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Entelechy’s Time Mastery for Managers Introduction

Why this eGuide?

Mastering Time

Have you ever ended the day exhausted, thinking to yourself, “What the heck did | actually
accomplish today?’ Or worse, have you ever gotten to the end of the quarter or the end of a
month and struggled to recollect any significant accomplishments you achieved.

Everyone has these days from time to time. If you're like many people, however, you have more
of these days than you care to think about. This eGuideis for you.

Who Will Benefit from this eGuide?
This eGuide was designed to address the time management needs of awide variety of
professionas including:

Managers

Staff

Executives

Each of these professionals differs in the way they manage their activities, their team, and
themselves. However, they share many common challenges, which we address in this eGuide.

Sometimes, this eGuide has to take a specific perspective. In these instances, the perspective
taken was that of the manager, the person responsible for not only his or her time and activities,
but those of ateam of people. If, in reading a section or example, you say, “This doesn’t apply
to me!” it may be because of the wording. Please reread the section or example looking for its
intent and modify the wording to meet your perspective.

What You Will Learn

This eGuide will help you:
Accomplish more important things in less time.
Understand the role time plays in your success as a manager.

Establish and prioritize department, career, and personal goals and identify steps to
achieving those goals.

Reduce or eliminate time wasters.
Help your department ard individuals become more effective.

Achieve balance in your life.

02003 Entelechy, Inc. page 1
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Introduction

Your Role as Manager

Most people would agree that your
responsibility as manager is to manage
cash (or capital), people, and time. The
way you manage cash, people, and time
will determine your success as a manager.
Arguably, cash and people are variable and
you could make a case for increasing either
— it may not be easy, but you could
conceivably get more cash and get more
people.

The one thing that you’ll NEVER have the
option of getting is more time. There are
only 24 hours in aday and only 60 minutes
in each hour. Thiswill never change and

Cash _—es—

People

;

|

Time

Doing the right things
+ Doing things right
+ Doing what'’s right (for you)

=Time Mastery

you will never be able to borrow from atime bank or store unused time in your time account.

Time is the only truly finite resource!

Obviously, mastering time is important.

Time is Money

Y ou've heard the adage: time is money. Well, that adage died a quiet death severa years ago as
our environment speeded up. According to a McKinsey study, timeliness contributes more to
success than money. |t reports that, on average, companies lose 33 percent of after-tax profit
when they ship products six months late as compared with losses of 3.5 percent when they
overspend 50 percent on product development. (Alesandrini, p. 32)

How does this apply to your company’s business? What are the costs associated with Y OUR

missed deadlines and lost opportunities?

Why Improve?

Why it is important to you to improve your time mastery skills?

Isit to get more done? To do more important things? To “save” time? To do something else
with your free time (when you find some!)? To be a time mastery role model for others?

Take the time mastery self-assessment on the following pages to identify possible development

areas for your time mastery skills.

02003 Entelechy, Inc.
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Time Mastery Self-Assessment

Purpose and Instructions

This questionnaire is designed to help evaluate your current time mastery practices. Respond to

each statement and indicate your responses as follows. Then total each group.

Always = 5; Most of thetime=4; Some of thetime = 3; Occasionally=2; Never =1

1. Crisis Management

When a crisis occurs, | stop and consider the importance of the crisis in relation to my other priorities.

| can predict when crises are going to occur.

| have processes br managing crises and problems when they occur.

Subtotal

2. Telephone Interruptions

When the phone rings, | consciously decide whether to answer it or let it transfer to voice mail.

My voice mail greeting gives explicit instructions for callers to leave a detailed message and a time that |
might reach them.

| accomplish something with every business call.

Subtotal
3. Drop-in Visitors
Before accepting an interruption, | ask what it's about so | can assess its priority relative to my own.
If someone is wasting my time, | am able to tactfully tell him or her how busy | am.
People know when not to interrupt me.
Subtotal
4. Meetings
Meetings | conduct or attend publish the action items and due dates.
Meetings | conduct or attend start and end on time.
Meetings | conduct or attend have clear, well-defined agendas and results.
Subtotal

5. Managing the Monkey

When my people come to me with a problem, they leave still owning the problem.

When my people ask for help, the last thing they would expect me to say would be, “Let me take care of it.”

The priorities | have are my own and not my employees’ priorities.

Subtotal

02003 Entelechy, Inc.
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6. Procrastination

| set deadlines for myself.

| break seemingly overwhelming tasks into small, "bite size" pieces.

| work on the more difficult or unpleasant tasks first.

Subtotal

7. Delegation

| use delegation as a way of training and developing people.

| provide clear instructions and expectations when | delegate.

| delegate as much as possible as often as possible.

Subtotal

8. Managing Upward

My boss understands clearly my workload, priorities, and status of projects.

| clearly understand my boss's priorities, issues, and workload.

| save time by proactively finding ways to help my boss prevent crises.

Subtotal

9. Managing Information

Colleagues know my professional and personal interests and goals and they provide me with information
relevant to those interests and goals.

My filing system allows me to find information | need quickly.

| periodically purge my files.

Subtotal
10. Office Organization
Supplies and materials | use frequently are within easy reach.
My desk is clear of everything except that which [ am currently working on.
My desk is situated so | face away from the entryway.
Subtotal

11. Project Management

| make sure that milestones and responsibilities are clearly outlined at the beginning of a project.

When managing multiple projects or priorities, | use a system to ensure that | work on the most appropriate
activity at the time.

| use projectplanning tools such as PERT charts and Gantt charts.

Subtotal

02003 Entelechy, Inc.
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What are your four strongest time mastery areas (areas with the highest totals)?

What four time mastery areas do you need most work on (areas with lowest totals)?

This eGuide will help you do more, do it quicker, and be happier with how you’ re spending your
time; in short, how to master time.

WEe'll be covering the following topics:
Doing the Right Things: Setting Goals
Doing Things Right: Addressing Timewasters
Doing What's Right: Balance
(We'll use assessment information in the section labeled, Doing Things Right.)

For More Information

Entelechy can customize a time management course for your department, company, or
organization. Or Y OU can purchase the very same core materials that we use to customize our
training programs. If you have the design and development capability and are looking for a
jump-start to building your own time management program complete with facilitator guide,
overheads, participant guide, and job aids, visit us at http://unlockit.com/HPM-TMM.htm. Or
contact Entelechy’s president at ttraut@unlockit.com or by calling 603-424-1237.

For more insights into effective management, sales, customer service, or training and how Y OU
can unlock your potential, join us a www.unlockit.com

en-tel’e-chy:/

unlocking potential

Entelechy, Inc.

P.O. Box 878 Merrimack, NH 030540878
1.800.376.8368

www .unlockit.com

02003 Entelechy, Inc. page 5
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Entelechy’s Time Mastery for Managers Doing the Right Things

Introduction

Aswe mentioned earlier, we will cover the following topics in this eGuide:
Doing the Right Things: Setting Goals
Doing Things Right: Addressing Timewasters
Doing What's Right: Balance

In this chapter, we look at the importance of “doing the right things” — figuring out what's
important to us professionally, to us personally, and — for managers — for our teams.

02003 Entelechy, Inc. page 9
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Time is Unique

As we mentioned in the introduction, time is a unique asset. It isthe ONLY asset that you
cannot alter. Every year your headcount may vary, your budget may increase or decrease, your
other resources may change. The ONE THING that never changes is that asset we know as time.

You can’'t buy more. You can't saveit. You can’'t borrow more. Day to day, everyone has the
same amount of time. Everyone has:

24 hoursin aday
168 hoursin aweek
8736 hoursin a year
613200 hoursin alifetime (assuming alife span of 70 years)
306600 hours left (assuming you' re now 35 years old)
Try this enlightening exercise to determine the number of hours you have left in your life:

Question My answer Your answer
1. What ripe old age are you likely to reach? 85

2. How old are you now? 45

3. How many years do you have left (#1-#2)? 40

4. How many days do you have left (#3* 365 days)? 14,600

5. How many hours do you have left (#4* 24 hours)? 350,400

6. How many hours have you used so far (#2*8760 hrs)? | 394,200

Now the tough question: What are you doing now — TODAY — to make sure that you use the
remaining hours to your ultimate satisfaction? Are you planning on doing what you did
yesterday? Last week? Last month? Last year?

The purpose of this short exercise isn’t to create unnecessary anxiety but to drive home the point
that our timeisfinite. The time of our employeesis likewise finite and precious. It isour
resporsibility that we use time wisdly.

02003 Entelechy, Inc. page 10
603.424.1237 http://www.unlockit.com/



http://www.unlockit.com

Entelechy’s Time Mastery for Managers Doing the Right Things

Why Save Time?

The primary reason to master time is to enable you to do something you currently do not have
time to do.

If you were given an extra hour each day, what would you do with it? If you found an extra
week every two months, what could you do with that week? How about an extra month every
year? By mastering your time, “finding” that extra hour a day or extra month ayear is easily
achievable. But what would you do with that extratime? Would you simply do more of what
you are currently doing? Many of us do not work to master time because we aren't clear what
we would do with the extratime. Successful time masters have clear goals and are able to use
their time to achieve those goals.

As amanager at your company, you are responsible for the goals of your department, group, or
team. Asan individual, you also have career goals. aspirations for advancement, enrichment,
and success. You also have goals related to your persona life: community involvement,

personal fulfillment, security, etc. You can achieve your goalsin all three aspects of your life
through time mastery techniques, but only if you know what your goalsare. Asthe saying goes,
“If you don’t know where you're going, any road will do.” The key to success is knowing where
you're going — knowing your goals.

SMART Goals

The more defined your goals are, the more likely you are to achieve them. Nebulous, fuzzy
goals are difficult to achieve: if you can’'t define it, how do you know when you'’ ve achieved it?
Goals should be SMART:

S pecific— isthe goal defined so | know when I’ ve achieved it?
M easurable — isthe goal, or its achievement, quantifiable?

A chievable — is achieving the goa even possible?

R eevant — is achieving the goa important to me?

T ime Bounded — does the goal have a timeframe attached to it?

As amanager, it isimportant that you set department/group/team goals. Here are some examples
of SMART department/group/team goals:

Increase sales by 12% by the end of Q2, 200x.
Reduce accounts receivable from 60 days to 50 days by June 30, 200x.

Increase the percentage of customer problems resolved on the first call from 96.7% to 98%
by November 31, 200x.

Decrease manufacturing rejects by 25% by September 31, 200x.
Reduce debugging time by 50% by September 31, 200x.

02003 Entelechy, Inc. page 11
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Review each of the following statements and determine if it isa SMART goa. Place a star by
the SMART goals. For others, list the letters of the SMART criteria that are missing:

_____Improve teamwork by January 31, 200x.
_____Eliminate data entry errors without sacrificing speed.
__ Decrease software coding time by 10% by August 30, 200x.
______ Provide excellent customer service al the time.
____Increase customer satisfaction ratings from 4.37 to 4.55 by May 15, 200x.
_ Reducetravel expenses by 33% by end of Q3, 200x.
___Increase sales per person by the end of the FY 200x.
Check your responses with the answers in the appendix.

Developing goals is easier if you use a formula such as the one below. The formula ensures that
the god is specific, measurable, and time bounded; only you can determine whether the goal is
achievable and relevant.

Verb Noun “by” Quantity “by” Timeframe

Increase salesper by 10% by end Q3
person
Increase marketshare by 5% by year end
Increase throughput by 3.2% by Q1
Reduce coding errors by 7% by next project
Reduce service pall by 50% by September
return time
Reduce down time by 15% by year end
02003 Entelechy, Inc. page 12
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Write at least two goals for your department, group, or team by following the goal writing
formula:

Verb Noun “by” Quantity “by” Timeframe

The department, group, or team goals you wrote should help your company to achieve its goals.
Describe how the achievement of your department’ s/group’ s/team’s goals will help your
company achieve its goals.

Y our company’s goals:

How my department’ s/group’ s/'team’ s goals will help your company achieve its goals.

02003 Entelechy, Inc. page 13
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Doing the Right Things

Career and Personal Goals

While we will be using time mastery to help you achieve department, group, and team goals, the
same techniques apply to your career and personal goals.

Determine whether the following career and personal goals are SMART goals. Place a star by
the SMART goals. For others, list the letters of the SMART criteria that are missing:

Be a better parent.

Attain financial independence by age 50.

Spend one hour with my children and/or spouse every evening.

_____Improve my time management techniques.
__ Get physicaly fit by July 1, 200x.

_____ Bepromoted to the next level of management by December 31, 200x.
____Remode the kitchen by April 15, 200x.

Check your responses with the answers in the appendix.

Write at least two career goals and two persona goals by following the goa writing formula:

Verb

Noun

“by”

Quantity

“by”

Timeframe

If you had time to achieve them, these goals would have significant positive results in your
department and your life. Let's make it easy for us to achieve these goals by making sure that

each god is aligned, anchored, and linked.

02003 Entelechy, Inc.
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Aligning, Anchoring, and Linking Your Goals
Have you ever tried to start a diet around the holidays? Wasiit difficult to achieve your goal?
What made it difficult? Y our challenges undoubtedly included:

Too many temptations.

No one else was dieting.

Everyone was eating alot of not-very-healthy food.

The sameistrue of goals. Goals are easier to achieve if they are aligned with outside forces. As
an example, if your department goal is to double headcount and the company’s goal is to keep
headcount flat, your goa is not aligned with outside forces and you will have a challenge
meeting your goal.

For this next section, we'll focus on departmental goals; the techniques and thinking apply to
achieving professional and personal goals.

Aligning Your Goals

What happens if your goal is not aigned with /y
company goals? At the worst, you could get fired. At ————r -
best, your department performs poorly or you are Seen sl

as a malcontent.

What happens if your goa IS aligned with company goals? Y our department succeeds, you are
seen as supporting the company, and your department is seen as amgjor contributing force in the
organization.

Check your department goal to seeif it isindeed aligned with outside forces (including your
manager’s goals!). Ask yourself the question: “Will the achievement of my department goal
help the company achieve its goals?’

If your goal MIGHT NOT dign with the company’s goals, | suggest that you revisit your goal
list and pick another.

Anchoring Your Goals /'
It's aso important that your goals are anchored to your inner "I

forces or values. If you don’t value the achievement of your
goal, or the achievement of your goal goes against your
values and principles, your goa will be difficult to achieve.

Check your departmental goal to seeiif it isindeed anchored to your inner forces. Ask the
guestion, “Will the achievement of this goa reinforce who | am as a manager, leader, or
person?’

If your goal MIGHT NOT reinforce who you are, | suggest that you revisit your goal.

02003 Entelechy, Inc. page 15
603.424.1237 http://www.unlockit.com/



http://www.unlockit.com

Entelechy’s Time Mastery for Managers Doing the Right Things

Linking Your Goals

Finally, achieving agoal is easier if it is linked to another one of your goals. You /'

may find that several of your goals may link together nicely; by working on one, -»
you can easily work on several. —>

Even more powerful is linking your goal to another person’s or department’s goal.
Linking answers the question, “Who else might benefit from the achievement of

this goa?’ ’
The power in linking your goal to another person or department’s goal is that it 1) /’
helps everyone win, 2) brings departments together, and 3) helps the company. _>
Summary

By aligning, anchoring, and linking our goals, they become easier to achieve.

Goal Setting Truths:

We often underestimate our capabilities and set goals too low. We can do aimost
anything if we set our minds to it.

Publicly committing to a goal is a powerful motivator.

Others can help us achieve challenging goals (associate with those who will challenge
and push you).

We must empower ourselves by believing in our capabilities.

02003 Entelechy, Inc. page 16
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Prioritizing Goals

Sometimes we' re faced with difficult decisions that force us to make choices. Prioritizing goals
is often like that: we want to do everything but know that we can't. We must prioritize.

Sometimes goals are prioritized logicaly: thisgoal will help me get that goal. Sometimes goals
are prioritized chronologically: this goal must be achieved before that goal can be started.
However, many times, we must make decisions about goals that can’t be prioritized logically or
chronologically.

One technique that we can use for helping us make these difficult decisions is called Paired
Comparisons. Although we're using it to prioritize goals, you can use this technique for any
difficult decision.

Paired Comparisons

Let’s use an example to illustrate Paired Comparisons. | have five goals set for my department:

Goad 1: To reduce inventory by 15% by year end.

Goa 2: To reduce errors by 50% by year end.

Goa 3: To decrease downtime by 50% by year end.

Goal 4: To eliminate accidents by year-end.

Goa 5: To complete design plans for new facility by year-end.

Notice that the goals al align with company goals (which might be to increase productivity) and
they al are SMART. My problem is determining which is most important since | can’t work on
all of them all the time.

The Paired Comparison technique uses a graph to compare two goals at atime to determine
overal priority.

02003 Entelechy, Inc. page 17
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First, draw a grid with enough rows and columns to list al your goals horizontally and vertically:

Goal 1 Goal 2 Goal 3 Goal 4 Goal 5

Goal 1: To reduce inventory by 15%
by year end.

Goal 2: To reduce errors by 50% by
year end.

Goal 3: To decrease downtime by
50% by year end.

Goal 4: To eliminate accidents by
year-end.

Goal 5: To complete design plans
for new facility by year-end.

Notice that the same five goals are listed in both the columns and rows.

| will compare each goal against another and ask myself the question, “Of these two goals,
what’ s the one that | know if my department did superbly would have the more significant
positive results in the department or company?’

Since we can't compare Goal 1 with itself, let’s put an X in that square and compare Goal 1 with
Goal 2:

Goal 1 Goal 2

Goal 1: To reduce inventory by 15% X )
by year end. )

Which is more important: Goal 1 (reduce inventory by 15% by year end) or Goa 2 (reduce
errors by 50% by year end)? Let’ssay that | believed that of the two, Goal 2 was more
important. | would write a 2 in the square as follows:

Goal 1 Goal 2
Goal 1: To reduce inventory by 15% X 2
by year end.
02003 Entelechy, Inc. page 18
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Then compare Goal 1 with Goa 3. Let’s say that of the two, | thought that Goal 3 was more
important than Goal 1. Here’'s my graph with the 3 written in the Paired Comparison sgquare:

Goal 1 Goal 2 Goal 3

Goal 1: To reduce inventory by 15% X 2 3
by year end.

Continue comparing Goal 1 with the rest of your goals, one at a time and complete the row:

Goal 1 Goal 2 Goal 3 Goal 4 Goal 5

Goal 1: To reduce inventory by 15% X 2 3 1 1
by year end.

Asyou can see, God 1 is more important to me than Goal 4 or Goa 5

Now let’s compare Goal 2 to the other goals. We aready compared Goa 1 and Goal 2 and we
can’'t compare Goa 2 with itself, so we move right to comparing Goal 2 and Goal 3 as indicated
below:

Goal 1 Goal 2 Goal 3 Goal 4 Goal 5
Goal 1: To reduce inventory by 15% X 2 3 1 1
by year end.
Goal 2: To reduce errors by 50% by 2 X 2
year end. :
02003 Entelechy, Inc. page 19
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We continue in this fashion until the chart is completed.

Goal 1 Goal 2 Goal 3 Goal 4 Goal 5
Goal 1: To reduce inventory by 15% X 2 3 1 1
by year end.
Goal 2: To reduce errors by 50% by 2 X 3 2 2
year end.
Goal 3: To decrease downtime by
50% by year end. 3 3 X 3 3
Goal 4: To eliminate accidents by 1 2 3 X 4
year-end.
Goal 5: To complete design plans 1 2 3 4 X
for new facility by year-end.

To determine the priority of your goals, simply count the number of times the goal was selected:

i
Goal setllengfesd
Goa 1: To reduce inventory by 15% by year end. 4

Goal 2: To reduce errors by 50% by year end.

Goal 4: To eliminate accidents by year-end.

6
Goal 3: To decrease downtime by 50% by year end. 8
2
0

Goal 5: To complete design plans for new facility by year-end.

Asyou can see, Goa 3 (decrease downtime by 50% by year end) is our most important goa with
8 points and Goal 2 is our second most important goal with 6 points.

Use the Paired Comparison technique anytime you must select from a number of options.
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A-B-C

A, B, C prioritization is merely away of classifying your priorities:

A - Absolutely must get done! Thiswould be a critical action that would have serious
implications if not accomplished.

B - You would be Better off if this was done, but it would not be critical (today). Not doing "B"
items would have minimal impact on the success of your day. “B” priority items could and
often do become “A” priorities, as time goes on.

C - Not critical, things that might be nice to do, but would have no impact on results if they were
not accomplished. Rarely do “C” items become “A” items; often they become items to
discard.

Based on the objective answer to this Paired Comparison activity, you can now better assign A,
B, or C to the respective priority. If you have several A priorities, you will want to label them
Al and A2 to establish a priority between them. Here are the goals prioritized with the Paired
Comparisons technique with A-B-C labels:

Goal fymes, | e
Goal 1: To reduce inventory by 15% by year end. 4 Bl
Goal 2: To reduce errors by 50% by year end. 6 A2
Goal 3: To decrease downtime by 50% by year end. 8 Al
Goal 4: To eliminate accidents by year-end. 2 B2
Goal 5: To complete design plans for new facility by year-end. 0 C
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Prioritize and Record Your Goals

Take afew minutes to prioritize your goals. Use the Paired Comparisons technique if
appropriate. Prioritize your department, career, and persona goals separately.

Once you' ve prioritized your goals, select the few you will
work on. You have afar better chance of achieving a small OBJECTIVES

number of important goals than of achieving a large number of

not-quite-as-important goals. We recommend that you work on
no more than six maor goals.

Lastly, it is critical that you record your SMART department,
career, and persona goalsin a handy spot so you can work on

them every day.

If you don’'t have a Time Management System (TMS), now is

the time to get one. There are many good TM Ss on the market;

the choice is up to you.

Record your department, career, and persona goalsin the

appropriate spot in your TMS. Most TMSs have an Objectives
section (e.g., Dayrunner) or Goa Setting form (e.g.,

Goa Planner). These goals become your guiding star for your
time mastery activities!

Until one is committed, there is hesitancy, the chance to draw back,
always ineffectiveness.

Concerning all acts of initiative (and creation) there is one elementary truth,
the ignorance of which kills countless ideas and splendid plans:
that the moment one definitely commits oneself,
then Providence moves too.

All sorts of things occur to help one that would never otherwise have occurred.
A whole stream of events issues from the decision,
raising in one’s favor all manners of unforeseen incidents
and meetings and material assistance,
which no man could have dreamed would have come his way.

| have learned a deep respect for one of Goethe’s couplets:

Whatever you can do, or dream you can, begin it.
Boldness has genius, power, and magic in it.

From W. H. Murray’s work, The Scottish Himalayan Expedition
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Intermediate Steps — Weekly/Monthly
Planning

WEe' ve spent alot of time setting goals that are aligned, anchored, linked, and SMART.
Now we must plan how we're going to accomplish our goals by determining intermediate steps.

Why do we break down goals into intermediate steps? Intermediate steps help us work on
tangible, short-term tasks to achieve our goal.

Determining intermediate steps gives us tangible tasks to work from to accomplish our goals.

Planning is bringing the future
Into the present so
you can do something
about it now.

Intermediate steps are in the medium-range, “ might-take-a- OBJECTIVES

week-to-get-it-done” perspective. These steps are not the

minute detail. Examples of intermediate steps for “increasing
sales by 15% by year end” may include:

Identify competitor’s marketing strategies and
vulnerabilities.

Identify at least three ways to increase prospect

awareness of our product.

Examples of intermediate steps for “purchase a house by July 1,

200x” may include:

Find aredtor.

Identify neighborhoods with good school systems.

Determine what we can afford.

Some people ssmply brainstorm the intermediate steps. Others
proceed chronologically. Use the method best suited for you.
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Take afew minutes and list the intermediate steps required for you to achieve your most
important department goal and one of your most important career or personal goals. Write the
intermediate steps in the appropriate spaces on your Objectives page in your TMS.

¥ You may wish to also record on a post-it note your top goal and intermediate steps and post it
on your page marker to keep in front of you at all times.

You will write intermediate steps for your other goals.

We' ve identified some critical goals that will help your department and you achieve more than
ever! We'veidentified intermediate steps to accomplishing our goals and documented them in
our Time Management System.

The next step isto tie our goals, intermediate steps, and our business commitments with our daily
calendar. Before we plan our day, we need to pause briefly to examine our day. Asthe saying
goes, “Aswe spend our days, so we spend our lives.”
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How We Spend Our Days

Before we move from intermediate planning to daily planning, it is important to understand that
time management is really about making choices in how we are spending our time. In thisbrief
interlude, we'll ook at discretionary and non-discretionary activities/time and we'll look at the
things that we do on adaily basis. Thisinformation will help us plan our day effectively.

Discretionary and Non-Discretionary Activities/Time

Time management is how we view our time and commitments. are they discretionary — meaning
that it's completely up to us how to spend that time or whether we want to participate in that
activity — or non-discretionary — meaning that it's out of our hands and we must spend time as it
is determined for us.

Are the following discretionary or nondiscretionary activities?
Attending the Monday morning staff meeting.
Attending the final negotiation meeting with our top prospect.
Responding to a panic call from our top customer.
Responding the twentieth time in as many days to our top customer.
Picking the kids up after work.
Making supper.
Making an elaborate supper.

Some of you may have said that ALL of the activities are discretionary; you can decide whether
you wart to do them at all. Others may have said that NONE of the activities are discretionary;
you MUST do them all.
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Consider the following continuum:

A B

\

@)

I~

\

D Non-discretionary; | MUST do this!
D Completely discretionary; it's my choice.

[

Consider two truths about this continuum:

Few activities are completely nondiscretionary (A) or conpletely discretionary (C).
Most activities lie somewhere in the murky middie (B)

Most activities that we believe to be non-discretionary are, in fact, more discretionary
than we think.

Let me elaborate on the second truth. Don’'t get me wrong. 1'm not suggesting that you quit
going to meetings or picking up the kids or making supper! I'm far too conservative and suffer
from my own Superman personality to suggest that!

| AM suggesting, however, that you think five seconds before acting on an activity. Ask
yourself, “What’ s the worst that would happen if | didn’t do this?” Then ask yoursdlf, “Is there
someone else that could do this instead of me?’

The fact is, whether you think you have no discretionary time or whether you think that ALL of
your time is discretionary, YOU’'RE RIGHT!!!!

Time Mastery Matrix

Planning is alot like landing a jet: your perspective changes when you move from 10,000 feet to
100 feet. Intime mastery, planning is easy; execution is the tough part. Y our perspective
changes when you're in the minute-to- minute flurry. Things that seemed discretionary now
become non-discretionary in the heat of the moment. Everything isimportant and everything is
urgent. We believe that we must act on everything or we will suffer dire consequerces!

If you're having trouble trandating intermediate steps into daily actions, look at how you're
spending your day and activities into four quadrants as depicted on the Time Mastery Matrix on
the next page. (Note: You may want to keep atime log of how you actually spend your day.
Refer to the time log activity in the appendix to help you see how you' re spending your time.)
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Look at your activities IN HINDSIGHT as we complete the Time Mastery Matrix below. Look
at your Time Log (or reflect on the last few days) and your activities. Activities could include
such things as meetings, reading and responding to email, answering the phone, making calls,
commuting, doing your work, etc.

Write these activities in the following matrix by considering whether the urgency and importance
of the activity.

Urgent: Must be acted on now or the moment islost. If not now, never.
Important: Must be acted on or there will be significant long-term consequences.

Urgent Less Urgent

-—rjmn—rﬂO'GB—

I v

nu un or

FPDQ)FP—‘O-OB—
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What do you do that falls into Quadrant 1: Things that truly are important and urgent? Write in
the responses which might include: crises, pressing problems, deadline-driven projects, some
meetings, customer requests, some phone calls.

What do you do (or should you do) that falls into Quadrant 2: Things that are important but not
as urgent? Write in the responses, which might include: planning, relationship building,
coaching, delegating, following up, performance evaluations, and learning.

What do you do that falls into Quadrant 3: Things that aren’t really that important but seem to be
urgent at the time? Write in the responses, which might include: some phone cals, drop in
visitors, mail, and some meetings.

What do you do that falls into Quadrant 4: Things you do that aren’t really that important or that
urgent? Write in the responses, which might include: busywork, some mail, some phone calls,
escape activities, “retained hobbies’, and sacred cows.

As you can imagi_ne, diffgrent people have Urgent Less Urgent
different perspectives on importance and = | I
urgency of activitieswe list; thisis S
normal. + |Crises Planning
o Pressing problems Relationship building
Now, let’'s see where you'd like to be Q | Some meetings Coaching
spending most of your time to have the § Customer requests Delegating
greatest impact Some phone calls Following up
- [ v
d tl | t t d " % Some phone calls Busywork
QU adran —1m pO rrant an m*g Drop in visitors Some mail
U rge nt EIJ S | Mail Escape activities
E-Mail “Retained hobbies”
) g Some meetings Sacred cows
Quadrant | is home for many managers.

Some people are addicted to the urgency in this quadrant. There's even a book entitled Urgency
Addiction written for people in this quadrant!

What potential problems occur when you spend most of your life in this quadrant? If you're like

many people:
You're always in react mode.

The squeaky wheel/issue gets attention.

Y ou will miss opportunities.

It's exhausting!

How do we reduce the amount of time we spend in Quadrant I? Y ou may want to consider:

View activities/issues from a bigger perspective.

Review your time log for clues on “reoccurring crises’ which can be planned for.

Plan for potential problems and actually reduce the number of problems.

Fix the problem, not the symptom.
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Quadrant Il — Important and Less Urgent
Many of us probably find our goals over in Quadrant |1 —important activities but not as urgent as
some of the crises we find ourselves in day in and day out.

How do we increase the amount of time we spend in Quadrant 11 where we usually find our
goals? You may want to consider the following:

Force ourselvesto plan.

Set aside a period of the day to accomplish these tasks.
Reward oursalves for doing this work.

Do it NOW.

And that’s what we' ve been doing so far in this eGuide by documenting our goals and
intermediate steps. The activities in Quadrant 11 represent some of the most important things to
us. Yet werarely get to them. Why? These are the things that if we did them superbly would
have significant positive results in our departments.

Quadrants Il and IV — Less Important

If you find that much of your day is spent in Quadrants 111 and IV, you may not have established
goals for yourself. You may have a sense that you' re not accomplishing anything yet you may
not be able to describe why you're feeling that way.

A sure-fire cure for you is to set some SMART goals for you and your team. Identify what's
important and then devote your energies to the achievement of that goal.

What is the one thing
that you know if you did superbly
would have significant positive results
In your department, career, or personal life?
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Daily Planning

Okay, back to our planning.

We've established our SMART goals and have identified intermediate steps that will help us
achieve those goals. We've kept track of how we're spending our days and have identified the
urgency and importance of those activities. Now we're ready to plan our day.

All TMSs have adaily caendar function. The daily calendar is used tactically to plan and track
your day. Each day you should spend 10 to 15 minutes planning your day. Right now, let’s plan
tomorrow’ s day.

Step #1

Your first step in planning your N
. . Plan and Record Daily Duties
day isto transfer appointments and Contingencies:

and other business action Transfer Appointments Prioritize Actions

items from the monthly and Business Action ltems

calendar. These appointments ~rom Monthly Calendar

and other business action

items are non-discretionary: s -
you' ve aready made

commitments to them. I

Take time now to transfer any N

appointments and business action
items from your monthly calendar onto your daily
cdendar in their appropriate time dots.

Step #2 Transfer

. i . Activities from
Y our second step is to plan your daily duties such as phone calls, Objectives
mail, inbox items, etc. Reflect for a moment on crisis activities; can you page

decrease the time you spend doing them by planning for them? By planning these duties, you
alot time for them without letting them drive your entire day.

Take time now to block off time for your daily duties including planning (10-15 minutes),
telephone calls, reading mail, responding to memos, etc. Make sure you leave time for
contingencies.

Theoretically, the rest of the day is yours to spend as you wish.
Step #3

Your third step is to “make appointments with yourself” by identifying which intermediate steps
you wish to tackle today. Transfer these discretionary activities (intermediate steps) from your
Goal Planning page. This makes discretionary items (your intermediate steps) non-discretionary
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by the smple act of recording the item in the daily plan. You move the futureinto the present
SO you can act upon it now!

Take time now to transfer an intermediate step (or a subset of the step) onto your daily calendar.

@ The ONLY way that you will accomplish your goal isif you act on it today. And the only
way that you're going to act on it today isif you schedule it today.

v Treat your scheduled activity as you would any other nontdiscretionary activity. Would you
miss that big meeting with a client? Would you miss picking up the kids at 5:30?

Calendar Management Tips

Consider the following tips when managing your calendar:

@ Limit the number of activities you plan for aday. Commit to — and complete — afew
activities rather than over committing.

v Make ahabit of planning for 15 minutes every day.
@ Do your priority first. Period. Include a quiet time to accomplish your top priority.

v Take alongrange view of your commitments. Does your calendar fill up quickly? Should
it? Space your non-discretionary time carefully week to week.

v Take amedium-range view when planning time for your intermediate steps. “What is the one
thing that | know if | did superbly THIS WEEK would have significant positive resultsin my
department, career, and/or personad life?’

v Useyour Time Management System to keep important information such as your department,
career, and personal goals and intermediate steps; your appointments, business action items,
and other commitments; and your contacts.

What's Next?
So, what'’ s standing in the way of us performing our intermediate steps achieving our goals? If
you're like most people, the things that get in the way include:
Reality
The day-to-day pressures
My boss
Changing priorities
Crises
In the next section, we'll learn how to manage those things that eat into our day and life.
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Introduction

To summarize to this point, we have been looking at ways of increasing the effectiveness in how
we use our limited time as managers. By answering the question, “What is the one thing that |
know if | did superbly would have significant positive results in my department, career, or
persona life?’, we identify our goals.

Goals are more easily achieved if they are aligned with outside forces, anchored with our inner
values, and linked with others' goals. Goals must be SMART if we hope to achieve them and
recognize when we' ve achieved them.

Intermediate steps help us bring the future into the present so we can act on it now. Intermediate
steps provide the necessary medium-range view to bridge our long-range goals to our short-range
daily activities.

Our days are filled with all sorts of activities— some important and some not; some urgent and
some not. Many of the Quadrant | activities that seem important and urgent at the time turn out
not to be; and many of those activities that are important and urgent can often be predicted and

planned for. However, we rarely find time to fit in the important but not-so-urgent Quadrant |1
activities like achieving our long-range goals, planning, and helping our people develop.

We have to discipline ourselves to accomplish important but less urgent activities by moving our
intermediate steps from our Goals form to our daily calendar. We must consciously set aside
time to accomplish those things that we say are important to us. At the same time, we account
for the crazy things that we know are going to happen to us by planning for them and developing
contingencies.

Anything less than a conscious
commitment to the important
IS an unconscious commitment

to the unimportant.
(Steven Covey, First Things First)

Every day, effective time managers consciously commit to the important.
Now, let’s change our focus from doing the right things do doing things right.
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Doing Things Right
The following are examples of activities that swallow up our precious time. Learning how to
effectively deal with each will help you “find” extratime in your day.
Crisis management
Telephone interruptions
Drop-in vigitors
Meetings
Managing the monkey
Procrastination
Delegation
Managing upward
Managing information
Office organization
Project management

These challenges are identified and suggestions for overcoming each challenge are provided on
the following pages.
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Crisis Management

Symptoms

Working al the time; never feeling caught up.

Working harder or working faster doesn’t seem to result in any
measurable gains.

Feeling that your presence is absolutely critical (only you can solve the problem).
Causes

Failure to anticipate problems and to develop contingencies.
Overreaction (treating problems as crises).

Failure to recognize predictability.

Inability to accurately estimate time required.

Need to achieve; perfectionism (*“ superman/woman syndrome”).
Failure to establish controls.

Overreaction to boss s demands.

Costs

Nothing but reaction; missed opportunities.
Sdlf-perpetuating (the more crises you handle, the more crises appear).

Stress and burnout.

Cures
Take atimelog of crises. Analyze the sources and causes of the crises. Predict and plan
for potential crises. (See next page.)

Determine the true seriousness of the crises. Are they really urgent AND important?
Identify consequences of different potential responses.

Estimate effort/time required. Analyze your estimations: if you are consistently
underestimating effort/time, change your estimates appropriately.

If the “crisis’ isinitiated by your boss, remain calm and collect pertinent information:
what is realy wanted? by whom? by when? how will it be used?

Establish controls and procedures to manage crises.

Prioritize the crisis with your other goals.
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Crisis Management Grid

Use the following chart to help predict and manage crises. Each time you encounter a crises,
first determine if your response must be immediate or less than immediate. Then determine if
the crisis could have been predicted or not. Finally, use the suggestion in the appropriate
quadrant to help you better manage that crisis in the future.

High Immediacy of Response Low

<

A

Develop routine systems and
procedures; delegate authority
and responsibility

Anticipate and schedule within
available time limits

High

Create a crises time log;

assess true seriousness; Establish priorities, set
develop contingency plans objectives, and develop plans

based on historical data

Low Predictability of Demand

What routines can | establish for high response/high predictability crises?

What contingencies can | develop to manage high response/low predictability crises?

What is the one thing | can do today that -- if | did
superbly -- would have
significant positive results in my
department, career, or personal life?
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Telephone Interruptions

Symptoms

Y ou automatically reach for the phone when it rings.
Y ou spend the first minute or two on the phone with polite chit-chat.

Y ou do other work while you are on the phone.
Causes

Believing that every phone call is important and urgent.

Fear of offending the caller or the person you called.

Fear of being uninformed; ego.

Pleasure of socializing; relief from current activities; lack of self-discipline.

Costs

10 (calls)* 3 (wasted minutes)* 2 (people)*5 (days) *52 (weeks) = 260 hous = 6.5 weeks.

Unnecessary phone charges.
Cures

Acknowledge that the telephone is atool subject to your terms and conditions.
Practice good phone techniques and:

0 Start out with abusiness-related (not social-related) first statement (“Hi Bill. This
isTerry. Do you have five minutes to brief me on yesterday’s meeting?” NOT
“Hi Bill. Thisis Terry. How are you doing?’)

0 Useinterruptions tactfully (“Excuse me, Terry. It seems like we have a minor
emergency here. Can we wrap this up quickly or should | call you back?").

0 Cuetheending (“Before we hang up, | want ....”).
o State your time limit (“I’ve got three minutes before....”).

Have your calls screened by an assistant who is able to skillfully and tactfully: handle the
cal, refer the call to someone else, postpone the call until atime convenient for you, or
expedite the truly important and urgent calls.

Use electronic media such as voice mail, an answering machine, fax, and electronic mail.
When making a call, handle cals efficiently and:
0 Prepare your objective.
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0 Get to the point (“Hi Debbi; thisis George. |'ve got two questions about the XY Z
project.”).

0 Get off the phone (“Great. Thanks for the information.”).
L eave messages that others can act upon:
0 Direct the caller to leave a name, phone number, and brief, actionoriented
message.
0 Havean option to reach alive person.
0 Limit the menu choices to a maximum of three.
0 Respond to the call within 24 hours.
Have a voice mail greeting that encourages callers to leave specifics.

Phone Facts - U.S. West Survey

By Verne Harnish in “Controlling Interruptions’, Career Track Publications

Unplanned Planned Time Saved

Average Business Call Length 12 minutes 7 minutes 5 minutes

If the average business person makes 12 calls per day, 60 minutes per day would be
saved by planning telephone calls.

Only 25% of all calls are completed on the first try.
Managers spend almost 20% of their time on the phone!
Only half of all phone calls require both parties to talk.

Only 33% of all phone calls are as important (or more important) to the person being
called as they are to the caller.

50% of al phone calls are perceived to be longer than necessary.
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Drop-In Visitors

Symptoms

Y our answer to, “ Gotta minute?’ is“Sure. Comein.”

Y ou seem to be the center of the advice- giving, care-dispensing, and decision-making.
Causes

Human nature (caring, socializing).
Ego; feeling of importance.
Comes with the job of manager; part of “open door policy”.

Fear of hurting the other person’s feelings.
Costs

Lost productivity.
Lost opportunity for other person to problem solve.

Unnecessary dependency.
Cures

Redlize that the interruption is taking priority over your established priorities; should it?
Resdlize that a minute never means a minute.
Before you say yes, ask the visitor what it’s about.
Have an assistant screen visitors and:
o Handle them.
0 Refer them to someone else.
0 Schedule them into your calendar.
0 Interrupt you with true emergencies.
|dentify the need and then:
o Handleif it is urgent and important.
o Deferif it isanonurgent issue; set up atime to meet or return the phone call.

0 Delegateif another person is capable of handling the issue; refer them to another
person.

0 Ask them to problem solve and identify alternate solutions and get back to you
with their recommendation.
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Stand up; walk them to the door.
Prevent visitors from entering during critical work times using the Stop! form below.

Stop! I'm Working.... $hes

| am working on avery important
project and | can’t meet with you
right now.

| will be available at:

Your issueisimportant to me!

| will get back to you if you leave

me your name, number, timeto call

you back, and the topic of conversation.

Thanks for your help.

Your Name Number Time to Call
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Meetings
Symptoms

M eetings seem pointless.
Boredom; waste of time; frustration.

Little or no action resulting from meeting; non-productive.
Causes

Lack of clarity of meeting purpose.
Poor planning; habit (“Let’s meet about that!™).

Costs

850 (meeting hours/year for average manager) * 50% (wasted meeting time) = 212 hours
= 52 days = 10+ weeks wasted meeting time per manager.

8 (attendees) * 30 ($/hr fully loaded) = $240/meeting hour.

Missed opportunities when caught in non-productive meetings.

Associated costs. travel, room charges, and materials.
Cures

Consider aternatives to face-to-face meetings:
o Memo
0 Conference cal (with fax)
0 Videoconference
o Computer conference
Test the need for more/fewer meetings.
Establish the objectives of the meeting.
Plan well in advance, sending out an agenda and prework as appropriate.
Prioritize agenda items and estimate time required for each item.

Target the participants who should participate; clearly identify roles (what will each
participant contribute or gain?).

Start and end on time.
Set discussion norms and clarify what happens to ideas that don't fly.
Take minutes of important discussion and action items; summarize.
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Enforce follow- up.

If you are a meeting participant, what will you contribute? Do you need to be there for
the entire meeting?

It is clear why everyone abhors meetings. “Meetings are where minutes are kept and hours are
lost.” At the same time, focused meetings can be productive for:

Making decisions.

Providing key information to a number of people (when the information can’t be
documented and distributed).

M eetings can be purposeful if they accomplish a predetermined objective. Write a SMART
objective for your meeting. Notify attendees of your objective and how they can prepare to meet
your objective.

Meeting management is a skill required by everyone. The second page following this one
describes important roles that need to be filled to keep the meeting on track.

Focus the meeting on the objective. Continue refocusing to the objective if the conversation
strays. Inasmall group, arrange for asigna (such as a finger in the air) for anyone to use
signifying that the conversation is not leading to the objective.

Start ontime. If necessary, wait a predetermined time for key decison makers. For anyone else
who is late, start without them. Consider using fines for latecomers.

Discuss only oneissue a atime. If important but non-related issues arise in the conversation,
make a note of the issue and put it in your topic “bin” for alater discussion. Move on.

Interrupt if necessary to gain control and refocus the conversation.
If you are stuck on a decision, vote. Once agreed upon, do not revisit decisions.

Make sure you accomplish your objective. A short meeting with nothing accomplished is worse
than alonger meeting where your objective was achieved. 1If, however, it becomes apparent that
you are not able to reach your objective, stop the meeting and propose another course of action.

Y ou may wish to purchase a copy of Entelechy's Famous Meeting and Facilitation Tips,
available at http://unlockit.com/eguide-HPM-EM-EG.htm. Entelechy’ s Famous Meeting and
Facilitation Tips is the eGuide for anyone planning or participating in or attending meetings. In
this 50-page guide are tips and techniques learned from over 20 years of training thousands of
managers, supervisors, team leaders, and othersin the art and science of effective meetings.
WEe' ve identified what works — and what doesn’t — and put them together for you.
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This Meeting Costs...

Use this sheet to remind meeting attendees of the costs associated with the meeting.

This meeting costs
the company $

participants
X $/hour
X hour(s)
Be on time.

Why are YOU here?

Stick to the agenda.

Follow through on action items.
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Managing the Monkey

Symptoms

Feeling overwhelmed by amount of work you have to do.
Feeling underwhelmed by the competence of your staff.
Feeling guilty when you say “no”.

First response to a request from an employee is an automatic “yes’ while you mentally
shift al of your priorities.

Causes

Do not know how to “manage the monkey” by saying no and/or redirecting.
An inordinate desire to please and win approval.

Don’'t know to whom to redirect the request.

Afraid of offending.

Costs
Misuse of your talents and expertise; you become a bottleneck; others miss deadlines.
Others not given the opportunities that you have accepted.
Unhealthy dependent relationships form between you and your employees.
Frustration, stress, and burnout.

Cures
Realize when you are unwittingly accepting the responsibility that rightly belongs with
your employee; the problem under consideration is NOT ajoint problem — it isthe
employee’s problem. Say to your employee, “At no time while | am helping you with
this problem will your problem become my problem. When this meeting is over, the
problem will leave this office with you. You may ask my help at any time but the
problem remains yours to solve.”
Practice saying “no” in avariety of situations and redirect (i.e., “No. | cannot help you
with that. But | can spend five minutes with you right now to help you think of someone
else who might help.”)
Don't let your nonverbal signals say “yes!” when your verbals are saying no: look the
requester in the eye; act serious; if you're not sure if they’ re serious, ask.
Set limits if you can’'t say no: “I can do thisif....”
Delegate
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What is Managing the Monkey?

Why isit that managers are typically running out of time while their subordinates are typically
running out of work?

If you find yourself working faster and longer while your staff is waiting for you, you'll want to
check your back for the monkeys that climbed aboard when you weren't looking. Monkeys are
gpecia problems — problems that often belong to someone el se.

Has this happened to you: Y ou're walking down the hall and one of your employees greets you
and says, “We' ve got aproblem. You seeg, ....” Asyou listen, you redlize that 1) you know
enough about the problem and possible solution to get involved, but that 2) you don’t know
enough to make a decision on the spot. So what happens? You say, “I don’'t have enough time
right now. Let me see what | can come up with....” Asyou rush off, the problem — the monkey
— that your employee brought is now on your back. You own it. Your employee does not —
can not — do anything until you “see what you can come up with.”

The monkey — the problem — started off as your employee’s responsibility. Now it’'s your
responsibility. You don’t have time for yet another priority. And your employee will be forced
to wait for you.

Y our employee gets frustrated with the bottleneck you're creating. You are frustrated by the
mounting problems you have to resolve. Both of you are becoming angry with the apparent
incompetence of the other person.

Why does this happen? Because the manager and the employee assume at the outset, wittingly
or unwittingly, that the problem under consideration is ajoint problem. Itisn't. The problemis
— and should remain — your employee’s problem.

Get the monkeys off of your back and onto your subordinates back where they belong. If a
decision isrequired, make it. If more work needs to be done on the problem, have the
subordinate do the work and provide you with 1) a recommendation and rationale, 2) a decision
and report, or 3) whatever you need.

Keep monkeys off of your back by performing the duties required of you as a manager and not
performing the duties you expect of your employees. Become proficient at recognizing monkeys
and adept at refusing to accept monkeys!

You'll get more done and so will your employees!
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Care and Feeding of Monkeys

The following rules for the care and feeding of monkeys comes from Management Time: Who's
Got the Monkey?, by William Oncken, Jr. and Donald L. Waas, (Harvard Business Review, Nov-
Dec 1974, p. 75-80.)

<
Rule 1 U

Monkeys should be fed or shot. Otherwise, they starve to
death and the manager will waste valuable time on
postmortems or attempted resurrections.

Rule 2

The monkey population should be kept below the maximum
number the manager has time to feed. His subordinates will find
time to work as many monkeys as he finds time to feed, but no more.
It shouldn’t take more than 5 to 15 minutes to feed a properly
prepared monkey.

Rule 3

Monkeys should be fed by appointment only. The manager should not have to be hunting down
starving monkeys and feeding them on a catch-as-catch-can basis.

Rule 4

Monkeys should be fed face to face or by telephone but never by mail. Documentation may add
to the feeding process, but it cannot take the place of feeding.

Rule 5

Every monkey should have an assigned “next feeding time” and “level of initiative” (which
should NEVER be “wait for my direction”.) Feeding times and the level of initiative may be
revised at any time by mutual consent, but never allowed to become vague or indefinite.
Otherwise, the monkey will either starve to death or wind up on the manager’ s back.
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Procrastination

Symptoms
Being late for meetings and deadlines, and rationalizing why (including “1 work better
under pressure!”)
Poorly prepared for important meetings or project milestones.
Indecision.

Causes

Not sure where to start; lack of discipline.
Fear of failure.

Boredom, stubbornness.
Costs

Missed deadlines, projects, sales; could potentially be disastrous.
Cause others to miss important deadlines.

Waste others' time in catching up on what has transpired while you were not present.
Cures

Establish a“Do It Now” philosophy: for everything that pops up, do it now. When

you' ve reduced your procrastination, you may again work priorities.

Establish project steps, deliverables, and milestones; set deadlines and keep them.

Prioritize your work and work on the A priority task now.

“Go public” by announcing your deliverable and timetable; have a colleague help you
stay on track.

Reward yourself for starting and completing a task on time.
Be redlistic about your time and effort estimates; don’'t attempt too much.
Finish projects completely before moving on.

A special form of procrastination is doing unimportant activities that are seemingly “required”
for the desired result. An example would be confronting a poor performer about performance.
Good managers collect and analyze performance data. Procrastinating managers may overcollect
and overanalyze information and put off meeting with the employee. They fail to recognize that
the “required” activities do nothing to resolve the performance problem. The performance
discussion isthe ONLY thing that will change performance. Determine the act that will actually
produce the result you are intending and then get to that act as soon as possible.
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Delegation

Symptoms

More comfortable doing rather than managing.
Not getting all planned activities accomplished in a given timeframe.

“I can do it quicker if | just do it myself.”

“| enjoy keeping that type of work.” Five Levels of Delegation

Causes Level 0:  Wait for my direction

Level 1:  Look into problem - provide facts -

Lack of self-confidence in managing. [ will make decision

Ego; lack of trust in others' competence. Level 2. Look into problem - provide me
with alternative actions, make

Unsure of how to offload work (process). recommendations

Unsure of who to offload work to. Level 3:  Look into problem - inform me
about what you intend to do

Costs Level 4:  Take action - inform me of final
. result

Reduced product|V|ty. Level 5:  Take action - no further contact

Misuse of resource skill set. with me required

Missed deadlines.

Stress caused by overwork; frustration caused by underwork.
Cures

Build — and continue to build — a network of people identified by skill set; consider
colleagues, other departments in the company (e.g., mailroom, copy service), vendors,
and organizations outside the company. Consider personal contacts to whom you can
delegate non-work related tasks (such as house cleaning, shopping, lawn care, etc.)

Ask yourself, “What is the most important thing | can be working on right now?’
Use challenging assignments as a means of developing people
Delegate effectively by:
0 Matching task to skill set or development area.
0 Discussing the end goa with the delegatee.
o Allowing for flexibility in solving the problem or accomplishing the task.
o Clarifying expectations, timelines, and support needs.
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o Following up appropriately (depending on task and capability of delegatee);
recognizing good performance; coaching unsatisfactory performance
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Managing Upward
Symptoms

Y our boss overmanages or undermanages you and you work.

Y our boss doesn’t know al of the things you are working on.
You aren’'t sure what your boss's priorities are; they change daily.
Your boss is making it hard for you to get your work done.

Causes

Lack of effective communication.
Attitude and ego.
Different styles.

Costs

Missed deadlines and opportunities.
Working on unimportant tasks.
Avoidance.

Frustration; appearance of incompetence.

Stress and burnout.

Cures

Get in front. Take time to understand your boss's:
0 Goas: What are his aspirations? How can you help him achieve them?

0 Problems: What common problems prevent your boss from being more effective?

Are any of your boss's problems your strengths? Can you take responsibility for
meetings, communication, planning, follow-up, etc?

0 World: Describe the world from your boss's perspective. Who are the players?

0 Pressures: What pressures are placed on your boss? How might these pressures
affect him? How might they affect priorities? How might they affect your job?

0 Boss: What kind of a boss does your boss work for? How might this affect your
boss?

Document your findings in your Time Management System and update them frequently.
Proactively approach your boss with a way you can help solve one of his problems.
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Get in back. Recognize that your bossis in his position because of past successes and
demonstrated competence.

Check your attitude. Are you supportive? Or do you complain?

0 Check your ego. Do you really have a difficult/incompetent boss? Or does your
boss have difficult/incompetent employees?

0 Show support and encouragement.
0 Be specific in your positive reinforcement.
o Always provide constructive feedback in person and in private.
0 Recognize that your relationship with your current boss is critical to your future
success.
Get alongside. Understand and work with your | Thinker Behavior Doer Behavior
bOSS’ S ﬁyl e. . E(;(t::ifsd onthe . Eggﬂlsted on the End
. . . iculous * Drivi
o If he sadoer, give him results and don't . E;;i,;’ven o S;cis”fje
waste time. - Serious Resrained |, Strong-Willed
o0 If he'saspeaker, support hisintuition Thinker Doer

and need for recognition.

Factors

o If heisalistener, accommodeate his need
for wc'al Chlt' Chat before gettl ng tO Compliant External Factors Assertive
business.

Internal

Listener Speaker

o If he'sathinker, present him with logic

and detail.
Y ou may wish to purchase Entelechy’s Social L'Fsoti:‘:; fnet:zv'or Expressive SE::';:; fnet::‘“or
Styles Overview and Inventory for more insight Relationship Process
. . « Facilitative « Outgoing
on style; Write ttraut@unl ockit.com for more - Ploaser « Friendly
information. « Caring . Creative

Recognize that your relationship with your boss
isareationship of mutual dependence by two human beings with strengths and
weaknesses. Get to know your boss's and get to know yours.

If your boss comes to you with a crisis, remain calm and collect pertinent information:
what is realy wanted? by whom? by when? how will it be used?

Communicate what you are doing, especialy information that may impact your boss
(customer problems, project slippage, etc.) Y our boss should NEVER be caught by
surprise resulting from your failure to communicate.

When raising problems, come with alternative solutions and your recommendation
already identified.

Always be honest and dependable.
Be the employee that you want your employees to be. Model the behavior you expect
from your employees.
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Managing Information n‘m't%
Symptoms '

Y ou read everything and throw away little.
Piles of information becoming mountains of information.

Y ou — like typical managers — have 35-40 hours of paperwork within arm’s reach of
your desk chair but only 90 minutes to spend on it (industry estimates).

Causes

You don’t want to miss anything.

Perfectionism.

Undefined goals.

Ego; you want to viewed as the expert or as knowledgeable.

Disorganization.

Costs
Missed deadlines due to misplaced information.
Missed opportunities due to the absence of away to make sense of the world of
information.
Missed or misplaced information.
Cures
Devise aframework — a big picture — of how you need to access information; this
should be tied directly to your goals.
Prioritize the information you need to meet your goals.
Subscribe to only what you need; consider a clipping service or electronic database.
Use technology:
0 High Tech: electronic database searches; persona information management (PIM)
software; computer bulletin boards; database software; imaging.
0 Medium Tech: fax; search services.
0 Low Tech: teaming; seminars; professional associations; speed reading.
Create a filing system (see next page).
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Filing Systems

Consider the following tips and suggestions to help you marege information:

Archivefiles
usually contain:

\ 1. Legal informatio

—

-
—_

Archives

(Years)

types of information:

addresses, etc.)

performed routinely
Working Files 4. Current Projects
(Weeks) 5

day

n

2. Past important work
3. Personnel information

Working files usually contain five
. Fingertip Information (phone lists,
. Items*“To Be Discussed” for

employees, meetings, etc.
. Routine Functions for tasks

. A Tickler File sorted by month and

Reference Files
(Months

2 a\
\\ = ]\
Reference files 0 o= '

usually contain:
. Research for future projects
. Past projectsto which you refer
Resource information
Personnel information
Administrative data
Budget information
Client account records

No o kMwdpE

C:\

02003 Entelechy, Inc.

Organize your computer filesin alogical filing system.
1. Use directories and subdirectories to group files logically
2. Labdl files to make them easy to retrieve
3. Use FIND FILE to help locate files quickly
4. Maintain your disk; archive

4| clients |

T bob |

4| personnl |__|

cindy |

4| planning |

1

mary |
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Information Overload

Reading
and
Writing
(3.5 hours)

Everyday, the US generates 750 million pages of
computer printout, 234 million photocopies, 76
million letters, and 21 million other documents.

Over 60 billion pieces of third-class mail weighing
4 million tons are sent each year.

In total, roughly 1.6 trillion pieces of paper
circulate through US offices each year.

Information is doubling every 5 years; in the year
2004, information will double every 20 months.

More new information has been produced in the
last 30 years than in the previous 5000 years.

One study shows that white-collar workers, on
average, spend 21% of their time reading and
writing. Another study showed that nearly half of
the average middle manager’ s day was spent
reading and writing.

Other Work & Lunch
(1.5 hours)

Managing

I nformation Overload
Billions of pieces daily

40

Year 2000  Year 2002 Year 2004  Year 2006

O Other
B Letters
3rd Class Mall

B Photocopies
Computer Printouts

Information - You have 35-42 hours of paperwork

(4 hours) within arm’s reach of your desk chair but
only have 90 minutes to spend on it
(industry estimates).

“Those who survive information overload
will be those who search for information
with broadband thinking and apply it with

a single- minded focus.”

Alesandrini, Kathryn, Survive Information Overload: The Seven Best Ways to Manage Your
Workload By Seeing the Big Picture, Homewood, IL: Business One Irwin, 1992.
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Office Organization

Symptoms

Wht workspace? .

Cluttered, overloaded desk (or briefcase).

Piles of papers and folders, reference books, notepads, Post-1t notes, phone messages, and
other paperwork scattered all over the desk and even on the floor.

Required to move (stand up, walk) to get needed material.

Causes

Lack of a system and the discipline that it takes to maintain the system.
Keeping work on your desk “so | won't forget about it.”

Too many C priority projects within easy reach.

Procrastination: do it now!

Costs

Missed deadlines; distractions keeping you from your priorities.

Time wasted looking for needed information.

Time wasted doing work you’ ve aready done (or restarting since you don’t remember
where you left off).

Cures

Use your time management system and associated organization techniques.
Have others prioritize what they send you.
Move the inbox off the desk; sort your inbox by ABC priority at a designated time.

Keep your desk clear of all projects except what you are working on at the moment.
Organize workspace in ABC priority (see next page).

Use your daily plan to tell you which projects you should be working on.

Reduce the number of times you touch paper: act on it, forward it, store it, or throw it (if
someone else is keeping a copy of the information, then throw it).
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Office Organization Plan

Place the office equipment and work supplies where they belong by drawing aline to the proper
location.

iy

A Priorities

B Priorities

C Priorities
Current Work - Time Management

| - ﬁ System
==

0 o|fa (]fo s
[
o (oo
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Project Management

Symptoms

Y ou are overwhelmed with the number of projects and project tasks.

Y ou don’t know how or where to start.

Projects go uncompl eted.

Not sure which projects to complete entirely and which projects to complete piecemeal .

Not sure the status of delegated project work.
Causes

Lack of project planning experience and technique.
Panic and sheer terror.
Unclear outcomes and timelines.

Unclear priorities and goals.
Costs

Missed deadlines.
Misappropriated resources.
Frustration and mistrust.

Cures

Apply project planning skills and techniques.

Program Evaluation and Review Technique (PERT) Charts.
Gantt Charts.

Responsibility Assignment Matrix (RAM).

Ouitline project goas, milestones, and timeframes.

Identify critical path.

Solicit others to help you.

Do it NOW!
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Project Management Tools

Program Evaluation and Review Technique (PERT) Charts

Clearly identifies aproject’s critical path and dependencies.

Draw a“start” node on the left and a “finish” node on the

right.

Put deliverables in separate nodes and decide /

precedence and dependencies.

Add time estimates for task completion in
each node.

|
S—0-0

Make sure all nodes (except start and finish) have linesin and out.

/
T~

o/

Calculate the most efficient path for project completion; thisisthe critica path.

PERT uses three time estimates. optimistic, most likely, and pessimigtic.

Gantt Charts

\

Clearly identifies time required for discrete tasks.

List deliverables and tasks.

Identify time required for completion.

Identify gaps and overlapping tasks.

Responsibility Assignment Matrix (RAM)

Clearly identifies the person Accountable and those
who need to be Involved and those who need to be
Informed.

List the deliverables on one side and individuals or
departments on the other.

Briefly describe the work to be done.

Identify ONE person who is Accountable; list others
who are Involved; list others who need to be Informed.
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Entelechy’s Time Mastery for Managers Doing What's Right

Introduction

Reducing or eliminating personal timewasters isimportant for our success. However, doing
things right requires a different mindset than doing the right things.

To do things right more, we must keep our focus narrow.
How is this different than when we' re doing the right things?

When we do the right things, we're trying to keep our mind open and our perspective broad to
make sure our goals keep pace with the changes around us. When we do the right things, we're
looking outward.

And we narrow our focus by sticking to priorities and avoiding distractions, managing
interruptions, etc. To increase our efficiency, we channel our environment. \WWhen we do things
right, we're looking inward.

Your Role as Manager
Doing the right things and doing them right is important to you, the manager. It is even more
important that you help your department increase THEIR ability to do the right things right.

We started off the workshop by highlighting your responsibilities as manager. There are three
things you as a manager can manage: cash (capital), people, and time. And of these three, timeis
absolutely finite.

Knowing what you know about time mastery, what can you do to help your department increase
their ability to do the right things? What can you do to help your department increase their
ability to do things right?

Consider the following:
Declare your goals for the department (link employee’s goals).

|dentify department time wasters — sacred cows (things we do because we' ve always
done them that way); bureaucracy.

Establish a department prioritization system (“I will interrupt you only when...”).
Share time waster tips (especialy drop-in visitors and meetings forms).
Encourage everyone to use a Time Management System.

Share “Managing Upward” time waster tip to discuss your style.

Take a moment now and write these ideas in your TMS so you can act on them tomorrow.
Document in the ideas section and set up as an appointment with yourself to complete.

Now let’s ook at balance, the final element of time mastery.
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Balance and Happiness

We started off the eGuide with awarning signa: you only have so many hours left in your life.
Let's look at that another way: You STILL have a significant amount of time (306600 hours if
you're 35 living to 70) in your life!

There is a significant amount that you can do in that time.

The point is that you have to do what’s right FOR YOU. Effective managers who can sustain
their effectiveness over the long term achieve a balance among their various lives and interests:
professional, managerial, parental, spiritual, community, health-related, social.

Success is getting what you want.
Happiness is wanting what you get.

Y ou can apply your time mastery techniques to “find” an additional hour or two every day.
What are you going to do with that time that would have a significant, positive result in your
life?

When you’' ve made your choice, be happy. Don't fret over what you didn’t do or should have
done. There' s no way to take back the act or retrieve thetime. So let it go. Make new
decisions. And be happy.
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Lessons From Geese

By Milton Olson

1. Aseach bird flaps its wings, it creates an uplift for the bird following.
By flying in aV formation, the whole flock adds 71% greater flying
range than if the bird flew alone.

Lesson: People who share a common direction and sense of community, can get where they
are going quicker and easier because they are traveling on the thrust of one another.

2. Whenever agoose falls out of formation, it suddenly feels the drag and resistance of trying to
fly alone, and quickly gets back into formation to take advantage of the “lifting power” of the
bird immediately in front.

Lesson: If we have as much sense as a goose, we will stay in formation with those who are
headed where we want to go (and be willing to accept their help as well as give ours to the
others).

3. When the lead goose gets tired, it rotates back into formation and another goose flies at the
point position.

Lesson: It pays to take turns doing the hard tasks and share leadership. With people, as with
geese, we are interdependent with each other.

4. The geese in formation honk from behind to encourage those up front to keep up their speed.

Lesson: We need to make sure our honking from behind is encouraging and not something
ese

5. When a goose gets sick or wounded or shot down, two geese drop out of formation and
follow it down to help and protect it. They stay with it until it is able to fly again or dies.
Then they launch out on their own, join another formation, or catch up with the flock.

Lesson: If we have as much sense as geese, we too will stand by each other in difficult times
aswell as when we are strong.

02003 Entelechy, Inc. page 65
603.424.1237 http://www.unlockit.com



http://www.unlockit.com

Entelechy’s Time Mastery for Managers Doing What's Right

Bibliography

Alesandrini, Kathryn, Survive Information Overload: The Seven Best Ways to Manage Y our
Workload By Seeing the Big Picture, Homewood, IL: Business One Irwin, 1992.

Alexander, Roy, Commonsense Time Management, New York: AMACOM, 1992.

Covey, Stephen R., First Things First, New Y ork: Simon & Schuster, 1994.

Douglass, Merrill E., and Donna A. Douglass, Manage Your Time, Manage Y our Work, Manage
Yourself, New York: AMACOM, 1980.

Frank, Milo O., How to Run a Successful Meeting in Half Time, New Y ork: Simon and
Schuster, 1989.

Fritz, Roger, How to Manage Y our Boss (2nd Ed.), Hawthorne, NJ: Career Press, 1994.
Gleeson, Kerry, Personal Efficiency Program, New Y ork: John Wiley and Sons, 1994.

Haynes, Marion, Personal Time Management, Practical Time Management, and Project
Management, Los Altos, CA: Crisp Publications, Inc.

Lakein, Alan, How to get Control of Your Time and Your Life, New York: Signet, 1973.

McKenzie, Alec, The Time Trap, Time for Success, About Time, Managing Y our Time, On
Time, 7 Keysto Time Control, and Time to Sell books and audio tapes and Time Trap |1
and Time Management for Sales People video tapes

Merrill, David W., and Roger H. Reid, Personal Styles and Effective Performance, Radnor, PA:
Chilton Book Company, 1981.

Meyer, Paul, Executive Time Management audio tapes

Tassi, Nina, Urgency Addiction: How to Slow Down Without Sacrificing Success New Y ork:
Signet (Penguin Books USA Inc.), 1993.

Tracy, Brian, Personal Time Management videotapes

02003 Entelechy, Inc. page 66
603.424.1237 http://www.unlockit.com



http://www.unlockit.com

Entelechy’s Time Mastery for Managers Doing What's Right

02003 Entelechy, Inc. page 67
603.424.1237 http://www.unlockit.com



http://www.unlockit.com




Appendix







Entelechy’s Time Mastery for Managers

Appendix

Answers to the SMART Goals Activity

If the goal is SMART, it is preceded by an asterisk (*). Otherwise the missing element(s) is

identified.
Group 1 — Departmental Goals
Answer | Goal as Written
SM Improve teamwork by January 31, 200x.
SMT Eliminate data entry errors without sacrificing speed.
* Decrease software coding time by 10% by August 30, 200x.
SMAT Provide excellent customer service al the time.
* Increase customer satisfaction ratings from 4.37 to 4.55 by May 15, 200x.
* Reduce travel expenses by 33% by the end of Q3, 200x.
M Increase sales per person by the end of FY 200x.
Group 2 — Personal and Professional Goals
Answer | Goal as Written
SMT Be a better parent.
* Attain financial independence by age 50.
* Spend one hour with my children and/or spouse every evening.
SMT Improve my time management techniques.
SM Get physicaly fit by July 1, 200x.
* Be promoted to the next level of management by December 31, 200x.
* Remodel the kitchen by April 15, 200x.
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Time Log

Purpose

The purpose of the time log is to help you identify how you are currently using your time. By
knowing how you are currently spending your time, you can decide how to better use your time to
meet your goas.

How to Get Set Up

You are going to track your week in 15-minute segments. To do this efficiently, you need to list
the general activities that you expect to do throughout the day. Examples of general activities
might be: customer follow- up, reviewing specs, the X Project, handling employee issues, or
coaching employees.

Then, break each of the genera activities into more specific tasks. Examples of specific tasks
associated with the general activity customer follow- up might be: talk to customer, identify
company resource to handle problem, and complete paperwork.

Write the activities and tasks on your Daily Time Log. You can add activities or tasks to your
Daily Time Log throughout the week as you need. Any task that doesn't fit in a particular activity
(like eating), you may wish to list under Other.

How to Record Your Activities

Every 15 minutes make a checkmark in the appropriate task block. If you worked on more than
one task in that 15 minute time period, decide which task took up the magjority of that 15- minute
period and put a checkmark in that block.

At the end of the day, simply total the checkmarks for the associated task and multiply by 15
minutes.

How to Total Up Your Time

At the end of the week, roll the totals up in the Time Log Summary Sheet.
What surprised you about where you spend your time?

Where are you spending more time than you need to?
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ily Time Log: Day 1 Date:

PR R PR R S T3 ] EoR N B

~S® ® o oo e og g3 333 3d S - N A N
ACTIVITY:
................................................. 15x___=__ Min. Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x = Min. Min.=
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min., Hours __
ACTIVITY:
.................................................. 15x___ = Min. Total

15x___=__ Min, Min.=

.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
OTHER
.................................................. 15x___=__ Min., Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min, Hours ___
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Daily Time Log: Day 2 Date:

S LYE LS LYS LB KRYS K RSES L8 8 A8 8 8 2 S8 2 SR8 R8E8 R8 Y
e ® e e o g 53 3|33 3D S N AR I N
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___ = Min. Min.=
15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
ACTIVITY:
.................................................. 15x___=__ Min, Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min Hours
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min, Hours ___
OTHER
.................................................. 15x___=__ Min. Total
15x___ = Min. Min.=
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
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Daily Time Log: Day 3 Date:

S LYE LS LYS LB KRYS K RSES L8 8 A8 8 8 2 S8 2 SR8 R8E8 R8 Y
e ® e e o g 53 3|33 3D S N AR I N
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___ = Min. Min.=
15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
ACTIVITY:
.................................................. 15x___=__ Min, Total
................................................ 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x__=__ Min
.................................................. 15x___=__ Min, Hours ___
OTHER
.................................................. 15x___=__ Min. Total
15x___ = Min. Min.=
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
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Daily Time Log: Day 4 Date:

S LYE LS LYS LB KRYS K RSES L8 8 A8 8 8 2 S8 2 SR8 R8E8 R8 Y
e ® e e o g 53 3|33 3D S N AR I N
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___ = Min. Min.=
15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
ACTIVITY:
.................................................. 15x___=__ Min, Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min, Hours ___
OTHER
.................................................. 15x___=__ Min. Total
15x = Min. Min.=
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
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Daily Time Log: Day 5 Date:

S LYE LS LYS LB KRYS K RSES L8 8 A8 8 8 2 S8 2 SR8 R8E8 R8 Y
S E® ® e Re o g 53 3|33 3D S S N AR I N
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x = Min. Min.=
15x___=__ Min
.................................................. 15x___=__ Min. Hours ___
ACTIVITY:
.................................................. 15x___=__ Min, Total
.................................................. 15x___=__ Min. Min.=__
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min. Hours
ACTIVITY:
.................................................. 15x___=__ Min. Total
.................................................. 15x___=__ Min. Min.=___
.................................................. 15x___=__ Min
.................................................. 15x___=__ Min, Hours ___
OTHER
.................................................. 15x___=__ Min. Total
15x___ = Min. Min.=
.................................................. 15x___=__ Min
.................................................. 15x __ =__ Min. Hours ___
02003 Entelechy, Inc. page 77

603.424.1237 http://www.unlockit.com/



http://www.unlockit.com

Entelechy’s Time Mastery for Managers

Appendix

Time Log Summary Sheet

Date:

Activities Other Total
Date

Hrs. Hrs. Hrs. Hrs, Hrs. Hrs.

Date Min. Min. Min. Min, Min. Min. Hrs. Min.
Hrs. Hrs. Hrs. Hrs. Hrs. Hrs.

Date Min. Min,| Min. Min. Min. Min. Hrs. Min.
Hrs. Hrs. Hrs. Hrs. Hrs. Hrs.

Date Min. Min. Min. Min, Min. Min. Hrs. Min.
Hrs. Hrs. Hrs. Hrs, Hrs. Hrs.

Date Min. Min. Min. Min, Min. Min. Hrs. Min.
Hrs. Hrs. Hrs. Hrs, Hrs. Hrs.

Date Min. Min, Min. Min. Min. Min. Hrs. Min.
Activity Hrs. Hrs. Hrs. Hrs. Hrs. Hrs.

Totals Min. Min. Min. Min, Min. Min. Hrs. Min.
ACCOMPUSNMENES .o [ e | s ] ] e ———————

02003 Entelechy, Inc. page 78

603.424.1237

http://www.unlockit.com/



http://www.unlockit.com

Entelechy’s Time Mastery for Managers Appendix

02003 Entelechy, Inc. page 79
603.424.1237 http://www.unlockit.com/



http://www.unlockit.com

	Introduction
	Why this eGuide?
	Mastering Time
	Who Will Benefit from this eGuide?
	What You Will Learn

	Your Role as Manager
	Time is Money
	Why Improve?

	Time Mastery Self-Assessment
	Purpose and Instructions
	For More Information


	Doing the Right Things
	Introduction
	Time is Unique
	Why Save Time?
	SMART Goals
	Career and Personal Goals
	Aligning, Anchoring, and Linking Your Goals

	Prioritizing Goals
	Paired Comparisons
	A-B-C
	Prioritize and Record Your Goals

	Intermediate Steps - Weekly/Monthly Planning
	How We Spend Our Days
	Discretionary and Non-Discretionary Activities/Time
	Time Mastery Matrix
	Quadrant I - Important and Urgent
	Quadrant II - Important and Less Urgent
	Quadrants III and IV - Less Important

	Daily Planning
	Calendar Management Tips
	What's Next?


	Doing Things Right
	Introduction
	Doing Things Right
	Crisis Management
	Crisis Management Grid
	Telephone Interruptions
	Phone Facts - U.S. West Survey

	Drop-In Visitors
	Meetings
	This Meeting Costs
	Managing the Monkey
	What is Managing the Monkey?
	Care and Feeding of the Monkeys

	Procrastination
	Delegation
	Managing Upward
	Managing Information
	Filing Systems
	Information Overload
	Office Organization
	Office Organization Plan
	Project Management
	Project Management Tools

	Doing What's Right
	Introduction
	Your Role as Manager

	Balance and Happiness
	Lessons From Geese
	Bibliography

	Appendix
	Answers to the SMART Goals Activity
	Group 1 - Departmental Goals
	Group 2 - Personal and Professional Goals

	Time Log


