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What is this? This paper not intended to be an attack on productivity tools, or productivity 

gurus. This is an attempt to get to the root cause of your productivity problem. 

The value promise: In this paper, I will help you diagnose the true reason behind your 

disorganization and productivity problems and point you toward solutions that actually work 

before you add productivity tools. 

My credential: I am a disorganized person who manages projects, delivers on time and within 

budget, and does so without losing sanity. I don’t claim authority. I’m not going to give you “the 

system.” My job here is diagnosis. The solution is yours to find. 

Why Productivity Tools Are Not the Solution (Yet) 

Productivity tools fail at first for three simple reasons: 

1. They do not address the core issue. Your problem is not the absence of a tool. 

2. They add complexity. Complexity is the last thing a disorganized mind needs. 

3. They expand your system instead of organizing it. You end up managing the tool 

instead of doing actual work. 

Tools might help after the root problem is understood, not before. 

What Is the Core Problem? 

Broadly, there are two possibilities: 

• You were never taught how to plan and organize, or 

• You are disorganized in a deeper, cognitive sense 

These require very different solutions. Before doing anything else, you need to know which one 

applies to you (or whether both apply). 
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The Root Cause Identification Test (2 Questions, 2 Minutes) 

Answer quickly without overthinking. Choose all that apply. 

Question 1: When you don’t do a thing you intended to do, what blocks you first? 

Pick all that apply: 

A. I don’t know where to put it or how to organize it 

B. I keep rethinking whether it’s the right thing to do 

C. I think that it will take forever to complete 

D. I feel vague pressure and avoid looking at it 

E. I forget about it until it’s urgent 

 

Question 2: Think of a small task you’ve been postponing. 

Can you say how long it will take in minutes? 
If not: time distortion 

Does thinking about it lead to listing other tasks you need to finish so that you can work on 
first in order to be able to do this one? 
if yes: open-loop 

Do you feel the urge to set up a detailed system and plan first? 
If yes: avoidance through optimization 

Does it feel heavy to think about it? 
If yes: emotional weight 

Quick Diagnosis 

Question 1: Productivity tools are helpful only with A. 

Question 2: 

• Time distortion: wrong mental model of time 

• Open-loop: too many active thoughts and tasks at once 

• Optimization: avoidance pretending to be organization 

• Emotional weight: unresolved feelings, not missing tools 
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Why You’re Disorganized 

Disorganization usually comes from having wrong ideas. The good news is that you can change 

those ideas. Multiple of the following reasons may apply. 

1. Your Concept of Time Is Broken 

Tasks feel like they take either no time or forever. Both ideas are wrong. You need to replace 

them with more accurate ones. More on this later. 

2. You Don’t Know How to Prioritize 

Symptoms: 

• It’s only important if or when it’s urgent 

• Boring tasks are postponed indefinitely 

• Difficult tasks are frequently interrupted by switching to another task 

This is not prioritization; it’s avoidance in disguise. 

3. You Don’t Micro-Plan 

If you regularly end the day asking yourself “What did I do today?” you didn’t plan the day 

properly. 

If you want to get things done, you need a plan per working day. 

Sidenote: A mental plan is not a plan. You will probably forget it after the first coffee break. You 

need to write down your plan. I still use a notepad and pen for daily planning, feel free to use any 

tool that feels right for you. 

4. You Don’t Say “No” as Often as You Should 

• You misunderstand how time works. You accept tasks when in reality you don’t have the 

time to work on them, and/or 

• You don’t like disappointing people 

If it’s the second reason, it’s personality-based, do not try to fix it, yet. 
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5. You Switch Tasks Too Often 

Task switching is cognitively expensive. You think it takes no time. In reality, you must: 

• Stop task A 

• Reorient to task B 

• Refuel 

• Start task B 

• Stop task B 

• Reorient to task A 

• Refuel 

• Restart task A 

You lose your focus, and you waste energy and time. It’s like stopping a 3D printer mid-print to 

start another job. Task switching works only when planned. 

6. You Still Believe in Multitasking 

Here’s the definition of multitasking according to Cambridge’s dictionary: “a person's or 

product's ability to do more than one thing at a time.” 

Can you actually do that, and do it well? I doubt it. 

Unless you’re singing while playing guitar or piano—or parenting—you’re not multitasking. 

What you’re doing is fragmenting your attention. 

Cognitive Bandwidth 

Cognitive bandwidth is your thinking capacity. The wrong idea: My bandwidth is fixed, or even 

worse, my bandwidth is limitless. In reality, it fluctuates based on sleep, food, stress, health, 

emotional load and many other factors. 

Correct idea: your cognitive bandwidth fluctuates and is somehow limited. 

Here’s a healthier model: 

• Measure your cognitive capacity. Make it a daily activity, see what patterns you follow. 

The most common pattern in the corporate world is collapse after lunch break. 

• Match task demand to available bandwidth. Low bandwidth? Choose a less demanding 

task, assuming you have choice. If you don’t have the choice, slow down. High 

bandwidth early in the morning? Schedule more demanding tasks early, even before 

checking emails and messages. 

Example: 

“My bandwidth right now is 2 out of 10 right now. I won’t do 5 cognitive-units tasks.” 
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Can You Expand Bandwidth? 

Yes, but within limits. 

How? 

Some methods borrowed from Cognitive Behavioral Therapy work if the problem is due to 

having too many thoughts on your mind simultaneously: 

• Don’t argue with intrusive thoughts 

• Schedule down time for your brain (take real breaks, no social media)  

This takes training. Expect failure at the first 100 attempts. 

The Cognitive Bill 

Overload has a cost. The short-term cost is stupid mistakes, bad decisions, and bad mood. The 

long-term cost is lower baseline cognitive capacity. 

Your mind is a muscle: 

If you train it, it gets stronger. 

Neglect it, gets weaker. 

Overload it, gets injured. 

Solutions 

The No-Time Tasks 

Before you start the task, ask: How long will this take in minutes? 

Answer with a number. One number, or a small range (example, 8 – 10 minutes). 

Then: 

• Write the estimate 

• Compare with actual time 

• Adjust future estimates 

This retrains your sense of time. 
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Forever Tasks 

These are complex tasks pretending to be one single task. 

• Break them down to smaller tasks 

• Estimate each task 

• Sum the parts 

Bonus benefit: You get momentum from achieving visible milestones. 

Emotional Load (Out of Scope) 

Some tasks carry emotional weight. Identifying and unloading that weight is critical—but 

beyond the scope of this paper, but a good first step would be asking “why is this task carrying 

such emotional weight?”. 

Do You Still Need Productivity Tools? 

Only if you can clearly explain what problem the tool solves. You cannot implement a solution 

for a problem when you haven’t identified the problem yet. 

Final Verdict 

Productivity tools are the final layer of paint. If the wall is cracked, paint won’t stop collapse. Fix 

the wall first. 

 

 


