
REFINE:

Proactively Manage 
Collaborative Overload

Managing Transitions 



• More effective people 
reduce collaborative 
overload after initial surge 
of work by imposing 
structure, challenging 
beliefs and altering 
behaviors. 

• In transitions, it is helpful 
to plant seeds along the 
way that will help you 
make that shift.

THE IDEA
Take Steps Now to    
Reduce Overload Later

In transitions, surge into 
the role then shift 
patterns of interaction 
after 6-9 months.

If not, you create too 
heavy a reliance on 
yourself that cannot be 
sustained, become less 
effective and risk 
derailing due to 
collaborative overload. 



ADDRESS STRUCTURE, BELIEFS 
AND BEHAVIORS EARLY ON 

Avoid being the “indispensable expert” or the “white 
knight.” Consider if your sense of identity is tied to being 
the expert, you worry too much about other people 
making mistakes, or you like to “save the day.” Fight the 
tendency to “do it all.” Once you have this reputation, it is 
difficult to change expectations. 

Don’t own all the relationships. Avoid being the exclusive 
contact for your group or project. Help people know who 
else to reach out to or rely on. Use team meetings to 
connect people directly and advise them to always run a 
problem by a peer before coming to you for help. Never go 
anywhere alone—bring others to your meetings or rotate 
team members to join client calls.



ADDRESS STRUCTURE, BELIEFS 
AND BEHAVIORS EARLY ON 

Be clear regarding the unique value you add. Identify the 
activities and relationships through which you provide unique, 
high-impact value and make these a priority. Delegate, defer 
or politely deny requests that either could be completed by 
less-burdened colleagues or someone with a different skillset.

Have critical conversations with co-workers to set or 
adjust expectations. Opportunities often exist to 
redistribute work and redefine role expectations. Rethink 
habits around decision making and approvals, who goes to 
meetings and for how long, how people get help.



ADDRESS STRUCTURE, BELIEFS 
AND BEHAVIORS EARLY ON 

Set rules to manage meetings, phone calls, online 
communication and off-hours availability. 
• Avoid cycles of endless meetings by defaulting to        

shorter meeting times, asking if you are really needed     
and leaving an in-progress meeting when your time is   
better spent elsewhere. 

• Preserve time on your calendar for thinking and         
working through priorities. 

• Set rules around off-hours availability and online      
response times that work for you. 



Prepare to Shift for 
Collaborative Efficiency

TAKE ACTION

• As you necessarily invest time engaging with others early 
on, prepare to step back and shift to collaboratively 
efficient interactions 6-9 months in.

• Don’t look for a single, high-impact change to make.  
Several small changes can buy back 18-24% of your time.

• Consider steps to take in 3 categories:
• Impose structure. Focus on priorities. Adapt roles, routines 

and interactions for efficiency.

• Challenge beliefs. Understand how identity and ways you 
choose to engage drive excessive collaborative demands.

• Alter behaviors. Employ appropriate communication 
channels and promote efficient network norms. 


