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About Toni Courtney

Toni helps drive the results, profitability and team development of every business 
she goes into.  She works with leaders across all organisational levels supporting 
them to excel, particularly through leadership transitions. Her conviction is that 
people are capable of much more than they think – and her practice is to help 
them achieve it.   

Whether leaders are starting a new role, wanting to accelerate in their current 
one, or get role ready for a step up, Toni empowers leaders and teams to fast 
track their leadership and performance. 

Toni is a certified Executive Coach, Practitioner in Neuro-Linguistic Programming, 
and a Thought Dynamics Consultant. She holds a Bachelor of Business 
Management (First Class Hons).

Toni brings an extensive blue chip commercial background with over 20 years’ 
experience in building and leading high performance teams. She has served in 
senior leadership roles in New Zealand, UK, USA and Australia working for brands 
including ANZ, Westpac, American Express and Deloitte.

Toni balances working life with being mum to her 2 gorgeous small children.

Toni Courtney
Leadership and Performance Coach, Facilitator and Consultant
0431 971 790
toni@tonicourtney.com
www.tonicourtney.com
http:au.linkedin.com/in/Toni Courtney

The key to your effectiveness, results and ultimate success is the 
degree to which you are prepared to back yourself and focus on the 
things that matter. Master your productivity at work and see your 
relationships, influence and well-being flourish.

This e-book attempts to consolidate some of the best thinking on 
productivity I’ve developed and come across, into one quick guide that 
is simple and easy to digest.  Use this e-book to fast track what you 
can achieve. I look forward to hearing about your success.

Toni Courtney

mailto:toni%40tonicourtney.com?subject=
mailto:?subject=
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Efficiency is doing things right; effectiveness is 
doing the right things.  —Peter Drucker

The game changer is being consistently productive as a habit

In today’s business landscape leaders and teams are required to operate and 
thrive in tough and uncertain times. This environment brings a new set of 
challenges that require new skills, behaviours and actions. 

Every leader I know (and I’m sure you’re the same) is well used to doing more with 
less.  A standard comment I hear from leaders is they are too thinly stretched 
and having to operate with a lack of resources on many fronts.  I don’t hear 
anyone complaining their budget is too big!

In addition, the accelerating speed of technology and innovation means we’re 
literally bombarded with, and have easy access to, more information than ever 
before, requiring more day to day decisions than ever. 

It seems like a perfect storm for busyness. Work occurs for many people as a 
volume of things to get through to keep on top of the avalanche that keeps on 
coming.   Does work sometimes seem like this for you, or maybe even all the 
time? If yes, you’re not alone. Every high performer likes to take on a lot, yet 
there’s a tipping point if overwhelm and stress get in the way.  Productivity is 
more than workload.

What you focus on will be a direct reflection of the results 
you get

The thing about your workload, is that’s it’s probably not going to change (unless 
you change jobs of course).  If that’s the case, the thing to focus on is how you 
experience the volume of things on the go (or the avalanche) and what you 
specifically choose to focus on at any given time. 

http://www.brainyquote.com/quotes/quotes/p/peterdruck134881.html?src=t_effectiveness
http://www.brainyquote.com/quotes/quotes/p/peterdruck134881.html?src=t_effectiveness
http://www.brainyquote.com/quotes/authors/p/peter_drucker.html
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Effectiveness means doing the right things while efficiency 
means doing the things right.

Effectiveness is about getting positive results - doing things that are worthwhile. 
However, if we get the result we want but it takes us far longer than planned, 
then being effective is only one part of the equation.  The other part is efficiency 
- which is about doing something with the least amount of effort, time and 
resources.

You can be efficient without being effective - doing things that don’t matter - like 
sweating the small stuff.  You can be effective without being efficient - doing 
something worthwhile, but it takes ages or costs too much, for example. What 
brings both effectiveness and efficiency together to create the magic you want 
in your everyday is productivity.  When we are productive, we get the result we 
want with the dedicated resources available.

The real game is about productivity – getting 
the important things done with the resources 
you’ve allocated.

Ultimately, your choice of focus and 
discerning what matters the most will 
be the biggest determining factor in 
you increasing your productivity and 
accelerating your performance. It’s 
about focus, not about working harder. 
Anyone can become more productive 
when there is a deadline looming.  The 
game changer here is being consistently 
productive as a habit.

If you were to ask yourself, “How personally effective am I?” How would you rate 
yourself on a scale of 1 (poor) to 10 (fantastic).  Where do you want to be on the 
scale? For what purpose?
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Don’t wait for things to get better – work on you getting better

Have you ever wondered why some people seem to accomplish so much while 
others struggle along barely able to keep up?  I’ve met many struggling leaders 
who try to solve for this issue with time. They work incredibly long hours and 
end up stressed and unhappy.  Time though, isn’t the answer. We actually can’t 
manage time. Time doesn’t change. We all have the same number of hours in 
each day. Who we have to manage is ourselves and what we do with the time 
we have. So rather than time management, it’s about ‘choice management’ and 
taking responsibility for the choices we make.

Change your game and master your productivity

Highly effective people often fulfil their achievements with less work and 
effort than those who accomplish little. The highly productive leaders I have 
researched and know typically have 3 things in common regardless of workload 
and environment:  their focus, attitude and drive, and their capabilities.  A leader’s 
productivity cycle is a function of how they think, how they set themselves up, 
and how they work with others.  Highly productive people have a thirst for 
knowledge to continuously improve and reset the benchmarks. It’s the only way 
to reach the level of success you want in any area of life.
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High Productivity
Attitude 

and 
Drive

Focus

Capa-
bilities

Productivity Growth Model ©T. Courtney 2015

Leveraging this model are the 7 keys which you can use as to change your game 
and master your productivity.

Attitude and Drive  How you think (Mindset)  Key 1

Focus    How your set yourself   Keys 2, 3, 4

Capabilities   How you work with  Keys 5, 6, 7
up (Structure)

others (People)
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HOW YOU THINK (MINDSET)

Being an effective leader starts with self-leadership - the ability to lead you.

The more you know and understand you, what motivates you, and what makes 
you tick, the more self-aware you will become.  With greater self-awareness you 
will find it easier to be moved and inspired to achieve the results you want - at 
work, and in any area of life.

If your self-leadership needs some attention, give yourself permission to turn 
your attention to you and explore what is driving the results you’re getting.  The 
key areas and questions below will help you with some of this self-exploration.

Your work is going to fill a large part of your 
life, and the only way to be truly satisfied is to 
do what you believe is great work. And the only 
way to do great work is to love what you do. 
If you haven’t found it yet, keep looking. Don’t 
settle. As with all matters of the heart, you’ll 
know when you find it.  —Steve Jobs

Key 1 – Know how to self-lead
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Self-leadership 

Self-Leadership Growth Model ©T. Courtney 2015

Purpose

No matter what you do, your job exists for a reason. When you know that reason 
– and when you fully understand how your efforts contribute to others and your 
organisation, chances are, you will have found your job’s purpose. 

It’s important to know how your role contributes to the business objectives and 
goals. Once you know how your contribution makes a difference, and what that 
difference is, you’re more likely to want to bring your best and do you best.

When you think about your role, also think in context of a vision you have for 
your role. Think big and bold here.  

What does creating the extraordinary in your role look like to you?

Self-leadership

Purpose

Values

Beliefs

Goals

   
    

  P
ersonal standards

 
    

    
     

    Self-trust
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If everything was possible, where do you want to take your role? 

What do you want to achieve in your role? 

What do you want to be remembered for?

Values

“When your priority actions are aligned to your 
highest values you will become unstoppable.”

Your values are what you believe is important.  They are states you want to 
experience on a consistent basis, for example, achievement, responsibility, 
teamwork, fun.

Your values shape the degree to which you feel motivated and driven. When your 
work is aligned to your top values you will be internally motivated to succeed 
and you won’t be stopped by challenge or setback. You’ll want to be highly 
productive. When you know your values, making decisions that are aligned to 
your internal sense of ‘what’s right’ becomes much easier.

In the context of work, what is important to you? 

What proof do you have that these values are important to you?

We can have different sets of values for different areas in life. Who you define 
yourself to be at work, as a function of your values and beliefs as a leader, may 
be entirely different than who you are at home as a wife/husband/partner, 
mother/father, friend etc.

How do your values vary across the roles you play in life?
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Beliefs

A belief is something we feel certain about. Our identity beliefs are our sense of 
self - who we are in various contexts, the relationship we have with ourselves, 
our confidence and our self-esteem. 

As a leader you will have beliefs that support you and, like most leaders, ones that 
don’t. Many leaders I work with actually have a fear of not being good enough 
or being afraid of being found out as being less than they want others to believe 
they are . Common fears like these play out in many ways - how leaders perceive 
situations, what opportunities they take on, and ultimately how successful they 
are.  The thing about beliefs is that they’re completely made up, so having beliefs 
that conspire for your success is a great place to start.

What beliefs are supporting you resourcefully and what beliefs are holding you 
back?

For example, some limiting beliefs might sound like:

• Leadership is….(too hard around here)

• I can’t…..(do that because I don’t want to fail) 

• I’m not…(going to succeed in that area because I don’t have what it 
takes)

• I am….(no good at giving feedback so I don’t give it)

What new beliefs can support you achieving your goals?

 For example, you might think of beliefs like these ones:

• There is always a way to turn it around

• I am willing to be wrong

• My relationships with people will create my success
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• I can align people together to achieve common goals

• I can build a strong positive culture across my team that will ripple out 
across the organisation

• I model what I expect to see in others

Goals

You need goals. Otherwise, what else are you working toward? Without goals, 
it’s easy to become distracted on things that will ultimately waste time (although 
they may be fun). More about goals is included in Key 2.

Personal Standards & Work Performance Standards

Any time you sincerely want to make a change, 
the first thing you must do is to raise your 
standards. — Anthony Robbins

Personal standards - what you expect of yourself

A resourceful way of pursuing productivity and results is holding yourself to a 
higher set of standards. Standards are simply a set of consistent committed 
behaviours. These behaviours are built upon expectations you have of yourself in 
a variety of situations. Think of them as being your own performance standards. 
They lay down the benchmarks of performance for work (and in any area of life 
you have them).   

Consistently meeting your personal standards is the way to build self-trust. 
Keeping the promises you make to yourself is considered the fastest way to 
increase self-esteem and self-worth.  Whether your promises are around for 
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example, how you manage time, what you have for lunch, doing what you tell 
others you will do, it’s about being your word without exception and taking 
responsibility for the commitments you make. 

Your life does not get better by chance, it gets 
better by change.  — Jim Rohn

Work performance standards - determining what success is

Once you’ve got your areas of focus, work out what your work performance 
standards are so that you have clarity on what success looks like for you.  For 
example, what a 1) nailed it performance looks like 2) great performance 3) 
solid performance and 4) I didn’t get there performance. Know what you’re 
aiming for and ensure you can measure your progress and results against 
the measures you want to achieve.

Believe in yourself! Have faith in your abilities! 
Without a humble but reasonable confidence in 
your own powers you cannot be successful or 
happy. — Norman Vincent Peale

Self-trust

In order for others to count on you, you need to be able to count on and trust 
you. If you can’t trust you, why should others? 

Here are some questions you can ask yourself to determine your level of self-
trust?

• How do you count on you? 
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• How do you keep promises you make to you?

• How do you keep improving you? 

• What do you do to take care of you?

• What standards to you set for yourself? 

• How committed are you to your standards?
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HOW YOU SET YOURSELF UP 
(STRUCTURE)

Key 2 – Win with a 90 Day Plan

People who set regular intentions and goals 
are more successful. They are more productive, 
engaged and they achieve more.

I often work with leaders who have an annual plan 
or performance plan document and don’t have 
other planning processes in place to support the 
achievement of annual goals. Annual plans are often 
of time and urgency. In addition, goals and priorities 
can change in a year.  

Here is the best practice planning cycles. These 
cycles flow sequentially starting from an annual performance plan: 
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Be clear on your main game

By establishing  your ‘main game’ in your role by being clear on what your key 
goals are (3-4 BIG ones each year broken down to 2-3 key goals per quarter) 
you’ll achieve 3 things:

• You’ll be clear on what your priorities are and where you need to focus

• You’ll make your own life easier because you’ll be tracking against your 
own performance standards which can be motivating when you chart 
your progress.

Use a 90 day plan to focus and prioritise your key goals

A 90 Day Plan enables you to chunk down your annuals goals into bite size 
chunks and it delineates between business as usual vs. critical projects that 
matter the most.  Otherwise it’s easy to get busy and/or caught up in the detail 

Annual plan
(12 month hoals and objectives)

90 Day Plan
(Breaks down annual plan into 90 day blocks)

Monthly Plan
(Plans the monthly milestone benchmarks in
the 90 Day Plan)

Weekly Top 5’s
(Must do actions to achieve monthly 
benchmarks)
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of the activity and not discern the prioritisation required against your plan.

The reality is this - it’s better to focus on a smaller number of things, and do 
them really well, than not complete a vast array of things, not very well.  In other 
words, make sure you over deliver on as many things you’ve been asked to do 
as possible, rather than under-delivering on everything you’ve been asked.

I often ask my clients 2 simple questions:

• If we were sitting here a year from now, and you were to tell me the 
three things you’ve achieved that you are most proud of achieving, what 
would they be?

• For each of your key areas of responsibility in your role, what would you 
have done to tell me that you’d ‘nailed it’ this year?

What 90 Day Plans do beautifully is create urgency – in a good way. For example, 
if you have wait three weeks to get started on an important goal, you only have 
69 days left and the clock is ticking. So what you do on daily/weekly basis counts. 
A key question you might ask yourself is “What do I need to do this week to 
ensure I get back on track?”

At the end of the year you will have a strong case for your performance of what 
you have delivered in addition to the avalanche called business as usual.

You were born to win, but to be a winner, you 
must plan to win, prepare to win, and expect to 
win. — Zig Ziglar
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Key 3 

Prioritise & get better 
with time

The key is not to prioritize your schedule but to 
schedule your priorities.  — Stephen R. Covey 

Prioritise ruthlessly and allocate time to tasks

There are many ways to prioritise and 
categorise your To Do List (using letters 
- Priority A, B, C - or numbers, or urgent/
important). The labels don’t matter, how 
you prioritise your tasks does. When you 
categorise your To Do List by importance, 
there’s no judgement involved in deciding 
what to focus on next. 

If you’ve been operating under the premise that everything is urgent, I encourage 
you to see that everything is not.  The skill to discern what is truly important is 
one skill highly productive people have learnt and you can too. Set yourself up 
for success by having a list that is achievable and realistic where your Weekly 
Top 5’s get done consistently (refer to best practice planning cycle list in Key 2).

https://www.entheos.com/quotes/by_teacher/Stephen%20R.%20Covey
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Get in the habit of setting time limits, for example, for reading and responding 
to email which can consume the whole day for many people. By setting a time 
limit, and booking the time into your daily calendar, you can be disciplined and 
stick to the time blocks you’ve set. If you need dedicated time for something, 
don’t be afraid to close your door (if you have an office) for quite uninterrupted 
time so you can maximise your productivity in the time block allocated.

Know where you’re wasting time

Time is your most precious resource – 
use it wisely.

Its easy getting distracted on things that are time-wasters that steal time you 
could be using much more productively. 

What are your time-bandits? 

Do you engage in conversations that could take half the time? 

Do you need to attend every meeting you go to? 

Do you send an email when picking up your phone would be quicker? 

Cutting out your time wasters will allow you to re-invest time where it matters 
more. If you’re not prepared to give these up, and then ask yourself what you’re 
getting out these activities?  Where could you get those same payoffs more 
resourcefully?  If you are wasting time because you ‘don’t know’ what to do, then 
do something. Make a decision and do something.  Clarity comes through being 
in action, not when you’re waiting for something to happen.
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Don’t wait - Your ducks will only line up once 
you get into action, they can’t line up any other 
way.

Take control of aligning your results to choices of time 

Whatever goals you’ve set (for the month, quarter or another time period), know 
how to discern what is important and what is not important in achieving the 
goals you’ve set. It’s easy to get distracted, do other stuff and then point the 
finger elsewhere.  The person to point the finger at is you. Stuff does come up, 
it always will, yet the commitment to complete, for example, the top 5 priority 
tasks for the week to meet the milestone goal for the month is the commitment 
made. Prioritise ruthlessly. Your results will always be a function of what you 
discern to be important. 

Are you results accurately reflecting what you actually believe to be important? 

Remember, your energy flows where your focus goes.

Learn to say no

If you don’t learn to say no, other people will 
manage your priorities, not you.

For some people this is a hard skill to learn, but it’s an important one.  Some 
people I work with like to say yes rather than no because it makes them feel 
involved and important. What they are really looking for is validation of their 
worth and importance (so they feel they belong and matter). Busyness is not 
productivity and never will be.
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If an activity or action is not going to directly help you achieve the goals you’ve 
set, then don’t do the activity (obviously sound judgement is also applied). 
Although saying no can be tough, it’s got to be done.  Otherwise, others will be 
managing your agenda, not you.   
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Key 4

Create systems and 

processes

I’m often surprised when I quiz leaders about their organisation of tasks, 
processes and systems. They believe they have the necessary structures are in 
place, but in reality, they are way off from being where they need to be. 

The ultimate leverage of our time and resources 
so we can do more with less lies in our ability to 
organize.

What I’m talking about here is having systems, 
structures and processes in place to make it easy to 
replicate, scale, and sustain your business operations 
or the requirements in your role.

Here is one simple example that I come across 
commonly.  Leaders don’t have a systematic process 
for filing electronic documents so they are easy 
to find by drop down menu. Instead, in the worst 
case scenario people have to wade through pages 
of email and/or volumes of documents to find the 
thing they are looking for. This happens repeatedly 
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for anything they need to find and wastes considerable amounts of time.

If structure is a stretch for you, here are some basic benchmarks:

• Ensure every process for you and/or your team is documented and 
clear

• Have a clear system to file information electronically and in hard copy. 
If possible, have one categorising system for both

• Make sure your workload is organised to ensure the consistent 
achievement of your benchmarks
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HOW YOU WORK WITH 
OTHERS (PEOPLE)

Key 5: Have conversations 
with purpose

Purposeful conversations matter

Your ability to be an effective communicator relies on your self-awareness and 
your ability to relate to and influence others.

Here are some reasons why purposeful conversations matter:

• Purposeful conversations take less time

• You learn to understand you and others better  

• You can communicate with truth and confidence, so that your 
relationships are enhanced and conflicts resolved

• You will improve your communication skills because quality connection 
boosts productivity.

Effective conversations generate positive action 
and productivity. 
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Come from a place of openness and curiosity – not a place of 
judgment

For any conversation, your attitude in the conversation will dictate how you are 
in the conversation and how you come across to others.   By having a learning 
mindset, you can ask yourself these 2 key questions about the person you are 
talking to:

•     What purpose do they have that I can respect?

•     What can I learn from this person?

10 Key principles for having a purposeful conversation

1. Come to the conversation as prepared as you need to be

2. Always ensure everyone in the conversation is clear on the purpose and 
what decision(s) need to be made

3. Define the categories being discussed and the criteria for decision 
making (then decisions are made objectively and not via opinion)

4. Establish the common ground and lead the conversation from there

5. Ask open-ended questions

6. Say what there is to say - if there is an elephant in the room call it out

7. Don’t get caught up talking about unnecessary detail

8. Listen activity. Be present - get out of your head and into theirs

9. Offer choices and alternatives

10. Make decisions and seek commitments 
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Finally, always come from a place of gratitude and appreciation regardless of the 
outcome achieved. It matters to other people. And it’s a good thing if it matters 
to you.
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Key 6

Build trust in your 
relationships

Effective relationships are built on trust

For most of us being productive relies on working with and through others. 
Often times, influencing isn’t about the idea, or the logic or the tactics, it’s about 
the connections and the strength of relationships you have with others.

Trust means confidence.  The opposite of trust is suspicion.  When you have 
confidence in people you have confidence in their abilities and their integrity. 
Often, when people in an organisation complain about ‘a lack of communication’, 
it is really a symptom of ‘a lack of trust’ in their relationships with others. Trust 
develops in a relationship when each of the parties becomes trustworthy. 

Subtly, good leaders are able to 
earn the trust of others, even when 
their interactions are minimal and 
remote. What they say, how they 
say it and how they follow-through 
on the commitments they make, are 
the small but vital indicators that 
people accumulate as they form 
their perceptions of others.
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Trustworthiness can’t be demanded, it must be earned

So what are the elements of trust and how can trust be built in a relationship? 
The most important factor above all, is that you have to be trustworthy as 
a starting point.  This is also about having integrity - walking your talk, being 
congruent and having the courage to act in accordance with your values and 
beliefs. If you don’t trust you and back you, why should others trust you? (Refer 
to the section about Self-trust).

Elements of trust

1. Respect for others – appreciating and valuing diversity and difference 
in opinion

2. Open and honest communication

3. Shared purpose or goals

4. Confidence in each other’s abilities – the skills and what needs to be 
achieved
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Key 7

Manage your 
emotional EQ

The higher your EQ, the more productive your working 
relationships will be.

Most leaders I talk to appreciate that emotional intelligence (EQ) is more 
important than IQ. Unlike IQ, emotional intelligence can be learned. The process 
is not easy. It takes time, experience and, most of all, commitment.   By being 
emotionally aware, you will be a more effective communicator and a stronger 
influencer.  

Above all, leaders who can inspire 
through a vision that serves and 
supports the team and moves them 
toward with a sense of purpose and 
direction. People want to do well. 
People today want more than a job - 
they want to be part of something that 
means more than their job description.  
They want to contribute to something 

bigger than their day to day tasks and they want to feel like they belong and 
matter.  If you want to build a high performing team, you’ll need to grow EQ over 
time. 
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What it takes to have EQ 

A resourceful mindset allows leaders to become self-aware

The more aware you are of your emotional state and what’s driving it, the greater 
your ability to have self-control so that you can channel your emotions in the 
most resourceful manner. In other words, self-awareness allows you to be in 
control of your emotions, so that they are not in control of you.

Genuine empathy

Having empathy means being able to step into the shoes of someone else and 
relate to how they may be feeling in an event or situation. So it’s about being able 
to appreciate the perspectives of others and include these in how you choose to 
evaluate and choose your own perspective.

Solid relationships

Having social expertise is the ability 
to build genuine relationships and 
get along with others. You need to 
be able to express your thoughts 
and feelings to others in such a 
way that you build connection and 
bonds with others. So that you 
matter to other people. And they 

matter to you. As a starting point, people want to work with others who they 
like. It’s easier for people to trust you, if they like you to begin with.

Personal influence

Influence is the ability to shape, shift, and change someone’s perceptions, 
attitudes, decisions, and actions.  Influencing is all about communicating 
(verbally and non-verbally) so that it creates a shift in others.  Influencing allows 
for creativity and problem solving – which are critical competencies of any highly 
productive performer.
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Leadership is intentional influence

Being fully productive means you can play a bigger game

Improving your productivity will help you take your performance and results to 
the next level.

Toni Courtney helps leaders and teams build performance and leadership 
capability. She works with leaders so they can impact, influence and inspire for 
extraordinary results. Underpinning her range of leadership and performance 
programs is an ROI model based on step change improvements in the following 
key areas:

• Performance and results 

• Personal effectiveness

• Leadership capability 

• Relationships and alignment

• Planning, critical thinking and decision making

• Creativity and innovation

Are you ready to take your productivity and results to the next level?

Talk to Toni today and find out how she can assist you or your team.  Contact 
her on 0431971790, or toni@tonicourtney.com or visit tonicourtney.com

mailto:toni@tonicourtney.com
http://tonicourtney.com
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Additional Resources

7 Habits of Highly Effective People Stephen Covey

4 Principles of Execution   Chris McChesney, Sean Covey, Jim Huling

The 4 Hour Work Week   Timothy Ferriss
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