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Chapter 9

Time M anagement

If you are like many people, you probably think that you
may not have enough time to read this chapter. Whether or
not you should read further can depend on your answersto
the following questions:

Do you have a big backlog of thingsto do?

Have you been unable to meet most of your deadlines?

Do you have more than a handful of incompleted tasks?
Are you working late and/or taking work home?

Do you often feel that you are busy, but not really getting
much accomplished?

Can you find an uninterrupted block of time when you need
it?

Do you have difficulty saying “no” to peopl€’ s requests for
your time?

Do you often find yourself doing things and making deci-
sionsfor others?

Do your meetings seem to accomplish little?

Do you find yoursalf constantly “fighting fires?

Do you tend to over-respond in crisis situations?

Are you experiencing emotiona and physical stress?

If your honest answer to most of these questions was
“yes,” there are good reasons for you to continue reading.

fjust dont have the time to . . .”is a verycommon
statement. Perhaps the statement is true—sometimes. More
often than not, however, it is not as true as we might think.
We use time and we wagte it. And we probably waste more
time than we would like to admit. How do we waste time?
Why do we waste time? How could our time be put to bet-
ter use? Where could our time be put to better use? Read-
ing this chapter will help you answer these and other ques-
tionsfor yourself.

Recommendations

Asusud:

1. Awareness— Think what you’re doing and how
2. Increase Mativation — materia’s importance to
you

Seek a conducive lear ning environment

Get organized — get what you'll need together
Preview material —for gist, key words and ideas
Recall and structure Preview impressions

ok w

This chapter has been one of thirty management train-
ing manuals. It has been adapted for this book. Since many
references are made to “managers,” we ask that students,
parents, and teachers think of themselves as managers. Af-
ter dl, many readers began to more effectively manage
their own lives by doing persona goa setting and plan-
ning in Chapter 3. Managing on€ stime is another way.

Part 1 discusses how and whywe waste time. Part 2
presents guidelines for “managing” and making better use
of time. Before beginning Part |, let us very briefly intro-
duce severd basic concepts concerning time and time man-
agement.

Introductory Definitions and Basic Concepts

Severad Characteristics of Time

1. Timeisaconstant. It cannot be dtered, advanced, or
backed up.

2. Timeis aresource, just as much as a person, a ma-
chine, araw material, or money.

3. Like all resources, time is limited but measurable.
There are 24 hours (1440 minutes) every day—no
more, no less.

4. No one has enough time, yet everyone has al there
is.

5. Unlike other resources, time cannot be bought (in
the usual sense).

6. We cannot really “manage time.”

What, Then, is“Time Management?”’

A. Although we cannot actually manage time, we can
manage our use of it.

B. Time management, therefore, is. . .
1. managing our activities with regard to time;
2. largely amatter of self-management; and
3. aso amatter of influencing (if not actualy con-
trolling) external factors that affect our use of
time.

C. Time management is essentially nothing more than
performing roles or jobs both effectively and effi-
ciently. Or, as some might say, doing the right things
—but also doing them right (well).



Figure 9.1: Wasting Time: Causes, Ways, and Symptoms
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Part 1

Wasting Time:
Symptoms, Ways, and Causes

Figure 9.1 shows the following: the manyways that
time is wasted (Ring C); symptoms or effects (Rings D
and E); many “superficid” reasons why time is wasted
(Ring B); and the basic, underlying causes (Ring A). Items
in Rings A through E are organized from left to right in a
sequence of causes and effects. However, in the discussion
below we will move from right to left, beginning our dis-
cussion with Rings D and E, the symptoms of wasted (mis-
managed) time.

Symptoms of Wasted Time (Ring D)
Although the following symptoms may seem somewhat
extreme, they are very common. They amount to being in a

rut and aratrace. If you answered “yes’ to the questions on
page 9-1, these points summarize many of your answers.

Overcommitted Time

Having too much to do is a rut in which many people
find themselves. When we become busy simply being busy,
we (@) cannot concentrate fully on anything, (b) cannot (or
will not) take the time to do the really important things, (c)
are unable to do very much really well, and (d) leave many
tasks incompleted. We usually get in this rut by doing tasks
that others should be doing, doing unnecessary and unim-
portant things, and fighting many little fires. In effect, situa-
tions and circumstances are “running us’—we are not
“managing them.” The conseguences are often grestest in
large organizations where managers are “running” rather
than “managing” things.

Incompleted Tasks

Especially when our time is over-committed and we are
busy being too busy, we tend to jump from one task to an-
other without really completing any. If we ever get around
to completing a task, we must waste more time finding
where we |eft off and getting back on the track. Even more
of our time gets wasted as unmade decisions, unsolved
problems, and other incompleted tasks cause increasingly
numerous and time-consuming problems.
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Unproductive Long Hours

To accomplish more and keep up with the ratrace, many
people think that all they need to do is put in longer hours.
The longer we work, however, the more fatigued we be-
come. Fatigue causes mistakes that reduce efficiency and
effectiveness. In addition, knowing that we can take more
time, we tend to take it, but at a Sower pace. Both fatigue
and a dower pace contribute to a need to put in even more
hours—wasted hours.

Uncontrolled Fire-Fighting

To imagine what uncontrolled fire-fighting might look
like, picture brush fires bresking out in a dry field on a
windy day. Severa big fires (big problems) are raging as
they are whipped by the wind (outside factors such as fam-
ily, school, or community problems). The rura fire depart-
ment (the teachers, parents, or personnel) are fighting these
fires with antiquated equipment (old-style teaching, parent-
ng, managing, and problem-solving practices). They have
put out some fires (solved some problems); but several fires
that they believed they put out are still smoldering (some
causes of certain problems were not really remedied). The
sparks from the smoldering ashes are being picked up by
the wind and are starting little fires nearby. Even as the fire-
fighters are trying to quench the big fires, sparks from the
little fires are igniting new fires (are contributing to prob-
lems that were dready close to surfacing). Because of all
the smoke (confusion), the firefighters cannot distinguish
which are big fires (high priority problems) and which are
little fires (low priority problems). More fires are starting or
restarting than are being put out. The scene is chaotic—al-
most futile.

Uncontrolled fire-fighting is symptomatic of peoples
unsystematic approach to managing their lives and organi-
zations. It eventually occurs when people.....

a fail to anayze their operationsin real depth, looking
for key elements of operations and mgjor task, indi-
vidual, social, organizational, or outside factors that
should be improved or corrected;

b. fail to recognize and take advantage of opportuni-
ties;

c. fail to establish, or lose sight of, goals and priorities;

d. do not plan well or do not stick to their plans;

e. fail to assign responsibilities and delegate authority
appropriately;

f. leave important tasks either unbegun or incom-
pleted;

g. fail to anticipate, recognize, or effectively deal with



9-4

the problems created by “a” through “f”;

h. take action without fully thinking things out (often
because of the urgency of the situation); and

i. actually create even more problems for themselves.

Without doing the right things (the think-work activi-
ties), and without recognizing the important things in time
to deal with them effectively, situations eventually become
urgent. Having too many urgent situations contributes to
even more problems, greater confusion, further deteriora-
tion of performance and morale, and increasingly greater
waste of time.

Over-Response to Crises

Because of the urgency of a criss, because of the highly
emotional state that it can create, and because of the human
tendency to take action in these situations without thinking
things out fully, many people overreact. More often than
not, this makes the crisis worse and usually creates even
more time-consuming problems to solve later.

Cycle-Per petuating Results (Ring E):
Emotional and Physical Stress

All the previous phenomena produce tremendous pres-
sure. In turn, pressure produces both emotiona and physi-
cal stress (confusion, worry, anxiety, tension, and fatigue).
If and when an individual eventually arrives at this mental
and/or physical state, that state contributes to, and aggra-
vates, most if not all of the causes and effects shown in
Figure 9.1. As the entire cycle we are describing perpetu-
ates itself, the situation becomes increasingly worse, the
person wastes more and more time—and eventually “burns
out.”

WaysMany People Waste Time (Ring C)

Doing Urgent Rather Than
Important Things

According to time management experts, most people
waste 80% of their time on unimportant tasks and activities.
Vilfredo Pareto (1916), one such expert, and father of the
Pareto Principle, said that 80% of worthwhile results come
from 20% of what we do. (In other words, two out of ten
tasks produce 80% of significant results) We must grant
that some of the urgent things people do are important

things. Perhaps these became urgent because, when they
first became important, they were not recognized and dealt
with effectively. Nevertheless, many of the unimportant
things people do are actually urgent things that only seem
important because of their urgency. Doing urgent, seeming-
ly important things rather than doing really important things
is caused by mogt if not all of the causes discussed shortly.
It is particularly caused by not establishing goals and priori-
ties. It creates many time-consuming problems and reduces
individuals' effectiveness.

Doing Tasks That Someone Else
Should Be Doing

Non-Delegation

Too many people get bogged down doing low priority,
routine, time-consuming tasks that others should be doing.
Examples: A manager’s assistant should be screening tele-
phone cals and scheduling appointments. Even young
adults should be making routine decisions, solving minor
problems, and evauating their behavior and performance.

Many individuals, leaders, and managers do not dele-
gate responsibility and authority to others or to subordi-
nates because (a) they have not stopped to analyze who
should be doing what and why, and/or (b) they lack confi-
dence in the others skills and experience. One paradox
here isthat the other people will gain little skill and experi-
ence, will win little confidence, and will save little time un-
less they are given responsibilities and then learn by doing.

Upward Delegation

According to many management specidists, both subor-
dinates and young adults naturaly tend to delegate time-
consuming work upward. This has been called “putting the
monkey on the boss's (or parent’s) back.” Examples. Sub-
ordinates often waste their bosses' or parents time by go-
ing to them for (a) information that they could get them-
salves, (b) a decision that they could make themselves, or
(c) a solution that they could formulate and implement
themselves. They also waste their bosses' or parents time
by going to them with sketchy ideas rather than well
thought-out proposals.

Upward delegation is really the other side of the fion-
delegation” coin. Although it is sometimes caused by peo-
ple's laziness, it mostly occurs under these conditions: (a)
when managers and parents have not transferred initiative
to their subordinates or children by explicitly assigning re-



sponsibilities and delegating authority, or (b) when leaders
and parents have not stuck to their assignment and delega-
tion decisions. Either case can create a sense of risk, fedl-
ings of uncertainty and insecurity, and confusion in subor-
dinates and the young. Thus, they tend to go to their bosses
or parentsinstead of “dticking their own necks out.”

Inability to Say “No”

Saying Yes'to peoples requests for our time and en-
ergy may keep people from thinking less of us. It may also
indulge our egos by making us feel knowledgeable and im-
portant. Even S0, it can overcommit us and dilute our effec-
tiveness. Being able to accomplish more instead of less re-
quires two things. (a) that we recognize what we need to be
doing, and do it; and (b) that we recognize what we should
not be doing, and say “no” to those things that will waste
our time.

Interruptions

Surveys show that the average manager is interrupted
every eight minutes during the day. These interruptions are
directly caused by unscreened phone calls and by unsched-
uled visits of callers, subordinates, colleagues, and supe-
riors. Both types of interruptions are indirectly caused by
inappropriate or ineffective management practices and poli-
cies. Unscheduled visits, for example, are often caused by
the “open door palicy.”

The open door policy originally meant being accessi-
ble to subordinates and others.” Many, however, have mis-
interpreted the term to mean “a physicaly open door.”
Leaving one's door open for the sake of improving com-
munication actually encourages unproductive, time-wasting
kinds of communication. These include passing the time,
griping, socializing, and dealing with trivial matters. More
important, a physically open door actually multiplies these
kinds of interruptions. One might say that “opportunity
knocks’—that is, when others have the opportunity to
waste time, they knock on your door. Discourteous people
will not even bother to knock. Especially when the door is
open, they will walk right in and interrupt, regardiess of
what you may be doing.

Interruptions waste time byinterfering with the com-
pletion of more important tasks. They also waste time by
distracting our attention from what we were doing. Follow-
ing an interruption, we must take the time to find where we
left off or to reestablish our train of thought before we can
go on with what we were doing.
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Unproductive Meetings

Unnecessary Meetings

Manytime-consuming mestingsare  unnecessaryes-
pecially those that involve disseminating information, but
do not really require two-way communication (to clarify the
message or to answer questions). Issuing an organizationa
policy, for example, might smply require a memo. A brief
telephone call might suffice when the subject is not compli-
cated and few questions are anticipated.

Mestings are generally necessary when (@) important in-
formation needs to be exchanged among participants, and/
or (b) some important matter is to be decided that either in-
volves attendees, requires their input, or will affect them.

Poorly Organized and/or Conducted Meetings

Organizing an effective meeting requiresanswering
these time-honored questions: What? Why? Who? When?
Where? How long?

The following are just some of the ways in which time
iswasted by poorly organized meetings.

A. When the reason or agenda s either inappropriate or
unclear, time is often wasted in these ways. spinning
wheels around a central point; discussing unimpor-
tant matters; carrying on idle chit-chat (socializing);
and/or dealing with attendees’ “ personal agendas.”

B. When the time set for the meeting is either inappro-
priate, inconvenient, or insufficient, time is wasted
in these ways. waiting for latecomers; trying to deal
with something too late; not having enough time to
deal with a situation effectively; and/or getting little
done because important participants (perhaps the
real decision-makers) could not attend.

C. When the attendees include the wrong people or not
al the right people, time can be wasted in these
ways. discussing extraneous persona agendas, get-
ting information that the right people would have
brought; and/or not making a decision because the
real decision-makers were not present.

D. When mestings are held in an inappropriate place,
or in a place that does not have proper facilities,
time is often wasted by frequent interruptions—or
by spinning wheels because there are inadequate
visual aidsfor handling details.

E. When attendees are not given enough advance no-
tice, time is often wasted by spinning wheels or by
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waiting for information because attendees could not
come prepared with useful information, preliminary
analyses, and/or well thought-out suggestions.

How effectively a meeting is conducted depends mostly
on the leader, who may have organized it and is now re-
sponsible for guiding attendees preparation and participa-
tion.

The following are just a few of the ways that time gets
wasted because (@) the leader does not know how to con-
duct a meeting properly, or (b) attendees do not know how
to participate properly.

A. When a leader does not discuss the objectives, the
agenda, and the ground rules with participants at the
onset of the meeting, time can be wasted in these
ways. (a) trying to clear up confusion due to lack of
purpose or direction; (b) trying to cover too many
topics to cover any adequately; and (C) trying to get
things back on track when people inject their per-
sona agendas.

B. When aleader does not guide the discussion step by
step through problem-solving phases (andysis, for-
mulation of alternative solutions, decision making),
time tends to be wasted in these ways: (a) trying to
resolve the confusion caused by jumping back and
forth between the three phases mentioned above; (b)
trying to resolve arguments that tend to be generat-
ed by not going through each phase one at a time;
(c) trying to maintain attendees attention and dlicit
their input; and (d) trying to avoid spinning wheels.

Paperwork and Written Materials

Unproductive Reading

One study by a well-known business magazine indi-
cated that the average executive spends about 15 hours per
week reading approximately 1,000,000 words. (That's
about 3 hours per day—or amost one-half day reading
200,000 words!)

Reading material includes textbooks, manuals, letters,
memos, reports, books, and articles in magazines and jour-
nals. Many people are easily wasting half of their reading
time by doing unnecessary or unproductive reading. Thisis
particularly true if any of the following apply: (a) they are
dow, ineffective readers; (b) they read everything in its en-
tirety, rather than skimming it and focusing only on impor-
tant ideas and information; (c) they do not prioritize all the
things that are available for them to read; (d) they have not

delegated responsihilities to assistants and/or subordinates
for screening reading materials and providing brief sum-
maries or abstracts, and/or (€) they have not encouraged
others to be brief and to the point when writing memos and
reports.

Unnecessary Paperwork

Jdunk mail” certainly qualifies as time-wasting paper-
work. It should be screened and tossed out. Many letters,
memos, and reports are undoubtedly necessary, but many
are not. We waste time either reading or writing those that
are not. Very often a smple phone call would make many
letters and memos unnecessary. Reports can be a different
matter. Many if not most reports either (a) do not contain
the right or really important information, (b) contain much
more information than needed, and/or (c) present informa-
tion in an inappropriate or confusing format. When read-
ing such reports, we waste time looking for the information
we want. When writing them, we waste time gathering any
unnecessary information they require.

Mishandled Paperwork

Surveys indicate that 80% of average in-basket contents
can be disposed of when first confronted, but only 20% are
actually handled expeditioudy during the first handling.
This leaves 60%, which is usually ether returned to the in-
basket, piled on the desk, or stuffed in a briefcase or cabi-
net. Not only does this waste time by increasing handling
time later, but it also results in a piled-up, disorganized,
messy desk.

Disorganized Desk

When paperwork piles up, useful information and im-
portant decisions get buried. Disorderliness itself wastes
time. One person whose time was logged spent 2 hours and
19 minutes per day just looking for information in the piles
of paperwork on his desk. A disorderly desk also interferes
with concentration, because one's attention is easily dis-
tracted by varied shapes, colors, and sizes of things on a
desk.

Ineffective Problem Solving

By failing to anticipate important problems, by failing
to recognize them when they first occur, and by “solving”



them ineffectively when they eventually become crises and
are recognized, we tend to create even more and larger
problems that consume more and more time.

Unanticipated Problem Situations

Particularly when we do not occasionally (at least annu-
ally) analyze our lives and/or operations in real depth and
look for significant trends, we fail to anticipate many poten-
tial problems. When these problems eventually occur, they
may be too large or complex to be solved effectively and at
least cost. Also, as these problems develop, they can begin
causing other problems before they themselves are actually
recognized. The result can be a multiplicity of time-con-
suming and costly problems. However, by remembering
that “an ounce of prevention is worth a pound of cure,” by
anticipating problems, by formulating preventive solutions,
and by implementing various planned solutions or improve-
ments, we can not only improve our Situations, but we can
also save considerable problem-solving time later. Once an
unanticipated problem arises, there are actually two prob-
lems to solve: (a) how to correct the symptoms or effects;
and (b) how to prevent the situation from occurring again.
(See Figure 4.4 on page 4-20 of Chapter 4.)

Unrecognized Problems

Particularly when individuals fun”rather than manage
their lives and/or operations, and do not occasionaly ana-
lyze them in real depth, they often fail to recognize subtle
but important problems. Unrecognized problems have a
way of smmering beneath the surface, growing, becoming
more complicated, generating even more problems, and
eventualy becoming crises (urgent as well as important).
More numerous and more complicated problems require
more time and effort to solve. Much less time would be
wasted if subtle but important problems were identified in a
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bles. Therefore, solving problems effectively requires for-
mulating and implementing a system of solutions (in which
thereis asolution or plan for either correcting or improving
each of the causal or influential factorsinvolved).

When individuals and groups do not take the time to an-
ayze an important problem situation in real depth, to iden-
tify underlying as well as obvious causes, and to formulate
a system of solutions or improvements, they can leave im-
portant causal factors uncorrected or unimproved. As a re-
ault, those factors continue to operate as they did before,
eventually causing the same or very similar problems.

Many if not most poorly solved problems are like un-
recognized problems. In both cases, the redly important,
underlying causes are not recognized and dealt with appro-
priately. In the intermediate to long term, they actualy
generate more problems and contribute to time-consuming,
crisis-oriented “fire-fighting.”

Poor Use of Committed Time

When driving, walking or when waiting for an appoint-
ment, we can put our time to much better use than by wor-
rying, daydreaming, or chit-chatting. These activities only
waste time. Our time would be much better spent on setting
goals, planning, reading, and mulling over important prob-
lems.

Procrastination

Procragtination means ‘heedlessly and irrationally post-
poning something you know you have to do.” People put
off doing things for various reasons. Some reasons are
good, but most are not so good. Of course, there is good
reason to put off doing low priority tasks so that we can get
high priority tasks done. This generally saves time in the
long run. On the other hand, putting off solving important
problems or making important decisions is not so good. It

timely manner and “nipped in the bud.”

Poorly (Unsystematically) “ Solved” Problems

In our culture we are inclined to say, “The problem is

. Usually we are identifying one cause (one caus-

al factor). But there are no problem situations having only
one cause. There are generally several obvious, superficial
causative factors—and there are aso underlying, not-so-
obvious causative factors. Most if not al problems are
caused by an interacting system of various task-related, in-
dividual, social, organizational, and outside/externa varia-

can create problems and waste considerable time later.

Why do people procrastinate? There are actualy many
reasons, many of which amount to protecting a vulnerable
sense of self-esteem.

The “lazies’ tend to put amost everything off—out of
plain laziness.

The “easy-goers’ tend to do things that they like to do
and/or can do well, often putting off doing more important
things.

The thought-avoiders’do not like to think things out
fully—or to think at al. They find in-depth, analytic
thought too tedious, frustrating, and unpleasant.
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The helter-skelters’do not have goals, priorities, and
plans. They put off doing things because they don’'t know
what to do next.

The tisk-avoiders’ tend to put off making important
decisions, largely because they fear the possible conse-
guences or risks involved (e.g., an impending change, or a
threat to their ego or group status).

The fndecisives’ put off making important decisions,
too. However, they do so because they can’'t make up their
minds what to do. In analyzing their aternatives, for exam-
ple, they may find that (a) haf of their analysis points to
“doing” something, while the other half points to “not do-
ing” it, or (b) haf of their analysis points to one solution,
while the other half points to a different solution.

The pressurizers’ believe that theywork better under
pressure, and, therefore, procrastinate until they are forced
to act. These people, however, may simply work faster and
less effectively, actually wasting timein the long run.

The firefighters’ are inclined to put off doing the
right things (analyzing, setting goals, prioritizing, and
planning) because they are so embroiled in fighting all the
fires that are congtantly occurring. (They themselves prob-
ably contributed to causing the fires by not performing the
thought-oriented activities at some earlier point in time).

The test-avoiders’ are afraid of failing to meet their
own high standards—standards that require outstanding
performance every time and demandingly test their compe-
tence. By waiting until it is too late to do the best possible
job, they can explain away a mediocre job by telling them-
selves that they “ didn’t have enough time.”

The “ sdlf-defeaters’ actually fear doing well. Procras-
tination guarantees that they will not excel.

The tebels’ do not like adhering to someone elses
timetable. To them it means being controlled or dominated.
Procrastinating is their way of retaining a sense of power
and contral.

The "revengers’ use putting things off and making
problems to get back at someone or something they don't
like (e.g., a parent, a teacher, the boss, the job, or the or-
ganization).

The “ hedonists” or “ myopics’ put off unpleasant tasks
to do things that they find more pleasant, satisfying, or im-
portant. They choose immediate, short-sighted gratifica
tion over things that can be in their better, long-term self-in-
terest.

The tnasochigs’ have low self-esteem and fet their
kicks’ out of being caught with an uncompleted task. Their
“kicks’ are being yelled at or abused.

Preoccupation

We often alow ourselves to (a) get too absorbed in
everyday matters, and/or (b) concentrate continually on just
one activity or facet of operations. When we do, we often
fail to (1) “stick our heads above the water,” (2) get a per-
spective on what is actualy going on and why, and (3)
determine what should be going on. Preoccupation wastes
our time by dulling our awareness of problems and oppor-
tunities and by reducing our aertness, effectiveness, and
productivity.

Others Ineffectiveness and I nefficiency

When parents, teachers, managers and leaders fail to
anadyze stuations, set and prioritize goals, and plan, they
waste their own time through personal ineffectiveness and
inefficiency. When they fail to encourage and help their
children, students, or subordinates to perform the same ac-
tivities, they compound ineffectiveness and inefficiency.
Examples:

Without having prioritized goals and coordinated plans,
people may not only channel their efforts in the wrong
directions, but they may aso find themselves working
againgt each other (especially when their jobs or respon-
shilities are interdependent and the activities must be
coordinated).

Without having challenging but redlistic standards of
performance, people may tend to perform to lower,
more “comfortable’ levels. This, in turn, can give them
idle time, which they can be tempted to “kill” in various
ways. (a) interrupting others work simply to pass the
time, and/or (b) daydreaming or otherwise doing virtu-
ally nothing (except lowering performance and increas-
ing costs).

Without having clearly defined responsibilities and au-
thority, they may not only delegate decisions upward,
thereby interfering with their parents, teachers, or
bosses' effective use of time, but they may also waste
time by becoming involved in territoria disputes. All
these problems vastly compound the waste of time.

The stuation described above can definitelyinvolve a
child, parent, student, or manager and his or her immediate
subordinates. Think for a moment about the organizational
implications. The fact that one person is not doing the
‘fight things’ indicates that his or her parents, teachers,
superiors and/or colleagues are probably not doing them ei-
ther. It also indicates that these self-management and man-



agerial or leadership practices are probably not being used
throughout the organization. The resulting, mind-boggling
amount of ineffectiveness and inefficiency is one of the
best cases that can be made for family, school, and organi-
zation-wide use of participative or team management/lead-
ership practices.

Major Causesof Wasting Time (Ring B)

Dysfunctional Misconceptions

Efficiency vs. Effectiveness Syndrome

Largely because of their inadeguate education and train-
ing, many people tend to (a) confuse efficiency (doing
things right) with effectiveness (doing the right things),
and/or (b) be more concerned about efficiency than effec-
tiveness. Such people may very well do some things right;
but they may also be doing some wrong things. If so, they
cannot be fully effective in whatever their role may be. By
doing some wrong things, they may be creating as many
problems as they are solving.

Activity vs. Results Syndrome

Largely for the same reasons as above, many people al-
0 tend to confuse activity (motion) with results (accom-
plishment). These people are inclined to lose sight of per-
formance objectives and to concentrate more and more on
staying (or looking) busy. Eventually, their “inner objec-
tive” may become “to stay busy.” If so, they can easily be-
come “workaholics.”

Not Doing The Right Things

Not Analyzing On€'s Life,. Situation, Role or Job,
Past Performance, and Problem Situations in Depth

Analyzing one's life and work situation in real depth is
a key to effective management of ones life and organiza-
tion—and effective time management. Many people, how-
ever, do not take the time to analyze their situation fully
and determine the following: (a) the key elements of their
stuation (parameters around which effective goals can be
written); (b) al the task-related, individua, social, organi-
zational, and outside factors that should be improved in or-
der to solve and prevent time-consuming problems; (c)
challenging but realistic standards of performance; (d) who
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should be making which key decisions; (€) to whom to as-
sign what responsbilities; (f) to whom to delegate how
much authority; and many more variables that will affect
their efficiency and effectiveness and the future demands
on their time.

Not Identifying Which Factors and
Activities Can and Cannot Be Controlled

Too much time gets wasted when people try to control
things that they cannot really control—or even influence.
If, for example, they have not identified which elements,
factors, or activities they cannot control or influence, they
may establish goals for themselves and others that either
“point everyone in the wrong directions or initiate fruitless
activity. In ether case, time-consuming performance prob-
lemswill result.

Not Setting Goals and Establishing Priorities

If point A is where we are now, and if we fail to identify
point B (our goa or where we want to be or should be),
several time-consuming phenomenatend to occur. First, we
cannot plan how to get from A to B in the most effective,
efficient, time-saving manner. Second, without a goal there
can be no appropriate standard of performance. (A per-
formance standard is one of three parts of a well-written
god). Without having a performance standard, people tend
to work less efficiently and effectively than they can, which
often causes time-consuming productivity problems. Third,
without having a goal, people often behave in amanner that
resembles awind-up toy. They go in one direction one mo-
ment, bump into an obstacle, and go off in another direc-
tion. Going rather aimlesdy in different directions is ineffi-
cient, causes performance problems, and wastes timein the

long run.

Also, without setting goals, we cannot prioritize our
goals (identify which are more important than others). Even
if we have set goals, but still fail to prioritize them, we tend
to (@) do less important things when we should really be
doing more important things, and (b) do urgent things rath-
er than important things. In either case, the realy important
things often go undone. This causes time-consuming prob-
lems and even crises later.

Not Establishing Challenging (Y et Redlistic)
Performance Standards

When individuals fail to incorporate challenging but re-
aistic performance standards into performance goals (for
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themselves and their children, students, or subordinates),
chances are that no one will work to their full potential.
This will result in wasted time, lower morale and motiva-
tion, productivity problems, and higher costs—all of which
will eventually require time-consuming corrective problem
solving.

Little or Poor Planning

Planning involves charting an orderly, effective, effi-
cient, coordinated sequence of steps for reaching a goal.
Without a good plan for getting from point A to point B,
people waste time, energy, and other resources. They aso
tend to go in different directions, often working against
each other instead of with each other. Again, time-consum-
ing coordination and performance problems can easily re-
sult.

Planning requires thought and takes time—two reasons
why many people either don’t do it effectively or don't do
it a dl. But by planning—and planning well—they can ac-
tualy “give’ themselves more usable time. Studies show
that an hour of effective planning can save three to four
hours in implementation. It can also help achieve better re-
sults and fewer problems.

Not Establishing Effective Management and Time
Management Practices and Policies

Many if not most time wasters’in Ring C are also
caused by not establishing appropriate practices and pol-
icies for various other peopleto follow. These practices and
policies can apply to assistants, subordinates, colleagues,
superiors, and even outsiders. They can deal with such mat-
ters as (a) goal-setting and planning, (b) assigning responsi-
bilities, (c) delegating authority, (d) holding meetings, and
(e) handling telephone calls and appointments. Without ef-
fective (time) management practices and policies, people
tend to waste each other’ stime aswell as their own.

Not Organizing Effectively

Organization is indeed a key to success—and to making
effective use of time. Organizing jobs and people in one's
responsibility area is just as important as organizing one's
own work. When administrators, managers, and leaders do
not establish an appropriate organizational structure (by
grouping jobs into appropriate units, outlining working re-
lationships between jobs and units, delineating reporting

relationships, and establishing effective spans of control),
they do not establish the most effective framework for as-
signing and coordinating tasks.

By not establishing an appropriate framework, many of
those people are unable to formulate effective job des
criptions. (Job descriptions outline technical/functiona
tasks, assign manageria or supervisory responsibilities, del-
egate decision-making authority, and outline basic work
procedures.) Consequently, subordinates are not always
certain what to do or how to behave. This, in turn, resultsin
numerous dysfunctional phenomena: confusion; territorial
disputes; power struggles; interpersonal conflicts, uncoop-
erativeness, uncoordinated activity; and less than fully suc-
cessful implementation of operational plans. These and re-
lated problems waste the time of both subordinates and
their superiors.

Not Staffing Properly and Developing Adequately

How effectively and  efficiently individuals do their
work largely depends on the job-related inputs they pos-
sess: skills; skill levels; motivation; attitudes, and behavior-
al tendencies.

Many people, especialy managers but also parents and
teachers, do not do all the following to assure that their
children, students, or personnel will perform to their poten-
tia: (1) identify the inputs necessary to do each job well;
(2) hire or select those who have the necessary inputs (or
have developable potentials); (3) adequately orient children
or subordinates to their roles, responsibilities, and work en-
vironment; and (4) provide the guidance, training, and men-
toring that will develop knowledge, skills, and appropriate
attitudes and behavior patterns. As a result, these people’'s
children, students, and subordinates can do one or more of
the following: (a) make technical/functional mistakes; (b)
do their tasks ineffectively and inefficiently; (c) make inap-
propriate decisions; (d) not do what they should be doing;
(e) do what they should not be doing; (f) not work well to-
gether; and/or (g) adversely affect others performance.
Each of these problems can directly or indirectly waste the
time of everyone involved.

Not Guiding Activities Effectively

Once the thought-oriented management activities have
been performed and people have been appropriately organ-
ized and adequately developed, they can begin to carry out
their assigned roles and responsibilities and to implement
action plans. However, regardless of the effectiveness of



plans, and regardless of children’s and personnel’s skills
and motivation, they may dtill need guidance (advice and
information) to help them perform as efficiently and effec-
tively as their potentials will allow. Unfortunately, many
parents, teachers, and managersfail to (a) monitor progress,
(b) give occasiona advice, (€) provide additional informa-
tion, and (d) help their children or personnel evaluate re-
sults and take part in solving problems. The resulting waste
of time and effort reduces effectiveness, efficiency, and
overall performance or productivity.

Managing Only What Can Be Seen

This genera tendencyis either caused by, or directly
related to, the items already mentioned above. The many
parents, teachers, administrators, managers, and leaders
who are more action-oriented than thought-oriented tend
to manage only those things they can see: (a) machines,
equipment, and material; (b) their own and others' activ-
ities, and (c) tangible outputs or results. What they cannot
see, and therefore fail to “manage,” is what is going on in
people' s minds and hearts. And managing what cannot be
seen as well as what can be seen is largely what modern
management is all about. What goes on inside people influ-
ences their motivation, activities, and performance.

Managing what cannot be seen requires anayzing peo-
ple and their work situation as a system of interacting, in-
terdependent factors: Task-related factors involve the “me-
chanics of operations’ (factors such as job descriptions,
mechanica equipment, technical procedures, work flow,
and work load). Individuas characteristics include basic
skills, specialized skills, knowledge factors, needs/drives,
values, goals, interests, and personality traits. Organization-
a variables include factors such as organizationa structure,
internal systems, policies and procedures, and manageria
or leadership styles. Social factors include various socid
groups and their norms (the attitudes and behavior expected
by groups). Outside variables include the attitudes and
behavior of families, friends, colleagues, and various edu-
cational, financial, and religious ingtitutions.

When people manage only what they can see, they tend
only to integrate tasks with tasks. They fail to integrate
people with their tasks and people with people. This causes
time-consuming motivation, morale, and performance prob-
lems—" people problems.”

In addition, when people are managing only what they
can see, they are essentialy operating only in the imple-
mentation phase of the managerial or integrative process
(scheduling, directing, and controlling people and their ac-
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tivities). When they are managing both what they can and
cannot see, they are aso performing the think-work func-
tions of management (analyzing, identifying problems, es-
tablishing goals and priorities, planning, and decision mak-
ing). It takes both think-work and implementation activi-
ties to be a truly effective manager or leader. The think-
work functions are particularly important. How well man-
agers organize, staff, and guide activity depends on how
well they analyzed operations, set goals, and planned.

We can summarize what we have said about Ring B as
follows: Time management is mostly a matter of effec-
tive management. It involves doing the “right things’ and
doing them well: thinking (analyzing, setting goals, and
planning) before taking action (organizing, staffing, and
guiding activity). Leaders and managers cause time-con-
suming problems by (a) not performing all the management
functions properly, and (b) not thinking about people as
well as the mechanical aspects of operations.

Basic, Underlying Causes (Ring A)

The factors shown in Ring B, which in turn cause €f-
fects in Rings C, D, and E, largely reflect () being busy
trying to be busy (or trying to look busy); (b) doing instead
of managing; and (c) putting emphasis on trying to do
things right rather than on doing the right things.

Not Doing the Right Things

The right things to do are the basic management func-
tions: analyzing situations or operations; goal-setting; plan-
ning; making major decisions; organizing; staffing; training
and developing; guiding activity; guiding evaluation of re-
sults; and identifying and solving important problems.

According to severa surveys, however, managers in
genera—and people in genera—do not use much of their
time doing the right things.

1. An American Management Association survey
showed that most executives spend only 47% of
their time performing managerial functions. The rest
of their time is spent doing “hands-on work.”

2. A survey conducted by the consulting firm, Booz-
Allen & Hamilton, generaly confirmed the A.M.A.
survey. It showed that 25% of managers time is
spent on “less productive work” such as clerica
tasks, finding information, traveling, and work
scheduling and organizing. The survey also showed
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other ways in which managers spend their time:
46% on attending meetings, 13% on composing,
dictating, editing, and drawing or designing docu-
ments;, 8% on reading and analyzing documents,
and only 29% on doing what they are supposedly
being paid to do—"managerial think-work.”

3. According to time management expert, Henry
Mintzberg, managers in generd (&) spend nine min-
utes or less thinking about 50% of the problems or
decisions confronting them, and (b) spend up to an
hour thinking about only 10% of the problems or
decisions confronting them.

Even though the different studies yielded dightly dif-
ferent percentages, the conclusions were the same: In gen-
erd, managers and leaders spend too much time doing
(performing action-oriented operational activities) and not
enough time actually managing (performing and guiding
thought-oriented manageria functions). That must certainly
apply to most other people aswell.

We think that there are severa very basic, underlying
reasonsfor this. (See Ring A of Figure9.1.)

Not Knowing What One Should Be Doing,
Why, and How To Do It Well

Most people and many managers know relatively little
about basic management functions, why they are important,
and how to perform them effectively. Thus, they do not a-
ways do the right things for the right reasons and do them
well. A parent’s, school’s, or organization’s failure to pro-
vide adequate training in the manageria think-work and
implementation functions is often a mgjor cause. Another
major cause, even when education and training have been
provided, can be the failure to (@) encourage the use of
what has been learned, and (b) reinforce training through
the use of improved systems, policies, and procedures.

Doing Only What One Likes To Do
or Can Do Well

For various reasons, giving in-depth anaytic thought to
godls, plans, decisions, problems, policies, and procedures
can be the most difficult, tedious, and frustrating thing that
people can do. As Henry Ford said, “Thinking is the hard-
est work there is, which is the probable reason so few en-
gage in it.” Thus, many if not most people are much more
comfortable doing the action-oriented, operational, day-to-
day tasks that they are more familiar with, are more inter-
ested in, can do more easily, and can do better. Such tasks

can aso be more satisfying—for two reasons. First, since
people can generaly do them better, they get better and
more satisfying results. Second, because these tasks usually
get immediate results, they also provide immediate satisfac-
tion. On the other hand, the results of thought-oriented
tasks may not be known for weeks, months, or even years.

Influences of Personal Characteristics

In many cases, tloing what one likes to do or can do
well” can be attributed to individua attitudes and predispo-
gtions. More specifically, relatively high or low levels of
various personal traits can contribute to one’s wasting time
in the following ways:

(Low) Self-confidence
Doing only what like to do or can do well
Inability to say “no”

(High) Sdlf-confidence
Inability to delegate (especially when coupled
with low confidence in others' abilities)

(Low) Self-assertiveness/ dominance
Inability to say “no”
Inability to delegate

(Low) Self-control / self-discipline
Doing only what like to do or can do well
Poor use of committed time
Procrastination
Over-responseto crises
Incompleted tasks

(L ow) Goal-orientedness
Not setting goals and establishing priorities
Little or poor planning
Procrastination
Unproductive meetings
Poor use of committed time

(High) Active/ vigor

Not doing right things (analyzing, goal setting,
planning, establishing effective policies and
practices)

Managing only what can be seen

Unproductive problem solving (not anticipating,
recognizing, or effectively solving problems)

Over-response to crises

(Low) Orderliness
Not doing the right things (analyzing, goa setting,
planning, policy making)
Not organizing one’'s own and others' tasks



Non-delegation (leading to upward delegation)
Unnecessary paperwork; mishandled paperwork
Disorganized desk; interruptions

(L ow) Original thinking
Not doing right things and/or doing them well
(andyzing, goal setting, planning)
Unproductive problem solving (not anticipating
recognizing, or effectively solving problems)

(Low) Responsibility
Doing only what like to do or can do well
Incompleted tasks
Procrastination
Inefficiency
Below standard productivity

(L ow) Emotional stability
Over-response to crises
Emotional and physical stress
Procrastination

Part 2

How to Manage Time and
Make More Effective Use of It

Major Perspective

If you look at Figure 9.1 on page 9-2, notice that the
circular model on the left side is the same as Figure 3.6 on
page 3-24 of Chapter 3. It essentially shows that you actu-
ally began to better manage your time by doing your
personal goal setting and planningin Chapter 3. That is
because, as outlined in the preceding pages of this chapter,
the most important, significant, and even powerful per-
sonal time management you can do is to perform the
“think-work (self-Ymanagement functions’ that you did
in Chapter 3. When you performed those long-r ange per-
sonal goals setting and planning phases and steps, you start-
ed “doing the right things’ shown at the top of the mod-
e in Figure9.1.

The same applies to those organizations that have done
grategic/long-range analysis, goa setting and planning,
and have then trandated those goals and plans into annual
(and even semi-annual, quarterly, and monthly) goals and
plans.

The tips and tricks mentioned in several sections below
are a'so important, but not quite as important.
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Now we can begin to discuss shorter-term time manage-
ment and time-saving activities. This Part has three sec-
tions. Thefirst deals with analyzing how you are now using
your time and then planning how to manage and use it
more effectively and efficiently. The second section outlines
various time-saving policies, procedures, and tips that can
be applied by anyone from day to day. The third section
outlines policies and procedures that can also be followed
by people with whom you interact—such as parents, teach-
ers, peers, superiors, subordinates, colleagues, and othersin
organizations.

Stop, Think, and Plan How You Will Manage
(and Save) Your Time From Now On

Table 9.1 on the next page lists the phases and steps of
an analytic approach for performing a personal time analy-
sis and management process—another “self management”
process. This process basically supplements the self-analy-
sisyou did in Chapter 2 and the persona goal setting and
planning you did in Chapter 3.

PHASE 1. Preparation Steps 1-6 (Use the steps on page
9-1, which you should know by now.)

PHASE 2: Anadyze Your Useof Time

Step 7: 1dentify (list) the activities in which you en-
gage.

Step 8: Collect Information: Log the amount of time
you spend while engaged in Step 7 activities.

Using a form or format of your own design,
keep track of the following for at least one
week:

a. when you start doing things;

b. where you do them (a classroom, a study
hall, your own room, your office, a confer-
ence room, another office, another place);

¢. what you do (the tasks or activities
involved);

d. who initiated each task or activity (ateacher,
parent, superior, colleague, subordinate, cus-
tomer, etc.);

e. subjects or mattersinvolved; and

f. purposes of the tasks or activities.

Step 9: Analyze How Y ou Are Using Time

Based on your time usage log, determine the
following:
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Table 9.1: Time Management Phases and Steps

A CTIlONS

BENEFICIAL EFFECTS

Phase 1: Preparation

Step 1: Awareness / think what you're doing

Step 2. Describe situation -- i.e., the need to improve, modi-
fy, or further develop personal traits and behavior
Increase motivation: Determine importance in terms
of personal and organizational goals and plans
Seek a conducive environment

Get organized (materials, references, etc.)
Preview: do a brief preliminary analysis

Step 3:

Step 4:
Step 5:
Step 6:

Consciously structure process & channel thought.

Initial conscious recognition of problem-solving and
learning situation; perform effective analysis.

Focus attention; increase concentration; initiate
and sustain effort; take necessary time.

Minimize distractions and interruptions.

Minimize distractions; be organized.

Determine real importance and priority of situation;
budget time/money, more effort; be organized.

Phase 2: Analyze -- Define and Reduce the Situation

Step 7: ldentify (list) the activities in which you engage.
Step 8: Collect information. (Log the amount of time you
spend while engaged in Step 7 activities.)
* use facts and observations (rather than opinions)
* add facts or data to a model (diagram) of Self
* use appropriate diagrams
Analyze how you are using time.
a. how much time doing which things
b. who is initiating most of your tasks or activities
c. how you are wasting time
d. what you should be doing, but are not
* use appropriate diagrams

Step 9:

Step 10: Formulate criteria for Phase 4 (Decision Making)

Describe situation; increase repertoire of knowledge;
keep from quickly jumping to solutions phase.

Help minimize effects of dysfunctional attitudes.
Maintain/increase objectivity.

Increase insight into Self as system.

Enable mind to handle complexity.

Fully developed/updated "system analysis" of Self.
Understand environmental influences.

Inputs to planning.
Enable mind to handle complexity.
Improve testing/weighing of alternative solutions.

Phase 3: Plan -- Alternatives (Solutions) Formulation

Step 11: Formulate goal(s)/objective(s): identify the desired
end results of implementing well-considered changes.
Step 12: Plan: Identify what you must DO to improve, change,
correct, or adjust characteristics and their relationships
* Formulate alternative (sets of) plans
* use appropriate diagrams
* Budget time and resources
* use appropriate diagrams

Assures going in right direction(s) toward some
consciously identified target(s).

Achieve a "balanced" system of prioritized
changes to system of characteristics.

Enable mind to handle complexity.
Effective use of time and resources.
Enable mind to handle complexity.

Phase 4: Decision Making -- Test and Select Alternatives

Step 13: Identify possible outcomes of alternative solutions
(anticipate scenarios/sequences of actions & events)

Step 14: Assess realistic probabilites of possible events
Step 15: Test and compare alternatives

* ldentify & compare advantages & disadvantages

* Weigh each alternative against criteria

* Also test/weigh combinations of alternatives

* use appropriate diagrams

Step 16: Select appropriate solution(s) for implementation

Anticipate what could occur during implementation.
Increase use of propositional ("what if") logic.
Minimize wishful thinking about what might occur.
Mental trial and error (action in rehearsal);

Use these inputs for making final decision.

Enable mind to handle complexity.
Final decision making.

Phase 5: Implement Chosen Solutions

Step 17: As implement, monitor and evaluate feedback
Step 18: Adjust plans, traits, or behavior
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Check on progress; assure getting desired results.
Effective response to obstacles and contingencies.




a how much time you spend doing which
things—and why;

b. who isinitiating most of your tasks or activi-
ties—and why;

¢. what things you are doing that waste time, to
what extent you are doing them, and why;
and

d. what things you should be doing, but are
not—and why.

Step 10: Formulate Decision-Making Criteria (Phase 4)

PHASE 3. Formulate (Alternative) Solutions (or Alterna-
tive Sets of Goals and Plans)

Step 11:  If you did not aready do so while reading
Chapter 3, go back and do the persona goal
setting and planning steps regarding your
life'sgoals and plans.

Step 12 Identify what you can do to improve your
day-to-day use of time.

Take into account (&) through (d) of your
andysis above. Also consider the suggestions
outlined in the remaining pages of this chap-
ter.

PHASE 4. Make Decison(s). Choose Among Alterna-

tive Solutions and/or Plans
Steps 13, 14, 15, and 16
PHASE 5: Implement Solutions and/or Plans
Steps 17 and 18

As you read the next two sections, we suggest that you
circle the numbers or letters of any items you might wish to
begin using, doing, or emphasizing.

Time Management (Time-Saving) Per sonal
Practices and Policies For the Short Term

For the Beginning of each Month and Week

1. Review goalsand plans (especially short-term ones)
a. Determine results/progress to date.

b. Identify what remains/needs to get done (and
what to do to get it done)

2. Formulate, write down, and prioritize goals for the
month or week

3. Formulate and write down guideline (flexible) plans
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and schedules for the month or week
a. Takeinto account possible contingencies.

b. Break down large, complex, high priority pro-
jects into a logical group and/or sequence of
smaller, more manageabl e sub-projects.

“Take 10" Atthe Beginning of Each Day

In everyday life there is a tendency to be hurried, to not
want to bother with alittle extra thought, and to not want to
take the time to think ahead. But knowing what you now do
about yourself, your ahilities, your limitations, and the con-
cepts and methods you have covered, don't you think that a
few minutes a day and a little additiona thought would be
more than worth it? “Take 10" is a simple device that you
can use daily to assure continued personal improvement
and development. You can use it, your family can use it,
and the people in your organization can use it. It only takes
about ten minutes each morning and easily fits into any-
one' sroutine. Think of it as menta preparation for the day.
It works! We have provided Exhibit 9.1 on the next page as
asamplefill-in daily schedule.

First: Very quickly review your goals—especialy your
long-term goals (Chapter 3 formats). The purposeisto rein-
force them in memory. It also helps you recall the ends to-
ward which you can improve yourself during the day.

Second: Imagine as vividly as you can the circumstanc-
es that will accompany these goals attainment, and how
you will feel upon their attainment. Here there are three sig-
nificant benefits. The firdt is to increase a positive attitude
(desire) toward goas attainment. The second is to rein-
force the associations between goals and attitudes recorded
in memory. The third is to increase your motivation to greet
the day with enthusiasm and drive.

Third: Next look at your short-term goals and the activ-
ities you planned for reaching them. Focus on the plans,
especiadly noting the problems that must be solved, the
knowledge or ahilities that you need to acquire, and the be-
havior (e.g., weaknesses) that you may decide to adjust.
Thinking about these things in the morning for a few mo-
ments will tend to “keep them on your mind” during the
day. Asyou reinforce this information in memory, you will
be programming your mind for greater awareness of learn-
ing, thinking, and behavior improvement situations. True,
you have done this for the long-term as you filled out the
formats in Chapter 3, but here you are " programming”
your mind for thisparticular day.

Fourth: Look at your home or desk calendar. Note the
activities (e.g., classes, appointments, and meetings) that
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Exhibit 9.1: A Sample "Take 10" Daily Scheduling Format

Type of Importance/
Situation Priority
Time Situation PS/Lrn/Be Adj (Hi to Lo) Cues
AM 7.00
7:30
8.00
8:30|Take 10 Thnk Hi arrive at desk
9:00|Appt with Mr. A L & B Adj Med walks into office
9:30
10:00{Work on X PS, Lm Med Mr. A leaves
10:30
11.00{Place call to Ms. B Lrn Lo pick up phone
11:30
12;00]Lunch with C DM &Lm Hi sit down at table
12:30
PM 1:00 |Talk with D B Adj Lo see co-worker
1:30
2:00|Meeting with E DM Hi walk into meeting
2:30
3:00
3:30
4:00]{Work on X (cont'd) PS, L Med sit down at desk
4:30
5:00
5:30
6:00
6:30
7.00|Dinner with family B Adj Med sit down at table
7:30
8.00)|Family discussion Lrm/PS Med sit down together
8.30
9:00|Read trade journal Lrn Med __pick up journal
9:00
10:00{Think about tomorriw Thnk Med get into bed




you have already scheduled for the day. Then, try to antic-
ipate what else might occur during the day that could be
important. Make certain that all of these activities (Situa-
tions) are written down next to the time they are scheduled
to occur or are expected to occur.

Fifth: Your day's schedule may not be completely fill-
ed with “required” and anticipated activities. With which
types of activities can you complete your schedule? How
about:

a leaning (i.e, reading) information you need to
know about your classes, job, family, subordinates,
€etc,;

b. working on adjusting behavior patterns you consider
to be wesknesses (i.e, interpersonal senstivity or
sKills, persondity traits, attitudes); or

c. working on solving anticipated problems and begin-
ning to implement solutions

Write in one or more of these possibilities on your
schedule where you have an opening.

Writing down the day’s schedule has several beneficia
effects. () it records activities in memory, thus program-
ming your mind for greater awareness of important situa-
tions; (b) it helps you commit yourself to a schedule, there-
by increasing your self-discipline; and (c) it helps you or-
ganize your time and effort. It is also necessary preparation
for the next very important step.

Sixth:  Assess which of the basic types of situations
each scheduled activity will be: (a) learning (e.g., informa-
tion or abilities); (b) thinking (problem solving or decision
making); or (c) adjusting attitudes or behavior. Write down
the type next to each situation. If you use a pocket calendar
or note book, you can save space by using abbreviations
such as “L” for learning, “PS’ for problem solving, “DM”
for decison making, and “BA” for behavior adjustment.
Y ou should aso consider whether or not the learning situa-
tions will adso be problem-solving situations—and vice
versa. You can record primary and secondary situations on
your calendar as“L/t” or “PS/I,” for example.

Seventh:  Next consider the importance or priority of
each Stuation and write down “H” for high, “M” for medi-
um, or “L” for low—beside each entry. (Y ou could also use
ascae from 1 to 5 or from 1 to 10.) This helps you deter-
mine where you will want to put emphasis in terms of time,
effort, and perhaps money. It also increases your motivation
to deal with more important situations more effectively.

Eighth:  Now think ahead to each situation. Ask your-
sdf if you will stop to think what you are doing as you
encounter the situation. Y ou can increase the probability of
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conscious awareness by writing down a simple cue of your
own choosing and recording it in memory. For example, if
you have an appointment that will be basically a learning
Stuation, you might write down “walks into office” so that
Mr. X’swalking into your office will cue conscious aware-
ness of the dtuation you are entering. Or, you could form a
ridiculous picture in your mind that relate something about
Mr. X and a learning Situation. Whatever cue you choose,
write it down. Give yourself the suggestion (an “auto-sug-
gegtion”) such as, “I want to be aware of the learning situ-
aion involving Mr. X, so that | can think about using PAR.
| want my unconscious to cue awareness when | perceive
him walking into my office.” We also recommend that you
refer to your calendar during the day to reinforce these cues
in memory. Of course, the purpose of this step isto input a
specific cue into memory that, when perceived by the un-
conscious, will select it for conscious awareness and asso-
ciate the cue with the type of situation.

You will notice that as you practice certain cues for
certain situations, they will eventualy become habitual.
You will get to the point where encountering any new ex-
perience will automatically make you stop to think which
type of situation you are in and what to do to accomplish it
better.

Ninth: Briefly review the tables outlining the PAR and
P-DRAFTS-| approaches. By reviewing them for a few
moments each day, they will soon become etched into
memory. However, just being able to recall them from
memory is not quite enough. Y ou must make using them a
habit. This means actually using them in important learning
and thinking situations. The more that you use them con-
scioudly, the sooner their use will become “second nature.”

Tenth: You have covered a tremendous amount of ter-
ritory in reading this book. By now the overall perspective
on the systematic use of these techniques is more clear to
you. However, the details involved in each technique may
be somewhat fuzzy even now, even though they are im-
portant to remember. Therefore, we also recommend that,
at least once a month, you take a few moments to review
the major diagrams and tables presented in these ten
chapters. Or, occasionaly take the time to skim through a
whole chapter to review and reinforce its contents in mem-
ory. You might pick out one particular diagram or chapter
to review each day for several weeks—until you have
reviewed them al. This step need not be accomplished at
the beginning of each day, athough refreshing your mem-
ory could be useful during the day. You might, instead,
want to work this review into your schedule at alater time.
If 0, schedule thisreview in the fifth step.
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Experiment with the Take 10 device. Develop your
own formats or procedures. Whatever works best for you is
best to use. But stick to the general idea. It works! And, itis
neither very time-consuming nor difficult. Using it for just
afew days should easily convince you.

Time Management Tips

Generd

1. Review short-term goals, plans, and priorities for the
month or week

2. ldentify and prioritize tasks/activities that should be
accomplished during the day (based on short-term
goals, plans, and priorities)

3. Schedule the day:

a. Schedule high priority tasks/activities, especially
those requiring concentration or deep thought, for
your mogt dert and effective time of day.

b. Break down big, complex, high priority tasks into
smaller, more manageable sub-tasks that can be per-
formed in severa chunks of time (i.e, when you
might only have had time to do something of less
importance).

c. As agenerd guideline, schedule no more than ten
tasksfor the day.

d. Schedule time(s) for making, receiving, and return-
ing phone calls.

e. Schedule handling your in-basket paperwork at a
specific time (e.g., after the mail generdly arrives
and your assistant has screened it).

4. Brief your assistant on your schedule for the day (e.g.,
a, b, ¢, d, and e above).

Any Specific Task or Activity

A. If you should not be doing it, don’t. Either (a) passit to
the person who is responsible for the matter involved;
(b) assign it to the person whose job description calls
for doing it; or (c) tactfully decline the other person’s
request for you to do it.

B. Determine its importance/urgency and assign it a prior-
ity.
C. Do those things that are important, not just those things

that you can do well, are most interested in doing, or
enjoy doing.

D. In general, tackle the most important tasks first, get
them done, and then go on to lessimportant tasks.

E. Allow enough lead time for accomplishing atask well.

F. Don't ignore deadlines. Someone else’s effective use of
time may depend on completion of your part of atask or
project.

G. Especidly if a task/project is very large, complex, im-
portant, and time-consuming, divide and conquer it.
Break it up into smaller sub-tasks or sub-projects that
you can get done during uninterrupted blocks of time
(e.g., when you might otherwise have time only for
shorter, lower priority tasks).

H. Do important tasks during your most productive time
of day; do low priority tasks during your least produc-
tive time of day.

I. Giveany task your total attention. (Ask your assistant to
hold calls. Close the door. Clear your desk.)

J. Complete a task the first time—dnless it is impossible
or inadvisable to do so (e.g., if it must be cut up into
smaller tasks).

K. Don’'t stew about having to do something—just do it.

L. If it is areally important task, do it right, even though
you may have to move a deadline forward or put off a
lower priority task.

M. Don’'t be as much of a perfectionist when doing low pri-
ority work.

N. If the task or activity involves something you must re-
member, write it down immediately.

O. If itisatask of apersonal rather than job-related nature,
you should probably do it on your own personal time.
Try not to waste someone else’ stime by asking them to
take care of it.

Handling Paperwork

A. Have paperwork priorities

Priority 1: Very important; high priority; requires
important (perhaps immediate) action, but is not nec-
essarily urgent.

Priority 2. Fairly important, even though it might
border on being routine; requires some action, but is not
particularly urgent; can be set aside until you have dealt
with higher priority matters.

Priority 3: Relatively unimportant and routine; low
priority; is more for your information than action.



B. Screening and prioritizing paperwork

1. Your assistant’s responsibilities

a. Have your assistant at least screen incoming pa-
perwork and give it to you once (possibly twice)
aday (first thing in the morning or after lunch).

b. If your assistant is well-trained and fully oriented
to your priorities, work habits, and operations,
also have him or her prioritize paperwork before
giving it to you.

c. Especidly in the case of Priority 3 material, have
your assistant highlight or underline important in-
formation or idess.

2. If you do not have aassistant, or if you prefer not to
have your assistant prioritize your paperwork, re-
view the contents of your in-basket once (possibly
twice) aday, prioritizing each piecein its turn dur-
ing the first handling.

C. Scheduling prioritized paperwork

After screening prioritized paperwork, schedule doing
or taking care of it.

Priority 1:  Schedule it into the days work, taking
other priorities into account.

Priority 2:  Schedule it into the day's work, but
around higher priority tasks to the extent possible.
Set it aside (off your desk) until you can get to it.

Priority 3:  As you skim the contents when first
handling and prioritizing it, you might as well make
mental notes of the contents and then immediately
fileit for future reference, getting it off your desk.

D. Handling paperwork (once it is prioritized)

Priority 1: Work on it once, completing it thefirst
time (unlessit must be broken down into sub-tasks).

Priority 2: Once you can get to it (after completing
higher priority tasks—or between blocks of time set
aside for higher priority tasks), complete it the first
time (unless it, too, must be broken down into smal-
ler tasks).

Priority 3: If the materid is only for your informa-
tion, do asindicated in paragraph C above. If it isfor
your action, complete it the first time (when you get
to it). If it requires very routine action, assign it to
your assistant or a subordinate (if/as appropriate).
[Once your “priority 3 file or drawer” is full, review
it and dump al but information that must be kept for
future reference. Even these items can occasionally
be summarized on several sheets of paper for filing.]

E.
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Keep paperwork off your desk — except the one thing
you are presently working on.

Reports

A.

Review existing reports, revising them as appropriate.
Frst, analyze the organizationa structure, key decision-
making points, people's job descriptions, and job inter-
dependencies. Second, determine (a) who needs what
information, from whom, and why; (b) when or how of-
ten they need it, and why; and (c) in what format they
need it. Third, compare these determinations with exist-
ing reports and revise them accordingly.

. Assign a priority to each report, as you would with oth-

er paperwork.

If areport involves your overall responsibility area and
is important or complex enough, write it or fill it out
yoursalf.

. If areport involves your area, but is routine and simply

requires filling in readily available data, have your as-
sistant or a subordinate do it.

If it involves one particular subordinate’s responsibility
area (and no one else’s), assign it to that subordinate.

Get together al the necessary data, ideas, or recommen-
dations before you start writing a report.

. Write reports in a brief, concise, accurate, and clear

manner.

. Guiddlines for “Any Specific Task or Activity” apply to

reports.

Memos and Other Paperwork Y ou Initiate

A.

If your memo isissuing anew or revised policy, writeit
inaclearand concise manner. Briefly andconcisely
explain the reason for the policy (or change in policy).
Anticipate and answer important questions that your
readers might have. Invite further questions and tell
readers whom to contact for answers.

If your memo requests an answer, clearly indicate the
date by which you wish to receive the answer.

If you are requesting that someone do something, don’t
beat around the bush. Be direct but tactful. Explain the
reason(s) for your request adequately but concisely.

. If your memo requests action, clearly specify what ac-

tion should be taken by whom, when, and how.
If you are requesting someone to do something, be cer-
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tain that the task or activity lies within their respon-
shilities and authority. If it does not, they may not be
able to carry out your request.

Consider making a simple phone call instead of gen-
erating paperwork for yourself and others.

Telephone Cdlls

A.

Establish specific period(s) during your day for placing,
receiving, and returning telephone calls (e.g., during
times of day when other people tend to be in their of-
fices).

. Have your assistant screen calls, suggesting that people

cal back (or that you will cal them back) during the
time(s) of day you have set aside for making, taking, or
returning calls.

. Be prepared. Before making important calls, outline the

meatters to be covered and have any necessary informa-
tion available.

. When calling someone, identify yourself, minimize

amenities, and get right to the point of your call.

E. Make appropriate notes as you confer over the phone.

Try to conclude the matter, arrive at adecision, or make
arrangements before ending the conversation.

. Time your calls. Try to complete most of them within

three minutes.

. Don't take calls when someone is meeting with you in

your office.

Use the telephone to get important information that a
letter might take days or weeksto get.

Make certain that you and the other person both under-
stand what each said (e.g., facts, assumptions, opinions,
commitments, date and time of an appointment, etc.).

Appointments

A.

Have your assistant screen visitors and schedule ap-
pointments to fit into your day’s or week’ s schedule.

. Ask subordinates to make appointments—unless there

isareal (high priority) emergency.

. Establish specific time(s) of day for keeping scheduled

appointments.

. Schedule appointments back to back, alowing a few

minutes between them.

Schedule high priority appointments for your best time
of day.

Set areasonable time limit for each appointment, taking
into account the subject’ s priority and complexity.

. Be prepared. Before an appointment, jot down the

points to be covered and get together any necessary
information.

. Close the office or conference room door. Ask your

assistant to schedule return telephone calls.

Before beginning the discussion, take a few minutes to
clarify objectives.

J. Begin and end on time (as schedul ed).
Mestings
A. Initially: With your superior and colleagues, and aso

with your subordinates, take time occasiondly to (1)
identify or anticipate, categorize, and prioritize prob-
lems; and (2) identify and prioritize any important goals
to be sat, plans to be made, or decisons to be made.
Next, prioritize the items in (1) and (2). Then, schedule
mestings to deal with these important matters in the
order of their assigned priorities.

. Challenge requests for mestings.
. Hold meetingswhen . . .

1. people need to exchange important information or
ideas among themselves,

2. adecison must be made that involves or affects two
or more people in important, interrelated ways,
and/or

3. atelephone call or memo will not suffice.

. Identify and invite appropriate attendees. those who are

directly involved in, could be significantly affected by,
or have important input to the Situation or decision at
hand.

Identify those who might need or want to be informed
of the results.

Don't attend a meeting if you don’'t qualify in one of the
three ways mentioned in D above. If you are interested
in the outcome, request a memo or the minutes of the
mesting.

. Unless your superior qudifies, don’t invite him or her to

a meeting scheduled for you and your subordinates.
Don’t go to meetings being held by your subordinates
with their subordinates.



. Provide attendees with a guideline agenda ahead of

time. Request that they come properly prepared with
necessary information, preliminary analyses of the situ-
ation, alternative plans or solutions (including plans for
their implementation), and tentative recommendations.

. Schedule a reasonable amount of time, taking into ac-

count the priority and complexity of the subject(s) under
discussion.

Hold meetings in a conference room rather than an of-
fice, so that there will be few if any interruptions.

. Arrange ahead of time for any necessary audio-visua

equipment, reports, etc. to be available and ready for
use when the meeting convenes.

. Start a meeting on time. Don't wait for late-comers (or

they will tend to come even later the next time).

. At the very outset of a meeting, take a few minutes to

clarify objectives, to formulate a firm agenda, and to re-
view the leader’ s and participants’ responsihilities.

. Lead/guide the meeting effectively. For problem-solv-

ing and decision-making sessions, guide discussion
through each phase in its turn: first through exploring
and analyzing the situation fully; then through formu-
lating aternative solutions or plans; and finaly through
decision-making steps (analyzing and comparing alter-
natives, and choosing/deciding which to implement).

. Use visual aids such as a whiteboard or flipchart to

guide the discussion and help keep track of details.

Deal with each task or subject effectively the first time
itis handled.

. Don't spend $100' s worth of time on a $5 subject; but

be sure that the $5 subject is not actually worth more.

End on time. Let anyone stay who wishesto ask a ques-
tion or discuss something further, but dismissthe others.

Crises

A.

Relax a few moments before tackling a crisis situation.
Prepare yourself for peak performance.

. Handle a crisis (or crises) according to priorities, im-

portance is paramount, urgency is secondary.

Don't spin your whedls. Think things out fully, exercise
your best judgment, and resolve the situation effectively
the first time. Then get on with less important and less
urgent tasks.

. Exercise sdlf-control. Be careful not to over-respond

and perhaps make things worse.
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Reading

A.

Identify which books, magazines, and journals you
should monitor or read for information and ideas that
will help you deal with the important things you have to
do.

Identify which of these sources you should read your-
sdlf and which you might have others read and summar-
ize for you.

Subscribe only to essentia publications.

. Read high priority letters, memos, and reports once—

carefully—and take appropriate action immediately.

If you come across something important to remember,
underline it, highlight it, or immediately make anote of
it.

Read less important material during breaks, travel, or
waiting time (unless you have more important things to
read during those times).

Committed/Waiting Time

Use this time congtructively to, for example, (a) plan,

(b) take care of minor or routine matters, (c) read, or (d) lis-
ten to audio training media.

Guidelinesfor an Assistant

A.

Have certain time(s) during the day for your assistant to
meet with you to (&) discuss current problems, their
priorities, their schedules, and each’s progress, (b) plan
and schedule together; (c) be given assignments; (d) ask
and answer questions; and (€) keep each other informed
of important things that are happening.

Screen mail—especially junk mail.

Screen visitors, setting up appointments when possible
(based on the week’ s/day’ s priorities and schedules).

. Screen incoming phone calls, arranging (whenever pos-

sible) for you to return them during the time(s) of day
you have set aside for making and returning calls.

E. Anticipate and notify you of problems.

Draft routine letters, memos, or reports for your revision
or signature.

. Develop an efficient office system, including well or-

ganized files and a tickler system for staying ahead of
and meeting deadlines.
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Table 9.2: Relationships Among the Managerial Process, Personal Goal Setting and Planning,
the Analytic Approach to Problem Solving, the Learning Process, the Communication
Process, the Behavior Modification Process, and the Time Management Process

Managerial / Integrative Personal Motivation Problem Solving &
Process (Goal Setting & Planning) Conflict Resolution
Preparation Steps Preparation Steps Preparation Steps
What has hap- Analyze Situation Analyze (SELF) Analyze Situation
pened, or what | (including evaluation of past| Analyze personal charac- System of possibly causal of
is going on results and performance) teristics and behavior. influential factors/variables
—and why? Analyze (interactions with) and their interrelationships
the environment.
What needs to be Set Goals and Plan Set Goals and Plan Formulate Solutions
| Set Goals: what accomplish | Set Goals: what accomplish

done, or what Set Goals: what accomplish
Formulate Plans (how to): | Formulate Plans (how to): Formulate Plans for

might be done
alternatives involving: Implmenting Solution(s):

—and how? Strategies and tactics,
programs and projects, Strategies and Tactics, Strategies and Tactics,
action plans Programs and Projects, Programs and Projects,
Action Plans Action Plans
Budget resources Budget resources Budget resources
What course of Make Decision(s) Make Decision(s) Make Decision(s)
action should be | Analytically test, compare, | Analytically test, compare, Analytically test, compare,
taken? and select among and select among and select among the
alternative [sets of] goals, alternative [sets of] goals alternatives
plans, budgets, policies, and plans
and procedures
Take action; Implement Plans to: Implement Plans to: Implement Chosen Solutions
do something Organize Reach life goals

Staff
Guide, coordinate activity
Guide control processes

Copyright © 2007, 2020 by R. D. Cecil and Company

Obtain & evaluate feedback | Obtain & evaluate feedback
Revise plans as approp. Revise solutions as approp.




Chapter 9:

Time Management 9-23

Learning
Process

Communication
Process

Behavior Modification
(Learning_;) Process

Time Management
Process

Preparation Steps

Preparation Steps

Preparation Steps

Preparation Steps

Analyze Situation
What should learn/develop
Factors affecting learning;
Possible principles, modes,
and methods use

Analyze Situation

: What needs communicating?
Analyze receivers
Analyze oneself

Analyze environmental obstacles

(Re-)Analyze Self
What characteristics should
learn, develop, or modify.
Possible learning principles,
modes, and methods use

Analyze Situation
Log and analyze one's
use of time (what doing,
when, and why)
Inﬁentify what to do better.

Formulate Plans
Set goals: what learn
Formulate learning plans:
Strategies, tactics, and
action plans that apply
appropriate principles ,
modes, and methods
of learning

Budget resources

Formulate Plans

Set goals: what accomplish
Formulate communication plans:
Strategies, tactics, projects, and
action plans specifying audience,
ideas & feelings to convey, modes
to use, the when and where, and
facilities/equipment needed, efc.

Budget resources

Formulate Goals/Plans
Set goals: what learn.
Formulate learning plans:
strategies and tactics,
programs, and action plans
that apply appropriate
principles, modes, and
meyhods of learning

Budget resources

Formulate Solutions
Set Goals: what accomplish
Formulate Plans for
Implementing Solution(s):
Strategies and Tactics,
Programs and Projects,
Action Plans (Steps
and Procedures)

Budget resources

Make Decision(s)
Analytically test, compare,
and select among
alternative [sets of] goals,
plans, budgets, etc.

Make Decision(s)
Analytically test, compare,
and select among
alternative [sets of] goals,
plans, budgets, etc.

Make Decision(s)
Analytically test, compare,
and select among
alternative [sets of] goals,
plans, budgets, etc.

Make Decision(s)
Analytically test, compare,
and select among the
alternatives

Implement Learning Plan

develop skills, modify
attitudes and behavior
Reinforce what learned

Learn information and ideas,

Implement Communication Plan|
Communicate using
chosen modes or media
Obtain and evaluate feedback
Revise communications

Implement Adjustment Plans

Learn information and ideas;
develop skills; modify traits,
attitudes, and behavior.
Reach life goals

Implement Chosen Plans

Obtain & evaluate feedback

Revise solutions as approp.

Copyright © 2007, 2020 by R. D. Ce

cil and Company
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H. Gather and organize information/data from internal and
external sources.

I. Maintain an information file, so that he or she can (a)
readily answer routine inquiries without having to inter-
rupt you, or (b) provide you with information quickly.

J. Make decisions concerning previoudyspecified, rou-
tine matters for which he or she keeps the necessary in-
formation.

K. Skim reports, magazine articles, and smilar materials,
and then provide you with summary briefs or abstracts.

L. Prepare facilities and materials for scheduled meetings.
M. Take dictation (when convenient for both of you).

Guidelinesfor Y our Subordinates

A. Make an appointment to see you—unless the Stuation
isareal and important emergency.

B. To the extent possible, save up severa topics for dis-
cussion during a single appointment.

C. Before requesting an appointment, consider whether or
not a brief call or amemo would suffice.

D. Ask for advice when they really need it.

E. Come to you (preferably your assistant) for information
that they cannot get elsewhere on their own.

F. Give you reports and send you memos that are brief, to
the point, clear, and complete (in terms of providing
you with information you might need or want).

G. Answer your memos by the time you have indicated in
them.

H. Submit to you completed, well thought-out proposals
(containing an analysis, possible aternatives, and rec-
ommendations)—ingtead of sketchy idess.

I. Provide you with summary briefs or abstracts of spe-
cified books, reports, or magazine articles that might
contain ideas and information of importance to you (and
them).

J. Perform those tasks and make those decisions that (a)
are specified in their job descriptions, and (b) you may
have assigned or delegated to them.

K. Beconsiderate of other peopl€e stime.

L. Utilize the time-saving practices and policies listed in
the section above.

Guidelinesfor Other Organizational
Team Members

Many time management practices and policies will not
work effectively if everyone is not playing by the same
rules. They work best if everyone (a) is aware of them, (b)
applies them, and (c) reinforces and aids others use of
them. Therefore, meet with your superior(s) and colleagues
to discuss all of the practices and policies mentioned in the
sections above. Arrive at a consensus regarding those that
should be established within your various organizational
units (and perhaps throughout the entire organization), and
then implement them systematically.

Summary

General

As discussed above, effectivelymanaging time and
making better use of it both depend on two major process-
es. first and foremost, personal (and organizational) goal
setting and planning outlined in Chapter 3; and second, us-
ing the time management processes and usage techniques
covered in this chapter. However, the processes (methods)
covered in other chapters are aso important. You make
better use of time and actualy save it by (a) more effec-
tively solving problems, resolving interpersona conflicts,
and making decisions as described in Chapters 4 and 6, (b)
more effectivealy learning information and skills and adjust-
ing behavior as described in Chapters 5 and 8, and (c) more
effectively interacting and communicating with other peo-
ple as described in Chapters6 and 7.

Relationshipswith Other Processes

What was mentioned above is illustrated in Table 9.2
on pages 9-22 and 9-23. All of the processes, when per-
formed well, involve using the same approach—the anayt-
ic approach. Whenever using that common approach, one
thinks before doing. However, each process does involve
dight differences, which depend on the context wherein the
particular process is performed. (For example, in a prob-
lem-solving process, you consider systems of potentialy
causal or influentia factors, but in a learning process, you
consder the methods and modes of learning.) Most im-
portant, each processin Table 9.2 increases the effective-
ness of the othersand reinfor cesthe use of them all.
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