
Action Steps: It Doesn't Have to Be Crazy at Work

"It Doesn't Have to Be Crazy at Work" by Jason Fried and David Heinemeier Hansson,
published in 2018, offers a refreshing perspective on modern work culture. The main
idea of the book is that themodern workplace doesn't need to be characterized by
stress, chaos, and overwork. Instead, companies can create a calm, balanced, and
productive work environment by:

1. Rejecting the culture of overwork and constant urgency
2. Protecting employees' time and attention
3. Setting reasonable expectations and work hours (e.g. 40-hour workweeks)
4. Eliminating unnecessary distractions and inefficient practices (like excessive

meetings)
5. Focusing on sustainable, long-term growth rather than "growth at all costs"
6. Promoting work-life balance and sufficient time off
7. Using asynchronous communication methods when possible
8. Treating the company's work environment as a product that can be continuously

improved

The authors draw from their experience running Basecamp to show that it's possible to
build a successful, profitable company without resorting to the "crazy" practices
common in many modern workplaces. They advocate for a calmer, more humane
approach to work that values genuine productivity over the appearance of constant
busyness.

The book challenges many conventional notions about what it takes to be successful in
business, offering a compelling argument for a more balanced and sustainable
approach to work.

In this Action Steps Handbook, we will provide practical steps grounded in the insights
presented in the book that will help your business set reasonable expectations and
promote work-life balance.

Step 1: Rethink the 40-Hour Workweek

The authors argue that 40 hours a week is plenty of time to get great work done. Here's
how to implement this:

● Set clear boundaries on work hours (e.g., 9 AM to 5 PM)
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● Discourage overtime and weekend work
● Lead by example - stick to these hours yourself

Remember, it's about quality of work, not quantity of hours.

Step 2: Embrace "Reasonable" over "Radical"

The book emphasizes setting achievable goals. Here's how:

● Break big projects into smaller, manageable tasks
● Set realistic deadlines for these tasks
● Avoid the trap of always chasing the next big thing

It's better to under-promise and over-deliver than the other way around.

Step 3: Reduce Interruptions

Constant interruptions kill productivity. Try these strategies:

● Implement "office hours" for questions and check-ins
● Use asynchronous communication tools (like email or project management

software) instead of always expecting immediate responses
● Encourage focused work time with no meetings or interruptions

Step 4: Rethink Meetings

The book is pretty anti-meeting. If you must have them:

● Make them rare and short (30 minutes max)
● Have a clear agenda and stick to it
● Invite only essential participants

Remember, every minute in a meeting is a minute not spent on actual work.

Step 5: Promote Time Off

The authors believe in the power of rest. Here's how to encourage it:
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● Offer generous vacation time and insist people use it
● Consider implementing a company-wide "summer hours" policy
● Encourage people to truly disconnect when they're off

Well-rested employees are more creative and productive.

Step 6: Focus on Outcomes, Not Hours

Judge work by what gets accomplished, not by how long someone sits at their desk. To
do this:

● Set clear project goals and deadlines
● Trust your employees to manage their own time
● Avoid micromanaging

This approach respects your employees' autonomy and promotes efficiency.

Step 7: Create a Calm Environment

The book emphasizes the importance of a peaceful workplace. Try these:

● Keep the office quiet (or provide quiet spaces)
● Avoid manufactured urgency or false deadlines
● Encourage deep, focused work

A calm environment leads to better thinking and more thoughtful work.

Step 8: Lead by Example

As a leader, your actions set the tone. Make sure you:

● Respect work-life boundaries yourself
● Take vacations and actually unplug
● Don't send work emails at all hours

Your team will follow your lead.
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Setting Reasonable Expectations and Promoting Work-Life
Balance: Action Plan Template

Step 1: Rethink the 40-Hour Workweek

Our current work hours:
Proposed new work hours:
How we'll communicate this change:
Potential challenges and solutions:

Example
Our current work hours: 9 AM - 6 PM, often with late nights
Proposed new work hours: 9 AM - 5 PM, strict cut-off at 5 PM
How we'll communicate this change: Team meeting followed by email summary
Potential challenges and solutions:

● Client expectations: Educate clients on our new hours and improved productivity
● Project deadlines: Adjust timelines and improve project management

Step 2: Embrace "Reasonable" over "Radical"

Three big projects we can break down:
1.
2.
3.

Realistic deadlines for each:
1.
2.
3.

How we'll track progress:

Example
Three big projects we can break down:

https://bookbutterclub.com/

https://bookbutterclub.com/


Action Steps: It Doesn't Have to Be Crazy at Work

1. New client dashboard
2. Mobile app redesign
3. Backend infrastructure upgrade

Realistic deadlines for each:

1. Dashboard: 8 weeks
2. Mobile app: 12 weeks
3. Backend: 16 weeks

How we'll track progress: Weekly team check-ins and project management software

Step 3: Reduce Interruptions

Proposed "office hours" for questions:
Asynchronous communication tools we'll use:
How we'll encourage focused work time:

Example
Proposed "office hours" for questions: 11 AM - 12 PM and 3 PM - 4 PM daily
Asynchronous communication tools we'll use: Slack for team chat, Asana for project
management
How we'll encourage focused work time: Implement "Do Not Disturb" hours from 9 AM -
11 AM daily

Step 4: Rethink Meetings

Current number of weekly meetings:
Proposed number of weekly meetings:
Three meetings we can eliminate or shorten:
1.
2.
3.

Our new meeting guidelines:

Example
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Current number of weekly meetings: 12
Proposed number of weekly meetings: 5
Three meetings we can eliminate or shorten:

1. Daily stand-up (replace with Slack check-in)
2. Weekly status update (incorporate into project management tool)
3. Bi-weekly brainstorming (reduce to monthly)

Our new meeting guidelines: 30-minute max, must have agenda, only essential
participants

Step 5: Promote Time Off

Our current vacation policy:
Proposed changes to vacation policy:
Ideas for encouraging employees to use time off:
1.
2.
3.

Example
Our current vacation policy: 2 weeks per year, rarely used fully
Proposed changes to vacation policy: 3 weeks per year, minimum 1 week taken
consecutively
Ideas for encouraging employees to use time off:

1. Lead by example - managers take their full vacation time
2. Implement "no-work" vacation policy (no checking emails)
3. Celebrate employees who take time off in team meetings

Step 6: Focus on Outcomes, Not Hours

Three projects where we can implement this approach:
1.
2.
3.

How we'll measure success for each:
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1.
2.
3.

Example
Three projects where we can implement this approach:

1. Bug fixing sprint
2. New feature development
3. Client website redesign

How we'll measure success for each:

1. Number of critical bugs resolved, not hours spent debugging
2. Feature completion and user satisfaction, not lines of code written
3. Client satisfaction and site metrics, not hours spent on design

Step 7: Create a Calm Environment

Current workplace stressors:
1.
2.
3.

Ideas to address each:
1.
2.
3.

Example
Current workplace stressors:

1. Noisy open office
2. Constant client calls
3. Pressure to always be "on"

Ideas to address each:

1. Create quiet zones and provide noise-cancelling headphones
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2. Designate specific times for client calls, use asynchronous communication when
possible

3. Encourage "offline" time and respect for work hours

Step 8: Lead by Example

Three ways I'll model work-life balance:
1.
2.
3.

How I'll communicate these changes to my team:

Example
Three ways I'll model work-life balance:

1. Leave the office at 5 PM daily
2. Take a full two-week vacation without checking in
3. Stop sending work-related messages outside of work hours

How I'll communicate these changes to my team:
Discuss in our next team meeting, follow up with individual check-ins
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