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1. About the Trainer

In his “day job”, Bob Ferguson is a Freelance Chartered Engineer working mainly in the
Defence and Aerospace fields. His knowledge of management gained through
engineering and business degrees, have been modified by over 25 years of exposure to
engineers.

When his services are required the project is normally overspent and behind schedule,
or at the very best on a tight deadline. But achieving these deadlines is not where Bob’s
skills in Time Management were developed.

As a parent of a cub scout, some twelve years ago, Bob returned a form asking for help
as coaches, managers, helpers etc for a cub football team. He returned the slip saying
he would do whatever was left. A delighted Cub Master rang to let him know, he was
the only one who had returned the slip and could therefore have all the jobs! By the time
his elder son had reached the end of cubs, his younger son had started and so the
cycle continued, except he was now running his elder son’s league football side as
well.

His active participation in the football club led to him becoming Chairman and
restructuring the management committee of the club. A similar story could be seen in
his other interests.

When he joined the Red Cross to learn first aid for his football role, he ended up as
training officer for the centre, reflecting the coaching/training role that Bob enjoys.

As a member of a public speaking organisation, Toastmasters international, Bob
became the Governor for the East of England.

The real skill of time management was not only knitting all these activities together, but
ensuring there was sufficient time for the work that had to be done between formal
meetings.

Here then was the challenge for his Time Management — to fit in these activities and
maintain the balance of life.

He started developing his skills a bit at a time building them continuously over the first
two or three years until he had developed considerable expertise. This was not easy as
he is not a naturally well organised person. Subsequently these skills were developed in
a variety of organisations until one day, pouring derision on conventional Time
Management training methods, he was challenged to produce something better.

The result was this course, which was started six years ago and is now in its fourth
major re-write. As with all knowledge based subjects, there is a limit to the conventional
wisdom content, but Bob’s course looks at the use of Time Management with a different
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perspective and helps people learn in a way that suits the skills development, rather
than suits the diary of the trainer and delegates.

2. About the Course

The course, as originally designed, was structured in six sessions held weekly. This is
to suit the way people learn and one of the keys to the course is this accent on
delivering the knowledge and skills in a form that is easy to learn and implement. Just
why this structure is so effective will be seen very shortly.

There have been three major revisions as feed back from earlier courses was
incorporated in the content of the course, which more or less led it to its current
standard.

This course has been modified to put the same content into four sessions, each of two
workshops in an experiment to see whether the results from this format will reflect the
results from the original structure.

The workshops are structured to build on each successive block developing the skills
and tools to manage time effectively. The course structure, which is shown in Figure 1,
is as follows :

Workshop 1 — Understanding Time management

As the very base of Time Management it is important to understand what we believe
Time Management is, how it affects us and which skills we want to develop. Apart from
setting your personal perspective for the course, it ensures the course can be modified
to pick up any special requirements you have.

Workshop 2 — Setting Direction

To successfully complete any journey, you will need three things. Firstly you need to
know your destination, secondly your starting place and lastly you need to plot a course
to get there.

This workshop tackles all three factors, vitally allowing you to plot your course to get
round the obstacles you know will be in your way.

Workshop 3 — Getting started

So many of our good intentions founder on the difficulties associated with getting
started, notably procrastination and indecision.
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This workshop tackles both these issues, looking at the reasons behind both of them
and giving you the necessary impetus to start the process of developing your time
management skills

Workshop 4 Doing the Right Thing

Having got the impetus to start it would be a tragedy to see it wasted by doing lots of
the “wrong” work. In workshop 4 the accent is on how we ensure that our time, and our
new found extra time, is used in the most effective way.

Workshop 5 Working together

Many people accept there are large benefits to working as a team and yet it is still far to
common to see people working as a group rather than a team.

The difference between groups and teams is explored here, together with the
mechanics of why teams work, how to build a group into a team and how to delegate
work effectively within the team.

Workshop 6 — Removing Obstacles

Even armed with the best tools and a good team, there are many obstacles, within and
beyond our control, that arise to thwart our effectiveness.

Techniques for minimising and eliminating these time wasters and their effects are
explored fully in this workshop, which also looks at ways of handling the conflict that
sometimes arises when we imposes our own standards onto timeliness

Workshop 7 — Meetings

Meetings must be felt as the single largest timewaster in many people’s working lives,
and yet they ought to be the largest timesaver.

We examine what needs to be done to make meetings effective in this session,
focussing on what needs to be done before, during and after each meeting.

Workshop 8 — Developing your own system

There is no single method of managing your time. Your time management system will
be as unique as you. We look here at the elements that you may want to put into your
time management system and ensure that you finish with a full development plan to
achieve your goal as an effective time manager.

We also review the process of development so that if you start off and get stuck, you
know just how to get going again.
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3. About the Notes

By definition, notes are the information that passes from the folder of the trainer to the
folder of the delegate, via the overhead, without passing through the brain of either.

Tragically this is true far to often, and we already know we’ve got better things to do with
our time than spend it copying — you'll see why in the section on “about learning”

The notes on this course are provided in three forms :

Full written notes :

These represent almost a verbatim copy of the information that will be passed over
during the workshops. They form the complete reference document for the course.
Overhead slides in note format

Each overhead used is printed on the top half of a page, with the bottom half free for
any notes that you want to take resulting from the discussion.

Mind Maps

A method of recording the key points of the workshop which will be explained at the
start of the course and will provide a quick and successful way of taking the
information of the workshop on board. They will be the key weapon in implementing
the time management skills successfully and are explained fully a little later on.

When you have finished the course you’ll have a complete set of notes that describe all
the techniques and knowledge the course has to offer, but one of the most common
guestions asked on these courses is "Do the techniques you teach really work?" The
answer is always the same :

"Can a guitar make beautiful music?" Well, can it?

If you put it on the table and leave it will a guitar make beautiful music? No, of course
not. It won't make any music at all. How about in the hands of an amateur like me?

No again, it won't make beautiful music at all.

However, it you put the guitar in the hands of someone who's been practising for the
last twenty years, the guitar will indeed make beautiful music. Or again, will it?
Perhaps what | should say is that the person who has practised for twenty years will
make the beautiful music with the guitar in his hand. If you put a guitar on a table on its
own, no-one is surprised when the guitar doesn't make any music. And again, in the
hands of an amateur, nobody is surprised if the guitar still doesn't make any beautiful
music. And if they knew that the person playing the guitar had practised for the last
twenty years, then no-one would be surprised that the music the guitar produced was
beautiful.

Not only are people not surprised, but many of them would say that these things were
common sense. Or so they believe until it comes to them learning themselves.
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When people go on courses, they get a set of notes, a set of techniques and a
certificate and that's rather like buying a guitar.

If they take it home and stand it in a corner, they've bought themselves an expensive
ornament. And in just the same way if they take their course notes home and leave
them in the bookcase, they've bought an expensive book.

If they are an amateur and they take out their notes and they dabble in them every now
and then or if they get their guitar and play on it every now and then, they will produce a
low quality result.

However, if they are persistent and they practise on a regular basis over a long period
of time, then they will end up making the Time Management equivalent of beautiful
music.

One of the basic keys to success is simple but very powerful. It's a question of
persistence. Just keep practising the techniques you have learnt until they become
natural skills. Even so, it's amazing how many people buy their guitar, stick it in the
corner and stand back and wait for the beautiful music to begin. | hope you are not
going to join the group of many that have expensive ornaments in the corner.

4. About Learning

The reason why this course is structured into a number of weeks will be covered when
we look at what we’re going to achieve from this course, but even with in each
workshop, there is a distinctive pattern that is there to help you gain maximum benefit
from the session. Here is some of the reasoning behind it so that you can see what
each activity is trying to achieve.

Discussion Activities :

There is a distinct hierarchy in the benefits that different activities give to the learning
process. This was pointed out by James Lee (See Reference 1) in his lectures on Mind
Mapping. In increasing order of effectiveness, the activities are :

Copying
Questioning
Reframing
Discussing
Teaching

agrwnrE
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Paradoxically, this means that the person getting the main benefit of the workshop is
normally the trainer because theirs is the mind that is being reinforced most with the
information.

In order to use this hierarchy effectively, the workshop is split up into a number of
activities which encourage you to discuss the points being made. The more deeply you
examine the topic under consideration the more deeply the information will be
embedded in the memory.

Quizzes:

Encouraging the mind to retain the information is a major objective of the course and
the quizzes are a key step in the process.

Research has shown that the mind stores information it learns in one block, as one
block irrespective of its length. If a quiz or questioning delegates current knowledge
takes place then all the currently stored information is brought into the current memory.
When the information is stored away again by the brain, any new material learned in the
session is stored way with the old, so all the information on the same subject is now in
one place making it easier to recall later. As we will see in our look at filing systems, the
key to success is being able to retrieve the data quickly. The same applies to the brain!

Mind Maps :

Mind maps were the concept of, and the copyright of, Tony Buzan (Reference 2). They
are a way of taking notes in a colourful and almost picture like way, that makes it easy
for the brain to absorb and remember. Many activities can be improved by mind
mapping the information college notes, speeches, information for new company starters
etc. They work on the basis that because they are as unique as a picture, colourful and
often exaggerated, the mind retains them readily (See the Mind Map Book reference
2a). They need to be used in conjunction with a little knowledge about how we
remember things.

Repetition
Figure 2 shows two graphs illustrating the benefits of repetition.

The first curve shows our memory retention if we just go to the course and do nothing
else.

When the course has finished we know about 70% of what we’ve been taught. An hour
or so later that figure is up to 90% as we become aware of more of the information from
the course. Within a day the retained information is down to 20% of the total and by a
week it will be down a 2% where it will stay unless we do something about it.

The second curve shows what happens if we review the information after 1 hour, day
and week. The final retained information is about 90% of the total course content.
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However if we decided to review the whole of the notes on that basis we would be
unlikely to do it because it represents hours of boring work. Where as reviewing a mind
map takes minutes and will keep all the information just as fresh as reading all the
notes.

These two activities in tandem form a very powerful tool for remembering information
that can be used for meeting minutes, actions and a whole host of occasions outside
training.

Attention Span :

Figure 3 illustrates the effects of attention span. Whatever the duration of a training
activity, the brain is at its most active at the beginning, and when it senses the end. This
can be seen on the lower curve where the entire session is without a break. However
when the session is broken down into smaller activities, then the brain’s attention is kept
near maximum capacity for a far greater proportion of the time as illustrated by the
series of smaller curves.

5. What is Time management

Some year’s ago Ken (Kenichi) Ohmae, who was head of the Asian division of
McKinsey and partners (The home of Tom Peters) produced what was called his
decision tree as shown in Figure 4. It is a simple but effective way of breaking down
thoughts into a hierarchy of logical progression. It means that you can start your review
of a subject with a broad overview and chase the options for achieving each desired
state to a lower level.

In the workshop we will generate our own decision tree for what time Management
means to us, which you will keep as part of your notes. To complete these notes, Figure
5 shows the decision tree formed from previous input with an explanation of what Time
Management was for the people who helped form this decision tree.

From the first exercise, we all chose different things that time management meant to us,
but underlying this was one key factor that is the same, that everyone wants from this
course :

| want to change
Because, if you spend your time going through a four week course and nothing
changes, you’'ve wasted your time. A little later on the ways in which we change will be

reviewed as they affect our plans for change. However for now we’ll just have a look at
what it is we want to change.
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6. Habit Forming

Basically, there are two ways of changing your life. They tend to be considered as
methods for describing changes in companies, but they are equally applicable to
people.

The first is a technique called Interventionism. Interventionism is a very simple and
direct method of achieving a change. It occurs when there are very focused objectives
and it generally only works when people or organisations are in trouble.

Typically, in an organisation, you might see it when a company is struggling and they
call in a specialist turn around manager who has a free reign to do whatever likes in
order to achieve the objectives. The staff tolerate this rate of change because they
understand that it is often the last resort.

In regard to people, it is generally associated with the circumstances where somebody
might be chronically ill and have to change their lifestyle in order to be able to survive.
Again, the people only tolerate the rate of change because they know there is little
alternative, and so they are prepared to change their culture very rapidly.

But in general, this is not what people like. People like to approach change with a
developmental technique which is the second method of change.

In a developmental system, the objectives are often less clear although the general
route is defined. Itis regarded as a long term process and the culture or lifestyle is
changed on a very gradual basis. The whole process is reviewed on a regular basis
and, as a result, the course is achieved by nudging people into line at regular intervals.

This is the way that people like to change, because it fits in with the way we think and
behave.

We can consider the brain as two sets of halves. The first set of halves is a split
between the left and right brain. The left brain is the area which determines the logical
thought of the mind. Itis used predominantly in maths, science and puzzle solving and
tends to favour concrete problems. The right hand side of the brain tends to be the
more creative. Itis used to absorb music and art and abstract concepts and is often
the driving side behind literature and other such less precise subjects.

The second set of halves that we want to consider are the conscious and subconscious
brain. We will use the normal analogy to liken the brain to a computer, although why
we continue to do this is not quite clear. If the human brain were a Ferrari then it would
make the world's best computers look like a broken down tractor.

In a computer, it receives instructions from two sources. The firstis a keyboard where

we type instructions directly in and that would be likened to the conscious mind putting
direct thoughts into the brain.
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We use the conscious mind to force change on ourselves but it is often a tiring process
because we are having to overcome the background work of the subconscious mind.

This can best be seen when people are trying to diet or pack up smoking, because the
subconscious brain wants them to do one thing and the conscious brain wants them to
do something else, and so the two halves of the brain are permanently in conflict, which
is why it becomes so tiring and such a big effort, particularly when the sub-conscious
mind is so powerful.

The other source of instructions to the computer comes from programmes that have
already been written and sit either on a hard disk or perhaps in a chip within the
computer.

These instructions are carried out automatically by the computer as it receives the
instructions and they are likened to the process of the subconscious mind. When you
take a technique and use it, itis the conscious mind that is forcing you to use that
technique. When you develop the use of that technique over a long period of time, so
that it is automatically undertaken by your subconscious brain, it becomes a skill.
These programmes that the subconscious brain undertakes without us even knowing it
are called habits.

On a course such as this we do not learn skills, we learn techniques and knowledge.
These are at the left hand of a continuum which has skills at its right hand end. The
skills are when we use the techniques and knowledge automatically, without thinking.

This process is described by Wille and Hodgson as a model of change which shows us
moving through 4 stages :

1. Unconscious Incompetence
2. Conscious Incompetence
3. Conscious Competence

4. Unconscious Competence

When we change techniques to skills, what we are really doing is forming new habits
and this is one of the reasons that one day courses are very poor for teaching skill
orientated courses like time management.

When you go on your one day time management course, you will spend eight hours
learning new techniques that your mind can't possibly take in or start to implement
straight away.You will often be sent away to your work with a whole new lifestyle in a
book.

Even though you may start with the very best of intentions of following that technique,
you will shortly find that the pressure from work makes it very difficult for you to maintain
the slow and methodical use of your new programmes. Very shortly, the majority of
people are forced to abandon all the new techniques they have learnt in favour of their
old system just in order to get the work done.
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Most of them have every good intention of returning to the programme the next day, but
as the pressure builds up the next day as well, often the benefits of the one day course
are rapidly lost because people aren't able to adapt to a new lifestyle at that pace.

That is why this course is designed to be spread over four weeks, so that we can
concentrate on one aspect of time management behaviour at a time.

Each week, you will learn a new aspect of time management and go away with only one
thing to concentrate on for the whole of the next week in changing your behaviour.

Over the four week period, those changes of behaviour will build into new habits and
you will start to adapt to this new lifestyle quite naturally.

Four weeks is only an arbitrary timing as it is aimed to give you sufficient time to work
on each activity. However, if you find that this doesn't suit your rate of learning, it can
be six fortnights or six months or six years if you wish, although | suggest that's a bit
long.

Even if it takes you six months and you are doing one block every month, remember
that what you are doing is changing your lifestyle to get real benefits over the next
twenty, thirty, forty years or more, so it's well worth the effort to take these changes very
gradually so they're installed on a permanent basis.

Perhaps one of the best examples is Benjamin Franklin, who listed all the aspects of his
life and habits that he wished to change and then put them in priority order and worked
on one every month until he had cleared the whole list.

7. Symptoms of Bad Time Management

How do we know when our time management isn’'t up to scratch?. Again in the session
we will generate a list of the symptoms that you see in your life, but for completeness
here is a fairly standard list of the major symptoms of poor time management :

1 No clear objectives. This is almost as much a cause of poor time management
as itis a symptom, but people who have their time poorly organised often exhibit
an aimlessness in what they are trying to achieve. This will often be seen as a
readiness to be distracted from the task they are undertaking.

2 Ready acceptance of urgent tasks. Those who agree to take on tasks with an
urgency defined by an outside customer often have no concept of how this is
going to affect their workload and the chaos that it is going to cause later on.
This will almost inevitably lead to symptom number 3

3 The inability to meet deadlines. Consistent failure to meet deadlines is a classic
symptom of poor time management. As we move down the list of symptoms we
find many of them are sympathetic, i.e. they are caused by one another, and they
tend to follow on as a natural progression.
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Numbers 2 and 3 naturally lead to number 4.

4 A feeling of being overloaded and having to take work home. The full briefcase
taken out to the car is an obvious sign that work is not being handled in the
proper time frame.

Numbers 5 and 6, although sounding complete opposites, are in fact both symptoms of
the same problem; being unable to manage your time properly.

5 Being too perfectionist. This is where people put in abnormally high levels of
effort to achieve a result that is not required by the task. In other words, the
level of effort you put in has to be appropriate to the result you want to produce
and anything higher than that is a complete waste of time.

6 Lack of thoroughness. Just the opposite of 5. This is normally the result of
allowing deadlines to creep up and therefore not having sufficient time to do the
job properly. This leads to a poor result and the problem is tied in very closely to
procrastination.

7 Fear of Delegation. Again just as much a cause as a symptom of poor time
management. Once we start to recognise that we cannot achieve everything
ourselves and that we have to enlist the aid of our fellow workers, this fear will
vanish and we will learn how to do that in Section 4.

8 Stress. the overall symptom of poor time management is a feeling of stress and
pressure that is caused by being out of control. This course will rapidly put you
back on control so that the level of stress you feel in managing your tasks
reduces.

Do any of these affect you?

References

1. James Lee - Interactive Learning Group : e-mail : ilg@dial.pipex.com

2. Tony Buzan - Harnessing the Para Brain : BCA Books : ISBN CN 8177
2a The Mind Map book : BBC Books : ISBN 0-563-36373-8
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8. Where to Start

Now that we desire to change ourselves to become better time managers, we need to
plot a course, and in order to plot that course we need to know three things : Our start
point, our destination and our route. Here we begin by choosing the start point.

There’s a story about a man driving round a town, who stops and asks a pedestrian
which way it is to the Town Hall. The pedestrian relies, “well, if you want to get to the
Town Hall, you don’t want to start from here”!

That would be nice if it were an option, but of course it isn't — we have to start from
where we are, and that's very significant in terms of development.

There’s a huge difference in self-esteem from seeing yourself as good, with a desire to
build on what you’ve got to get better, than seeing yourself as something that's wrong
and needs to be different. Whatever you chose as your destination, the route must start
so that it incorporates what you have got so that you see the whole process as one of
development not radical change.

One of the places | always start is with Bob’s Universal Development Grid, which is
shown on Figure 6. The logic behind the grid is very simple and based on the need for a
start point, destination and route as already mentioned.

The three horizontal sections are :

Where are we now — a review of current position
Where do we want to be — our destination
How are we going to get there.

The three horizontal sections of the grid are divided into two sections vertically,
representing the internal and external influences of our journey. l.e. some aspects of our
route are within our control and require changes to our behaviour. Whereas other
aspects of the route are controlled by outside agencies and we have to account for
these changes, whether or not we want to.

The grid can be used for any form of development planning, life, leisure, work or
business.

A completed example of the development grid, used for business planning, is shown in
Figure 7.
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9. Setting Priorities

We have to pick our objectives in the next section, but we can’t always do them all
together, therefore we will want to chose an order of doing things.

The same applies in the choice of which tasks we do, and in which order, and therefore
setting priorities is a key skill for us. Also at some stage we must accept that there
simply isn’t time to do everything so we will have to be choosy about what we do.

We will have a look at two tools that enable us to make the choice of which activities to
do first.

The first tool is the priority matrix shown in Figure 8. The grid is formed by two choices
on the top, which are Important or Not Important, while down the sides the choices are
Urgent or Not Urgent.

Activities that are urgent or not urgent are generally fairly easy to distinguish. Urgency
is always restricted by a time frame, so an urgent task has to be completed by a short
deadline whereas a non urgent has no such restrictions.

Important and Not Important categories are far harder to determine. Often importance
is tied in with long term and short term goals which we will consider in the next
section. the key to importance is the impact of doing or not doing the task. Figure 9
shows some criteria to help decide what is important.

This gives us four categories of task to consider, which have been labelled A, B, C, and
D.

The Category A tasks go in the Important Urgent box and they tend to take care of
themselves. If something is both important and urgent, there tends to be a driving force
behind it which ensures that it gets done in the appropriate time.

In the opposite diagonal corner, Not Important and Not Urgent are the Category D
items.

Although this category suggests that these tasks shouldn't be done at all, they are the
busy work that is often done when people need some form of activity to feel they are
working. These types of activities will still crop up even when your time management is
much more effective. Sometimes they are used as rewards, however, you will find that
proper allocation of priorities will prevent you wasting time in this area.

The area with the biggest scope for improvement for time management lies in activities
B and C.

2-13



Category B is the Important but Not Urgent category. These tasks may be typically
long term objectives such as college courses or development work that allows you to
operate more effectively in the future but have no immediate time constraint on them.
This normally means that they get a lower priority compared with the Category C
activities.

Category C activities are Urgent but Not Important and are the squeaking wheels of life,
which tend to demand attention by their nuisance value and so people often devote far
more resources to completing these tasks than they really warrant. A major step in
your working habits is to give the Category B tasks a higher rating than the squeaky
wheels, Category C, and although this may seem like a frustration in the early days
because the squeaky wheels are not be being attended to, this philosophy pays off in
the end because the Category C tasks start to dwindle in numbers as your long-term
policies reduce the occurrence of the short term intrusive tasks.

It is an important step for us a time managers to understand how much time we spend
in each category and therefore we use a second tool — the Time Log. But before we find
out how to use atime log, let's have a look at how we THINK we use our time.

Exercise 1

Using the Exercise 1 sheet, write twenty things that you will do in the normal day in the
activity column. Then in the priority column sort them into the four categories of priority,
A, B, C, and D as we’ve just reviewed above. Remember your priorities will be unique to
you and your job.

Now go back through them and mark in the sequence column and mark them in four
priority categories, 1, 2, 3 and 4 as to the order in which you generally do them.

If you are like many people the order you do things will not be according to their priority.
Is there a reason for this?

Based on what you have just written, make an estimate of how well you use your time
by

filling in the boxes for Exercise 2. In each of the free boxes under A, B, C, and D put the
percentage of your time that you feel you spend on that activity. We’'ll see how close
you got to the truth when you've filled in the time log in Exercise 3 which is part of your
home work for Week 1.

Using the Exercise 3 sheet (you may need to copy several to get you through the
week).

In the Activity column, write down each new activity as you undertake it. In the time
column, fill in the time when you started the new activity. Continue to do this throughout
the day.
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At the end of the day (or earlier if you have free time!) go back and for each activity
work out how long you spent on it (this will be the difference between the start time for
the activity and the start time for the next activity). Put that duration in one of the four
columns A, B, C, or D according to the priority you give the activity based on our matrix
above.

You can make up your own abbreviations and symbols to give you a short hand for your
frequent activities.

Next week we’ll look at the results of your log and see what it means and how it can
help you. With the exception of a few people who find time logging so valuable it
becomes a part of their daily routine, most people find it strange, awkward and a
general pain to fill in and work out.

The only encouragement | can offer is that it is one of the most powerful tools for
controlling your time usage and all the effort you put into filling it out will pay big
dividends in the long run. Some of the key benefits are :

Firstly, they do achieve their job very successfully in that they reveal clearly how your
time is spent, but more than that, it gives you the information you require to improve
your planning and control of your time. This is part of the process of developing your
route to where you want to get to.

But there is a bigger benefit from completing a time log. Many of the people who
undertake them find they become a self correcting habit. In other words, once you
have developed an awareness of the problems that surround poor time management,
as soon as you go to make a record of it, you realise that this is a task that you should
not be undertaking and immediately apply a correcting technique.

The number one excuse for not completing a time log is people will say "This is not a
typical day". Well, there is no such thing as a typical day and so whatever comes, you
will have to spend five days filling in your time log just as it occurs. The longer period
you take the time log over, the more likely it is to record faithfully the average processes
that you are going through on a daily basis.

Also, be ruthless with the recording of interruptions and be truthful with your record of
time wasters. These two will account for a large proportion of the wasted time during
the day and again it is important that you are rigorous in filling in all these intrusions into
your working day so that you will know where your time goes.
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10. Goal Setting

Why do we need goals?

Goals are one of the most powerful motivators for achievement. They provide a focus
for effort and they form the basis of sound decision making. People who are regarded
as successful are often perceived as good decision makers. The reason for this is they
have already decided what they want to achieve and each decision becomes a choice
of which option moves them towards their goals. This is much easier than trying to
make a decision when you don’t know what outcome you want.

Remember the story of Abraham Lincoln and how he kept going to achieve his goal.
Although we should remember that this can be taken to extremes. Its no good hanging
on when the objective is unachievable - remember the little girl and the kite.

To see the power of goal setting you only have to look at the effect on your Saturday
morning of creating a jobs or “to-do” list. As soon as you know all the jobs you are going
to do and their sequence it relieves your brain from clutter . You also start to collect the
things you need as you go which makes for a more efficient job.

Here are some of the popular statistics on goals.

95% of people do not set regular goals.
95% of people do not regularly achieve goals.
Most goals are not written.

The most famous example of written goals concerned a study of the Yale class of 53.
When they were at college they answered a questionnaire showing only 3% had written
goals. In a 20 year follow up it emerged that the 3% with written goals were out earning
the 97% added together.

My favourite quotation on goal setting comes from Alice in Wonderland where she
reaches the fork in the road and sees the Cheshire cat. Asking which way she should
go the cat replied “That depends on where you wish to get to” Alice said she didn’t
mind. “Then”, said the cat, “ it doesn’t matter which way you go”.

Of course this is not true. If you just stop doing your job because you don’t know which
direction you want to go in, it will matter, therefore something modifies this statement.
Although the spirit of the quotation is valid it only holds true provided you stay on the
same level of Maslow's hierarchy (Figure 10). The requirements of each level are :
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Physiological : A need to provide food and clothing and to ensure survival of the
species.

Safety : The desire for a home and protection from the elements and predators.
Belonginess & Love : The need for a family environment with affection

Esteem : The striving for acceptance by our peers.

Self Realisation : The abandonment of worldly requirements to fulfil our self purpose.

arwn

We all try to climb the triangle and certainly the upper levels are about achievement of
goals where a sense of direction is vital. However even if we don’t know where we want
to go we will not do anything to jeopardise the level on which we currently reside.

Therefore we must temper our desire to follow goals with a balance of our basic
requirements.

How many of you feel goals are powerful motivators?
How many of you feel you set goals?
If you agree they're powerful why don't they do it?

There are a variety of reasons why people don’t bother to set goals but here are the five
most common.

1. I've done alright without  -Its easy to be satisfied if you don’t know where you want
to go- this links with the Alice quote and your time log must determine where you
are. If you are missing the power of goal setting it limits life. As the pilot said “The
bad news is we’re lost, but the good news is we’re doing 600 mph”

2. | keep them in my head . If you have wishes desires & dreams they will bog down
your mind if you don’t write them down. This is the place of Someday Isle. Your
goals will only achieved by accident. You can, however get yourself on an addictive
high by setting & achieving powerful goals.

3. If I setagoal | may fail . Risk always exist. Setting goals is a risk. Consider a
professional footballer or Babe Ruth - Leave the “play it safe” comfort zone. Edison
proved all the things that wouldn’t work on his way to the light bulb. An inventor only
needs to succeed once. Confront your failures. List the negative and positive
outcomes. have the same mistakes made? Make the benefits of a mistake a
permanent part of your life.

4. If set a goal and achieve it | may be expected to  live up to it in the future  Not
only will you become more motivated as you approach the goal - if you achieve it
you will be motivated to try higher goals.

5. | set goals when there's a need - major tasks flexi  ble rather than the restriction
of goals . Mastering this art is a regular requirement for high achievement. If we
don't act intentionally with effect we are doomed to mediocrity.

Using the Exercise 4 form, write down 5 goals of your own in the Goals column?
Are they goals?

Goals have a specific set of properties which we remember with the acronym:
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Goal Setters are SMARTER

Specific. Each goal must have an absolute value for us to aim for.

Measurable. We must be able to monitor our progress, preferably before the end of
the goal is achieved.

Agreed. If we set goals affecting others we have to get their agreement otherwise
we will be battling against an unnecessary resistance.

Realistic. Nothing is more stressful and demotivating than an unrealistic goal. If you
have a wild dream break it down into achievable lumps.

Time-phased. There must be a time frame to keep you working at an acceptable
rate. Don’t forget this must also be realistic.

Exiting. Enthusiasm makes the difference. Read Norman Vincent Peal’s book
“Enthusiasm makes the difference”.

Recorded. Write your goals down, preferably where you will see them on a daily
basis. That way they will stay in your mind all the time.

Goals must also be positive because the human brain is not capable of understanding
negatives. You only have to read these simple tests :

Do not think of a pink elephant.
or
The dog did not chase the cat

Most people will immediately see, in their mind, a pink elephant and a dog chasing a
cat.

Therefore you must issue your brain with the instructions you want followed. e.g.
instead of saying | don't want to smoke you should say | want to be a non-smoker.

Now you know how to properly write a goal go back and adjust your original 5 goals to
make them smarter.

The next phase is to make sure the goals are in balance. For this we’ll need the wheel
of life shown in Figure 11. A copy of this wheel is in Exercise 5 for you to fill in.

On the wheel of life there are 8 spokes each representing an aspect of life. The inside of
the wheel represents a very poor score in that area. i.e. you are not satisfied with that
aspect of your life, or you put very little effort into it.

The outside of the wheel represents the opposite i.e. you are happy with that aspect of
life or you put enough effort into it.

You should put a mark on each of the spokes that represents your feelings about the
following statements :
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Personal development
Mark the outside of the wheel if you are satisfied that you are working on a plan to get
the most out of yourself.

Lifestyle
Mark the outside of the wheel if you are satisfied with your lifestyle or you are
working hard towards it.

Possessions
Mark the outside of the wheel if you have or are working hard towards the
possessions you want.

Health
Mark the outside of the wheel if you are putting enough effort into your health and
fitness.

Relationships
Mark the outside of the wheel if you put aside the time you need for cultivating
strong relationships.

Career
Mark the outside of the wheel if you are putting in plenty of effort to build your
career.

Financial
Mark the outside of the wheel if you are generating or trying to generate sufficient
money to support your needs.

Hobbies
Mark the outside of the wheel if you allow yourself sufficient time for hobbies and
relaxation.

The importance of the wheel is not the absolute level of the spokes but how the even
the rim is when you join the points. This is a wheel that will take you through life. If you
have one or two long spokes and the rest short, you can imagine what a bumpy ride
you're in for.

Notice how on some of your wheels the important/non urgent areas of family and leisure
suffer compared with the effort put into career and financial areas. This is one of the
advantages of goals setting that you will learn to pull the wheel nearer to a circle .

Here is a second exercise to challenge your perspective on life.
Imagine you are passing a familiar church in your home town/village and you notice
there’s a funeral going on. Going in you find you can walk down the isle without the

people noticing you and so you go to the coffin at the altar and look in - to your horror its
you.
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Turning round to look at the congregation you see six of you friends sat along the front
pew, each of whom is going to stand up and say something about you. what do you
want them to say? (You're still breathing is not allowed) - Fill in the answers in Exercise
6.

How many of you want to be remembered because you have a big house or a nice car.
In a typical audience there’s not many. Most people want to be remembered because of
their behaviour or your feelings. And yet these are not some of the high priorities when
we come to set goals.

The objective of this exercise is not to turn you all into altruistic benefactor or suggest
that you live your life purely guided by the thoughts of others. It does however put some
of your objectives into a perspective of importance.

Using this new information go back and review your goals again to see if they are still as
valid.

The collected wisdom of the world may be summarised in one sentence.
There is no such thing as a free lunch.

It doesn’t matter what your goals are, somewhere down the line you will have to pay the
price for them. The final step in your goal setting is to remove the valeity

Valeity is the wishing for goals without the desire to pay the price. If you are guilty you
are unlikely to achieve your goals and they will become a frustration.

For each of your goals try and put a financial figure for cost against each goal. then
divide this figure by the value of your time. This will give you the number of hours work
this goal will require. Look at that number of hours and decide whether you are really
prepared to commit that number of hours to acquire your goal. If the answer is no, strike
it from your list. Forevermore you will be able to look at that goal and feel happy
knowing that although it is a worthwhile goal you will never achieve it because your not
willing to pay the price.

Go back through your goals and see how many you now have left. If they have survived
up to now it is likely they represent your genuine desires.

There is a suggested fast route to goal achievement in three steps :

1. Write - write down your top 5 goals where you can see them

2. Repeat - Repeat them out loud morning and night. This drives them into the
subconscious.

3. Visualise - Visualising that you already have the benefits of your goal will help

reinforce your desire to obtain it. This is what happens when you use right &
left brain together you get a powerful combination. This technique works
because there is no reality. We only have our own perception of the outside
world, and the brain can’t tell the difference. Try the Lemon test.
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How to get motivated?
You do not work well when you are motivated - its the other way round. You should start
with small success and build up. Then you will be motivated by your achievements.

11. Homework for Week 1

1. Fill in your time log for five consecutive working days. Be truthful and thorough
and, even if you get breaks in the day where you have forgotten to fill it in, go back
to it as soon as you are able. Do not leave it for the whole day just because you
have missed a couple of activities.

2. The second activity for Week One is to consider the value of your time. Whether it
is at work or whether it is at home. try and put a price on your time so that you can
make some judgements later on in the course.

3. The final task for this week is to write a set of SMARTER goals covering each of

your main interest areas. This will generally be very hard to complete, but at least
start with your initial thoughts.
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12. Review of Last Week's Homework

How many days did you manage to fill in your time log?

If the answer is not many you will not be getting the benefit of knowing your problem
areas. Remember the analogy of the guitar player?. It doesn’t take much effort to
become a good time manager but you have to practice on a daily basis to get there.

The benefits of time management will last you the rest of your life so its worth making
the effort NOW.

As | pointed out earlier , you need to change to do anything differently and that process
requires effort, however the payback is far greater.

To have the tools to manage time and not get down to using them is rather like pushing
a bike along the road, because you haven't got the time to get on it!

If you didn’t complete your time log be determined to get it done this week.

When you have finished your time log you will need to add up the columns of time for
each of the priorities A, B, C & D.

This will show you how much of your time was spent on each priority. Go back and
check the totals with the assessment you made in Exercise 2. Then you need to answer
the following questions using your log :

Questions for your time log.

What was the actual time you spent on priorities A, B, C & D.
What was the longest uninterrupted period you worked?
What was the most productive part of the day?

What was the least productive time of the day?

How long did you take to recover from interruptions?

Were your communications too long?

Were your communications important enough.

We will be using the answers later on in the course when we plan how to make the most
effective use of our time.
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When you analyse the way you spent your time last week you may notice some of these
typical patterns apply to you.

1. There's too little time for high priorities
Surprisingly although we acknowledge that some tasks are high priority we spend
far too little time on them. This is particularly true of the category B priorities.

2. There's too much time spent on low value tasks
Low value tasks are often the procrastination tool we use to avoid doing the
important tasks. So many people will acknowledge a task is high priority and yet
still not tackle it until the last minute - you'll find out why in the section on procrastination

3. Too much is done that could be delegated
The tendency to hang on to the work and not allow your staff to help you is one of
the biggest barriers to effectiveness. The section on delegation will help you
understand the process and how it can multiply your work output like nothing
else.

4. Too many interruptions

Far too few people are brutal with interruptions. If you are going to get the most
from your time you cannot afford to allow people to interrupt when it suits them.

5. Too short an attention span.
Odd though it seems the average attention span is very short, somewhere
around seven minutes! Therefore it is important you understand how to
concentrate in blocks so that you're not distracted at the wrong times.

6. Everything takes longer than we think.
Almost a universal fault is the inability to accurately estimate the full amount of
task for a job. A major source of pressure is under-estimating the time for tasks
and then leaving ourselves with too much to do in the available time.

7. Productivity increases when we take a time log.
Despite all the complaining that is done about completing time logs it is almost
certain that you will notice a boost in your effectiveness by completing it.
Not only will you use your time better but you will become instinctively aware of
all problem areas a they crop up.
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13. What to do first.

We've had a look at our goals and the way we work, and now we need to start doing
something — but what.

Despite our look at goal setting there is another way to review the priority of actions.

Villfredo Parteo, an Italian economist (sociologist, engineer), discovered in the late 19"
Century, that (roughly) 80% of the wealth of a country was held by 20% of the people,
thereby creating what he called the “predictable imbalance” which came to be known
later as the 80/20 rule. This rule has been used ever since for many examples of the
law of diminishing returns although very few of them actually convert to an 80/20 split.

For those interested in material strength, a stress strain curve exhibits the same curve
(perhaps this is explained by Pareto’s 20 years as an engineer) but a more common
example is the return in exam marks against time put into the question. the majority of
the marks are obtained in the early part of the question whereas time spent polishing
the answer will produce few marks.

One of the common examples in sales in 80% of the income coming from 20% of the
customers.

You can also see the same effect in the amount of capital repaid in a mortgage period
where all the repayment occurs at the end of the mortgage term.

This affects us in two ways :

Firstly, we can pick the activities that have the maximum impact on our time
management and tackle those first. This is highly motivating as it produces a large
effect for a relatively small effort and generated natural enthusiasm for the task.

Secondly it can prevent us getting “perfection paralysis” from doing more than is
necessary for each task. In the end you want to produce a result better than your
competition (Remember the tale of outrunning the bear!) and all achievement is by
being only a fraction better than your opponent. Just think of the time difference
between the two fastest men in the 100m

It is important to understand this principal because far away the biggest time waster is
putting more effort into achieving objectives than is necessary. Remember, however,
that not all actions are like that and you can’t just do 20% and stop to get 80% of the
value.

Use Pareto’s principal as a guide to help you maximise the results from your efforts.
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14. Conquering Procrastination

The Starting Point :

Exercise 7 : Make four lists of things that you are putting off for work, home, family &
friends, personal.

Don’t set priorities. These example are to make you think about you and solving your
real problems rather than working with abstract concepts.

Adjusting your Attitude

Procrastination is a habit that can be changed. Successful people don’t procrastinate.
Procrastination prevents success. Successful people admit to procrastination but they
mean there are things they want to do but can’t. Procrastination is really, not doing
something you know in your heart you ought to be doing right now. It is not justifiable
delay which is something different which you will see later.

Have a read of the Ogden Nash poem in Figure 12.

A procrastinator knows what should be done, has a plan, but will not do it right now.
They base delay on a contingency which makes it seem temporary and justifies the
delay.

The Four Main Causes of Procrastination

1. Attitudinal Factors  Unwillingness to tolerate discomfort or unpleasantness, fear of
failure, fear of success, low self esteem, boredom, shyness and feelings of guilt.

2. Cognitive Blocks Inadequate information, unclear priorities, indecision, uncertainty
about how to attack a certain problem and failure to appreciate the importance of
timely action.

3. Environmental Factors Clutter, disorganisation, noise, unmanageable workloads,
diversionary activities, lack of needed tools and friends & co-workers who lure you
away from a specific task.

4. Physiological Factors , Fatigue, stress and illness.

Pinning down the cause is a big step to overcoming it - do you have one of these
problems?

14.1 Attitudinal effects
A common misconception about yourself

I’m just not a get up and go type.
Rubbish - All things change - Look at the Serenity prayer in Figure 13.
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Self discipline is there for the asking and is the opposite of procrastination.

Henry Ford had a note on his wall saying “Whether you think you can or can’t you're
right.”

Procrastination is a habit and by now we all know now how to change a habit.

You can change you're attitude by changing you're physiology - If you're putting
something off because its unpleasant, do it anyway and you’ll get a feeling of self
satisfaction from having done it promptly. This will make you do it faster next time.

Procrastination is not a trifling illness. For millions it is the reason for their failure to
achieve the success they’re capable of.

Have you done the exercises that I've set? Why not.
You'd do it when it was more convenient or when you had more time perhaps?

There is time in your life for everything you want to do! The key here is desire not the
availability of time.

Some specific techniques to deal with Procrastinati on because of attitude

1. Pigeon Holing Why haven’t you started. Fear of mucking it up, lack of tools,
Interruptions, fatigue, conflicting priorities. Find a single reason then a cure is often
obvious and straightforward. Don’t cop out dig deeper.

2. The Salami Technique If the problem is too big it is often off-putting. Use your
planning and make the steps small. like eating a Salami. Each task is small and
boosts momentum A list also helps you get back from an interruption. A pencil and
paper is very powerful technique.

3. The Leading Task If you don’t like making lists try taking one small step in the task
and after you've done it decide if you want to take another or not. It must be physical.
Newton's law - change from rest to action (Enthusiasm comes from working not the
other way round)

4. The five minute plan . Like the leading task you make a deal with yourself (a bit like
the reward scheme) to work on something for just 5 minutes. After 5 mins you can
stop or do another 5 minutes. How much can you do in the five minutes? If you don’t
want to do anymore write down a time when you can do another five minutes.

5. The Worst First . Pick the worst task first. The opposite of the easy first. Try and see
what suits you. At least it will get you going.

6. The balance sheet . On left list all reasons for procrastination. On right list all the
benefits. Not in your head. The reasons for postponement may outweigh the benefits
in which case your decision is valid. The secret is to put it down on paper. The pain of
not doing it outweighs the pain of doing it.

7. The journal . A list of feelings . Be honest about how you're feeling about a task.
Don’t worry about structure, spelling etc just write.

8. Self-Dialogue - For those who don't like lists give yourself a pep-talk. Don’t beat
yourself up. Commit verbally to a specific action at a specific time. You can
programme yourself. NLP.
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9. Tape talk . This can help those who don't like lists. A daily session may help if the
others don't.

10.Going Public . Prevents you backing out by committing you in public. For major
tasks tell your friends, co workers and family.

Remember . If its to be its up to me!

Don’t apply as many of the techniques to as many of the problems as possible. Pick one
first an easy one preferably. Pigeon hole the technique. Work out the best weapon &
produce a game plan.

Overcoming the fear of failure

The number one cause of procrastination but it comes in many forms: self-disclosure,
ridicule, unknown, confrontation, pain, risk, even success But main is fear of failure.

Strive for a sense of balance and an understanding of the consequences of failure.
Unless your on a life or death mission it doesn’t mean annihilation. It usually means a
temporary set-back. (It can be a learning process- remember last week’s failures Abe
Lincoln - Tom Watson - make your mistakes faster - Edison - FEAR is False Evidence
Appearing Real ). Failure can serve a useful function it is a part of success.

Most successes have failed at some stage but came back from it stronger.

Maslow’s wife was often afraid to sculpt because she was afraid her work wouldn’t be
good enough . So she had a talk with a man who Maslow described as a real artist who
told her The only way to be an artist is to work and make a pile of chips , sweat, and if it
doesn’t work throw it away (Remember Quality time - Do anything - Action will cure
fear). He would not take on any apprentice who wasn’t willing to work.

Procrastination can be caused by a general fear. Use pigeonholing If you can identify
the fear, you’'ve gone a long way to overcoming it. (Look at the very worst that can
happen and see if it really matters).

Don’t deny it. Acknowledge it and act as if it didn’t exist. Act as you want, and the mind
will follow.

Use mental rehearsal as a tool for success not just when you're afraid. (The fast way to
success)

Here’s a technique that’s not simple but it can help you.

Negative & Positive imaging (NV Peale) This is centuries old. Imaging means imagining
the thing you want to do. Rehearse (as the athletes do) in your mind . (Basketball
players practising in their mind) They're really less stressful than doing it.

The positive way shows you an image of success. Watch the success, feel the applause
etc.

The negative shows it going completely wrong. This may seem self destructive but it
trivialises the fear. You either see the humour or realise failure isn’t bad.

Make sure you use the positive last). Now think what is most likely to happen.

Use fear to spur you into action as a form of motivation.
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Overcoming the fear of success

A secret desire to fail. Usually well hidden especially to those who have it. (Remember
the small Frying pan)

It is a subconscious effort based, generally, not on the fear of the task but the
anticipated result of getting it done. e.g. promotion- If | pull this off I'll be sorry. It also
causes stress from indecision.

Makes changes to lifestyle. Talk to yourself to clear your goals and accept there will be
a discomfort zone (getting out of a rut - and paying the price for everything)

Some of the responses from Martha Freedman’s research into why people feel they
don’t deserve success.

Generally three categories:

1. Faulty Logic . Its all been too easy for me, my parents didn’'t have it. You are you,
and you get what your talents demand.

2. Past Transgressions, | lied on my resume. They don’t do much for your self esteem.
Don't stifle your achievement. (Forgive yourself and your Parents for mucking you up)

3. Fear of the responsibilities success would bring. Two reasons |. your aware of your
competence & fear you'll be catapulted into your Level of incompetence (Peter
principle after Management Specialist Lawrence Peter) 2. Low self esteem which
can be improved by acknowledging your achievements. The most frequent. Learn to
appreciate your strengths. Learn to take risks and accept failure.

Do | have what it takes? The most difficult question to answer . You may not know until
you try it but all the data and percentages show that most goals can be achieved if we
put our mind to it. We all have a tendency to sell our self short - we only use a small
percentage of our potential.

See if any of your list items are covered by this.

Overcoming Environmental factors

Establish An Action Environment

One that invites action by the way it looks.

Avoid useless clutter - not the relevant clutter but the rubbish.

Devote the last 15 minutes to filing. To get rid of it.

Minimise paper handling.

Reserve work space for work, not lunch and not rest.

Other peoples interruptions.

Set your self aside by agreement. Victor Hugo used to strip off and have his clothes
removed until he had completed a chapter of a book.

Close your door - train your workers & tell them what your going to work on.
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If no door use a signal. Face desk or dividers to cut down on eye contact. A sign on
your desk.
You can have privacy but you have to define it and enforce it.

Who you hang out with will effect your attitude.
Don’t take on other’s reasons for procrastination.

Other effects

Uncomfortable furniture, lighting, rocking table.
Heating .

Overcoming Fatigue

Reasons for fatigue

20% of people who go to the doctor with fatigue have medical problems.

Insufficient Exercise : A benefit every 2 days, aerobics affects your self image. and
vitality, Schedule your exercise.

Lack of Relaxation - Sharpen the saw - schedule relaxation

Poor Diet Sugar, alcohol,

Sedentary Working Habits

Poor Posture

Attitudes and emotions - dread of a frustrating or tedious task will drain you of energy.
(Remember the energy for the golf game.) Focus on the task not on how you feel.
Environmental factors (Poor lighting, ventilation)

Self-Discipline

Everyone has the ability to be self disciplined none has more or less than anyone else,
some just choose not to use it. The answer to using it is practise itis as simple as that
and they key is of course - a little bit at a time. Once you get a few small steps you can
get larger steps. Once you've developed your self-disciplined you can do it at any time.
Get into the habit of challenging difficult things (Challenge of being a specialist) Its all in
the state of mind. Just like exercise you’'ve got to use it on a daily basis - use it or lose it.
Some ideas for using it.

Select a task from your list make it simple & useful (not something that you enjoy)

Do it right away, Stick to it until finished (Walking away when sufficient done )and then
give yourself a pat on the back. Think of the will of iron and control.

When you've done it you've developed self- discipline now all it needs is expanding.
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You may also need to get tough with yourself over indecision - but this is also just a
habit.

Find a task over which you're undecided. Make a list of pro’s & Cons then make a
decision. Don't interrupt it. Toss a coin if necessary but make the decision. Then do it.
Make this a habit. Everytime your confronted by a decision make a habit of practising
making a decision.

Using the Reinforcement Principle

Giving yourself a reward - When are you working- When are you not.

Pay the price - There’s no such thing as a free lunch - Work has the effect of you losing
control (How many self employed people have to stay late)

Considering Deliberate Delay
What is deliberate delay. When is it justified

Consider Quintus Fabius 218BC Roman General watching the armies of Hanibal
pouring down through the Alps into Northern Italy. He has the job of beating Hanibal
and driving him out of Italy. As he considers the size of Hanibal's army he considered
not a head on Assault but a strategic delay. His troops were no match for Hannibal's in
a pitched battle but he set his troops to hide in the mountains and cut off the stragglers,
lead him astray with false rumours and challenges so that the younger troops could
whittle away at the might of Hanibal. Fabius's strategy earned him the nickname
Concator - which means procrastinator or delayer and it was working. While Hanibal
could never pin him down to a major battle meanwhile his men were getting frustrated
and supplies were getting low.

Unfortunately the superiors in Rome decided he was a coward and sent 86,000 men
and 6,00 horses to attack Hanibal. As Fabius concluded the Romans were soundly
defeated. So Fabius was returned. This plus an error by Hanibal defeated his army.
After the initial victory over the Roman army he let his troops rest over the winter. He
reckoned they were weary and if he waited some of the Roman army might desert. This
gave Fabius's army time regroup and turn Hanibal back. Hanibal put the error down to
Procrastination. We can see that delay is neither good nor bad of itself. It depends on
the circumstances.

Deliberate delay may not be good depending on the soundness of your decision but at
least you know your not putting something off that should be done now.

When could deliberate delay be useful?

When you need additional information -

1. Do you really need more facts?

2. How much risk is involved with going ahead with what you have now.

3. If you do need more information are you really have are you doing all you can to get it
in quickly.

4. Are you guilty of perfectionism. A good plan today is worth more than a perfect plan
tomorrow.
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Exercise 8 : Why do you think you've been putting off your four tasks?
Exercise 9 : What would help you get going on these four tasks?
When a delay could be useful

Could the problem go away?

Don’t fool yourself.

Napoleon put all routine letters away for 2 weeks because most things were sorted by
then.

To give an idea time to incubate

The subconscious will work on a problem while your otherwise engaged - sleeping on it.
This rarely applies to weighing up type decisions. It is more applicable to unstructured
problems.

(20 solution methods)

Cool down period

If your irate at something give it time before you reply.

Benjamin Franklin wrote a letter to a colleague in very strong language about him voting
against the colonies. Two days later he wrote a calmer one which was more effective.
This technique can also be used for someone else. John Kennedy was furious at a
News Story critical of his administration and ordered the head of Federal
Communications Commission to punish NBC. But he didn’t Instead he waited and told
Kennedy what he’'d done . Kennedy who’d cooled off agreed with the wisdom of the
delay.

Study

A period spent in concentrated study is far less effective than the same period spread
over an extended period of time. Cramming for an exam is not the best way to learn.
The information is not stored.

The do nothing Technique

Alan Laykind Method.

When all else fails he goes & sits in a chair for 15 mins and do nothing. No meditating or
thought. His task is then staring him in the face and he can’t wait to get going.

15. The Mechanics of Decisions

Decisions like most habits have a process that can be followed to improve our decision
making. However before we go through the process each time, our first decision is : Is
the time and effort of making a rigorous decision worth it.
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Sometimes the indecisive people are so because they spend a lot of time worrying
about decisions that have no benefit to spending that amount of time on them. Then
each decision becomes a major problem — and procrastination sets in!

So stage 1 of our decision process is :
Is the decision worth it

What do we mean by that . Well, if you were buying a washing machine, you could
review all the available machines and their costs to decide which one to buy. However if
all the costs were similar, all the performances were similar and it would take you a long
time to make the decision, you may decide to stick a pin in a list of machines. From this
we can see that there is a trade off between the time and effort the decision takes and
the benefits it brings. If we were making a decision at work, the benefits may be
replaced by the impact the decision would have.

To evaluate impact we need to look briefly at what would happen if we chose the
extreme options of our decision. For instance, back with our washing machine, we
decided to make a random choice because there was little to choose from the
performance at both extremes. But if at one end there was a similar performance, but a
50% reduction in cost you may feel it worth looking at the range in detail.

So our first task is to look at the impact of our decision and if its worth it move on to the
full decision making process. If it isn’'t pick anything and move on. (PS we almost never
make the “right” decision as we’ll always find things out after we’ve bought that we
wouldn’t know until we owned the machine — and the manufacturers literature isn’t
always the most reliable source of data upon which to make key decisions i.e. we may
look for recommendations to colour our judgement i.e. let someone else make the
decision for us).

This stage should stop us clogging up our time with unnecessary decisions.
If we decide the impact of the decision merits the time we need to spend on it, a rational
structure helps speed up the process and the one | recommend is as follows :

1. State the desired outcome i.e. what is the objective of the decision.
This may sound a funny thing to suggest but you’'d be surprised how much time is
wasted looking up information that doesn’t support the decision at all. In restricted
choice decisions this is quite straightforward, but it isn’t for all business decisions.

2. State the options that exist
List all the options that you can chose that will achieve the desired outcome from 1.

3. List the criteria against which you are going to score the options.

4. Consider if all the criteria have equal weighting. If not add a weighting factor to give
each criteria the desired emphasis.
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5. Score each of the options against each of the criteria using something like the
spreadsheet table shown in Figure 14.

6. Sum the scores and thereby create the order of preference.
Other ways to make choices :
Choosing between many options (of reasonable importance):

The preference grid in Figure 15. A simplified, but logic based, version of the rigorous
approach above.

Put each of the options down the side. Across the bottom set of triangles on that row put
the number of that option. In the top set of triangles of that row, put the number of each
of the options above. Go along the row and make a choice between the pair of options
in

each box.

When this has been done for all options add up the number of rings around each option
and put that in the totals box on the side. Finally rank the options in their selected order.
Any two options that tie can be separated by looking at the preference between those
two particular options.

Exercise 10 : Use the preference grid to sort out your favourite choice of restaurant for
dinner.

This method is fine if you don't used conflicting scores, but this sometimes happens
The ubiquitous post in note method, which is an even simpler method of the above as
follows :

Write each of the choices on one post-it note, numbering them 1,2,3,.....etc.

Start by putting down number one.(in effect the top of the list)

Then decide whether you prefer No 1 or No2. Place your preferred one at the top.
Move to No 3 and decide whether you prefer it to the sticker at the top, then the next
one etc until you decide where in the list it comes.

Repeat process for all remaining post-it notes and the final list is selected.

Exercise 11 : Use the post-it method to repeat Exercise 10

If you have multiple choices but with low importance — stick a pin in the list, or draw
them from a hat.

Finally, for a choice between two almost equal options — Toss a coin. (see the poem in
Figure 16)

3-33



16. Scenario Writing.

Scenario writing is a form of planning, and therefore the method of writing scenarios will
be dealt with in the next workshop fully. It has two major benefits. One that it helps with
risk aversion, which is also covered in the next workshop. The other is that it helps in
the process of being decisive, and that is why its mentioned in this workshop.

Scenario writing is really a process of story telling into the future. The “author” writes a
number of versions of what could happen in the future, and each one is analysed and a
plane developed for each possibility.

This means that when events occur, people and companies are able to respond very
quickly, which makes them seem very decisive. But the decisions were actually taken
some time before and they were only implemented at the time the event took place.

In general good planning is and aid to decisiveness because you can clearly see the

implications of different actions, but weighing up the alternatives in advance so you
have a plan for each is a real boost to decisiveness.
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17. What is Planning

Planning is about two things. Firstly it is about understanding everything that has to be
done in order to achieve your objective. Secondly it is about reviewing the activities to
predict what can go wrong and making your plans resilient to those risks.

Thinking about the role of planning in identifying all the tasks that need doing.
Each job has many phases, here are some of them :

Decide objective

Decide philosophy to achieve objective

Produce actions plan to achieve objectives
Prepare for action with all the resources necessary
Carry out actions as per plan

Review results and ensure everything is complete
File away all documentation and reports

One of the common problems of poor time management that we often only see the
"carry out actions" as the whole job and that all the other necessary activities are not
scheduled into the plan. This means that the time required is underestimated and we
are put back under unnecessary time pressure to complete the job.

Having produced a good comprehensive plan for a job, the next step is to review the
areas where things can go wrong and make the plan resilient to these risks. One of the
common methods used is called PACE planning.

Plan
Alternative
Contingency
Emergency

Although this level of planning is not always required it does no harm to think through
the spirit of the method for each major task.

The main points are :

Plan : produce your initial plan for achieving the task.

Alternative : What alternative ways are there to achieve your task

Contingency : What could you do any element fails to maintain successful progress

(remember the benefits of scenario planning here)
Emergency ; Do you have a fall back position if thinks go completely wrong?

Exercise 12 : Write down a reasonable project or work load you wan to plan
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Exercise 13 : Produce a list of all the activities involved in your project including all the
phases

Even though it often seems like effort without reward, planning brings a whole series of
benefits:

The main ones are:

. Meet deadlines and targets which.................
. Reduces stress

. Helps you meet standards adequately.

. Allows effective delegation

. Gives successful control

. Cope with change and unforeseen events.

. Achieve personal growth

~NOoO OIS, WNBE

Go back and compare this with the symptoms of poor time management that | showed
you in Workshop 1.

We can see that a lot of these are avoided by good planning.

=

There is no necessity to take work home when the workload is properly

planned, prioritised and delegated.

. Deadlines are met.

. Jobs are completed thoroughly because the planning process shows exactly
what is required.

. Delegation becomes simpler with a plan

. 'You no longer accept any job because it conflicts with your plan.

. Stress reduces

. Objectives are clearly laid out in your plan

. The job is done to the appropriate standard. the plan will define this.

W N

0 ~NO U1 b~

So we have a lot to benefit from planning. It really can do an awful lot for us.
Just look at your requirements from this course

How many people do a daily plan ?

The two most common sayings are :
By failing to plan, we plan to fail and
Most people spend longer planning their holiday than the rest of their life.

Its amazing when there is such a great benefit to be had that so few people get into it.
There are usually one of several reactions that people give to planning:
Put yourself in the appropriate category (I would hope because you're here that

your all in the last one.

1. | wouldn’t get the benefit from planning my work - my job is to frantic things
change too quickly. The more frantic the situation, the greater the need for plans
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How

which are flexible and allow for contingencies. This attitude is really an abdication
of responsibility.

| would benefit from planning my work - I'll try but | doubt I'll find the time

The theory is that the time you spend on planning should free up the time you
spend on fighting fires. As you might expect the up front investment is quite high
and the payoff isn’t immediate. Investment - As you sow so shall you reap
Planning takes time - | don’t see how it would actually save me any time at all.
This is a pretty reasonable response to the idea of spending more time planning.
Why should you believe that planning will actually make things better? The
investment is undoubtedly high and the payoff may not be immediate. It may be
that your best strategy is to go back to my old friend the incremental change. Try
changing one or two planning items and see how that effects your work.

| would benefit from planning my work - but my personality and skills aren’t suited
to it. When others depend on you for direction you need to take responsibility for
planning, regardless of your personal characteristics. This attitude is an abdication
of responsibility.

| would benefit from planning - I'll start now.

The best response but it means making a commitment to investing your time -
even when things don't initially seem to produce a benefit - you've got to stick with
it.

lack of planning wastes time

Lack of written Goals with deadlines Make them written and visible put them in
your planner and make them visible so you remember them

Indecision Gathering information endlessly. The perfect decision/report delivered
late is not as valuable as an adequate one delivered in time to be effective. If you
don’t decide what to do events will do it for you and you’ll lose control.

Snap Decisions caused by insufficient facts. The patience to do it right the first
time prevents costly mistakes and having to do things over.

Attempting too much Coupled with resistance to choosing. You don’t have time for
all the goals in the universe or even your own. Deciding what not to do is one of
the most important decisions in goal management. You'd be surprised what the
world can do without. After you’ve asked the question - What does need doing?
ask yourself What doesn’t need doing? Make both questions required reading as
part of your daily plan. What really matters?

Failure to break No 1 priorities into smaller manageable lumps The most
challenging task will be more manageable and also allows you to work on Nol
even when you don’t have a large block of time. Make a timed plan.

Lack of Plan for meeting goals Without a full written plan goals are seldom
achieved or they are much harder to achieve

Lack of daily priorities Means you don’t know what to do first. Time invested in
priorities yields a sense of calm control. Ensures maximum return on time.
Jumping from one priority to another. Stick with No 1 keep it & its deadline in front
of you as a legitimate reason to say No

Poor Crisis Management Failure to plan for what can go wrong. Don't let every
interruption be a crisis. Failure to plan on your part does not constitute a crisis on
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my part. Anticipate - plan what you can do to minimise - Is it a crisis? Post mortem
to prevent reoccurrence.

10. A Lack of dated Checkpoints Prevents crisis by making adjustments along the
way. Also brings motivation.

11. Poor use of waiting time A lack of a plan to use waiting or travelling time. Make a
note of what you can do while waiting or travelling. Use of the car as a mobile
university

12. Making time estimates unrealistically low One of the major causes of stress.
Produces stress, broken promises and an image of ineffectiveness. If you think it
will be done magically on time. you are wrong. Generate the skill of estimating task
lengths and keeping a time log.

Now on to the process of planning

The process is about reducing unmanageable tasks to the lowest self explanatory
activity (e.g. if you want to phone someone you don’t need to list get the phone number
and pick up the phone) so that we can make a list of everything to do

Try and think of a simple example of a job that's got to be done. It want’s to be a

fairly simple job either at home, something like making a bookshelf or minor project and
a similar level at work maybe organise a visit for an important client.

Make the heading at the top of the sheet and underneath split the job down into a
number of tasks each of which is self contained that either you or anyone you give it to
would be able to manage without further instruction. This should just be a linear list.

After last weeks Alice in Wonderland We continue the literary bent with Rudyard Kipling
- | keep six honest serving men (They taught me all | knew)-Their names are What and
why and when, and how and where and who.

1. What - remember goals have to be specific to be valid so we have to make sure
we are quite clear about what exactly we’re going to do.

2. Why - what is the commercial or other justification for doing it. Is it a high enough
priority to warrant the activity. When - You've got job to do

3.  When - You've got a job to do - what’'s the most important date for you to know?
The answer is the Start date - everyone knows the end date but too few people
concentrate on making a positive start date. The activity must be clearly time
framed so that we know when it must start date and the duration to get the plan
right. Try on one activity just thinking of the time involved and drawing a bar on the
graph. If you find this activity difficult and it is one of the hardest in time
management - try to use your time log to develop a sense of time used in
activities.

4. How - This is really a question of non-personnel resources. Where is the
equipment and perhaps most importantly - the money going to come from.

5.  Where - Is one location better than the other. What are the logistics of travelling
and moving the project around. If you chose a bookcase - is it better to make it on
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the lounge carpet!! or make it in the garage and carry it in - will it go through the
doors?

6. Who - who is the best person to do this - what skills are required. Is it a job that
can be delegated.

This is an overall list and you use it to generate the answers for your project but
obviously you don’t need to answer each one for every task so use your
judgement there.

Tips for planning

1. At the end of each evening, review the days progress and...
2. Make a plan for the next day.

3. Make yourself a high priority time for planning.

4. Reward yourself for a successful plan.

5. start small and build up.

Where there are big projects, or even for some small tasks you may want to produce a
PERT chart (Project Evaluation and Resource Tracking). This shows the time
relationship between activities and mostly shows.

1. The Critical path so that you understand which items MUST be completed on
time

2. What is the latest start time for a job and

3. What is the latest finish time

This lets you know where the slack is in your programme so that you can make

adjustments if necessary.

This course is not intended to go any deeper into project planning than this but if
anyone wants more information on how to produce PERT charts I'll gladly provide some
just let me know .

When you see how easy it is it makes it even more amazing that people don’t do it
more.

There is one more aspect to add. when your planning on this scale (i.e. there may be a
long time between the start and end)you want to monitor and control the process by
ensuring the progress is adequate. therefore its best to set a series of Milestones.
These are intermediate steps which define the progress/achievement to made by a
certain time which allow you to check that the work is going at the right rate.

This level of planning is fine for projects but what about your personal planning.

Well the personal plan is a modified version of the same thing. First you have to collect
a list of all the projects you're involved in. This can be done on a similar basis to the
project one. Split the projects down into activities that can are daily based. The total of
all the jobs you have to do in one day should be written on a list for the day - normally
called your to-do list. Against each item you should have a time estimate and a priority.
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Most of you will have discovered from doing your time log that you have a number of A
category priorities. this is quite common. What you should do is number your top 3 or 4
priorities but be absolutely clear on which is your number one priority. Everything else is
a distraction. People again don’t understand the inability of the brain to focus on more
than one thing. It won’t do it you just muddle things up - people are very poor at multi-
tasking. Back to my football teams - If the team is losing 3-0 what is their No 1 priority? -
Its to get one goal. If they get one their objective is still to get one goal but they're
viewing the world through the eyes of a team that’s just scored - not one that has to face
the mountain of scoring four to win. That just encourages the team to give up.

Make sure you are clear every day what your number one priority is

Remember the benefits of a list i.e. the Sat Morning work list More than that gets
the reticular activator going

18. Programmes

Having worked out all the steps required for the task, all the resources necessary and
all the other aspects of the plan, we now need to ensure that it can be completed in a
timely manner.

The way we do that is to put the plan into a programme.

A programme is merely a list of the activities shown (generally) by a bar on a time
based chart. This may be a bar chart in a full programme or something as simple as a
few lines on your diary page.

Either way it puts the actions from the plan into a logical order, shows which tasks are
reliant on which, and shows how long the total project will take.

It may be that you don't like the answer it gives in terms of the finish date and then we
have to look at using additional resources to reduce the time base on tasks that are the
ones causing the hold up (i.e. they are on the critical path).

The key to the benefits of a programme comes from the SMARTER goal acronym.
Remember that the goals had to be specific and measurable. That holds true for
programme tasks. Then we can monitor the progress towards completion but more
importantly we see very quickly when things are off track. This means we either need
more resources or a revised schedule. But at least we know and are ready to act.
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Programmes for our daily and weekly work are very easy to produce. They can be done
on spreadsheets, calendars, backs of envelopes, and all will be equally effective.

Exercise 14 : Put a time against each activity
Exercise 15 : Put the activities in the sequence where they naturally follow each other.

Exercise 16 : Work out your programme and completion time.

19. Processes

We often talk about allowing staff to think for themselves, but we don't have to do it by
making them re-invent something that some members of staff already do extremely
well.

In the modern environment of "total quality” what we actually want is total
reproducibility. One of the ways we can achieve this is to have processes for people to
work to which are really a record of how the job was done before. This doesn't now
mean that the staff don't have to think because they have a procedure. It means their
thoughts (in the spirit of even more modern Kaisen) can be focussed on ways of
improving the results, but safe in the knowledge that there will be a minimum standard
achieved.

How formal the procedure for improving the processes is will depend on how critical the
results are. In the aerospace industry, it is critical nothing is changed until the new
improvement is proven, but in other industries there may be more latitude. Often the risk
of allowing anyone to change a process is that the whole process has not been planned
and there is some undesirable drawback to the change, as well as the perceived
improvement.

Now its your turn to try using all three areas in your life or work.

Exercise 17 : List all the processes you need to fulfil your programme
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20. Working with different people

Individual Characteristics

It will come as no surprise to you that different people have different characteristics. As
a manager, one of your responsibilities is to understand the different characteristics that
people might exhibit, to be able to place your staff in the appropriate categories, and
understand what effects those will have on your business and your team.

Back at the end of the 19" Century , Carl Jung was the first to try and split the world into
four categories.

At this stage its important to note that each of the categories contains considerable
variation and that there are so many different human characteristics that everyone is
still very much an individual. However there are broad categories that we can put
people into that indicates how we are likely to behave.

Jung split the world into four types named Drivers, Analytical, Extrovert and Amiable
with the categories shown on Figure 17.

These groups were derived by considering the people's position on seven grids as
shown in Figure 18. Exercise 18 : Mark your own position on the 7 grids.

The key point about the four different types is that because they behave so differently,
the people in the opposite corners of the grid communicate badly with each other and
often annoy each other intensely. Although this is a very simple method of identifying
groups it is very easy and quick to get a feel for how others are likely to respond.

The following are some of the more scientific but common people differentiators.
Myers Briggs Type Indicators. (Figure 19 & 20)

Which is a personal inventory to assess psychological type. It has a wide range of
applications and offers a classification of 16 personality types based on 4 different
personality constructs on the basis of Jungian philosophy. Figure 19 shows the outline
preferences in work situations of the four bi-polar scales. By reading through each of
these and making a decision on which one of the two types you are, you will end up with
a four letter characteristic.

Looking at the sheet in Figure 20 you will see each of the 16 types described there.
You should try and determine your own style and read the description to see if it agrees
with the way you feel. Like most of the inventories which produce a variety of different
character types, it is not necessarily your character type which is important.
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Again the key thing to appreciate is that the people on opposite diagonals of the matrix
will annoy each other intensely.

This is because they have completely different ways of going about things. However,
of course, you will appreciate that in a team you need complementary skills and
therefore you will need people who are, by definition, on the opposite diagonals of the
matrix.

Part of your team handling will be to instruct people in how these different character
types react to what they do so that they understand that they do, in fact, form a part of a
complementary team and not just think the other person is an annoyance.

Exercise 19 : work out the four letters describing your character as above. Then look up
your type on Figure 20.

Kirton Adapter Innovator. (Figure 21)

The objective of the Kirton adapter innovator inventory is to assess preferred thinking
style in respect of creativity, problem solving and decision making.

Kirton characterises adapters as those who prefer to improve existing practices, i.e. to
do things better. He contrasts these with innovators who, he argued, prefer to reframe
problems and to offer solutions that may challenge accepted practice, i.e. to do things
differently.

The different behavioural types can exhibit the following characteristics:

An adapter is seen as someone who: is reliable; uses standard approaches; improves;
acts in a cohesive way; is cautious, and is practical.

An innovator is seen as someone who: is undisciplined; challenges assumptions;
reframes; is abrasive; takes risks, and is idealistic.

You can see more of the characteristics of adapters and innovators on Figure 29 and
you should go through and make some attempt to decide whether you are
predominantly adapter or innovator. Again, with this type there is no specific benefit to
being either except as a team.

The innovators are generally better at starting new projects and getting things going,
however the adapters are always better at finishing things off, dotting the

is and dotting the ts. It is therefore sensible to conclude that in any project it is good to
get the adapters to get started and get things going whereas the innovators will be
those who complete it.

Exercise 20 : Look at the characteristics of Adapters and Innovators. which are you?

Data sorting (NLP)
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One of the latest forms of psychological appraisal is neuro-linguistic programming
(NLP). Itis atechnique that has only come to prominence recently, although in reality it
has been around for many years.

It relies on looking at how people see the world and how they filter their information and
data and respond to certain activities and using that as a method for fitting people with a
job that is suitable for their characteristics.

One of the key ways you can see this is whether people sort data by self or by others.
Those who sort data by themselves will take each new piece of information they get and
try and work out how it affects them and what they have to do to get the most out of it.
Whereas those who sort data by others will view the same information and wonder how
it affects other people and what they can do to help them with that particular situation.

It follows that these people will have a different value in your organisation. For example,
you wouldn’t want to put somebody who sorts data by self on the reception because
they will come across as cold and impersonal and not interested in the problems of the
people who are coming into your organisation. On the other hand, you wouldn’t want to
put somebody who sorted data by others on your negotiating team because they will be
more concerned with getting an agreement that suits the opposite side than meeting
your objectives.

SWOT

SWOT analysis is a fairly standard way of looking at all personnel and has been around
for a considerable amount of time. It stands for strengths, weaknesses, opportunities
and threats and allows people to appraise themselves in their own strengths and
weaknesses (and you could also get others to appraise personnel, although this may be
a risky area) and look for their own strengths and weaknesses together with the
opportunities that will affect their ability to do their work and the threats that are likely to
prevent them achieving their objectives.

21. Team Building

Whenever we have a group of people working together, we like to call this a team.
However, that is nearly always not the case. Teams have very definite characteristics
and if you are going to build a team to achieve something in your organisation, then it is
important that you know what a team should do.

Exercise 21 : What is the difference between a team and a group.

What is a team?
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A team is a group of people who have complementary skills such that as a unit they will
carry out tasks more effectively and more efficiently than if they were assigned parts of
the task individually.

The whole basis of a team is this concept of the skills being complementary which is
why it was important that we went through the individual characteristics before this
section. They also share a common goal i.e. the enemy is external not internal.

How do they work (Belbin)?

Dr. Meredith Belbin carried out a considerable amount of work at Henley Management
College on how management teams succeed or fail. From his research he produced a
generic series of team members and characteristics to see how they all work together.

Figure 22 gives a list of the 8 team member roles that Belbin viewed and gives their
attributes and tolerable weaknesses. You may wish to go through those and decide
whereabouts you fell in that list.

One word of warning from Dr. Belbin’s research. He found that groups formed from
alphas (i.e. all the best qualified people) rarely performed the best. Because they
generally considered themselves suited to making good decisions, they pontificated far
too long on the theory instead of getting on with it and, as a result, they failed to win the
business game on which his research is founded - far lower than the statistically
average number of wins.

Building the perfect team.

There are a number of steps to take to build your dream team.
1 Create your vision: you must decide what attributes you want from your team,

how you want them to work and what you want them to achieve. This will
include the optimum number of people and the way they deal with the outside

world.

2 What characteristics do they require? Think of what working characteristics will
give you the workers that you want, not as individuals, but as a set of group
characteristics.

3 What volume of each? Decide how many of each of the different types of

characteristic you want. You will then be in a position to decide how many
people should fill your team in order to give you the correct balance of
characteristics.

4 The way groups develop
Even if you follow the formula and generate the perfect team, you may not get
the results you want and this may be just part of the general development of a
team group. The normal model used for developing groups is Tuckman’s Four
Stages of Group Development. The four stages are:
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1. Forming: where the group are behaving politely whilst they get to know
each other and understand and respect each others’ viewpoints (this
doesn’t last for long).

2. Storming: here the politeness drops as each starts to try and make
their point felt and get their strategies accepted.

3. Norming: in this stage the individuals in the group start to accept the
objectives and philosophies of the groups and they start to align their
views and actions with the group strategies.

4. Performing: the last stage where the group are now behaving as a
single unit, each working to their own strengths on the team’s behalf
and all accepting rejection of some of their ideals for the good of the

group.

22. About Delegation

Why?

Anyone who has attempted to do any form of time management will soon come to the
conclusion that you haven't got time to everything you want in your life. However, that
doesn’t mean to say that everything you want done can’t be achieved, but the route to
success is through delegation. In other words, this is one way that you can multiply
your efforts successfully.

It is not uncommon to see people reluctant to relinquish their responsibilities to junior
staff. However, they have to ask themselves which does the company more good. If
they are generating more profit for the company by doing a lower responsibility job, then
they ought to give up their current job and carry out the subordinate task.  However,
this of course is unlikely to be true.

What to delegate?

There are two key aspects to delegation. Whether you delegate responsibility and/or
authority. Itis often said that you cannot delegate responsibility and that it will always
stay with you. Thatis true. You always have to take ultimate responsibility for
anything you delegate. However, that doesn’t mean the person you delegate to can’t
be responsible.

People will often work better when you have given them the responsibility to achieve a
task with two provisos. Firstly, having delegated responsibility, you have to leave them
to get on with it not keep checking on them or making them come back for approval.
Secondly, you have to be sure that they already have most of the skills to achieve the
task so that they are not dispirited by an overwhelming project.

Of course, it is pointless to delegate a task to somebody where they don’t have the
necessary authority to carry it through. This will only prove a frustration to their efforts.
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The 70% Rule

How do you judge when to delegate, since few people are likely to do the job as well as
you? Well, the normal guideline is 70%.

If a person can do a job 70% as well as you, then it is worth delegating because the
balancing 30% will come with experience, just as it did for you - remember?

People’s Rights

People have a lot of fundamental rights in their workplace but two of the key ones as far
as the delegator is concerned are: the right to be clever.

Nothing is as motivating as to do something off your own back and get it right for the
first time.

Because you have to let go for people to feel clever, you should gauge the task against
their experience so that you can leave them to it. However, to delegate a task and
provide so much detail that it leaves little scope for them to shine and show you how
clever they are, is of limited value.

People also have the right to make mistakes. If you think back to your own developing
years in business, | am sure you can think of many examples where you got things
wrong and, hopefully, a tolerant boss would show you what you had to do to put it right
next time.

The people who work for you also have the same right and they will need to be allowed
the freedom to make mistakes on your behalf whilst developing into more effective
employees. Remember Tom Watson’s philosophy is that because people do most of
their learning when they make mistakes, we should be encouraging people to make the
mistakes as quickly as possible rather than prevent them making mistakes. This may
be an extremist view, however, the philosophy is in the right direction......

More on Delegation

Focus on objectives

It is important when you delegate a task that you focus on the objective of the task and
not the methods. This will allow people to choose their own way of doing something
and not just follow your ideas. Their way will almost certainly suit them rather than
yours and who knows, it may even be better!

The four levels of responsibility

There are generally four levels of responsibility covering the range of ways in which
work is delegated to people.

1. None: thisis real go-for management where each task, and the process to achieve
it, is spelt out in nauseating detail.

2. Limited: in this regime you have little freedom over the choice of method with
regular reporting to reassure your manager that you are on the right track.
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3. Responsibility without authority: this in some ways is worse than the first two
because you have the job to do with full responsibility, but not the tools to do it. It
can be a bit like swimming with your hands tied behind your back.

4. Responsibility with full authority: usually the result of good planning by your
manager who makes sure you have the training and authority to achieve your goal.
This manager will not be interested, except out of interest for your work, as to how
you complete the task. He will be interested only in your results.
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The use of processes and forms.

Almost all the time now we hear of the managing gurus recommending that we
empower people to be creative in their jobs. However, one of the key requisites of your
business will probably be that the results are consistent and reproducible, after all that’s
what your customers come to you for isn'tit; that they know the output that they will get
as a result of placing an order with you.

In fact, although it is good to have creative staff who can help your business improve all
the time, the very bedrock of what you produce must be a well thought out process that
people can turn to in the first instance to make sure they produce the right result. Itis
sometimes thought that the way to produce exceptional performance is to have
exceptional people.

The only problem with this theory is that there are very few exceptional people as, by
definition, most of the population is ordinary. | would suggest to you that a better way
is to obtain exceptional performance by providing your staff with exceptional processes
to work to and using their creative talents to improve these processes.

One of the valuable keys to good processes is the use of forms. Again, the objective of
using forms is to get people to generate the right data and the right information at the
appropriate time. It does have the effect of stopping everyone reinventing the wheel
every time they wish to carry out a certain function.

The greatest management principle

The greatest management principle was extolled by Michael Le Beouf who considered
that the greatest management principle was “What gets rewarded gets done”.

To illustrate it he tells the story of a man out fishing when he hears a bump on the side
of his boat. Looking over, he sees a snake with a frog in his mouth and, feeling sorry
for the frog, he opens the snake’s mouth and pops the frog back in the water to swim
away.

But then, looking down, he feels sorry for the snake, having deprived him of his dinner.
The only thing he has in the boat is a bottle of whisky and so he takes the top off, opens
the snake’s mouth and pours down a couple of tots of whisky and the snake seems to
swim off happy.

Ten minutes later, he hears another knock on the side of the boat and looking over
again, he sees the snake is there but this time he has two frogs.
The moral of Le Beouf's story is that people will respond when they are rewarded but

not that this doesn’t have to be a financial reward as we will see in the section on
motivation.
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Delegation Checklist

To make sure all the important aspects of delegation are considered, use Figure 23 as a
checklist. The key points are :

Task : a description of the task to be carried out including any special aspects or
importance or background that will help the person delegated with it.

Input : A list of everything they will need to be given in order to get the job done
Output : A list of everything that you expect back from them when the job is completed
Enablers : Everything they will need to be able to carry out the job : skills, resources,
tools etc

Controls : A list of the systems used to monitor their job and the criteria against which
their success will be judged.

If you use the phases of a job proposed in the planning section, people will be
producing a philosophy for their work to tell you how they are going to carry it out.
Figure 23 will be a good framework for them to check they have thought it through
completely.

Management Impact

There are two main aspects of management that influence the success of your
delegation :

Styles of Organisation

Power (Web) : The power culture is most likened to a spider’s web with the principal at
the centre and all activities feeding through him. Often the Spider will have some
delegation by selecting key personnel to sit in the first row of the web. This suits small
organisations well but will struggle as the organisation grows and communication lines
become larger. Because it relies on the spider its weakness is when they are absent or
retire. This can still be a good organisation if the spider forces himself to delegate to the
first row out.

Role. : The role structure is the traditional picture of the organisation, illustrated by a
temple. There is a small hierarchy at the top and a number of columns representing the
functions . Delegation should become natural in this structure because the vertical, well
defined hierarchy is made for it. However that is not always what happens!

Task : The task structure is sometimes better known as the matrix structure because it
organises people vertically by function and horizontally by project. This can make
delegation very difficult with anyone person having multiple loyalties. It can also make it
hard to form effective teams as a person may have loyalties to two teams.

People : The people organisation is not organised. It is a very nebulas arrangement of
co-workers often seen in small dental and architectural practices. Unless there is a
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clearly sub-ordinate job function such as receptionist, there is little delegation and the
whole organisation relies on co-operation between peers.

Styles of Manager

The Type of manager you are, will make a great deal of difference to the way you adapt
to delegating. Here are some of the more common styles.

McGregor X and Y type : McGregor considered managers as being on either end of a
continuous line. At the X end was a manager who believes all staff are indolent, lazy
and greedy. They need driving very hard to get the best out of them. If you show any
concern or weakness they will take advantage and they are definitely not to be trusted.

The Y theory manager believes his staff are to be trusted and given responsibility. He
considers their needs and is a far bigger motivator than the X manager.
Pigeon : The pigeon manager is the ultimate in not being interested in his staff.

He generally lives in his office (Pigeon loft) and comes out only occasionally to squawk
and mess on people, returning happy to his office. This manager is very bad at
delegation as he always knows better than everyone who works for him.

Go-for: This is one of the worst types of manager because he cannot be bothered to
plan his requirements so that the staff can see straight away what is required from
them. Instead of that he will ask them to do something and then when they come back
he will ask them to do something else. Sort of Like "Go for this and Go for that". He is a
generally untrusting manager although he would not agree with that appraisal.

Empowering : The empowering (, although the word is overused these days) manager
is a model delegator. They will provided their employees with responsibility and the
authority to carry out their work. It will be planned to an agreed programme and both
parties will understand their roles. The empowering manager will often seem to give an
awful lot away, but he will always retain proper control.

Upward Delegation

Sometimes staff will try to delegate upwards. This is often the symptom of poor
delegation. As members of your team are required to report back, they will bring the
problems with them. If you solve it for them, they will find it easy only to return with
another problem shortly afterwards (just like the frog!).

There are two common techniques for dealing with this upward delegation. Firstly,
delegation is often likened to seeing a monkey on the back of the person you are
delegating to.

If they come into your office with their problems and they talk them over with you just as

they are leaving you have a check to see if you can still see the monkey on their back.
If it isn’t there, call them back and keep on talking until it reappears on their back.
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The second technique is one of Napoleon’s called “completed staff work”. Napoleon’s
basic premise was that if his Chief of Staff called and said “You’'ve got a problem” then
Napoleon got a new Chief of Staff. When his Chief of Staffs arrived with a problem,
they were expected to bring around three solutions to the problem and to indicate which
they thought was the better of the three solutions.

Often, Napoleon would agree with them because they were in a better position to make
the decision than he was. Occasionally, he would be able to use his experience to give
them a different solution, but he never allowed them to come to him with a problem
unless they had already worked it through and worked out the solutions.

23. Top time wasters & Their solutions

We can all think of many occasions when we do things that waste time. In this section
we are going to identify many of them and look at hints for dealing with them.

Time wasters can be considered from two sources, internal and external. i.e. some of
our time management problems are other people's faults, some our own and others a
combination of both. However, remembering back to "putting the ball in the net" most of
the responsibility is ours even if others cause the problem.

Also remembering back to how we acquire new habits, we will see that many of the
problems can only be cured by us identifying the exact cause and making a plan to
develop a new habit to deal with it.

In the first two weeks we have dealt with several of the internal problems ;
Lack of planning, procrastination. goal setting etc.

In this section we deal with the others, but we also note which problems are solved by
the areas we have already dealt with.

Many of the problems we see in Time Management have many possible accuses and
each cause may have a number of effects. The next two sheets summarise the
problems, general solution areas and specific solution actions.

The section after the summary deals with the Time wasting problems that aren't dealt
with any where else in this course.
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24. Time Savers

Remember that most time saving is to do with organising ourselves.

Organising is defined as “systematising or to give a definite and orderly structure to” and
clear most of what follows does just that.

The first key to organising is having a place for everything and a method or process for
dealing with everything. When we have this “Utopian” position, the rest is down to
planning because we know just what to do every time.

You can start to work towards this by using the techniques below. But if you come
across something new, just work out what is stopping you doing something about it. Is it
a lack of place or process. Once you know, just work out a process, or a place to put it
and this will never be a time waster again as long as you stick to your plan.

The second key to being organised is to develop the self discipline to carry thorough on
the processes that you've just developed. The best processes in the world will not work
if you don’t use them.

We've already said on this course that self discipline can be learned and you can build
it over a period of time. One of the things that will help you is recognising that the time
spend in carrying out the processes is, ultimately, a time saver and an investment, not
a drain on your ability to get things done.

If you are stuck for what is causing a problem, go back an use the Ohmae decision tree
in Figure 4, to get some ideas on what to do.

The following techniques can help us in a few common time waster situations ;

Tidying our desk

Often an untidy desk is a sign of trying to fit too much into the time available. So we
move from one job to another without putting away everything from the last job , and we
let new jobs pile up on the desk waiting for their turn.

There are a number of things that can help you :

1. Always allow sufficient time to tidy each job away as part of your plan. Be insistent
about using it before you move in. It helps you be more efficient in the long run.
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2. Have a separate area for incoming jobs so that you can keep them out of your sight
and mind while your doing your current job. Only use your desk for work and go
somewhere else for lunch and relaxation. This will leave you with a tidy specific
work area.

3. Get in the habit of handling arriving paperwork as quickly as possible into one of
three areas : Into the do-it area

Into the delegate it area
Into the bin. (and be ruthless with this one)

Reducing Interruptions

Interruptions are often the bain of our working life, and yet there are many interruptions
that are a top priority part of our jobs. There are a number of ways to reduce their
impact :

1. If you can work in a team, arrange a rota for who deals with the interruptions so that
everyone gets their chance of an uninterrupted period of work.

2. If the interruptions are on the phone get someone to field your phone calls while you
work.

3. If you are not required to answer the phone as a specific part of your job, don't
answer it if you are speaking with someone. It wastes your time and theirs.

4. Use a "busy flag" to let people know you don't want disturbing. At ASDA they used
red baseball caps. Everyone was allowed two hours a day uninterrupted when hey
put their cap on. The only rule was after two hours, they must take it off so that
people can speak to them. If you haven't got a cap, then a red flag, or a "door shut"
sign may do the job.

5. Corridor meetings. When faced with someone who wants top discuss something
with you or ask your opinion in the corridor/canteen etc, ask them to send you a
memo/
e-mail telling you what the problem is and what their proposals are. You'll be
amazed how many don't materialise.

6. Whenever people come to your desk you can ask the "point " question. "What can |
do for you". It tells them that your ready for business immediately and cuts out
unnecessary chit-chat.

Filing

Poor filing systems are one of the major contributors to untidiness, disorganisation and
time wasting. Yet they are again, just a combination of self discipline and a system.

The filing system is one of the main areas where people don’t have a place for
everything, and therefore things that should be filed get left out to clutter the office or
desk. Also driving poor filing is the fear that actions or documents filed will be forgotten.
A good system will get over this.

Think first about which filing system you use. It will vary slightly whether you are thinking
of documents in a file, a whole document or the file itself .

6-57



One of the keys to filing is to make the system simple, and keep it well indexed.

Many times you can see systems where the file name or number, actually shows what
the contents of the file are. However once this system is underway then everyone has to
remember or ask (another interruption) what the “code” for the filing system is to find
anything.

| prefer a system that is very simple and well indexed. If the index is written thoroughly
and is available to everyone (easy now with computers and networks), then everyone
gets in the habit of looking in the index for what they want, not standing at the filing
cabinet randomly sifting through the files.

One of the best systems | ever developed was for documents sent in from a variety of
sources on a variety of subjects. The documents were filed with a simple three digit
number in the top right hand corner, and each one catalogued by title, author
(company), and a few key words.

Everyone could find what they were after by searching the index than taking out the
correct document.

With work in progress it is a little harder, and | suggest all one job is filed together under
a job number. Again try not to make the job number complicated, but make the index
exhaustive.

In summary, the simpler the filing system is the better it is. The more thorough the index

is, and easily accessible, then the more effective the system will be — and the less time
will be lost carrying out random searches at the filing cabinet!

25. Training our colleagues

When we start using new techniques and disciplines to manage our time, we have to
remember that this will be very strange to our work colleagues who will carry on working
under the old inefficient system.

Therefore to make the transition complete we have to train them as well as ourselves.
Remembering back to when we looked at habit forming, we went trough four stages :
Unconscious incompetence

Conscious Incompetence

Conscious competence
Unconscious competence
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Now we have to do the same for our colleagues. By repeatedly teaching them to react
the way we want them to by making them aware of our requirements for managing time,
helping them respond the right way by reminders until at last they respond the right way
automatically.

The key to this process is consistency. However we decide we want them to behave,
once we pick a set of rules we stick to them. That way people come to understand the
set of rules and how they are applied.

The danger phrase during training them is “Well just this once”. As soon as we have
broken our own rules to accommodate them then we are on the back foot again and
they will think there is always a way around our rules.

Of course, this new set of behavioural rules we have set up will not be universally

popular. This may force us into conflict with people who want us to respond as it suits
them and so we look at how we can handle this conflict.

26. Dealing with conflict

There are two main area from which we can gain help to handle conflict. The firstis :
Assertiveness

Assertiveness is about peoples rights. It is about your rights to have a sensible amount
of work to do in a sensible time. It is also about the other peoples rights to be treated
reasonably and have their timescales respected if not met.

So speaking assertively is about protecting your rights, while respecting the rights of
other people.

This takes a bit of practice, but essentially it is about focussing on dealing with problems
not the faults of people. Once we deal with he faults on a personal level emotions get
involved and then it is hard to deal with the problem rationally.

To aid our assertiveness it may help to think of :

Transactional Analysis.

This work developed by Eric Berne, a Swiss Psychotherapist, to take account of
Freud'’s three egos considers us all in one of three states : Parent, Adult or child. Figure
24 shows two people about to transact with these three states.

The Parent side of us is in either one of two states. The first is the caring parent and the
second is the controlling parent.
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The controlling parent is brought out by using words like ; bad, good, wrong, right,
never, always, sensible and careless and accusative phrases like why haven't you, You
should never etc.

The caring parent however uses phrases like ; never mind, Don’t worry, Let me show
you, take care.

Similarly, the child is either in the free state which is about playful and creative activity,
or adaptive which is about obedience or disobedience. In this state they will use
phrases like;

In a minute, | won't, | must, | want, That's mine. They tend to be very emotional
responses based on our early experiences.

If you think of occasions here you have had conflict, there is often one person acting like
the controlling parent and the other acting like an adaptive child with either reluctant
obedience or disobedience.

Our objective is to make the transaction adult to adult unless we have and express
reason not to. l.e. if we are adopting the caring parent state to be a mentor at work.

This means trying to make the transaction factually based rather than recriminative,
accusative or retaliatory.

Try to defuse any emotion from the situation and move forward. this may mean
absorbing some emotional pressure until you can get and adult transaction. Nothing is
as disarming as agreeing with an angry person. Stick to the facts, let people know how
their request makes you feel and try to work to a solution.

Adults tend to use phrases like ; What do you think, What are the choices, Lets work it
out, How should we handle it.

It works the other way to. If someone tries to be in the child or parent phase with you, try
to drag them to the adult stage to conclude the matter.

A combination of the two approaches, assertive and adult should overcome most
situations, but remember every time you “transact” with someone about something that
affects your time, you are in a negotiation where the currency is time. Therefore the
same rules of negotiating that apply with money, apply with time.

Homework

Keep three logs using the following three sheets to record :

1. Any task you could delegate, but didn’t

2. Any conflict situation and if it was a different character, and were you an adult?
3. Any time wasters and how you could stop them.
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Delegation Log Sheet

Task not delegated

Who should do it

Why not delegated

6-61




Time Waster Log Sheet

Time Waster Cure
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27. Meetings

In many ways similar to the telephone in Workshop 6 — Timewasters, meetings are
another item that is meant to, and has the potential to be a huge benefit to our time
management. Yet all too often meetings are regarded as a huge waste of time —why,
because they are often poorly organised and miss many of the key features necessary
to hold a productive meeting. So what are the key features of productive meetings?

We will generate our own list in the workshop but theses are most of the key ones.

Clear objectives for meeting

Agenda and background data issued in advance
People allowed to modify agenda

Delegates prepared

Meeting runs to time

Everyone has the opportunity to contribute

A conclusion is reached

Actions are agreed

Accurate minutes issued quickly

Actions followed up and completed

You may have some other criteria for success, but what can we do to help achieve this
productive meeting.

A successful meeting starts well before the day of the meeting with thorough
preparation as follows :

1. Determine the Objective of the meeting
Make sure that you , end everyone who attends, is clear on what the meeting is
going to achieve.

2. Decide who you want to attend
People will attend for many different reasons e.g. If they are going to give or receive
information, if they have particular expertise in the subject under discussion, if they
have the authority to ratify a decision on the spot, if it is politically beneficial for them
to be involved in the meeting, etc.

Sometimes its better to hold two or three small meetings so everyone is occupied

than to hold a large long meeting where people will only contribute for a small
portion of the session.
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3. Produce an Agenda
Produce and agenda that gives the date, time and location and the proposed
agenda. Circulates it to all attendees plus people interested in the result asking for
any additions to the agenda or requests for background information to be distributed
prior to the meeting.

Speak to the “drivers” of the main points to make sure how much time they want and
that the agenda has a realistic number of points and time for each point to be
concluded in the time frame.

4. About a week from the meeting, issue the final agenda and details, together with
any required reading .

5. If you're a delegate rather than the chairman, prepare for your topic with key points
so that you can present your point succinctly and answer any likely questions

6. On the day of the meeting (assuming you're the Chairman)

1. Go to the room about an hour before the meeting, just to check the lay-out and
equipment is as requested. If it isn’t this gives you time to get it organised.

2. Arrive for the meeting five minutes before so you're ready to greet everyone and get
them in a work like mood. (Don't be late. Not only is this bad manners, but often the
biggest time wasters in companies is the six delegates sat waiting for the Chairman!)

3. Start the meeting on time.

People are only late for two reasons

1. They lack the discipline to get there on time.

2. They were genuinely held up by a higher priority.

It doesn't affect the meeting which caused the problem. If it was 1, then these people
don’t deserve the respect of holding the meeting up for them and they will soon get
fed up of walking into a meeting that’s running and arrive on time. If its 2, then
there’s nothing that could help it and you won’t know how long to wait anyway so just
start.

4. Open the meeting, set the scene covering the objectives, any procedures for the
meeting and the time frame for the session.

5. Maintain control of the timeliness of the meeting to the agenda
Its vital that the meeting runs to time. In particular don’t let connected but side issues
get involved in the meeting. Neither you nor the delegate will be prepared for them. If
an issue is overrunning and the topic is relevant and a solution is valuable, gain the
agreement of the meeting to estimate the additional time needed, and either commit
to stay longer or reconvene at a more convenient time. Don't just let the item overrun
and chop the end items from the meeting without agreement.

6. Facilitate the discussion so that every one is fully involved and is allowed to make
their points.
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7. At the end of the debate on a point, make sure everyone has had their say. If you
have quiet members ask them if they have a view on the matter to bring them into
the meeting. If no-one else wants to speak summarise what has been said and any
agreed actions. This is an aid to everyone at the table, but particularly the person
taking the minutes (see below)

8. At the end of the meeting review all the actions so that each person is clear and
agreed on what has to be done, and so that there will be no disagreement with the
minutes when they are printed.

9. Make sure that the person taking the minutes is experienced in taking accurate
notes. The conventional “wisdom” of meetings is that the Chairman should not take
the notes. |, however, always take notes anyway so that | can check the minutes,
and | don’t find it disrupts my control of the meeting. It also helps me summarise and
agree the actions.

Typically a set of minutes should contain a record of :

1. The location, time and date of the meeting

2. The attendees

3. Distribution

4. Apologies for absence

5. Agenda items with named proposals, points and decisions
6. Agreed actions.

7. Next meeting date, time and location

They should be clear and concise and distributed very quickly.

28. If you don't get what you want from the meeting

The first thing to do if you don't get what you want from the meeting is
Speak up

Don't let the meeting finish with everyone feeling that things are satisfactory. Instead
state what you don't feel has been covered, and if there is insufficient time to deal wit
them, ask for it to be minuted that these items weren't covered and they will be at the
start of the next meeting.

In the review of the meeting try to consider why the items weren't dealt with. It could be :

1. There were too many agenda items to start with.

2. The time control of the meeting was inadequate and too much time was spent on
the items discussed.

Whatever the reason, when the agenda comes out for the next meeting see ifitis a

similar size and if so ask he Chairman how they propose to get through them all when
they couldn't last time.
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This is not being bolchy this is getting the most out of meetings. Remember if you don't
hold your time in high value, how do you expect everyone else to.

29. Taking minutes

The next two pages are an example of minutes taken in a meeting. The form in Figure
25 shows the blank used for hand notes during the meeting. The way the minutes are

taken is:

1. Record those present , where and when it took place and who the minutes will be
circulated to.

2. Make a note of each major contribution and who made it so that there is some
record of how the discussion went. At the end of each subject note any actions,
who is responsible and the date of delivery.

3. At the end of the meeting review the actions.

4.  Get the minutes typed immediately. Remember in your time planning that it you
allow 2 hours for a meeting, you will need a further 1 hour for the agenda, .5 hours
for checking the room and preparation, plus perhaps 2 hours for the minutes.
make sure you allow sufficient time, otherwise you will find it tight for time to get
the minutes finished.

5. Distribute the minutes with the actions highlighted for action.
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30. Your Personal Development Plan

Now you’ve had a look at all the constituent parts of time management its time for you
to form your own plan for developing your time management skills. In working out what
you’re going to do remember the old adage;

Inch by inch, life’s a cinch; yard by yard life is hard.
In other words we can change anything we want to but its easier to do it a bit at a time.

How long it takes you to be as good a time manager as you want is up to you. You may
do it in the four weeks of the course, It may take you four months or it may take you four
years. The pace at which you change is entirely up to you and should suit your own
learning style. | personally felt it was about three years before my time management
skills were reasonably complete. However that doesn’t prevent you making good
progress during the learning phase.

The first stage in your development plan is to go back to the goal setting stage. Use the
development grid to help you decide exactly what you would like to achieve, where it
gets you to, and what steps you need to make to get there.

As we said when we looked at goal setting, this is a key step. Without a very clear
picture of where you want to get to, its going to prove hard to make progress. So if it
doesn’t seem like you've developed the full picture, then keep trying until you're happy
with your goal. It will help everything else have a strong sense of purpose.

Having listed all the steps you want to take to develop as a time manager, the next
phase is to put them in order. Remember the impact of the Pareto principle i.e. the
80/20 rule.

Some of the things you want to do will have a bigger impact than others, so sort them
into order so that the ones you do first will have the biggest impact on your time. Not
only is this the most efficient way, it is the most motivating as you will be encouraged by
the initial success.

Work your way through them a task at a time. Monitor your progress as you go and
make sure that you get the benefit of each progression.

Be prepared for things to take a little longer in the first instance as you develop your
new skills. Once they are fully developed, you'll get the benefit of them automatically.

As you become comfortable with each new stage and they become habits, move on to
the next most valuable change.
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Remember this should be a rewarding process — not purgatory. So reward yourself
each time you achieve a success.

What happens if you get stuck

Sometimes we set off with the best of intentions only to find we’re not making the
progress we hoped for. Don’t get disheartened by this — sometimes it happens.

Just go back to one of your monitoring techniques such as the time log, and examine
why your not making progress. It may be because of one of these reasons :

You don't really want the result as much as you thought.

You've mis-diagnosed the root cause and are not taking the appropriate steps to
change it.

Something unexpected has started to interfere with your plans

What ever is causing it we have to look at the real reason why you aren’t making the
progress you want then go back into the process and change it.

Remember this is not a race so if you don’t get what you want review and change
direction.

Finally remember that your goals also act as the comparitor in your feedback loop. A
simple feedback loop is shown in Figure 26, but the key point is that you have to keep
comparing your achievements with your objectives to keep on track.

31. Time Planning Systems

There are many time planning systems on the market, a number of them fairly
expensive. Until you try your own form of time planning you won’t know what you want
and will end up forcing your life into some one else’s system. | recommend you build
your own system with four simple guidelines.

Make it simple
Make it cheap
Make it electronic
Make it you
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Make it Simple

The more simple the system is, the more likely it is you'll follow it. One of the general
problems with time management training is that there are so many changes to your life
in one go that it becomes difficult to change and so we revert to our original way of
working.

Remember the session on change at the beginning. We have to go through the four
stages of habit forming to build new habits into our life. So the simpler we make the
change, the more likely that is to happen.

Make it Cheap

There is no point spending money on special systems until you know what you want,
and you can find out most of that for very little expense.

Many of the tools you wan to manage your time are available on the standard packages
that arrive with your PC.

You will get diary and calendar functions from Microsoft Outlook or Lotus Organiser that
arrive free with the office suites.

You may need a spreadsheet to track tasks which again are built into the standard
office suite.

If you are really adventurous then you will be using a database. These are not always
available as part of the suites, but are reasonable cheap to add.

So what sort of things will you want in your system. The following selection are some
options for you to consider.

Calendar

Since we are now in the habit of planning, we want a calendar to produce a sheet for
the days, weeks and months that we are planning for.

| always recognise using something like Microsoft Outlook because its available free.
You don’t have to buy a diary, you can print the pages from Outlook and mark them up
as it suits you.(See Figures 27 & 28)

| normally print off the week one and the daily ones at the beginning of each week so |
can use them for my daily and weekly plan.

They have the advantage over a bought diary that if something radical changes, you
can just print off another page.
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Outlook can also be use to log time dependent activities, sometimes called
appointments

| say sometimes, because all time management is about organising appointments and
tasks. The difference between the two is that appointments have a fixed time to start
and tasks do not. But when | have decided when | want to do my tasks, | put themin as
an appointment to remind me that that is when | want them done. Appointments are a
committed time to do something, not just an agreement to see someone else.

So when you wan to do something in the future either put it in as an alarmed task, or an
appointment.

Microsoft Outlook has the particular advantage that it comes with a note attached to
each appointment so that you can note anything you want to relating to the
task/appointment.

To Do List
There is much confusion over to-do lists, or, as they often become, to-don’t lists.

There are two areas that outstanding work needs to be recorded. First there is a list of
all the work you have to do — sometimes called the master to-do list or a Work in
Progress file (ironically initialled WIP)

There should be a single place where you record all work that needs doing , to ensure
that firstly you always know where it is, and secondly that it doesn’t confront you each
day.

The reason for this is that the longer the list gets, the more despondent we get about
ever reaching the end of it, and thinking about all the other things we should be doing
will only get in the way of what we’re going to do.

If your master to-do list gets too long you should review it with your boss to see if some
of it can be delegated.

On the master to-do list you should have certain information.

The description of the task

The date completion is required

The priority of the task

An estimate of the time to completion
The actual time to completion.
Completed

I A

You may also like to put in the latest start date. Just remember that most packages put
in the date you specify, which is often the end date. The trouble is, this tends to make
you focus on that date instead of the vital planning date — when to start.
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An example of a master to-do list is in Figure 29

These master to-do lists can easily be kept on a spreadsheet and sorted so that the not
completed tasks are shown at the top. It is often worth keeping the completed tasks so
that you can review how long they actually took compared with your estimates. This
helps make your planning more accurate with experience.

It may also help you to print off the sheet and keep it in your drawer, so that you can
add things you think of during the day.

It is also possible to make the to-do list work with things that are your responsibility but
you are going top delegate. You can do this by adding a “comeback column”.

The comeback column identifies who is going to carry out the task and now the
completion date becomes the date on which they should comeback to you wit the
completed task.

Your daily to-do list should only have two or three tasks on it at the most. In particular
you should be focussed completely on your number one to-do i.e. the task you are
going to complete above all others. You should only resort to your master to-do list if
you get through the two or three items on your daily to-do. Don’t put all the information
on your daily to- do , you will remember this from the master list.

Review your master list each morning and from it pick the two or three highest priority
actions to get done.

If you summate all the estimated durations on a spreadsheet, the total at the bottom will
give you the total amount of work waiting to be done. Either set your own arbitrary limit
or agree one with your boss, remembering you will need a week for 40 hours worth of
task. If the total exceeds the limit, discuss it with your boss.

If you have a number of activities such as clubs, societies, etc., you may want to keep a
separate sheet of tasks within the spreadsheet for each activity. It makes them easier to
manage if you do , rather than keep everything in one long list.

This also means that if you devote certain time of the day to certain activities, then you
can concentrate only on the tasks relevant to that activity.

Contact Details
It is often helpful to have your contact phone list in with your time management papers.

Before the advent of Palm Pilots, | kept my contact details on a database and had them
printed and in the back of the ring folder | used for my daily time management.
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This means that if you need to ring someone in the flow of your work, everything you
need is to hand.

Make it Electronic.

No matter what you do, bits of paper will sometimes get lost. Having them stored
electronically will enable you to go and make another copy if yours should go missing.

In the early days of Filofax, | printed all my own inserts with diary, to-dos and contacts
which were held in my Filofax. One weekend | dropped my family off in Bridport and
drove off leaving my filofax there. On getting home | had another complete replacement
within the hour — believe me it is worth it.

Also, if you're going to store information electronically, make sure you back it up
regularly to avoid tears when the hard disk crashes.

The Secret of Success

If you are going to use any time management system remember that the number one
key to success is that “you have to look at it”

No matter how sophisticated your time management system is. It will not do the job for
you. To make the system work, you have to devote sufficient time to reviewing the lists,
choosing your top 3 tasks, reviewing your achievements at the end of the day. If you
don’t do that then you won’t achieve any long term improvement.

32. Commercial Time Management Systems

There are many item management systems such as the Franklin system on the market,
some with good foundations, some that run hard copy and electronic together.

My recommendation is that you develop your own system, because the key to making it
work is :

Make it you.

The time management system has to be tailored to suit you and you're the best person
to do it. You're the only one who knows just how you work, how you want the
information and which form it is best produced in. If you buy someone else’s system,
you will have to bend your working habits to their system, In some case where that
improves your time management habits, that's good. In other cases where it doesn’t suit
you at all, its bad. But you won’t know until you've tried to do it on your own. When you
use simple standard programmes to control your time it means that the time
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management is being done by your self discipline, not the imposition of another system
and in the long run you want your brain to be in charge.

At least if you've been trying your own system for some time and then you look at Time
management systems, you’ll know what works or doesn’t with you. For instance it's no
good getting a system that relies on a large filofax if you hate carrying a large filofax
around. | personally give thanks to the invention of the Palm Pilot. A miniature system
that you can carry round in your shirt pocket. Not terribly sophisticated but controls
appointments, to-dos and phone list which is exactly what | want. It is backed up on my
computer from where | can print the diary pages with all my requirements on.

Others prefer the more comprehensive palm computers which are bigger, but carry
almost a full windows office type suite. However they do so at the cost of slipping them
in your pocket. So each options has to suit you, your lifestyle and your time
management habits

Finally remember the old adage :

If its to be, it's up to me.

Nothing will change unless you make it, and the more at ease you are with your system,
the more likely you are to use it effectively.

8-73



33. Figures

Week 1

Week 2

Week 3

Week 4

Time Management Course Structure

Workshop 1 — Understanding Time
Management

What is time planning
How to become good at it.
Symptoms of poor time management

Workshop 3 — Getting Started

Conquering procrastination
Mechanics of decisions
Becoming decisive
Scenario Planning

Workshop 5 — Working Together
Working in teams

Effective delegation

Upward delegation

Workshop 7 — Meetings

Making the most of meetings

Control of meetings
Taking minutes

Workshop 2 — Setting Direction

Where to start
Setting Priorities
Time log

Effective Goal Setting

Workshop 4 — Doing the “right” thing

PPP — Your good “time” health guide
Planning

Programmes

Processes

Workshop 6 — Removing Obstacles

Eliminating Timewasters (not people!)

Training our colleagues

Handling conflict with those who waste our time.
Workshop 8 — Developing Your System

Your personal development plan

Time planning systems
What to do if you get stuck

Figure 1 — Programme Structure

8-74



% retained

100

> - -— . _— — With repetition
80 - 4
60 -
40 - Without repetition

e

7

o

1 DAY
Now

1 HOUR 1WEEK
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Figure 3 - Learning with breaks
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Figure 4 - Ohmae's Decision Tree
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Figure 5 - What is Time Management
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Important

Not
Important

Important

Not Important

Urgent A

C

Not B

Urgent

Figure 8 — Priority Matrix

If 1 Do It

If | Don’t Do It

Achieves personal or business goals
Improves quality of life

(The wheel spokes)

Improves my standing with others

Causes long term problems (Job or
health/life)

Damages my standing with others
(particularly relationships)

Time is better invested
Doesn’'t add to my quality of life
Doesn’t help achieve goals

Nothing would happen
No one would care
Wouldn’t be missed

Figure 9 - Criteria for Importance
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Figure 10 - Maslow's Hierarchy

Personal Development

Hobbies Lifestyle

Possessions

Financial

Career Health

Relationships

Figure 11 - Wheel of Life
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Figure 12 — Ogden Nash Poem

9-82



Figure 13 — Serenity Prayer
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Whenever your called on to make up your mind,
And you're hampered by not having any,
The simplest way to solve the dilemma you’ll find,
Is simply by flipping a penny.

No, not so that chance shall decide the affair,
As your passively standing there moping.

But as soon as the penny is up in the air,
You'll suddenly know what your hoping

Figure 16 — Decision by tossing a coin
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Figure 17 — Jung’s Four Character Types
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Figure 18 — Character Type Evaluation Grids
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Figure 19 — Myers Brigs Type Characteristics
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Figure 20 - Myers Briggs Character Types
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Figure 21 — Characteristics of Kirton’s Adaptors an d Innovators
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Figure 22 — Dr. M. Belbin’'s Team Roles
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Figure 23 — Task Delegation Checklist
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Figure 24 — Berne’s transactional Analysis
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Meeting Ref

Date

Item
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Date by
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Action
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Figure 25 — Minutes Form
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Figure 26 — Basic Feedback Loop
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Figure 27 — Weekly Calendar
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Figure 28 — Daily Calendar
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Figure 29 — To Do List

9-99




34. Exercises

Activity Priority Sequence

10

11

12

13

14

15

16

17

18

19

20

Exercise 1 — List of daily work tasks

10-100




Exercise 2 - Percentage of time on each category of tasks

10-101




Time Activity A

Exercise 3 — Time Log

10-102
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Exercise 4 - Goal Setting

10-103
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Exercise 5 - Wheel of Life

10-105
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Write below 6 things you would like your friends to say at your funeral.

Exercise 6

10-106
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Exercise 7, 8 & 9 - Procrastination

10-107
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Item
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Exercise 10 — The preference grid

10-108
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Task
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Time
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Time

Activities

Exercise 12, 13, 14, 15, 16 and 17 - Planning

10-109




Exercise 18 — Mark your position on the charactert  ype grid

10-110
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Exercise 19 — Choose your 4 letter Myers Briggs Typ e
(See Figures 19 and 20)

Adaptor Innovator

Exercise 20 — Are you an Adaptor or Innovator
(See Figure 21)

Exercise 21 — Write below the difference betweena  group and a team

10-111




Cure

Time Waster

AN T|WO

Exercise 22 & 23 — Your top 5 time wasters and thei  r cures

10-112
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Exercise 24 — 5 key attributes of an effective meet

Order

Saving

Time Objective

Exercise 25 — Time saving objectives & their priori

10-113
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