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What is a Culture of Busy? 

"Busy" fundamentally means being occupied with activity, often to the exclusion of other things. 

Behaviors that characterize busy:
· Constant engagement in activity, often equated with productivity
· Little or no margin for rest, reflection or renewal
· Multiple tasks, appointments or obligations competing for one’s time and attention

A culture of busy forms when activity becomes the primary measure of value.

It subtly communicates:
· Activity is valued more than impact
· Overload becomes a signal of importance
· Full calendars are mistaken for effectiveness
· Boundaries are interpreted as a lack of commitment

Busy can disguise deeper issues: 
· Exhaustion disguised as commitment
· Mission drift disguised as opportunity
· Anxiety disguised as productivity
· Control disguised as faithfulness

Busy is not just a time problem. It is a leadership mindset problem.

The question is not: How much are you doing?
The question is: Are you doing what God actually asked you to do?

Jesus was never frantic, rushed or scattered.



Signs of a Chronically Busy Culture Assessment


Put an x next to items that are prevalent in your organization
Chronic meeting overload and full schedules
· Team members’ calendars are constantly booked with little time to do the actual work
· Meetings that lack clear objectives or outcomes and may frequently go overtime
· Lack of time for focused, deep work as a regular rhythm
· More time spent in discussion than producing results 

Perpetual urgency and firefighting
· Persistent sense of crisis
· People regularly tackle “urgent” tasks at the expense of important, strategic work
· More time is spent putting out fires, leaving little opportunity to plan or reflect
· Creative thinking time for strategic breakthroughs is rare

Status tied to looking busy
· People showcase jam-packed schedules; praised–or implicitly rewarded– for being busy
· Having “free time” is seen as a sign of low value or underperformance
· Busy work (tasks that consume time but offer little real contribution) is commonplace
· Visible activity is often valued over impactful outcomes

Disorganized work environment and inefficiency
· Physical or digital workspaces become untidy or chaotic
· There’s “no time” to maintain order or improve processes
· Offices or storage areas become cluttered 
· Backlogs of unaddressed tasks. 

Inability to say no
· The norm is to accept every request and attend every meeting
· Excessive multitasking, constant interruptions, and frequent context switching
· Priorities are rarely questioned or clarified
· Teams spread themselves too thin, diluting resources for achieving critical objectives




What should our culture be?

Activity Management: Fulfilling your mission shouldn’t be frantic. Jesus stayed on mission because he had rhythms of rest, a laser-focused purpose, and a dependence on the Father. We have an incredible leadership model for ministry in Jesus.

Reflection on Mark 6 (NLT)

4 Then Jesus told them, “A prophet is honored everywhere except in his own hometown and among his relatives and his own family.” 5 And because of their unbelief, he couldn’t do any miracles among them except to place his hands on a few sick people and heal them. 

[Then Jesus sent out the 12 disciples]

10 “Wherever you go,” he said, “stay in the same house until you leave town. 11 But if any place refuses to welcome you or listen to you, shake its dust from your feet as you leave to show that you have abandoned those people to their fate.”

[John the Baptist is beheaded]
30 The apostles returned to Jesus from their ministry tour and told him all they had done and taught. 31 Then Jesus said, “Let’s go off by ourselves to a quiet place and rest awhile.” He said this because there were so many people coming and going that Jesus and his apostles didn’t even have time to eat. So they left by boat for a quiet place, where they could be alone. 33 But many people recognized them and saw them leaving, and people from many towns ran ahead along the shore and got there ahead of them. 34 Jesus saw the huge crowd as he stepped from the boat, and he had compassion on them because they were like sheep without a shepherd. So he began teaching them many things.
[Jesus feeds the five thousand]
45 Immediately after this, Jesus insisted that his disciples get back into the boat and head across the lake to Bethsaida, while he sent the people home. 46 After telling everyone good-bye, he went up into the hills by himself to pray.

[Jesus walks on water and calms the storm before guiding the boat to dry land]

56 Wherever he went—in villages, cities, or the countryside—they brought the sick out to the marketplaces. They begged him to let the sick touch at least the fringe of his robe, and all who touched him were healed.


Energy Management:

Time is finite. Energy is renewable, but only if it is intentionally replenished.

Time and tasks aren’t the only things we need to manage. Our energy matters just as much. Like time, it is limited and how we steward it directly impacts our effectiveness.
Think of your energy like a bank account. If you are constantly making withdrawals without intentional deposits, you will eventually go into overdraft. In leadership, that shows up as overwhelm, fatigue, and diminished capacity.

When your energy is depleted, your perspective narrows. You move into survival mode, and your ability to think clearly, lead well, and see new possibilities becomes limited.

If small deposits aren’t enough to restore you, it may be time to reduce the number of withdrawals you are making, identify (and where possible) limit the activities that consistently drain your energy.

When your energy account is overdrawn:

• You default to control (tighten your grip instead of empowering others)
• Your creativity diminishes 
• Your patience shortens
• You react instead of respond

Leadership principle: Depleted energy doesn’t just impact you – it shows up in how you lead.

Culture flows downhill from leadership energy.


Reflection: The Energy Bank Ledger
This activity is designed to let leaders reflect on how they spend their working hours, identifying what fuels them (deposits) and what drains them (withdrawals). 

Picture your energy account: You have 40 hours in a typical work week. This is your “energy budget”
· List Deposits (Activities that energize you): Pick items like "walking breaks," "coffee without tech," or "strategic thinking time." Assign the number of hours you’d ideally spend on each in a typical 40-hour week.
· List Withdrawals (Activities that drain energy): Examples include "meetings," "emails," or "project execution." Assign hours here as well.
· Your Goal: Total deposits + withdrawals = 40 hours (or your weekly hours worked). 

Your Ledger
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Time Management Quadrants


	
	Urgent
	Not Urgent


	Important
	
Quadrant I: 
Reactive Work

• Crises
• Pressing problems
• Deadline-driven work
	
Quadrant II: 
Strategic Work

• Relationship building
• Long-term planning
• Preventive work
• Personal growth
• Mission-focused initiatives




	Not Important
	Quadrant III:
Delegatable work

• Interruptions
• Emails, calls, meetings not requiring your leadership
• Requests driven by others' priorities
• Tasks that could be delegated


	Quadrant IV: 
Busy Work

• Low-value tasks
• Time fillers
• Mindless activity




Mission Management: Doing more is not the goal of leadership. Multitasking is a myth. Even Jesus did not try to do everything. He withdrew to pray, He experienced fatigue, and yet He fulfilled everything God asked of Him. He remained focused on the mission.

Essentialism is not about how to get more things done, it's about how to the get the right things done. It doesn't mean just doing less for the sake of less either. It is about making the wisest possible investment of your time and energy in order to operate at our highest point of contribution by doing only what is essential. ~Greg McKeown


Missional Focus Activity:
Supplemental
Essential
Critical


Critical: What responsibilities are so essential that if they are                                      not done, the mission is directly compromised?

Essential: What responsibilities are necessary to effectively                                      carry out the mission and add value to people and processes?

Supplemental: What responsibilities enhance the mission but                                 could be adjusted, reduced, or eliminated without significantly                              impacting it?
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How do we shift the culture? 
Shifting a culture of “busy” requires moving from visible activity to meaningful results. It means redefining what productivity looks like and embedding new behaviors that flow from your leadership into the organization.

Managing “busy” starts with focusing on what matters most and letting the rest go.

Activity Management: Organize and structure your work to increase efficiency.
· Reduce interruptions during focused work time, especially for “get it done” tasks
· Batch email time: Set specific times to check and respond rather than constantly switching between tasks (turn off notifications)
· Prioritize clearly: Create a short, focused task list (3-4 key items) and work through them one at a time
· Group similar tasks to minimize context switching and increase momentum
· Resist perfection: If you are 80% confident in the outcome, move forward

Energy Management: Structure your time to align with your energy to be effective.
· Refuse to multitask. Set a focused time block for one task and gradually build your stamina
· Protect your best energy: Reserve peak mental energy for complex work.
· Schedule and guard your time for important tasks (Q2 time!) 
· Take intentional breaks to reset and re-engage your brain
· Reduce clutter: Simplify your workspace to minimize visual distractions and cognitive load
· Care for your body: Prioritize sleep, movement, and nutrition
· Be fully present: Eat lunch or have coffee without your phone or computer
· Leverage your strengths: Know what you do best and ask for help in areas that drain you

Mission Management: Align your mindset and decisions around what matters most - staying focused on the mission and avoiding drift.
· Evaluate with a mission filter: Regularly ask, Does this directly advance our mission?
· Prioritize what matters most: Focus on the highest-impact work, protecting time for what is truly essential
· Strengthen your “no”: Decline opportunities that are good, but not your core calling
· Discern before deciding: Create space to seek God’s direction before committing time and resources
· Celebrate true impact: Recognize and reinforce outcomes that advance the mission, not just activity
· Model clarity in leadership: Help your team filter priorities through the mission and stay aligned
