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1. Review your calendar and brainstorm 
how you spend your time (ex. Working 
with your team, strategic planning, 
answering emails…)
2 . What are the major categories and % 
of time spent on the above?

The Calendar 
Hammer Test:
Current State
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1. Given where you want to be in the future what are 
the top 3-5 activities that ONLY YOU can and should 
do?

2 . What % of time should you be spending on the 
above?

3. Compare and contrast the current way you are 
spending your time vs. where you want to be 
spending your time.  

4. What insights are surfacing? What are 1-2 actions 
you can take to shift the way you are spending your 
time? 

5. When you are successful what is the X factor 
impact? What will you be freed up to do that you 
can’t seem to get to now or spend enough time on?

The Calendar 
Hammer Test: 
Future State
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The Leader’s 
Calendar Sample
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Actual Client Leader Idea 
Calendar

Priorities (& Legend) 
§ Develop Team (DT)- YELLOW
§ My own Reflection/Think time (MT)- PURPLE
§ Sharing observations with others (OT)- BLUE
§ Team Time/Business time: Keeping team 

focused, removing obstacles aside from 
right product, right stores, right time (TT)- 
GREEN
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Current & Ideal 
§ Develop Team - Current ;12% Ideal 17%. 
§ My own Reflection/Think time - Current 22%; Ideal 

22%
§ Sharing observations with others - Current 15%; 

Ideal 27% 
§ Team Time/Business time: Keeping team 

focused, removing obstacles aside from right 
product, right stores, right time - Current 40%; 
Ideal 27%

§ Other/Misc- Current 12%, Ideal 7%

Biggest Leader Insight
BEFORE: Quick to do 
the work of others, 
thinking she was 
helping them but was 
actually limiting the 
team’s growth

AFTER: Used her time 
to help develop her 
team – the work 
ONLY she could do.


