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THE HIDDEN COST ISN’T THE
PING. IT’S THE RESTART.

Your team isn’t struggling with “time
management.” They’re struggling with “attention
management”- because the system is too noisy.

If your people are working late, it’s often not
because they’re slow.

It’s because the workday is being shredded into
fragments by pings, chats, emails, and
“quick questions.”

Microsoft’s Work Trend Index special report
captured it bluntly: employees are interrupted
about every two minutes during core work hours
by meetings, emails, or chats. (Microsoft)
And the average employee receives 117 emails
and 153 Teams messages a day. (Source)

This isn’t a personal productivity issue. It’s an
operating norm issue.

Interruptions don’t just steal minutes - they steal
momentum.

Research associated with Gloria Mark’s work at
UC Irvine is widely cited for this: after an
interruption, it can take around 23 minutes to
fully return to the original task. (Duke Today)

And when people try to “multitask” their way
out of it, performance typically drops: the
American Psychological Association summarizes
evidence that task switching creates
measurable “switching costs,” especially as tasks
become more complex. (apa.org)

So what do you get when a workplace is always-
on?

THE NOTIFICATION TRAP: HOW CONSTANT INTERRUPTIONS
ARE DESTROYING FOCUS (AND WHAT TO DO ABOUT IT)
BY SERENITY CORPORATE WELLNESS

https://www.microsoft.com/en-us/worklab/work-trend-index/breaking-down-infinite-workday?utm_source=chatgpt.com
https://news.microsoft.com/de-ch/2025/06/17/new-microsoft-study-reveals-the-rise-of-the-infinite-workday-40-of-employees-check-email-before-6-a-m-evening-meetings-up-16/?utm_source=chatgpt.com
https://today.duke.edu/2021/11/3-ways-bounce-back-after-work-interruption?utm_source=chatgpt.com
https://www.apa.org/topics/research/multitasking?utm_source=chatgpt.com


Managers sit at the intersection of:
constant inbound questions
approvals and escalations
people issues + performance pressure
meetings that chop the day into pieces

Atlassian’s research has found many teams are
pulled in too many directions, and that
responsiveness to messages often gets
prioritised over progress on top priorities.
(Atlassian)

(And yes - chronic, unmanaged workplace stress
is a known driver of burnout as an
occupational phenomenon.) (apa.org)

WHY MANAGERS FEEL IT FIRST

So managers become the “human routing
system” - and the organisation quietly trains
everyone:
If you want something done, ping the manager.

slower delivery despite longer hours
more errors and rework
decision fatigue (especially for managers)
a creeping burnout pattern that looks like
“flatness” first, crisis later

THE FIX: COMMUNICATION
OPERATING NORMS (A SIMPLE
SYSTEM)

Boundaries only work when they are team
agreements, not individual battles.
Here’s a practical operating system you can
implement in 14 days.

1) Create a channel map (what goes where)
Email: formal approvals, external comms, non-
urgent requests
Teams/Slack: quick coordination, short
questions, status updates
WhatsApp: only true operational emergencies
(or don’t use it at all)
Calls: urgent clarification when written context
won’t work
Meetings: decisions, conflict resolution, complex
collaboration

The goal is simple: reduce duplicate
conversations across platforms. 

2) Set response-time norms (so “urgent” stops
being a feeling)
Define three tiers:

Urgent (business critical/deadline <24h):
respond within 1-2 hours
Important (not urgent): respond within 24
business hours

https://www.atlassian.com/blog/state-of-teams-2024?utm_source=chatgpt.com
https://www.apa.org/topics/healthy-workplaces/workplace-burnout?utm_source=chatgpt.com


WHAT LEADERS MUST ROLE-
MODEL (OR IT WON’T STICK)

THE 14-DAY CHALLENGE
(MEASURABLE AND FAST)

3) Install two daily “quiet windows”
Pick two 60-90 minute blocks where:

no internal pings (unless urgent)
no meetings
deep work only

Given how frequently people are interrupted in
modern digital workdays, protected focus
time is no longer optional if you want quality.
(Microsoft)

4) Batch communication (instead of living in the
inbox)
Team rule: check email/chat at set times (e.g.,
10:30, 13:30, 16:30) unless urgent.

This is how you stop the constant restart loop
that kills productivity. (apa.org)

5) Build a single escalation path
One clear route for true emergencies:
Step 1: team channel + tag the right owner
Step 2: direct message if unresolved in X
minutes
Step 3: call only if it meets the “urgent”
definition

No more “broadcast panic” to six people.

If leaders message at midnight, the organisation
learns: availability = loyalty.

If leaders praise instant replies, the organisation
learns: speed > quality.

Leaders don’t need perfection - they need
consistency:

use delayed send for after-hours messages
protect quiet windows publicly
praise outcomes, not responsiveness

FYI: no response required unless tagged

This instantly lowers anxiety - because people
stop guessing what’s expected.

For the next two weeks, try: 

Two daily quiet windows (60 - 90 mins)
Response-time tiers (urgent/important/FYI)
One channel map (no duplication)
One escalation path
Batch comms (3 - 4 check-in times/day)

https://www.microsoft.com/en-us/worklab/work-trend-index/breaking-down-infinite-workday?utm_source=chatgpt.com
https://www.apa.org/topics/research/multitasking?utm_source=chatgpt.com


WANT SERENITY’S
“COMMUNICATION OPERATING
CHARTER” TEMPLATE

We’ve built a practical one-page template that
includes:

channel rules
response-time norms
quiet windows
escalation steps
manager-friendly scripts for enforcing it
kindly

Comment “COMMS CHARTER” and we’ll share
it.

Because the future of wellbeing at work isn’t just
“self-care.”
It’s work design - and noise is one of the biggest
design flaws we can fix. (Source)

Success looks like: fewer late-night catch-up
sessions, fewer errors, faster decisions, and
calmer teams.

The journey to self-awareness and emotional resilience begins with a single step. 
At Serenity Corporate Wellness, we provide expert counselling services designed to help individuals and

organizations cultivate healthier, more productive environments. Whether you're facing personal
challenges or seeking to build a stronger workplace culture, our tailored support ensures you never have

to navigate these struggles alone. Take the first step toward unlocking your full potential — to learn
more visit: www.serenitycorporatewellness.com
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THE REAL COST ISN’T “TIME” -
IT’S FRAGMENTATION

If your people “work” after hours, it’s often
because the day was taken by meetings.

Here’s the pattern we keep seeing across
organisations:
9:00 to 16:00 = meetings + messages
19:00 to 22:00 = actual work

That’s not a productivity problem. That’s a
calendar design problem.

Microsoft’s latest Work Trend Index special
report describes the “infinite workday” clearly:
the average worker receives 117 emails and 153
Teams messages a day, and employees are
interrupted every two minutes by meetings,
emails, or notifications. (Microsoft)

And when does most meeting load happen?
Right in prime focus time: 9 to 11am and 1 to
3pm. (Microsoft)

So people compensate by working early, late, and
on weekends - nearly a third of active
workers return to their inbox by 10pm in
Microsoft’s data. (Source)

Calendar congestion doesn’t just drain energy.
It increases mistakes, delays decisions,
and quietly accelerates burnout. 

MEETINGS ARE STEALING YOUR WORKFORCE: THE HIDDEN
COST OF CALENDAR CONGESTION
BY SERENITY CORPORATE WELLNESS

When attention is constantly broken, you don’t
only lose minutes. You lose:

quality (more rework, more errors)
speed (slower delivery despite longer hours)
ownership (“who’s doing what?” confusion)
morale (people feel busy but ineffective)

https://www.microsoft.com/en-us/worklab/work-trend-index/breaking-down-infinite-workday
https://www.microsoft.com/en-us/worklab/work-trend-index/breaking-down-infinite-workday
https://news.microsoft.com/de-ch/2025/06/17/new-microsoft-study-reveals-the-rise-of-the-infinite-workday-40-of-employees-check-email-before-6-a-m-evening-meetings-up-16/


This is the part that performs well on LinkedIn
because it’s practical. Here’s a simple system
you can implement in 2 to 4 weeks:
1) Default to the 25/50-minute meeting rule
Set meetings to 25 minutes or 50 minutes by
default (not 30/60).
Why it works: it forces clarity, reduces back-to-
backs, and creates recovery time between calls.

When meetings are unclear, the work doesn’t
disappear - it simply shifts into after-hours
catch-up.

Atlassian’s research echoes the same
dysfunction: 54% of workers say they frequently
leave meetings without clear next steps or
ownership, and 62% often attend meetings that
don’t even state a goal in the invite. (Atlassian)

2) Install no-meeting blocks (not “no meeting
days”)
Start small and protect what matters:

2-hour block, twice a week, for deep work
Make it visible on calendars
Treat it as “client time” - not optional

Remember: Microsoft’s data shows your people
are already struggling to find uninterrupted
time, with interruptions averaging every two
minutes. (Microsoft)

3)Enforce agenda discipline (3 lines only)
No heavy templates. Just three non-negotiables
in every invite:

Goal: what outcome are we driving?
Decision needed: yes/no + what decision?
Owner: who’s accountable for next steps?

If the invite has no goal, your team should feel
safe to respond:
“Happy to join - please add the goal + what
decision we need to make so I can prepare.”

(That single habit changes culture fast.)

4)Tighten attendance: “Only the doers and
deciders”
If someone doesn’t need to do or decide, they
likely don’t need to attend.
Atlassian found 77% of workers say meetings
frequently end with a decision to schedule
another meeting. That’s a sign of unclear
decision rights. (Atlassian)

THE FIX: A “MEETING DISCIPLINE”
SYSTEM (THAT MANAGERS CAN
ACTUALLY RUN)

https://www.atlassian.com/blog/workplace-woes-meetings
https://www.microsoft.com/en-us/worklab/work-trend-index/breaking-down-infinite-workday
https://www.atlassian.com/blog/workplace-woes-meetings


1.What would happen if we didn’t meet?
2. Is this a decision, collaboration, or update?
3.Could this be async in a doc/message first?
4.Who owns the next step when we leave?

If you can’t answer these in 60 seconds - the
meeting is probably stealing time, not creating
value.

Before you accept or send a meeting invite, ask:

Meeting culture is set at the top.

If leaders:
schedule over lunch and focus time
invite 12 people “just in case”
send late-night “quick calls”    

      …then the organisation learns that constant       
availability is the price of belonging.

And then we wonder why people burn out.

A “MEETING ROI” TEST
(COPY/PASTE FOR MANAGERS)

WHAT LEADERS MUST ROLE-
MODEL (OR NONE OF THIS
STICKS)

THE FEBRUARY CHALLENGE
(SIMPLE, MEASURABLE)

For the next 14 days:

Cut recurring meetings by 15%
Switch all meetings to 25/50 defaults
Add two protected focus blocks/week
Require goal + owner in every invite

WANT OUR TEAM MEETING
OPERATING CHARTER
TEMPLATE?

We’ve built a one-page Meeting Operating
Charter (25/50 rule + focus blocks + agenda
standard + escalation rules).

Comment “MEETING CHARTER” and we’ll share
it for your leadership team to implement.

Serenity Corporate Wellness | EAP &  
Organisational Health (South Africa + 15+
countries)

The journey to self-awareness and emotional resilience begins with a single step. 
At Serenity Corporate Wellness, we provide expert counselling services designed to help individuals and

organizations cultivate healthier, more productive environments. Whether you're facing personal
challenges or seeking to build a stronger workplace culture, our tailored support ensures you never have

to navigate these struggles alone. Take the first step toward unlocking your full potential — to learn
more visit: www.serenitycorporatewellness.com
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