Prioritizing Team Work:
Impact, Urgency, and Constraints

- The core challenge: more requests
than capacity is a structural condition,
not a temporary failure.

- Traditional time management fails
under continuous overload—context
switching costs up to 40% of
productive time.

- Introducing three lenses: Impact
(value delivered), Urgency (time
sensitivity), and Constraints (capacity,
dependencies, risk).

- This training shifts teams from
reactive queue-clearing to deliberate,
defensible prioritization.




The Real Cost of 2
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» “-Deadline-driven thrashing,
invisible work,
priority-of-the-week chaos”

» “-Context switching: up to 40%
of productive time lost to
cognitive recovery”

» “-Stakeholder noise vs. genuine
organizational priority—spot
the difference”

. » “-The psychological trap: equating
| 'busy’ with 'valuable' is a hidden tax”
| 4
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The Three Lenses:
A Decision-Making Framework
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- Impact: Measurable
contribution to business
or mission outcomes, not
just output volume.

- @ Impact >

- Urgency: True time-
sensitivity vs. the 'loudest
voice' or artificial
deadlines.

( @ Urgency>

- Constraints: The real
limits of capacity, cognitive
load, dependencies, and
risk.

00 Constraints>
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* Impact is measurable contribution to

* Use OKR alignment, Kano model, and

e Calibrate impact across heterogeneous

* Exercise: Apply a simple impact scoring

DEFINING IMPACT
FOR YOUR TEAM

business outcomes, not output volume.
Cost of Delay to quantify value.
work: features, fixes, enablers, experiments.

rubric to real team requests.

—= THE IMPACT PLANT =—

A study in purposeful growth

v MEASURED GROWTH
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SUSTAINED IMPACT
Compounding value
and adoption

OUTCOME REALIZATION
and learning

RING 2

DELIVERY

Shipped and

adopted

RING 1
INTENT

£ OUTCOMES <=

Deep roots. Lasting impact.




True urgency: time-bound value decay, dependency deadlines, or imminent risk of harm
Decouple urgency from loudness, hierarchy, and fabricated deadlines
Use the team Urgent-Important matrix to triage, not to panic

Negotiate deadlines by surfacing the trade-off curve: what we gain vs. what we lose




Constraints: The Real
Limits of Your Team

e (Capacity is not just headcount: it
includes cognitive load, deep work
time, and essential slack for
uncertainty.

e (Capability constraints: specialization |
bottlenecks, skills gaps, and single
points of failure.

e Risk as a constraint: technical debt,
compliance exposure, and
operational fragility.

e Visualizing constraints: cumulative
flow diagrams and load-vs-capacity
snapshots.
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Slack: The Unsung Hero of Sustainable Delivery |

“Slack is deliberately
uncommitted capacity
to absorb variance and
enable adaptation.”

“Planning to 100% utilization
guarantees cascading delays;
target 70-85% commitment.”

“Block buffer time explicitly—
schedule it, label it, and
defend it as structural space.”

“Slack prevents burnout,
improves quality, and

creates room for high-impact work.”




\/ Integrating the Lenses:
/ Decision-First Scoring =
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» Combine Impact, Urgency,
and Constraint clearance into
one lightweight decision score

» A shared tier (e.g., 1-5)
applied in minutes, not hours

» Break ties by asking:
"What happens if we delay
this two weeks?"

» Maintain explicit "Do Not Do"
and "Intentional Deferral” lists




Practical Frameworks: RICE, WSJF,
and the Action-Priority Matrix  /

RICE (Reachx ImpactxConfidence)+Effort — \
best for feature-level decisions with user data
WSJF Cost of Delay=+Job Duration —

ldeal for time-sensitive, cross-team initiatives

Actlon -Priority Matrix: Impact vs. Effort —
qwck 2x2 triage for stakeholder alignment

Match the tool to the context: RICE for ‘- e = - >
reach WSJF for urgency, Matrix for speed [ e J —— ., P W PN ORI ..

MATR[X '




KCommunicating Prioritization Upward and Outward
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Frame priorities: what we're
doing, what we’re deferring,
and the strategic why

Use data and narrative together
to build stakeholder confidence
in decisions

Apply templates for 'not now'
that protect relationships and focus

Manage expectations when
strategic shifts occur mid-cycle




" Building Your Team Prioritization Protacol
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1. INTAKE REVIEW

RREHIEE.

2. SCORING
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3. CONSTRAINT CHECK|

.
l@\ 4. COMMIT
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( TRAFFIC CONTROLLER

® A step-by-step triage protocol: intake review, scoring, constraint check, commit.
® Define roles and rituals: who scores, who checks capacity, and how conflicts are resolved.
® Case study: applying the protocol to a flooded intake queue to cut WIP by 60%.

® Adapt the protocol: weekly batching for small teams, continuous flow for larger groups.



Taming the Intake Beast: A Structured Process

e "Ad-hoc, incomplete

requests create chaos = —
and a "black box" - : e
._ experience for CHAOTIC INTAKE TRAFFIC CONTROLLER | STRUCTURED OUTPUT
e stakeholders" | Unstructured. Unclear. Triage. Prioritize. Organized. Visible. ’ l
Hard to track. : Route with purpose. Ready for action. T‘i
e~ "Structured intake atl  wencr tmu‘ o T |‘E]
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Navigating the 'No' and |
- Managing Stakehold Pushback

Saying "no' is a strategic function, foniTx SR
not a failure—protect focus for ks oo
highest-impact work.

* Tie refusals to strategy, capacity,
and data, not emotion, to build trust.

* Use the "positive no": explain
what you're doing, what's deferred,

and why.

o (ffer alternatives or make the
constraint the "bad guy" to
preserve relationships.

 When pushback comes, anchor to
the prioritization protocol and
documented trade-offs.
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Building a Sustainable Prioritization Culture

> Shift from "yes to everything"
to "yes to the most important things”

» Schedule weekly score reviews
and monthly rule calibration

» Protect protocol: make the
constraint the "bad guy" in pushback

» Leaders model and reward
thoughtful, defensible prioritization




PersonWise.

PersonWise - Al digital-human course platform

Scan the code or click anywhere to watch this course live, with voice Q&A
personwise.ai/t/0380f9f4/public


https://personwise.ai/t/0380f9f4/public?entry_surface=public_courseware_pdf

