
 

 

69: Q&A WITH WHITESPACE FOUNDER JULIET FUNT 
 
Thank you for joining the Craig Groeschel Leadership Podcast!  
 
If you find yourself overwhelmed by the tasks, pace, and urgency of the modern workplace, Juliet Funt is 
here to help. CEO of WhiteSpace at Work and “warrior against reactive busy-ness,” Juliet shares practical 
tools for streamlining your workflow and creating healthier rhythms in your teams.    
 
First, let’s understand the problem. Why do we feel overwhelmed?  
 
We personalize busy-ness. We attribute the constant, crushing sense of overload we experience to 
something we’re uniquely doing or not doing. In reality, professional overload is caused by 27 factors most 
of which have nothing to do with the individual. Things like the seasonality of our industry, shareholder 
expectations, the economy, social conformity, the demands of technology, and broken processes create the 
overload we feel.  
 

 
 
Juliet describes a phenomenon she calls “hallucinated urgency” as the constant and pernicious mirage 
that everything is urgent. Bolded items in emails, alerts for new messages, and the ‘ding’ of a text 
message all ramp up our adrenaline and awareness into a constant state of ‘now!’ People tend to 
default to trying to do everything immediately, and that isn’t sustainable.  
 
For Juliet, “WhiteSpace” is the answer.  
 
Juliet first coined the term “white space” as she researched and consulted with businesses. She noticed how 
the literal white spaces between appointments on employees’ calendars affected whether they were 
overwhelmed or energetic. For her, it’s a necessary—and missing—ingredient in our workday.  
 
White space is a strategic pause taken between activities.  
 
Through her research, she created practical tools that leaders and employees can apply to regain white 
space and build the appropriate pace and expectations in your team.  

 
1. “NYR” Codes  

 
Juliet prescribes setting codes that let your team know the level of urgency for email specifically. You could 
create whatever code works for your environment or timeframes; Juliet uses “NYR” or “need your response” 
by a certain time.  
 

“Companies and organizations lose $1 million in wasted productivity for 
every 50 workers every single year.” —Juliet Funt 

 



 

 

a) NYRQ: Need your response quick. This would mark an email that is truly urgent.  
b) NYRT: Need your response today. This code allows a team member to answer when it’s 

convenient for them that day.  
c) NYRNBD: Need your response next business day. This is the code that Juliet uses most often. 

It’s a signal to her team that she isn’t expecting an after-hours response or a weekend 
response. She’ll gently correct them if they respond while they’re supposed to be off to help 
teach them to guard their own time from hallucinated urgency.  
 

2. Spotlighting 
 
A leader may ask a question, send an email, have an idea, or rattle off a long list of to-dos, and that leader 
should highlight which things are most important. Juliet tells leaders to visualize a tight spotlight being 
shown on a wide field—everything in the field is necessary and will get done at some point, but only the 
spotlighted part of the field is priority. Only the leader knows the priority of the things she’s been 
discussing, and it’s her responsibility to communicate it. Practically, spotlighting may be highlighting things 
in an email, creating a numbered list, or recapping a meeting with only the priority action items.  
 

3. A Reductive Mindset 
 
Juliet says you must look at your schedules and routines with an eye toward reducing waste and 
inefficiency. The reductive mindset cuts, surrenders, omits, deletes, simplifies, delegates, and skips wherever 
possible. Look for where perfectionism can be curbed, where there is too much information to absorb, and 
what truly deserves your attention. Introduce this mindset to your team and allow them to practice it. A 
team will not feel that they have permission to cut or deprioritize things unless the leader models and 
supports it.  

 
4. 2D or 3D Communication  

 
A 2D format is a one-way communication like a text, email, or calendar invite. A 3D format is two-way 
communication that’s usually in person like a meeting, a one-on-one, or a phone call. Choose 2D or 3D when 
it’s appropriate. Some emails should actually be 3D conversations while some meetings should actually just 
be 2D communications. Trouble arises when you try to shove 3D content (difficult decisions, emotional 
topics, etc.) into a 2D format or vice versa, creating a lengthy 3D meeting out of 2D content like simple 
questions or directions.  

 
5. The Yellow List 

 
Often, we have non-urgent ideas, talking points, and feelings that cause us to send texts and email or set up 
meetings. Juliet says to instead add those items to a “yellow list.” Once there are a few items on the yellow 
list for your team or a specific person, have a quick touchbase to talk them over. The yellow list not only 
allows you to offload several things at once instead of one at a time, but it also allows you time to decide if 
a particular item really needed action or if it was just an impulse.  

 
6. SBH  

 
Juliet says to make a practice of saying “SBH” in your head when you find yourself in a meeting and think, “I 
shouldn’t be here.” If it’s not relevant to you, you’re not able to contribute, or it shouldn’t have been an in-
person meeting, it’s “SBH” and you shouldn’t be here. Work with your team to reevaluate or reassign those 
meetings. If you find yourself reaching for your phone or checking email during a meeting, that may be a 
cue that you “shouldn’t be here.” Listen to that boredom cue rather than fill it with a technology crutch.  
 
Juliet warns not to view these tools as solutions on their own—WhiteSpace at Work is really more about an 
organization-wide framework and culture shift in regard to balance, time, urgency, and pace. 



 

 

 
DISCUSSION QUESTIONS  

1. Gauge for yourself or with your team—on a scale of 1-10 how overwhelmed is our team/organization? 
How inefficient is our team?  

2. What does white space look like for our organization currently—where does it fall from “we have 
margin to think and process” to “everything is crammed together and overbooked.” 

 
EXERCISES 
 
Based on Question 1 above, determine next steps for your team or company. If only small tweaks are 
needed, list them here. If a full culture shift is needed, write the first steps or conversations you need to plan.  

 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

 

Create your own “response” codes for email communication in your team. Choose easy-to-adopt codes and 
timeframes that serve your unique environment. Decide on some rules for other types of communication like 
texts and phone calls, especially expectations for afterhours or weekends.  

 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

 
Start viewing your rhythms and processes through a “reductive mindset.” This is an ongoing process, but 
you can start the conversation by getting an understanding of common pain points within your team and 
brainstorming things that can immediately be cut or evaluated.  

 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

___________________________________________________________________________ 

 

 

 



 

 

PODCAST RESOURCES 
• More from Craig: www.craiggroeschel.com  
• Download Leader Guides: www.life.church/leadershippodcast  
• Subscribe on Apple Podcasts: www.go2.lc/cglpitunes   
• Subscribe on Google Play: www.go2.lc/cglpgoogle   
• Free Church Resources & Tools: www.life.church/churches  

 
MORE FROM JULIET FUNT 
Learn more about Juliet’s work at www.whitespaceatwork.com. Email info@whitespaceatwork.com and add 
“assessment” in the subject line to get Juliet’s free assessment of the “Thieves of Productivity” for you and 
your team. 
 
Download the slides Juliet mentioned in this episode here: www.go2.lc/juliet-funt-slides  
 
CONNECT WITH CRAIG 

• Ask questions: www.craiggroeschel.com/connect  
• Facebook: www.facebook.com/craiggroeschel  
• Twitter: @craiggroeschel 
• Instagram: @craiggroeschel 

 
THREE KEYS TO SHARPEN YOUR LEADERSHIP 
Craig hand-picked three episodes designed to help you build a strong leadership foundation. You'll learn 
practical ways to influence your leaders, manage your time wisely, and improve how you communicate. 
Head to www.go2.lc/threekeys to get the episodes and leader guides sent right to your inbox. 
 
LEAVE A REVIEW 
If this podcast has made you a better leader, you can help share it by leaving quick Apple Podcasts review. 
You can visit Apple Podcasts (www.go2.lc/itunes-cglp) or on your iOS device and then go to the “Reviews” 
section. There, you can leave a star rating or click on “Write a review” to share something you’ve gotten out 
of this podcast. Thank you for sharing! 

 


