now on your calendar, but in retrospect, they are not 
important.  Out of professional courtesy, people usually honor these meetings, and 
then end up with more important items undone (or working late hours).  One way 
to avoid this is by being very discerning about who you meet with to insure those 
meeting are actually Quadrant 2 activities.  Other things that tend to happen here 
are commitments you make that are important to the other people involved, but not 
to you.  This also requires discernment and a willingness to say “no” to things that 
aren’t important to you.  This is a muscle that takes a long time for some people to 
build.     

Often times, things in Quadrant 3 have a false sense of urgency.  An email pops up 
on your screen, or your phone beeps with a new text.  I recommend deactivating 
your email notifications and keeping your cell phone on silent while you are 
working on Quadrant 2 items.  Schedule time in your calendar to check email and 
texts.  Train your clients and colleagues so their expectations are in alignment with 
your practices. I recommend looking at your items in Quadrant 3, and delegate, 
dump, or “date” (postpone) anything that ends up in this category. 

Quadrant 4 – most of us spend time here because we are bored or are stuck on 
something we are working on in another quadrant so we bounce over to this 
quadrant.  I suggest looking at how much time you are spending here and ask 
yourself “why?”  When we get to the heart of why we are spending time on non-
important and non-urgent things, that awareness can help shift our desire and our 
behavior.  If checking Facebook or watching YouTube videos brings you joy, 
schedule official break times to do this so that it won’t pull your energy away from 
more important and urgent matters.  All in all, most of what we do here should be 
eliminated from our day-to-day work.   

Now that you have more clarity about each quadrant, it’s time to put pen to paper.  
Take out a clean sheet of paper and draw out the four quadrants.  On this sheet of 
paper, sketch out your current scenario.  You can choose a day or week’s time to 
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get a sense of what you are doing and what category each activity accurately fits 
in.  If you have a family, or if work/life balance is particularly important or 
challenging to you, you may have a column for “work” and a column for “life”.   

Once you’ve completed this, make some notes on what you notice: 

• What’s working well? 
• What is out of whack? 
• What do I want to shift? 
• How much time am I spending in each quadrant today? 

Once you have analyzed that, make a list of things you want to: 

1. Delegate (and to whom) 
2. Dump (let go of) 
3. Date (put off to a later date) 
4. Do 

Use the 4 Quadrants for your “Do’s.”  Make sure you are spending the majority of 
you time in Quadrant 2.   

Prioritization 

We often get stuck when we don’t know how to prioritize.  Often times, we 
prioritize based on other people’s expectations or what may be easiest for us to 
achieve (we love to check things off our list!).  The technique below is a process 
you can use to take a list of things you’ve created and prioritize them based on 
importance.  It is a helpful tool to use whenever you have several things to work on 
and don’t know which you should work on first.  It will also help to ensure that 
you prioritize what matters most in your business.  Don’t be surprised if the 
priority of the list is different than you thought it would be! 

Note: In this abundant world, prioritizing this list doesn’t mean you have to give up 
anything. This comparison technique is to simply help you connect with what is 
most important to you. You can have it all! 
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Using the following steps, prioritize your list with #1 being the most important 
and the last thing on your list being the least important: 

1. If I had to choose between experience/task #1 or experience/task #2 on my list, 
which one would I most want to experience or do? Choose one or the other.   

2. Compare the one you just chose with each of the others listed until you feel 
clear about which is your #1 most important. Write #1 next to that 
experience/task. 

3. Now, start from the beginning and compare that to each of the remaining things 
on your list. When you discover the next most important thing, write #2 next to 
it.   

4. Repeat the steps above to choose #3, #4, etc, in order of importance.   

Hot Tips:  

• If you get stuck and can’t decide which one is more important, ask 
yourself, “If I could do/have #1 and never do/have #2, (or vice versa) 
which one would I choose? 
 

• Your first impulse is usually the right one. Trust that without over-
thinking it. 
 

• Be honest. Don’t worry if your choices aren’t what you think they should 
be! 
 

• Always start over and go through the exercise completely.  As an 
example, if you went through the whole list to find your #1, you might 
automatically think, “well then this must be my #2” but our hearts don’t 
always operate that way.  Always go back to the top of your list (skipping 
the ones you’ve already ranked) and start again from the top.  You may 
choose differently than you did the time before.   

This prioritization technique can be used anytime you have a list of things and you 
need help deciding what to prioritize, whether it is your To-Do list for the day or 
the strategies you want to include on your business plan. Large or small, this 
technique can help you prioritize quickly.   
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The Four Quadrants of Delegate Vs. Keep 

My clients often struggle with delegation.  As entrepreneurs, we tend to start our 
businesses doing everything.  If we want to continue to grow, we need to learn to 
let go. Most of us know this, but still struggle with letting go of control, 
particularly with tasks we know we can execute on well.  Even when we have 
plenty of time, it doesn’t always make sense to do tasks ourselves.  This is the 
toughest challenge for entrepreneurs who don’t want to spend money 
unnecessarily.  Sometimes the cost of delegating something is far less than the real 
cost of continuing to do it ourselves.  My clients continually ask me questions 
about how and what to delegate because it simply isn’t a skill that most of us have 
mastered.   This inspired me to create a simple Four Quadrant matrix to help you 
get clear on what you should keep and what you should delegate in your business 
(and life!) to create the freedom and prosperity you desire. 

Before I dive into “what,” I first want to share “why.”  A lot of my clients resist 
delegation, particularly when they are first starting their businesses and they have 
more time on their hands.  Clearly, as we get busier, it becomes more important to 
get support.   

As an example, I calculated that my assistant saves me 15 business weeks a year 
and I only have to have 3 client calls a month to pay for her services.  I have a 
whole lot more capacity to see clients and focus on the work I love thanks to her.  I 
also can make a whole lot more money and have more free time to do the things 
that really matter to me (volunteer, go for long walks with my dog, putter in my 
garden, have tea with friends, read a book every week, and go on trips with my 
husband Eric, among other things).   

One of my secrets, however, is that I hired an assistant when I wasn’t even close to 
capacity with my client load and I had enough time to do everything on my plate 
myself.  Why?  Because when I was doing all that work myself, I spent several 
hours a day doing things I wasn’t good at and didn’t like. And that made me feel 
like I had a JOB and I didn’t become an entrepreneur so I could feel like I had a 
job.  It was stealing my energy and making me unhappy.  Hmmmmm…can any of 
you relate?    
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Trust me, if you focus your energy on the things you are good at and you enjoy, 
you will make a lot more money a few months down the road, and more 
importantly, you will be a far, far happier human being. 

Now that you know “why,” let’s dive into “how.” It’s pretty simple.  Here are the 
four quadrants of Keep vs. Delegate: 

 

Let’s go through them one by one: 

Tasks You Are Good at and Enjoy – this is what I call your “sweet 
spot.”  These are the things you should always do yourself until you are at or 
near full capacity.  Once you near or are at full capacity, you may choose to 
delegate things that fall into this category if it creates greater opportunity in 
your business and life.  As an example, some of my colleagues who are 
coaches and mentors hire other coaches to work for them with their 
clients.  This opens up bandwidth and allows them to focus their coaching 
on their “platinum clients” as well as other pieces of their business they also 
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are good at and enjoy, like training and speaking. For me, my favorite part of 
my work is my 1:1 work with clients, so it is a piece I would never delegate.  
However, I delegate some of my marketing and copywriting even though I 
feel I am good at it and enjoy it, because it is time intensive and by 
collaborating with others, I get even better results than when I tackle it on 
my own.  So when looking at what you are good at and what you enjoy, you 
also want to take into consideration how much bandwidth it takes, or if you 
will get better results if you were to delegate some of these tasks. 

Tasks You Are Not Good At And Enjoy – These are tasks that are in your 
Learning Zone.  These are things you have not mastered yet, but want to 
master and will help you be more effective in the work that you do. You 
should spend at least 10% of your time here to make sure you are stretching 
and expanding yourself and your business. As an example, you may take a 
course on how to make inspirational images to post on your Facebook 
Page.  (www.illuminatingsouls.com has an awesome one!). You might 
experiment with different WordPress Plugins so you can enhance your 
website. You might decide to start blogging even though you’ve never 
written in that genre before.  These are things that will expand you and your 
business once you start to master them, but you need time and dedication to 
build the skill. Be careful, however, not to spend too much time here 
because it could hamper your income potential by clogging up your 
bandwidth. 

Tasks You Are Not Good At And Don’t Enjoy  - These are the very first 
tasks you should delegate, and I recommend you delegate them ASAP, even 
if you don’t have much income coming in.  These are the tasks that can suck 
the life force out of you and make you wonder why you became an 
entrepreneur.  If you are afraid you cannot afford to spend the money, 
remember what the cost is to you by not delegating these (in terms of time 
and energy).  These types of tasks will take you a long time because you 
don’t have the skill, and it will be painful because you don’t enjoy 
it.  Luckily, most people are willing to invest money in themselves to pay 
someone else to do these, at least after a little encouragement.  Hopefully 
this article is the encouragement you need to start delegating these tasks. 
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Tasks You are Good At And Don’t Enjoy – These tasks are the toughest 
to let go of, especially if you have time but are tight on money. For years, I 
did my own Quickbooks because it was simple work (2-3 hours a month) 
and I knew how to do it fairly well.  However, I always procrastinated in 
doing my Quickbooks and I often put it off months at a time, which, in turn, 
had me out of touch with my expenses and budget. In hindsight, it was 
crippling my ability to make smart decisions with my business.  When I 
finally decided to hire someone to do this, it was like a weight lifted off of 
me.  To this day, when I go over a Quickbooks issue with my assistant, it is 
the quickest way to make me grumpy.  It is amazing that I ever thought that 
it was best for me to do these myself.  These are the sneakiest tasks on your 
To Do list because they are usually draining your energy and you don’t even 
realize it.  Be bold and delegate these tasks - even if you have the time, and 
even if you are tight on money.  That investment in yourself will pay off.  I 
have never seen it not pay off with any of my clients.  And like me, they 
look back and wonder why they ever resisted letting go. 

I recommend that you take a piece of paper out and write down all the main tasks 
that you do in your weekly work life in the various quadrants.  Analyze what you 
see.  How much of your time is spent in the upper quadrants?  The lower 
quadrants?  Develop a plan to transition the work in the lower quadrants to other 
people who are good at and enjoy those tasks.  If you are short on cash, look at 
opportunities to trade your services to get those tasks done.  You will be much 
happier, and ultimately, richer by doing so. 

 


