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Introduction


Welcome to the 10 Minute Guide to Time Management. This slim volume will provide you with the essence of 
what you need to effectively manage your time. You'll learn how to set goals and to identify priorities, differentiate 
between the urgent and the important, be better organized, handle mail and correspondence, master basic 
technologies, keep interruptions to a minimum, and gain more time through effective delegation. You will also learn 
how to limit the effects of procrastination, say no with confidence, keep stress at acceptable levels, conduct more 
streamlined meetings, be more effective in using your time on the road, and, in general, keep your life in balance. 

Here's what you won't encounter: long lists of things you have to do, complicated procedures, and steadfast rules that 
don't apply to the ever-changing situations that you face. Instead, you will learn simple but effective techniques for 
staying in control of your time. The common denominator to these techniques is that you can apply them to all the 
various situations in which you find yourself. 

The 10 Minute Guide series is structured so that you can complete each lesson in about 10 minutes. Hence, the 
whole program would take no more than three hours if you proceeded from Lesson 1 straight through to Lesson 14. 
A better approach might be to tackle one lesson per day. So in less than three weeks, you can learn and apply 
everything in this guide. 
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Lesson 1. Understanding Time Management


In this lesson, you will learn the nature of time, explore the common myths surrounding time management, 
and develop a strategy that will allow you to systematically increase your personal productivity. 
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Grasp the Nature of Time 

You know that there are 24 hours in a day and 168 hours in a week. You also know that sometimes these periods of 
time seem to race by without warning, offering you far less than the actual number of hours. 

You don't have to study theoretical physics to understand that for all practical purposes, time is relative. When you're 
facing a deadline, the minutes seem to click off the clock at a faster pace than when you're attending a lecture that 
bores you senseless. In the daily rush of contemporary society, too many hours seem to go by in far less than sixty 
minutes. When you get to spend an hour with a long lost friend or someone you genuinely look forward to seeing, for 
example, it seems as if you cover so much ground within that hour; compare this to how quickly an hour passes when 
you watch two television sitcoms. 

Caution 

The more tasks and activities you attempt to cram into a fixed time period, the faster that time period seems to go 
by—and the less you're likely to enjoy the time at all. 

Why do we feel uncomfortable when our time races along? Human physiology has been in formation for tens of 
thousands of years; it took us a long time to develop into the type of species that we are today. Meanwhile, 
contemporary society is moving faster and faster. At work, more phone calls, more faxes, more e-mail, and more 
people knocking at our office doors all but ensure that each hour races by, at least from a perceptual standpoint. At 
home, more TV stations, more movies, more magazines, more books, and a greater variety of consumer goods all 
conspire to make it seem as if each hour and each day is flying by. 

Less Can Be More Enjoyable 

All around us society says, "Take on more; click me; sign on." However, we can only cram so much into a week, a 
day, or an hour. And we can only focus on so much. These days, it's rare to encounter advice that says 

• 

Take on less. 

• 

Limit the field. 

• 

Be more selective. 

Tip 



To maintain control of your time, it's wise not to have too many things competing for your time and attention. 

Although there may be exponential growth in the number of items that compete for our time and attention, our lives 
are quite finite. You will die, I will die, everyone will die. Hopefully, each of us will die after a long and happy life. 
When we get to the end of our lives, will we be able to look back and say that we had time for reflection, time for 
quiet moments, and long stretches when things did not race by? 

Right Now Is Everything 

One of the keys to effective use of time involves recognizing a fundamental principle put forth by Robert Fritz, author 
of The Path of Least Resistance. He writes, "Right now is the most important moment in your life." How does Fritz 
know that right now, this moment, is the most important moment in each of our lives? What does he mean by this 
bold statement? Fritz is saying that at any given moment in your life, particularly right now, you should recognize that 
you can only take action in the present. For example, you can only enjoy your meal right now, or your workout, or 
that challenging assignment you're tackling. 

Tip 

If you know that right now is the most important moment, and then the next moment is the most important moment, 
and then the next and so on, you are far more inclined to be judicious with the use of your time. 

Picture this: You're supposed to work on a project, but instead you're dawdling, or engaged in trivia, or diverting 
your attention in five other directions. Are you truly acknowledging that right now is the most important moment in 
your life? Probably not. When you can acknowledge that right now is the most important time of your life, it is far 
easier for you to concentrate on the task at hand. Plan to do this hour's job this hour, this day's work today, and so 
on. 

More than a hundred years ago, Bruce Barton wrote, “the important thing about getting somewhere is starting right 
where we are. “Less than a score later, Theodore Roosevelt said, "Do what you can, with what you have, where you 
are." 

How can you ever get some place if you don't start with where you are? 

Right now, you're starting by reading Lesson 1 of this book, and delving into the nature of time. Good for you. It's 
worth your while, so stay with it. Don't turn on the TV; don't have music playing in the background; don't run to the 
refrigerator. Instead, stay right here and recognize that right now is the most important moment in your life. 
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Cut Through the Myths Surrounding Time Management 

Managing your time is a worthwhile pursuit; beware, though—the myths surrounding the effective management of time can all but 
quash your efforts. 

Time management, as we know it, essentially started with the work of Frederick Taylor and Frank Gilbreth. 

Plain English 

Time and motion studies 

The attempt to elicit greater productivity from workers by closely examining their workstations, movements, and available resources. 

One hundred years ago, they astounded the industrial world by establishing time and motion procedures that enabled employers to 
get higher productivity from their workers. In doing so, Taylor and Gilbreth established the basis of modern day time management 
techniques, which were widely adopted by executives. 

In recent years, the backlash against Taylor, in particular, has been mighty. Some authors contend that his ceaseless quest for "the 
one best way" changed the very texture of twentieth-century life. Others contend that Taylor taught us not to stop and smell the 
roses, and that his compulsions eerily foreshadowed that time-pressure that everyone feels today. 

Caution 

More information is generated on Earth every hour than you could partake of in the rest of your life. 

In any case, the industrial age has given over to the dawn of the information age. As I see it, the current difficulty is that we all face 
too much information, and that today many myths still abound as to what constitutes effective time management. Time management 
is subjective, varying from one situation to another. For example, time management advocates often advise handling each piece of 
paper that comes across your desk once. This sounds like reasonable advice; however, the number of times you handle a piece of 
paper should always depend on the contents or significance of the piece of paper. 

Some pieces of paper are worth handling twenty-five times or more. Most pieces of paper, though, are best handled zero times—in 
short, never. You'll want to set up systems where much of what used to come across your desk never even comes into your field of 
vision. I will discuss this more in subsequent lessons. 

Caution 

Every time you're exposed to paper, articles, or documents that are not related to what you are working on in your career or your life, 
you potentially add to the glut of all the things that compete for your time and attention, and perceptually make the hours slide by 
faster. 

The Limits All Around Us 

Suppose I start stacking bricks on a table, and that I can go as high as I want. What will eventually happen? The table will fall 
over—there are structural limits as to how much weight the table can bear. Or, suppose I start stuffing college students into a 
Volkswagen Beetle. How many will fit? Who knows? If they are all slender, more will fit than if they are not. Whether it's six, eight, or 
ten students, at some point, I can't get another student into the car—there are spatial limitations. 



Bearing this in mind, why, in allowing all manner of paper to cross our desks and all other things to compete for our time and 
attention, do we pretend that we can take on more and more and more, not paying attention to the temporal (time) limits that each of 
us face? An hour will remain 60 minutes, a week will remain 168 hours and so forth. 

Tip 

The myth of "handling each piece of paper once" must give way to the reality that most pieces of paper should never cross your 
desk at all. 

When Speed Is Not Desirable 

Another myth of time management is that of the need to complete things faster. You see ads in magazines for speed-reading, speed 
listening, speed learning, and so on. The anthropological reality, however, is that we walk, talk, eat, and read—as well as listen and 
learn—at a certain pace for a reason. 

When you attempt to undertake any bodily function, such as eating or talking, at a speed that is faster than is comfortable for you, 
you actually do harm to yourself. In the short run, you can get by with this kind of behavior. In the long run, though, you'll be prone 
to stress, anxiety, ulcers, and reduced immunity. 

Tip 

You need to operate at a pace that is comfortable for you. 

If you feel time pressured because of the responsibilities and tasks facing you, you must learn to marshal the resources necessary to 
meet the challenge (which I'll discuss in subsequent lessons). However, don't walk faster, talk faster, eat faster, and sleep less in the 
attempt to be more productive. 

Planning and Scheduling Tools Are Not Omniscient 

Another time management myth, particularly common in recent years, is that you must rely on sophisticated scheduling tools as if 
they are the be all and end all. It only makes sense to use palm top organizers, electronic calendars, time management software, day 
planners, and so on if they … 

• 

Support the way you live and work. 

• 

Are convenient and easy for you to use. 

• 

Are always up-to-date. 

Plain English 

Scheduling tools 

Palmtop organizers, electronic calendars, time management software, day planners and any other device that supports one's use of 
time and productivity. 



Caution 

I bet you can't name a time management tool in the entire world that won't let you down the minute you cease to maintain it. 

Even with forthcoming voice recognition time management scheduling tools, you will still have to "feed" the system. I will cover 
how to select and use a planner effectively in Lesson 4, "Scheduling for Results." For now, recognize that all tools you use to 
schedule your time—from simple to-do lists to complicated scheduling software—require your continual input and updating; 
otherwise, they quickly fail to reflect your current reality—including the tasks and responsibilities you face. 

Moreover, until sophisticated time management tools come packed with a mechanical arm that literally moves the items that have 
been placed on your desk, logs them in, and then ranks them based on the workload you already face, you will forever be out of 
sync. 

Caution 

Until time management tools check your e-mail, fax machine, or voice mail, and similarly assess and rank what each of those 
messages represents in terms of what you now have to accomplish, you will continue to be out of sync. 

Put simply, your brain is the most important tool in managing your schedule, your time, and your life. 

Work Smarter According to Whom? 

Another time management myth involves the notion that you must work smarter, not harder. If you had perfect information, a team 
of advisors, and an abundance of relevant resources, I suppose you'd have the opportunity to work smarter rather than harder. But 
what does "work smarter" really mean? Was Thomas Edison smarter after making more than 8,000 attempts to identify the proper 
filament in making the light bulb? After he finally found the right filament, did his IQ suddenly rise? 

Working longer and being open to new ideas can help you to work smarter. To simply say to someone, "Work smarter, not harder," 
is out of context. Keep in mind that "work smarter, not harder" really means that you should take a little time to think about what you 
want to accomplish so that you start off in the right direction and assemble the necessary resources. This, in turn, increases the 
odds that you'll be able to complete the job more quickly and easily. 

Tip 

Sometimes the only way to work smarter is to work hard so that the insights that enable you to work smarter finally emerge! 
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Increase Your Personal Productivity 

Drawing upon Robert Fritz's observation that "right now is the most important moment of your life," you will find that 
you have the opportunity to systematically increase your personal productivity at any moment of the day. Similarly, 
Alan Lakein, author of How to Get Control of Your Time and Your Life, advised his readers to constantly ask 
themselves the following question: "What's the highest and best use of my time?" Fritz's observation, coupled with 
Lakein's question, produces a powerful combination. 

On the one hand, you acknowledge that this moment is the most important moment of your life—the only moment 
when you can take action. At the same time, you ask yourself, "What would be the highest and best use of my time at 
this important moment?" 

When you ask yourself this question, strange and wonderful answers often emerge: 

• 

Sometimes the highest and best use of your time is to simply take a walk. For example, this is true when 
you're facing a tough problem and are not thinking clearly. A walk can help to clear out your mind. 
Sometimes, when you come back, the correct path simply emerges. 

• 

Sometimes the highest and best use of your time is to look out the window and reflect; to make a key 
telephone call; or to lock your door, turn off the ringer on your phone, and barricade yourself in until you 
finish a particular task. 

The highest and best use of your time often involves marshaling the resources you need to complete the project or 
task on time and within budget. Too many career professionals today throw their time and life at a problem, deplete 
their physical resources, and incur all kinds of stress and anxiety. They might finish by the deadline, but at what cost 
personally? 

Caution 

It's okay occasionally to maintain a deadline orientation. You will get things done; there is no real harm if you do this 
now and again. But if a deadline mentality ensues, meaning that's the way you do things all the time, you're either 
going to shorten your life or diminish your quality of life. 

Determining the highest and best use of your time may necessitate clearing your desk, assembling material you need 
to tackle the project at hand, and delving into it headlong. Furthermore, determining the highest and best use of your 
time in the most important moment of your life, which is always the present moment, may require that you ask your 
boss for additional resources in the form of staff help, technology, or lesser burden in other areas. 
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Rely on Your Inner Wisdom 

You already have a strong idea as to how to best proceed with most any situation that you face—even highly 
challenging situations. Too often, the problem is that you don't follow your own inner wisdom. Instead, you let 
yourself be buffed by external sources that in reality offer little contribution. 

Rely on your instincts more often. Recent discoveries have demonstrated that there is far more to instinct, intuition, 
and gut feelings than was previously imagined. All the cellular intelligence throughout your body is called upon when 
you make a decision based on instinct. It is not random, it is not whimsical, and it is not foolish. Decisions based on 
instinct and intuition rapidly and automatically encompass all your life experiences and acquired knowledge. 

The 30-Second Recap 

• 

Recognize that the more items there are competing for your time and attention, the more time seems to speed 
by. Your quest should be to have fewer stimuli, to increase your powers of concentration on the task at hand, 
and to maintain your focus. 

• 

Right now is the most important moment in your life, as is the next, and then the next. The realization that here 
and now is the only place in which you can take action is simple yet profound. 

• 

Walk, talk, eat, read, and live in a manner that is comfortable for you. Don't fall prey to the false economy of 
speeding up bodily functions in the hope that this will somehow make you more efficient in the long run. 
Marshall the resources you need to handle a task, instead of continually throwing your time and life at tasks. 

• 

Keep asking yourself the following question: "What is the highest and best use of my time right now?" 

• 

Trust your instincts; they represent your accumulated experiences and acquired knowledge. 
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Lesson 2. Shaping Your Future


In this lesson, you will learn how to identify priorities, set goals, and achieve the important things in life, in 
spite of the many demands on your time. 
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The Importance of Establishing Priorities 

Why should you bother establishing priorities? When you identify what's important in your life, you are in a better 
position to meet the challenges and demands you face on a daily basis that can otherwise fritter away your time. 

Plain English 

Your life's priorities 

That which is most important to you. 

Some people say that seeing their good friends on a regular basis is important, yet they make the cross-town trip only 
once a month. Some people say that maintaining their health and level of fitness is important, yet they never seem to 
find the time to exercise. Establishing and paying homage to the choices in your life that are important to you and how 
you prefer to dispense your time in pursuit of those priorities is essential to your having a more fulfilling life and 
managing your time more effectively. 

Tip 

Identify your priorities in some quiet place, away from distraction. At your desk, in your office, or in other familiar 
places, you're too likely to be interrupted by co-workers or friends. 
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The Broad Categories of Life 

Your life's priorities are uniquely yours. However, most people's priorities fall into a few basic categories. To help 
you get started with creating a list of priorities, take a look at the seven broad categories identified by Dr. Tony 
Alessandra: 

1. 

Mental: 

Mental priorities might include improving your intellect, improving your memory, increasing your 
concentration, being a better learner, and being more creative. 

2. 

Physical: 

Physical priorities could include achieving and maintaining overall fitness; acquiring skills in particular sports; 
improving agility, stamina, and endurance; and having a good level of well-being. 

3. 

Family: 

Priorities related to family might include having a better relationship with your spouse, children, parents, 
siblings, or other loved ones. This category also encompasses the special people you consider to be part of 
your extended family. 

4. 

Social: 

Social priorities might include being part of your community and having relationships with people in your 
neighborhood and outside of the family, as well as relationships with people in your business and industry. In 
short, priorities in this category ensure that your friends have an important part in your life. 

5. 

Spiritual: 

Spiritual priorities might include having religion play a large part in your life, strengthening your relationship 
between you and your creator, becoming a humanitarian, and developing a personal philosophy. 

6. 

Career: 

Career priorities might include rising to a certain level in your profession, gaining recognition, and achieving 
particular milestones. Priorities in this category can also encompass having a positive influence on others or 
developing yourself in unique ways. 



7. 

Financial: 

Financial priorities could include securing your nest egg, putting your children through college, buying that 
dream house, and otherwise establishing a financial safety net for you and your loved ones. 

This list is general; you may have major priority areas that aren't listed here. Perhaps one or more of the categories on 
the previous list aren't priority areas for you at all. The key notion is that you need to identify your priorities so that 
you can establish goals that will support those priorities. I can't give you an exact number, but you want to have only 
a few priorities in life. Eighteen is probably too much, and three might be too few. The number varies from person to 
person. In general, though, you should have just a handful of priorities. After all, a priority is a part of your life that 
you have identified as important. If you have too many priorities, then, paradoxically, they can't all be priorities! 

Caution 

If you have too many priorities, you are not likely to give each the required respect. 

I l @ve RuBoard 



I l @ve RuBoard 

The Nitty-Gritty of Identifying Priorities 

The procedure that follows is simple and direct and will help you establish priorities. Be careful! Priorities are broad 
elements of life. They are so basic that you can often misplace them somewhere in your go-go schedule. To stay on 
top of your priorities, follow these steps: 

1. 

Write down everything that is important to you or that you seek to achieve. Feel free to make this list long 
and involved. 

2. 

Revisit your list several hours later or even the next day. Cross out everything that, on second reading, no 
longer appears crucial. Combine any items that appear similar to each other. Your goal is to dramatically 
pare down your list. 

Caution 

If you have too many priorities, you are likely to feel anxious and frustrated, which is how most people these days 
feel most of the time. 

3. 

Restructure, redefine, and rewrite your list if necessary. Keep looking to streamline it. If you are not sure if an 
item belongs on the list, the chances are that it does not. 

4. 

Put your list away and take it out the next day or the day after that. Now review it as if you are seeing it for 
the first time. Can any items be combined? Can anything be dropped? Should anything be reworded? As 
always, if something seems as if it is not that important, it probably isn't, so feel free to drop it. Go ahead and 
create a working list of what you feel are your priorities at this time. Yes, things will shift and change as time 
marches on. After all, your priorities are based on what you identify as important in your life at a particular 
point in time, and because the details of your life are constantly changing, it makes sense that your priorities 
will change as well. 

For now, however, concentrate on the few key important areas in your life and make them part of your list. For each 
of the items on your list, consider using an active, positive verb phrase, as in the following examples: 

• 

"Achieve financial independence" 

• 

"Strengthen my relationship with my spouse" 



• 

"Provide for the education of my children" 

By wording your priorities in this way, you are more inclined to take action than if you simply say "happy marriage" or 
"children's education." 

You might find it particularly helpful if you print your priorities on a small card that you can keep in your scheduler, 
purse, appointment book, or wallet. Carrying your list with you affords you the opportunity to review your priorities 
periodically throughout the day, particularly when you are stuck in a line somewhere. Losing sight of the things we 
have deemed as important is all too easy in our rush-rush world. Simply reading your list of priorities on a regular 
basis is powerful and reinforcing. As Dr. Tony Alessandra put it, reading your priority list often contributes to "your 
sensation of owning your life." 

Plain English 

Priority list 

A simple roster, preferably easy to access, that names a handful of things in life important to you. 
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Goals to Support Your Priorities 

You can establish a variety of goals in support of each of the priority areas you have chosen. Suppose that health and 
fitness are a priority for you; you can establish several goals to support this priority. For example, your stated goal 
could be: "I will join a health club this week and visit the gym at least three times a week for a 45-minute workout." 

Tip 

It is essential when establishing a goal to be as precise as possible. 

Notice that this goal is very specific; it provides precise timelines and numbers. If you were to simply say, "I'll join a 
health club and work out a lot," you're not likely to get the same results as using a more precise statement. When will 
you join the health club? How often will you go? How long will you work out? Numbers and specific timelines give 
you something to strive for. Visiting the gym at least three times a week for a 45-minute workout is much different 
than simply being in the health club, gabbing with someone else, heading over to the juice machine, leaving early, and 
pretending that you got a good workout. By contrast, if rising in your career is one of your priorities, you might want 
to add these specific goals to your list: 

• 

To achieve a salary of $__,000 by December 31 of this year. 

• 

To finish the three courses at the local community college this semester, so I'll have the requisite skills to 
move into x position. 

• 

To add two more people to my staff by the end of the month so that I will have the opportunity in the next 
quarter to experience supervising a staff of six. 

• 

To be transferred to the London office for two years by the end of the next quarter. 

When setting your goals, follow these guidelines: 

1. 

Be sure the goal you set is something that you want to do as opposed to something that you have 
to do. 

As I discuss in the Complete Idiot's Guide to Reaching Your Goals, your goals do not initially have to be 
set by you. If you are in sales, your sales manager may set your monthly or quarterly sales quota. Yet you 
can make a goal your own even if it is initially imposed upon you. There could be many very good reasons 



why you personally want to achieve that goal, such as an increase in income, competitive spirit, pride, or a 
job promotion. 

2. 

Establish your goals in positive terms, using positive terminology. 

If one of your priority areas is health and fitness, and you have been chain smoking for 10 years, it won't help 
to set a goal such as, "I will not smoke for one week." What happens during that week? You begin to dwell 
on smoking day after day, hour after hour, until you get to the point where you can barely stand it. A more 
effective goal statement would be "I will maintain clear, clean lungs this week." 

3. 

Write down your goals. 

Writing down your goals helps solidify your efforts. Having your goals in a place where you can review them 
makes them more real. At the least, written goals serve as a visual reminder and confirmation of their 
importance. At the most, they are the guiding formula that will lead to a highly desirable end result. 

Plain English 

Reinforcement 

Reward directly following a particular behavior. 
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Ways to Reinforce Your Goals 

Anybody can establish goals. Unfortunately, most people's goals are all but forgotten days or weeks after they first 
establish them. Reinforcing the goals that you set so that you will achieve them is much tougher. Fortunately, there are 
many techniques you can employ to see that you stick to the goals that you set for yourself. For example, you could 
try the following: 

• 

Join a group of like-minded individuals 

• 

Harness the power of deadlines 

• 

Visualize the completion of your goals 

• 

Create back-up systems 

Let's look at these options in more detail. Joining up with those who have common goals with you is a time-honored 
tradition in accomplishing goals. This might involve joining an organized group of people who have common goals (for 
example, many people who want to stay sober have joined Alcoholics Anonymous) or simply finding a friend who 
wants to achieve the same thing you do at around the same time you do. 

Being accountable and reporting your progress to one or more others helps to ensure that your progress will 
continue. For example, if you tell me that you are going to accomplish something by next week, then next week when 
we meet, I will ask you about your goal. You'll either tell me that you accomplished it, or you will tell me something 
different. Simply knowing that we will be meeting and discussing the accomplishment of your goal may be the driving 
force that you need to be successful in achieving it. 

Tip 

When you have no one to report to, it is easy to slide. Having someone who is waiting to hear about your progress 
will increase the odds of your success. 

Harnessing the power of deadlines also works well for many people. Up to now, you may have dreaded deadlines, 
seeing them as something imposed upon you that routinely fosters stress and anxiety. Yet deadlines can serve as 
powerful motivators toward the accomplishment of your goals. 

For example, my contract for this book stated that I would turn in a certain portion of my manuscript by a certain 



date. If I had tried to write the entire book at once, I would have never finished it. Instead, my goal in approaching 
this book was to write one chapter at a time. In fact, because the chapters are made of subsections, I simply aimed 
to finish one subsection at a time, until I had finished a chapter. By the time I was finished with a chapter, I felt so 
good about my work for that day that the rest of the day seemed like a vacation. 

The next day, I went back and started another chapter, approaching it one subsection at a time and always keeping 
the deadlines in mind. Without a contract that clearly stated the milestone dates by which I had to deliver portions of 
my manuscript, the likelihood of my delivering the work on time (if at all) would have dramatically decreased. 

Tip 

Always consider what deadlines you face that you can turn around and use to your advantage. What deadlines can 
you impose upon yourself to increase the probability of you achieving your goals? 

Visualizing the completion of your goals is another powerful technique for increasing your probability of success. 
Most sports heroes today visualize successfully completing the foul shot, catching the touchdown pass, hitting the 
home run, completing the triple axle jump, or clearing the hurdle before engaging in the sport. By visualizing their 
performance, these pros increase their odds of success. Likewise, virtuoso pianists, ballet dancers, and even 
professional speakers visualize successfully engaging in the task at hand before they perform. 

Tip 

Visualizing yourself successfully completing the steps that lead to a goal you have established will increase your 
chances of success. 

You probably visualize all the time by thinking about being with a loved one, having dinner that evening, or skiing 
during your next vacation in Colorado. You can use the same process to see yourself completing your goals. 

Any goal, large or small, lends itself to the visualization process. Find a quiet place where you won't be disturbed, 
close your eyes, and let your imagination take hold. See yourself accomplishing exactly what you want to accomplish, 
in the way you want to accomplish it. If your goal is to achieve your ideal weight, visualize yourself working out and 
enjoying it and then stepping on the scale and seeing the pounds go down. Visualize yourself in front of the mirror 
without your love handles or without saddlebag thighs. See yourself as the trimmed, toned you that you know you 
can be. 

Plain English 

Backup system 

An established procedure whereby you help to reinforce established goals. 



Creating back-up systems is another powerful technique that can help you reinforce your goals. Surround yourself 
with goal reminders; use Post-It notes that list your goal-reinforcing statements and post them on a mirror, in your 
appointment book, on the dashboard of your car, on or near your nightstand, on the refrigerator, by your front door, 
and wherever you are likely to pass during the course of a day. 

Write something that is uplifting and supportive of your efforts such as, "Today is going to be a great day for 
accomplishing my goals of …." Vary the statements so that you don't start to ignore them. Put them in creative places 
where you know you will encounter them and where they will have the most impact. 

I like to leave a note to myself in my appointment book at the end of each day. When I open up the appointment 
book to start the upcoming day, I see the uplifting note, smile broadly, and get to work. 

The 30-Second Recap 

• 

Priorities are the most important things in your life, so you can only have so many of them. If you have too 
many priorities, then, paradoxically, they can't all be priorities. 

• 

For many people, priorities fall into seven broad categories including mental, physical, family, social, career, 
and financial priorities. 

• 

Establishing written, specific goals with timelines is an effective way to support your priorities. Using a variety 
of goal-reinforcing techniques increases the probability that you will accomplish the goal. 
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Lesson 3. Avoiding the Tyranny of the Urgent


In this lesson, you will learn to differentiate between the urgent and the important and be able to use the 
Pareto Principle to identify your areas of focus. 
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Know What's Important 

If I could construct a simple grid into which all items that compete for your time and attention might fall, it would look 
like this: 

Urgent Not Urgent 
Important 1 2 

Not important 3 4 

Quadrant 1 holds those items that are important and urgent. Quadrant 2 collects those items that are important and 
not urgent. Quadrant 3 has those items that are not important but urgent, and Quadrant 4 holds those items that are 
not important and not urgent. 

All too often in the workaday world, we find ourselves engaging in tasks that are urgent but, in retrospect, not 
important. If you could manage your time in an ideal way, then as often as possible you would focus on those tasks 
that are important and urgent. Assuming that urgency announces itself, like the rent coming due, the real question is 
knowing what's important. 

In his lectures, author Dr. Stephen Covey contends that if you do pay homage to the most important things in your 
life, as you've identified them, you begin to find ways to fit everything. He uses the analogy of filling a glass jar with 
rocks, pebbles, and sand. If you begin to fill the jar with the pebbles and sand, you run the risk of not being able to 
get all the rocks into the jar. Now suppose you put the rocks in first, followed by some of the smaller pebbles, and 
then sprinkle in the sand. Voilà! Everything fits into the jar. 

Plain English 

Urgent 

That which cries out for attention independent of its importance, typically announcing itself much like a microwave 
beeping when it's time to take the food out of it. 

In this analogy, the rocks represent important tasks that support your priority. The pebbles represent secondary tasks 
that are perhaps urgent but not important, and the grains of sand represent tasks that are neither important nor urgent. 
When you deal with the rocks first, a magical thing happens: You still find room for the secondary and tertiary items. 
They fit in and around the spaces available. If you attempt to do it the other way around, too often you end up giving 
short shrift to what is truly important in your life and dissipating your energy and efforts on the minutiae of life. 

Tip 

Stop doing what's unimportant and without urgency. Where the important and the urgent intersect (Quadrant 1) is 
where you need to expend most of your energies. 
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Apply Pareto's Principle 

Curiously, the relationship between urgency and importance was illuminated more than 100 years ago by the Italian 
economist Vilfredo Pareto (1848–1923). In 1897, Pareto discovered a relationship between inputs and outputs that 
has come to be known as the 80/20 rule, or the Pareto Principle. He found that 80 percent of what a person 
achieves is derived from 20 percent of the time the person expends. The key to effectiveness then is to continually 
identify the 20 percent of activities that are most important (that is, yield the greatest results). 

Caution 

On any given day, only about 1/5 of what you do accounts for 4/5 of what you achieve. 

When the Pareto Principle was applied in business and industry, startling observations followed. Within an insurance 
agency, for example, 20 percent of the agents generally produced 80 percent of the sales. In a hardware store, 20 
percent of the floor space accounted for 80 percent of the profits. In an accounting firm, 20 percent of the clients 
generated 80 percent of the revenues. It made sense for such firms to focus their energy on finding and keeping 
long-term, profitable clients. 

Double Your Pleasure 

In his book, The Secret to Achieving More With Less, Richard Koch observes that you can identify where your 
company is getting back more than it is putting in, and then focus on that area and become highly profitable. 
Conversely, if you can figure out where your company is getting back much less than it is investing, you can reduce 
expenses or diminish losses considerably. Your mission becomes one of continuing to identify the important 
activities—those that yield the greatest desirable results. 

Tip 

Koch advises that when something is working well, double or redouble your efforts. If something isn't working so 
well, change course often and early rather than infrequently and late. 

Even among successful people, most individuals don't sufficiently engage in the activities that would make them 
successful, even when they know what those activities are. Either by habit or by decree, they maintain a schedule that 
pretty much allocates the same time and effort to the same kinds of tasks, even though not all tasks provide the same 
contribution to desirable ends. 

Think about the times in the last month or quarter when you were highly successful on the job. What elements were 
present? Could you map it all out? What 20 percent of those elements were crucial to your success? 

The Few Key Factors 



Of the hundreds and hundreds of factors that could influence the impact of my presentation when I make keynote 
speeches to groups, a handful are of paramount importance. For example, the lighting must be excellent, the sound 
system must working well, and the temperature of the room has to be comfortable. If I take care of the handful of 
things that I know have the greatest impact on my success for that presentation, the odds are that everything will go 
well. 

Sure, a host of other little things can crop up, but I could spend an inordinate amount of time trying to take care of 
everything. Instead, I focus on the handful of key factors that have proven themselves to be prominent. Likewise, in 
your own career, in big, long-duration goals as well as daily ones, you need to identify the handful of elements that 
need to be in place in order to dramatically increase your probability of success. 

Caution 

Too few career professionals spend enough time and thought on the handful of important factors that make a 
pronounced difference in what they are trying to achieve. 

Systemize, Systemize, Systemize 

To make maximum use of your time, create simple but effective systems that accomplish what you want to 
accomplish without stressing your resources. The most ideal management system is that which works automatically 
with little or no input on your part. 

Tip 

Never manage what you can eliminate altogether. 

A dramatic example of this occurred years ago when steel magnate Andrew Carnegie hired a high-priced consultant 
to increase the productivity of workers in Carnegie's factory. The consultant came in, studied the factory workers, 
and studied their daily output. Then one Sunday evening, he took a piece of chalk and wrote a huge number six on 
the floor. As the day shift assembled on Monday, they saw the number and assumed that it was related to how many 
units the evening shift was able to produce. That day, they produced seven units, and before leaving, they crossed out 
the six and near it wrote the number seven. 

That evening, the night shift saw the number seven, heard that that was how many units the day shift was able to 
produce, and set about to produce eight. Over the course of the next two weeks, the number of units produced 
increased markedly, leveled off a bit, and then became the new standard. 

The consultant had done his job with a piece of chalk and an understanding of the factory and its workers. He had 
prompted a friendly competition between the day and night shift that resulted in a higher level of output thereafter. 



Beyond Pareto's Principle 

Out of all the possibilities within your organization, what are the few key projects, the task forces, and the special 
teams you need to be on to propel your career? If you identify these and strive to be a part of them, you will benefit 
from the 80/20 rule! 

Plain English 

Pareto's Principle 

An observation about the relationship between inputs and outputs, essentially that 80 percent of one's effectiveness is 
derived from 20 percent of one's activities. 

You need to have friends in your field and nurture them on a regular basis. Without such allies, you're going to 
continually be reinventing the wheel and skating over thin ice. With such allies on your side, you catapult your career, 
transform your life, and accomplish so much more than you thought before you knew them. 

Caution 

The larger your organization, the harder it is to be successful entirely on your own. 

Who are the few key players with whom you need to ally within your organization? Yes, it pays to be on cordial 
terms with as many people as you can, but who are the few key people with whom it is crucial? A couple of 
co-workers? A mentor? A few people in another department? Protégés? Some of the higher-ups in the organization? 

The best relationships are those that are what author Robert Ringer calls value-for-value relationships. Perhaps 
you give each other vital information, have high respect for each other, or have a shared experience. Long-standing 
and winning relationships are based on trust, reciprocity, and mutual enjoyment of each other's company. These 
relationships develop over time; it's hard to take shortcuts. 

Plain English 

Value-for-value relationship 

The parties both offer equally valuable or worthwhile contributions to one another. 

If you are new in your career, choose mentors who can open doors for you, point you in the right direction, and save 
you bundles of time that you may have otherwise expended heading down wrong paths. What value do mentors get 
associating with you? Prudent mentors know that protégés help to keep them in touch with the times and alert to new 
opportunities and new trends on the horizon. If you doubt this, think of the last time you learned something from your 



kids that you wouldn't ever have learned on your own. 
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Welcome Pareto's Principle in Small Firms 

If you work in a service organization, what are the key ways you can most effectively serve clients or customers that 
would cause them to perceive a dramatic increase in value-added services? You can't be all things to all customers. If 
you attempt this, you are like the man who jumped on his horse and rode off in all directions. 

These questions will help you focus on the subject and goals at hand: 

• 

What can you offer faster and easier than anyone else? 

• 

How can you carve out a niche for yourself? 

• 

How can you position yourself in the minds of those you want to serve and serve them in a way such that 
they remain loyal to you? 

To answer these questions, you have to study what the best in your industry do and improvise. Don't necessarily do 
exactly what they do; do something a little different, a little more innovative, a little better. The key is recognizing the 
few important things that you need to do and having the mental and emotional strength to let go of the rest. 

Caution 

If you try to do it all, you end up frustrated, anxious, and sometimes burned out. 

Are you willing to use your time to concentrate on those elements of your career or your business that add the most 
value to your constituents? To do this, you need to know where the companies or organizations in your industries 
make healthy or even gargantuan profits. Constantly be on the lookout to uncover the 80/20 principles at play in your 
own industry. If you are already very good at something, and it is in demand, work harder to be even better at it. 

Do you already have a focus area where you are more knowledgeable than anyone else? Then study it even further 
and become the leader. Identify all the ways to benefit from the Pareto Principle, capitalizing on your service or 
knowledge advantage so that you induce strong demand for your services, engender loyal clients or customers, or 
even have people seeking you out rather than vice versa. 

The 30-Second Recap 

• 

After you have identified what is important and urgent, you are better able to allocate your time more 



effectively. 

• 

To consistently stay productive, focus on what is important and urgent and have the mental and emotional 
strength to stick with it. 

• 

The Pareto Principle or 80/20 rule applies in many aspects of life, and in particular, it applies to your career. 
Identify the handful of activities in your career that produce the greatest results and watch your career soar. 

• 

Identify the handful of key allies you need to have in your organization or within your career and have them 
help you achieve your best. 

• 

Identify the handful of key service elements you can offer to clients or customers that will encourage them to 
remain loyal and prompt others to seek you out. 
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Lesson 4. Scheduling for Results


In this lesson, you will learn how to plan effectively so that important and urgent projects are accomplished 
on time. 
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The Fundamentals Remain the Same


The ever-accelerating onslaught of new technology is constantly providing more and more tools to help you manage 
your time effectively. Today's planning software enables you to accomplish the following tasks: 

• 

Manage your daily, weekly, and monthly schedules 

• 

Align your daily activities with important and urgent tasks you face 

• 

Plan projects 

• 

Share files via downloads 

• 

Electronically link your plans and schedules with others 

With a palmtop computer, you can easily take your plans with you when you travel, maintain your database of 
contacts, send faxes, send and receive e-mail, and log onto the Internet (for more details see Lesson 8, "Taming 
Technology" ). 

Despite the proliferation of these electronic and digital aids, however, the underlying components of effectively 
scheduling your time and making progress on selected tasks and projects remain the same. Any goal that you intend 
to achieve needs to be written down and quantified and has to have specific timeframes (as discussed in Lesson 3, 
"Avoiding the Tyranny of the Urgent" ). If you don't have a timeline attached to a task or project, it probably will 
never get done. 

Whether you use traditional, non-technical types of tools, such as hand-drawn charts or grids, or more sophisticated 
project management and scheduling software (on your desktop computer, notebook computer, or palmtop), you still 
need to plan. Carefully plotting the steps that lead to the desired result … 

• 

greatly increases your probability of accomplishment. 

• 

• 

can contribute to greater productivity. 



is a fundamental concept in effective time management. 

The basic three forms of project management and/or scheduling include milestone charts, flow charts, and calendars. 

Plain English 

Gantt chart 

A linear, visual tool for measuring progress made in pursuit of various activities over the course of time. 

The Milestone Chart Method 

If you've ever been involved in any type of project management, you're probably already familiar with milestone 
charts, also known as Gantt charts. Milestone charts offer you an at-a-glance view of your progress on a variety of 
tasks and projects in relation to time, as shown in the following example: 

Figure 4.1 Milestone (Gantt) Chart 

Here is how these charts work: Suppose one of your priorities is to continue to advance in your career. One of your 
goals in support of that priority is to get a raise of $6,000 at the next quarterly performance and appraisal session 
scheduled in 11 weeks. To support that goal, you've identified five projects that will greatly enhance the value of your 
services to your boss and the higher-ups in your division: 

• 

Rewriting the orientation manual for new hires 

• 

Getting an article published in one of the top three magazines in your industry 

• 

Starting an online monthly newsletter for your firm's top clients and prospects 

• 

Completing the DEF report three weeks earlier than it is due 



• 

Participating at the key trade show, where you make important contacts and gather critical information for 
your boss 

Adding these five accomplishments to your performance record over the next 11 weeks beyond what you already do 
in the normal course of the day and week will be challenging, but you feel up to it. 

How can you allocate your time and resources so as to complete each of these projects with a flourish to thus 
position yourself for the salary increase that you are after? One way is to plot each of the activities on a weekly 
milestone chart so that you have a clear indication of the timeline and sequencing of each of these activities and 
support of your overall goal. 

Figure 4.2 Milestone Chart (in weeks) 

To begin, you plot the most basic information for each project. Then, extending the process a bit further, you can 
even have subtasks under each task area. For example, in getting an article published, you may first have to interview 
some people or conduct some research. Then you might have to organize your notes, create an outline, and then 
write a first draft. Next, you would write your second draft, have peer review, go for a final draft, and then submit the 
article to the leading industry publications. Finally, you have to follow up to ensure that the publishers are paying 
attention to what you have written. A milestone chart with subtasks may look something like the following example: 

Figure 4.3 Milestone Chart with Subtasks 

You may have anywhere from 6 to 10 subtasks in pursuit of this task of getting an article published. The amount of 
detail is your choice. The important thing is that what you record is of value to you; it helps you to continue your 
progress toward your chosen goals. Likewise, with the other tasks, you may find yourself plotting anywhere from two 
or three subtasks to 15 or more. 



Caution 

List the level of detail that will serve you and no more. If you unnecessarily complicate the chart, it will be 
counterproductive to your purposes. 

You can enhance the chart by adding symbols such as a broken line that denotes the beginning of the project, 
numbers that refer to footnotes at the bottom of the chart, left and right arrows that indicate periods of activity, and 
so on. If the chart is on the wall, on a single piece of paper on a file folder, or on your hard drive, you can use colors 
to help guide you along as well. Green, for example, could mark the start of tasks. Yellow could indicate some 
critical function. Blue could represent completion. 

Tip 

Write people's initials next to particular subtasks to represent the people whose cooperation is needed or perhaps to 
whom you will delegate the entire subtask. 

Depending on the level of detail you are comfortable with, you could devise separate milestone charts for each task 
and carefully plot out all of the subtasks, assign start and stop times, use symbols to add detail, and use colors to 
denote progress. If you're working with different people on each task, then a separate milestone chart might make it 
easier for them. Similarly, when you consider the priority areas of your life and the goals you have selected in support 
of them, multiple milestone charts may suit you. However, you want to keep things as simple as possible. 

The Flowchart Method 

Most people have had experience with flowcharts at one time or another. Perhaps your grade-school teachers used 
circles and squares connected by lines to depict the relationship between numbers, explain the migration of nomadic 
peoples, or illuminate the interaction of chemical compounds. 

Although flowcharts are widely used to convey the essence of a process, they also can be used to do the following: 

• 

Track project progress 

• 

Help you stay on target 

• 

Help you accomplish your goals 



Flowcharts are particularly useful in plotting activities related to one task or project area where many different people 
or resources are required and contingencies come into play. 

Flowcharts also allow for feedback loops. If the answer to a question is yes, the flowchart proceeds along one path; 
if the answer is no, it proceeds along another. For example, if an article is submitted to a publication and the editor 
wants specific changes, the feedback loop could encompass where you go next, such as back to your desk for 
rewrite, before resubmitting the article and continuing along the line you have already traversed, but this time having 
made improvements. 

Flowcharts can extend downward or to the right. In business, they usually extend to the right so that a timeline can be 
added to the top or bottom of the chart, as shown in the following example. 

As with milestone charts, you can use colors and symbols to convey different types of information at a glance. For 
example, a triangle conveys a yes/no decision, a circle can be a connecting point, and squares offer information. A 
straight line represents a direct connection, a broken line is a partial or one-way connection, and a squiggly line 
indicates an interrupted or intermittent connection. You can draw symbols and lines in specific colors to convey 
another level of at-a-glance information. As always, remember to keep things simple. 

Tip 

Add a key at the bottom of the flowchart that shows exactly what each symbol and color represents. 

The Calendar Method 

Using a calendar to ensure progress toward chosen goals is a time-honored method. Suppose one of your projects is 
to prepare a completely new orientation manual for new hires. This project must be completed by March 31, so you 
write "Complete manual" on the March 31 box on your calendar, as the following figure shows. 



Tip 

To make this system work, use calendar pages from the current year for however many months are relevant to the 
project you are managing. 

Working from that end date of March 31 back to the present, you need to figure out what has to take place just 
before delivering the new orientation manual. For example, you need to meet with several department heads to offer 
your executive briefing and obtain their vital input at least a week before you turn in the manual. So you schedule a 
conference for March 22. Then you need to determine what has to happen before the conference. 

In each case, plot the dates on the calendar, and then connect them with arrows that show the relationships of the 
dates. As in the case of milestone charts and flowcharts, you may use colors and symbols to give you a quick visual 
review of your progress. 

Interestingly, with this calendar "block-back" method, you can quickly see that if you miss any interim date on the 
calendar, you will jeopardize the completion of the subtasks at the following interim dates. In essence, each interim 
date represents a mini-deadline. Hence, you have a nearly built-in system for ensuring that your project will continue 
according to plan. 

Tip 

For goals that stretch on for years or decades, starting with the end in mind is the only practical way to proceed. 



The concept of starting with the end in mind and working backwards also works well in other goal areas you may 
have selected. Suppose that you want to retire by age 65 with $850,000, and you are currently 32 years old. By 
making basic assumptions about interest rates and inflation and taking taxes into account, you can numerically 
determine how much you would have to save per year or per month to achieve your desired end. 

Tip 

Milestone charts, flowcharts, and large wall calendars are available at office supply stores or office supply Web sites. 
You can also buy erasable charts to make course corrections easier. 
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Scheduling Tools Fit for the Pros


More powerful, feature-laden scheduling software, calendar systems, and other project organizers become available 
with each passing month. All these scheduling aids offer some highly convenient common tools, including the following: 

• 

A calendar system for tracking appointments, identifying schedule conflicts, and flagging areas and times of 
critical activity 

• 

A variety of chart forms to choose from, including milestone charts, flowcharts, and calendars 

• 

Drop-down menus, a drag-and-drop feature, and convenient icons 

• 

The flexibility to add or subtract subtasks and activities in any desired sequence 

• 

Colors, symbols, and other tools that offer at-a-glance information 

• 

Alarms, bells, and buzzers that can be toggled on and off easily and set at certain times and intervals 

• 

The ability to fax, e-mail, or download onto a Web site any chart file 

• 

Multiple options for printing any chart 

Caution 

No matter how sophisticated the project manager or scheduling software you use is, it will be of little use if the 
information you are adding to it is not current or is inaccurate. 

As with any planning or scheduling tool, someone has to be in the driver's seat. If you are not keeping up with the 
timelines you have established, particularly if you are sharing a scheduler with others, the schedule will quickly 
become ineffectual. Likewise, if you bite off more than you can chew, scheduling and planning tools may alert you to 
what you have done, but it is up to you to get back on track. In that respect, the most critical factor in planning and 



scheduling at all times is you! 

The 30-Second Recap 

• 

Milestone charts, flowcharts, and calendars are three of the most common types of scheduling tools. They 
offer a quick visual review of the sequence and interim progress toward completing tasks and projects in 
pursuit of a goal. 

• 

Planning tools as part of a software program can easily be shared with others, making them ideal for team or 
group efforts. 

• 

Any tool, whether manual or software-based, will break down the minute you don't keep it up-to-date. 
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Lesson 5. Getting Organized


In this lesson, you will learn the principles of personal organization that will enable you to accomplish more 
in less time with less stress. 
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Entropy in Your Office 

Some people seem to be born organized. When you look at their desks, offices, cars, and homes, everything seems 
to be in its place. The way they schedule and complete projects or even make time for leisure seems to say, "I'm 
organized." Conversely, others seem to have a knack for disorganization. All the spaces in their lives seem to be 
cluttered. They never know where anything is. 

However, being organized is not a matter of being born under a lucky star. Being personally organized involves 
learning a simple set of techniques and mastering a few basic skills. 

Plain English 

Entropy 

That physical phenomena whereby everything, even the entire universe itself keeps expanding, keeps going forward. 

Everything in the universe is subject to entropy. If you leave a field alone and come back several years later, the 
grass will be higher, weeds will abound, new plants will spring up. Indeed the natural state of planet Earth is 
abundance. 

Likewise, if you leave a house empty and abandoned for 10 years, the house will be subject to entropy. The yard will 
be overgrown. Cracks will start to show up in the foundation or elsewhere. The paint would begin to chip. The roof 
might leak, and bricks in the chimney might come loose. However, when people live in the house and a little thing 
goes wrong, they fix it; they continually restore the house to operable condition. 

Caution 

Like an untreated cavity can lead to a root canal, a little clutter can become a big problem if you ignore it. 

Entropy is alive and well on your hard drive, on your desk, on your shelf, and in all the spaces of your life. In this day 
and age, when we are all subject to so much information coming at us, piles can accumulate quickly. These piles 
might include documents, reports, newspapers, bills, magazines, certificates, you name it. 

Caution 

Piles by their very nature represent disorganization. 



It is hard to manage stuff stacked up in a pile. Many organizational experts contend that accumulations represent a 
basic lack of decision-making capability. In other words, you have piles of stuff because you haven't decided what to 
do with the stuff in the first place. 

If you have been following the lessons in this book sequentially, you know from Lesson 2, "Shaping Your Future," 
that identifying your priorities and establishing goals in support of those priorities can help you to better use your time 
and to stay more focused and more directed. Likewise, priorities and goals also help you to have a clear handle on 
what to do when stuff comes your way. 

Those individuals with the most highly refined set of priorities and most well-developed goals are more likely to have 
fewer piles and less clutter confronting them. Why? Because they know where things go as soon as they encounter 
them. Better still, as you learned from Lesson 1, "Understanding Time Management," they eliminate the possibility of 
most pieces of paper coming to their desks to begin with. 
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Piled High But Not Hopeless 

If you find yourself continually confronted with clutter, take heart. The situation is not hopeless. First, gather all the 
tools and accoutrements you will need to break down those piles or disband that clutter. These tools may include file 
folders, rubber bands, paper clips, staplers, boxes, and so on. In Lesson 6, "Managing Your Desk and Office," I will 
get into the details of managing your workspace so you will be able to find things easily. For now, recognize that piles 
and clutter don't magically go away, just as they didn't magically accumulate. 

Allow yourself 30 minutes or, if that's too much, 15 minutes to go through each item in the pile and assess what to do 
with it. In essence, you can only do one of four things with the stuff that confronts you: 

• 

Act on it. 

• 

Delegate it. 

• 

File it. 

• 

Recycle it. 

Of any given pile of stuff on your desk, chances are most of it can be recycled. You don't need to hang on to it. A 
lesser portion can probably be filed, and a slightly lesser portion of that can probably be delegated. That leaves you 
with a thin file of things to act on. 

Tip 

By categorizing the various items in your pile, you stand a better chance of whittling out the unnecessary items, and 
dealing with the rest becomes a more manageable task. 

Don't spend too much time thinking about which group to place each item in; make a quick assessment and go on to 
the next item. After you have placed everything into its group, you will notice undoubtedly that the recycle group is 
the largest. The file group, hopefully, is much smaller. The group of stuff to delegate to other people is smaller still, 
and the group of things you need to act on should be the smallest of all. 

Go through the items you need to act on and rank them according to what is most important. If an item is both urgent 
and important (see Lesson 3, "Avoiding the Tyranny of the Urgent" ), put it on top of the group. If an item is 
important but not urgent, place it next. If it is simply urgent, place it after that, and if it is neither urgent nor important, 



recycle it, file it, or delegate it. 

After you have determined which items or tasks are urgent and important, rank those items as well. Research has 
confirmed that when you have multiple items competing for your time and attention, ranking them according to their 
importance and working on each item in order until it is completed is the fastest and most efficient way to tackle the 
tasks or projects facing you. 

Plain English 

Clutter 

An unorganized accumulation of items, the collective value of which is suspect. 

Supporting Principles 

Any time you face a pile or clutter in general or feel disorganized, keep in mind the following principles: 

• 

Recycling: 

Identifying items for recycling (chucking) is usually easiest. You want to get your pile to a lean and mean 
state; by chucking things at high speed, you have the best chance. 

• 

Order of importance or urgency: 

Frequently downgrade the status of items as you see fit. If you have too many items in your important file, 
you are stuck with the same problem you had before you dealt with the pile. Everything seems to be 
competing for your time and attention with equal fervor. If you can successfully downgrade the status of an 
item (for example, from important and urgent to simply important or simply urgent or to something that 
someone else can handle), then you have reduced the immediate burden that you face. 

• 

Classification: 

Continue to look for what can be combined, automated, systemized, delegated, delayed, ignored, or used for 
fireplace kindling. 

• 

Organization: 

When you have pared down piles to the least possible volume, use whatever tools you have available (rubber 
bands, paper clips, file folders, and so on) to keep them neat and orderly. 



Tip 

The more like things that you can group together, the easier it will be to deal with them. Also, the easier it will be to 
see duplicates that you can recycle or discard. 

Make a game of staying organized: Continually look for backsides of pieces of paper that are reusable for rough 
drafts and copies and keep an eye out for items that someone else might appreciate but that you don't really need to 
retain. 

Tip 

If something you are holding on to can truly help another person, it will be far easier for you to give it away. 

Tackling the Important Pile 

When you're ready to begin working on the items in your important group, list them all and make an estimate of how 
long it will take to complete each item. Then add all the estimates together and multiply that number by 1.5. This 
amount compensates for your underestimation. Let's face it: Things often take longer than we think they will. We 
don't know how long a project will take until we do it, at which point all kinds of other issues sometimes arise. 

If the number of task hours facing you to complete the important tasks grows to an astronomical figure, don't get 
overly concerned. At least you now have more accurate information regarding the challenge facing you. 

Now, marshal your resources. Realistically, what will it take to accomplish all that you have laid out before you as 
important and urgent, important, and so on? You may need additional staff help, a bigger budget, or, in the short run, 
a longer workday. 

Tip 

Sometimes you can't complete a task because certain steps are dependent on others. Take it as far as you can go, 
and then consult with others. During the interim, start on the next project. 

Now and then, no matter how methodical your approach or well- organized your desk and office are, new items will 
compete for your time and attention and conspire to upset your perfectly arranged kingdom. This is going to happen 
on a daily, if not hourly, basis. In Lesson 6, I will explain how to arrange your office, desk, and files so as to be able 
to accommodate the influx of new materials. 

Mix It Up 



As time passes, you'll find that you need a break from working on the important tasks that you have so carefully 
arranged. You can give your rapt attention and earnest efforts to the primo projects for only so long, and then your 
mind starts to wander. You need a mental break. 

At this point, feel free to turn to items far lower down on the pile that still require your attention, but don't require so 
much mental effort. Give yourself a 10-, 15- or 20-minute run on lower-level items that are less mentally taxing. 
When you feel ready, turn back to the most important items. 
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Keeping It in Perspective


You already know that smaller piles are easier to manage than larger ones. Hence, your goal should be to continue to 
keep your piles as slim and trim as possible, although there are exceptions that I will discuss shortly. Reduce the 
weight and volume of each pile by retaining only the highly relevant information and nothing more. For example, 
rather than retaining a 10-page report, hang on to only the single page that you need. 

Taking that principle further, if you only need one paragraph, phone number, address, or Web site on a page, then 
clip that portion and recycle the rest of the page. Attach the small clipping that you have retained to a sheet that 
contains other small, relevant tidbits, and then photocopy the page. You now have a dossier page that fully supports 
what you are working on, but doesn't take up much space physically or psychologically. 

Sometimes it does pay to let piles or accumulations mount up. When you receive a plethora of like items, it is okay to 
let the pile grow temporarily. Perhaps a stack of everything related to the competitor's product is accumulating in the 
corner of that table in your office. That's okay because the pile is temporary and you intend to handle it completely in 
short order. 

When that sacred time arrives, delve into the pile like a buzz saw. Immediately discard duplicate information. 
Combine like items, and then consider which of those items can be recycled as well. Pare down so that you have the 
slimmest, most potent pile possible. 

When the pile is reasonably thin, look at it once more and ask yourself what else can be thrown away. What items 
represent something that you already know quite well, but you are holding on to as an information crutch? Don't be 
surprised to find that you can reduce the file by yet another 33 percent. 

Tip 

If you have several slimmed-down piles, arrange them in a stair-step fashion down one side of your desk. This 
arrangement allows you to quickly withdraw any particular pile in the arrangement while keeping the others in order. 

A Psychic Reward 

I've discussed the issue of getting organized with top achievers in many different professions. Each agrees that when 
his or her desk or office and personal surroundings are in order, he or she feels far more energized at the start of the 
day. Conversely, when these top achievers come into their offices at the start of the day and see a huge mess, they 
feel somewhat defeated. 

From the standpoint of managing your time and staying organized, as well as feeling energized, clear your desk and 
surroundings each evening as you end work for the day so that the next day you can be at your best. When you leave 
with a clear desk, you give yourself a sense of closure or completion to your day. This sense of completion gives you 
a greater chance to enjoy the rest of your evening. 



Plain English 

Being organized 

Arranging one's possessions, time, or life, so as to remain comfortably in control. 

When you arrive in the morning and are greeted by a clear, clean surrounding, you gain a psychological boost much 
as the high achievers did. What's more, you are automatically drawn to the most important issue, or you get to make 
a fresh decision about what materials to extract from your desk, filing cabinet, or shelves based on what you want to 
accomplish that morning. This situation is far different than merely dealing with what you left on the desk the night 
before. 

Tip 

Some projects span several days and in that sense, it can be prudent on occasion to simply leave a file folder open on 
your desk so that it will greet you the next morning. However you don't want to fall into the habit where you are 
always being greeted by stuff you left on the desk the night before. 

When you begin each morning with a clear, clean desk and clear, clean office and focus on tasks that you deem most 
important and urgent at that time, you work with more energy, more focus, and more direction. You tend to get 
things done in less time overall, because you begin working right away on the thing that you deem is most important. 
You also experience less stress. 

Extending the Notion 

Getting organized in your personal life supports your efforts in your professional life. The more organized you are at 
home, in your car, and in the other places in your life, the greater the probability that you will have more focus, 
energy, and direction when you head to work. You will certainly be more efficient and perhaps have greater piece of 
mind. 

At home, if your closets are jammed with stuff you have been stowing since you moved into the house, it's time to 
engage in spring cleaning, whether spring is here or not. If you can't bear to part with all the stuff you crammed in 
there, at least separate it by the seasons. 

Tip 

As spring approaches, box up all the winter items and put them in the attic, basement, or some infrequently used 
room. It should take you 60 minutes or less for each closet. 



As you go through your house reclaiming spaces, you will find the pay-off spills over into your career. Twenty-first 
century men and women are inundated with too many items competing for their time and attention at work, at home, 
and in between. Just as cramming too many activities into a given unit of time tends to make that time speed by 
perceptually, cramming too many items into a physical space tends to make one feel somewhat out of control. By 
reclaiming spaces, you can find things faster and easier, which saves time and makes it easier to get out of the house 
in the morning and stow things at the end of the day. 

From Home to Office and Back Again 

The fastest and easiest way to maintain order in your home and have that principle spread to your office is to defend 
your borders. That means you must semi-fanatically guard your home and your life so that no extraneous items enter 
to begin with. Similar to limiting the number of the pieces of paper that cross your desk at work, you want to limit the 
number of items that come into your home and make their way onto your shelves. At work, you want to keep your 
flat surfaces relatively clear and leave ample room in your filing cabinets, on your shelves, and in other spaces around 
your office (more on this in Lesson 6). 

The 30-Second Recap 

• 

Though personal organizational skills aren't handed out at birth, people who are organized and stay organized 
practice some specific behaviors that people who are disorganized don't do. 

• 

Any pile that you face, particularly on your desk, can be pared down in 30 minutes or less. Most of what you 
face can be recycled, a lesser amount can be filed, many items can be delegated, and generally, a few items 
will need to be worked on. 

• 

Getting organized takes some time, but the payoff is worth it! To get organized in the office requires 
assembling the tools that will help you keep like items together. 

• 

Getting organized at home ultimately supports your career organization efforts. Cleaning up your closets, 
drawers, and shelf space pays off in all aspects of your life. 
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Lesson 6. Managing Your Desk and Office


In this lesson, you will learn how to arrange your office, desk, working materials, and files so that you can 
find things quickly and easily. 
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Starting at the Top 

When you arrange your office for high productivity, start with your desk, specifically with your desktop. You have to 
treat your desktop as sacred space. Everything on your desktop has to be there for a reason and must be positioned 
precisely to support the way you work. 

No one is going to help you manage your desk or desktop. If you have a mentor or co-worker who is a pro at 
organization, then consider yourself among the fortunate few. If not, you have to roll up your sleeves and learn by trial 
and error. You already know from the previous lesson that if you have one project, one file folder, or one of 
whatever you're working on in front of you and the rest of your desk is clutter free, you are going to have … 

• 

more energy. 

• 

more focus. 

• 

more direction. 

What precisely do you need to have on your desktop? A quick answer is anything that you use on a recurring and 
daily basis. This could include a pen, a roll of tape, a stapler, a staple remover, Post-It pads, a ruler, and paper clips. 
Anything that you can't use on a daily or recurring basis does not belong on your desktop. Such items are best stored 
in a drawer within your desk or possibly a table or credenza in your office. 

Why bother to make the distinction between what you use on a daily or recurring basis versus what you don't? 
Because your goal at all times is to have as few things on your desk as possible so that you will have as much open 
space as possible. You need open space and clear, clean, flat surfaces because more information will be coming onto 
your desk each day, each week, and each year of your career. 

Tip 

Establish a disembarking area where you can open packages, break down mail, or otherwise diminish piles of stuff. 

It's What's Inside That Counts 

Inside your desk you want to retain items that you use at least on a weekly basis, although items used daily can be 
stored there as well if they are particularly large or bulky. Recognize, however, that your desk drawers are not for 
storing supplies per se. You may store a pad of paper, but not pads of paper. You need only one pad at a time, and 
the general principle is to have the minimum amount of an item that you need, but then have no more. 



Tip 

Keep pads of paper and other supplies in a file folder, a storage locker, or further away from the epicenter of your 
creative and productive post. 

When you have only those things on your desktop that ought to be on your desktop and only those things in your 
desk that ought to be there, proceed to the other storage compartments around your office. If you choose to use one 
of your desk drawers to contain file folders, then these file folders should contain only current projects. Also, they 
should be arranged in the fashion discussed in Lesson 5, "Getting Organized." The important and urgent materials 
come first, and the least important and least urgent materials are last. These files should be as thin and potent as you 
can make them. 

Tip 

Routinely discard extraneous information and be on the lookout for reducing, shrinking, and paring down where you 
can. Retain only the materials that are essential to retain. 

What to Shelve 

Undoubtedly, you have some kind of shelves in your office. The question of what should be housed on your shelves 
versus what is best contained in a filing cabinet is relatively easy to answer. Shelves are best used to do the following: 

• 

Temporarily store items you will use within 10 to 15 days. 

• 

Store items that are too large to go in a filing cabinet. 

• 

Hold a collection of like items, such as 12 issues of the same magazine in an upright magazine storage box. 

• 

Contain current projects, the total contents of which you don't necessarily have to have on your desk. 

• 

Store books, directories, supply catalogs, and other items with spine labels. 

Caution 



Make sure you allocate items you are temporarily storing on shelves in 10 to 15 days. When a temporary pile 
becomes a permanent pile, you begin to lose control of what you're retaining. 

Be careful when you store elements of a project in progress on your shelves. It's fine to temporarily park the brunt of 
materials you are working with so that you can have just a few materials in front of you at any given time. However, if 
you're maintaining complete control of your desk, your shelves, and the project at hand, then ideally the materials 
should rotate from the desk to the shelf and back to your desk, become thinner in the progress, and eventually not 
appear on your shelves at all. 

Lighten the Load 

As more and more material comes into your office, you'll find it's easy to fill up your shelves in record time. With all 
the office supply catalogs, annual directories, software instruction guides, and company policy and procedure 
manuals, what was once an open space can quickly turn into a "no vacancy" situation. 

To maximize shelf space, keep supplies in a supply cabinet. Ideally your supply cabinet is further away from your 
desk than your shelves. Supply cabinets are designed to house items in bulk. The goal in using supply cabinets is to 
be able to readily find what you need when you open them. Keeping like items together makes items easier to find. 
These items might be stacked on top of one another, horizontally, or end-to-end. Although you arrange items on your 
shelves with precision, supply cabinets allow for a lot more leeway. 

Tip 

Extreme neatness is not necessary in a supply cabinet. However, the bigger the office staff sharing the supply cabinet 
is, the more important neatness becomes. 

Everything Is Connected 

Highly organized individuals know that the relationship between one's desk, shelves, and supply cabinet is not static. 
What is housed in one location at one point in time ultimately may be housed somewhere else depending on the 
following factors: 

• 

The tasks at hand 

• 

The available resources to meet those tasks 

• 

The timeframe for completing the tasks 



At all times, you want to be on the prowl for items that can be tossed or recycled. If you don't need it, it's not worth 
filing or storing. 

Too many people feel fearful about tossing items because they just know they will need it someday. But the truth is 
that tossing something out and then discovering you need it later may not be the major problem you imagine. Almost 
any list, report, or document that you can name can be replaced. Somebody else has a copy, it's on the Internet, or 
it's on somebody's hard drive. Not being able to think of a good reason to hang on to something is a good reason to 
toss it. 

Professional organizers claim that as much as 80 percent of what executives retain at work never again sees the light 
of day. Even if they are off by 25 percent to 50 percent in their estimates, it still means that much of what you are 
hanging on to is dead wood! The more you have cleared out of your office, the easier it is to find what you've 
retained. 

Paper Is Still King 

Despite the long-standing promise that we'll all be working in "paperless offices," most career professionals today are 
plagued by even more paper than their predecessors of a generation ago. If you analyze your most repetitive tasks, 
chances are that handling paper would be on the top of the list on most given days. In many respects, time 
management is synonymous with paper handling. Your mission is to whittle out all those pages of catalogs, magazines, 
and other voluminous work that come your way so that you deal only with what you need and nothing more. 

Tip 

Reduce the potential for disorganization by dealing with paper right away when you get the mail, when somebody 
hands you something, or when you see something in your in basket after returning from being away. 

Here are some paper-reducing ideas: 

• 

Use your copy machine as often as possible to capture the few pages you need from a book or large 
document. Get rid of the part you don't need. 

• 

Use a scanner to put key paragraphs and pages on your hard drive, where they are searchable and 
retrievable via your word processing program. This method is superior to filing something and then trying to 
find it on your own. 

Caution 

Don't make the mistake of scanning indiscriminately, or you'll fill up your hard drive as quickly as you filled up your 



filing cabinets. Electronic disorganization is as anxiety-provoking as the manual kind. 

• 

Use a junk drawer as a holding bin when stuff comes in too fast or when you're in the middle of an important 
project. Later, when the dust dies down, go to your junk drawer and whittle out as much as you can. Use the 
four-step process in assessing and allocating where the items should go: Act on it, delegate it, file it, or 
recycle or toss it. 

Tip 

The act-on-it pile should always be the smallest. Rank the items in that pile according to what is important and urgent 
heading down to what is unimportant and not urgent. 

Asking yourself the following series of questions can help you quickly determine what to do with the next item that 
crosses your desk: 

• 

What does this document represent? 

• 

Do I have to retain this at all? 

• 

Who else should know about this? 

• 

What if I don't do anything? 

If an item you receive merits your attention and requires that you get in touch with someone, use the path of least 
resistance to resolve the issue. Determine whether you can … 

• 

fax instead of mail 

• 

e-mail instead of fax 

• 

pay by credit card instead of by check 

• 



call instead of visit 

Continually Be on the Lookout 

Throughout the day, when the spirit moves you, examine your desktop, desk drawers, shelves, filing cabinet, and any 
storage cabinet to determine what, if anything, no longer needs to be retained. Outdated directories, instruction 
manuals, flyers, annual reports, brochures, public relations materials, announcements, catalogs, and invitations can all 
be tossed. Chuck the excess vendor supply catalogs that you may have on hand, duplicate items, annual reports that 
you don't look at, software you received in the mail that you are never going to explore, and take-out menus from 
restaurants you no longer frequent. Feel free to throw out old editions of books that you won't open again, back 
issues of magazines you haven't touched for more than a year, and bottles of correction fluid that have dried solid. 

Tip 

Get rid of scraps, rough drafts, memos, correspondence, reports, and any other documents that do not have to be 
retained. 
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The Nuts and Bolts of Filing 

Filing is the ultimate organizational tool. When you file items effectively, you enable yourself to efficiently withdraw 
what you need when you need it. As author Jim Cathcart says, "Filing is not about storing; it is about retrieval." You 
file things either because they will help you to be prosperous in the future (for example, the information you retain has 
power) or because there are penalties for not filing them (for example, you won't be able to complete your taxes). 
The items that you file, therefore, should have potential future value. 

Caution 

If it has been a long time since you have reorganized your files, you are probably facing a gargantuan task. 
Nevertheless, this task is one that is well worth undertaking. 

Rather than try to redo your entire filing cabinet, tackle one half of one drawer every week. This pace is safe and 
sane. Assemble the tools you'll need to be effective, such as several blank file folders, file folder labels, magic 
markers, color-coded dots, paper clips, fasteners, and such. 

Rather than using two- or three-cut manila folders, splurge and buy black, green, pink, orange, or blue folders. 
Color-coded files help you to find things more quickly and easily. Think of the last time you were in your doctor's or 
dentist's office. If their patient files were exposed and in view, chances are you saw some kind of color-coded filing 
system. This system enables the people in the office to go right to the appropriate area, which cuts down the time 
searching for any particular file. You could use green file folders for anything that has to do with, say, money, blue for 
anything that has to do with your career progression, yellow for anything related to taxes, and so on. 

Grab the first file in the first drawer you have chosen to tackle. Examine its contents: 

• 

What can be chucked? 

• 

What can be combined? 

• 

What needs to be reallocated? 

• 

What color folder or what color label will you use to house the remaining materials, knowing what you now 
know? 

Everything in the file is subject to being combined, deleted, or moved around. Your goal at all times is to ensure that 



the things that you have chosen to file are housed in their best possible location. 

Go to the second file in the drawer and allocate its contents as you will. If you're not sure that something is worth 
retaining, chances are it's not worth retaining. Management expert Edwin Bliss says, "When in doubt, throw it out." 

Tip 

Because most of us keep more than is necessary, chances are you can pare down your files significantly and not 
suffer any negative consequences. And the less you have, the easier it is to find what you need. 

When you have gone through the half-drawer for this particular session, relax, give yourself a break, and go do 
something else. You don't have to tackle the second half of the drawer until a week or so from now. 

Fewer Files, More in Them 

At all times, you want to have fewer large files of like items as opposed to a number of smaller files. Why? You'll find 
it far easier to extract what you are looking for if you have to deal with only a few large files to begin with. Any 
search you do begins with the right file. It will then take you time to go through that file to find the particular 
document, but your odds of success will be high. 

Conversely, if you have dozens and dozens of small files, you might not extract the correct file in three or four tries. If 
you are lucky and you do extract the correct file, the time required to extract the desired page within the file won't be 
that much quicker than extracting the desired page from a larger file. 

Plain English 

Date stamping 

The process of fixing a date to items as they arrive, and preferably before they are filed. 

Some organizational experts swear by date stamping. Every time something goes into your file you stamp the corner 
of it indicating on what day it was placed in the file. If you're comfortable with doing this, go ahead. Keep in mind that 
an item's importance is not necessarily related to the date in which you filed it, although the longer an item has sat in 
your files without ever being used, the higher the probability is that you can safely chuck it. 

File Headings Are the Key 

What you file and how you file is largely governed by your file headings, which are the labels you place on the tab 
section of each file folder. It is easy enough to label one file folder Office Supplies, and another Insurance, and 
another New Technology. However, you probably want to be more creative than that to accommodate the variety of 
stuff that comes your way. Some of it appears worth retaining, at least in the short run, but it doesn't seemingly have a 
proper home. You could label your file folders with the following headings: 



• 

Review After the First of the Year 

• 

Hold Until After the Merger 

• 

Check in a Month 

• 

Check Next Spring 

• 

Don't Know Where to File 

By having a file labeled Don't Know Where to File, you automatically create a home for the handful of things that 
your instincts tell you to retain but that don't fit with anything else that you're doing. Now at least you have a fair 
chance of getting your hands back on such items when, lo and behold, the time might be right to reread the items 
closely. 

Tip 

If you're worried that a file labeled Don't Know Where to File may grow too large too quickly, remember that you 
can easily review its contents at any time and decide what to do with them. 

Locating Tickler Files 

As I describe at length in my book, The Complete Idiot's Guide to Managing Your Time (Macmillan, 1999), 
setting up a daily and monthly rotating tickler (reminder) file provides big benefits. Suppose something crosses your 
desk in March that looks interesting, but you don't have to act on it until April 25. If you have one file folder for each 
month of the year, you can park the item in the April folder. 

Going further, you set up an additional 31 file folders marked 1, 2, and so on all the way up to 31 for the days in the 
month. Now, when April approaches, you open up the April file folder, take out all the contents and allocate them to 
file folders 1 through 31 as appropriate. Stick the now-empty April file folder at the end of the pack so that the 
month of May is now in front, preceded by file folders 1 through 31. 

Tip 



These 43 file folders (1 through 31 and January through December) enable you to park anything in the appropriate 
place when the item doesn't have to be dealt with too soon. 

If you receive something on the third day of the month but don't have to deal with it until the eighteenth, put it in the 
folder marked 18, or better yet, give yourself some slack and put it in a folder two or three days before the 
eighteenth. 

The tickler file provides a home for much of the clutter and stuff on your desk and around your office, because you've 
determined a date when you're going to review the materials. They are off your desk, off your counters, and off your 
mind. Yet you haven't lost them, you have just parked them in a location where you'll be able to retrieve them when 
you need to. 

Tip 

You can use a tickler file to write out your checks and pay your bills, and then store the envelopes in the folder that's 
prior to their due dates. 

Many people who use tickler files find it convenient to review them at the start of each week and perhaps one or two 
more times during that week. One of the benefits of this process is that when you review the item days, weeks, or a 
month after first putting it in the tickler file, you often have a greater sense of objectivity. Choosing to act on the item, 
delegate it, file it again, or toss it becomes easier. Happily, much of what you review will be tossed. Having less 
clutter means you have greater organization and greater focus and direction on the pressing tasks that you face. 

Creating Files in Advance of the Need 

A variation of the theme of employing both file labels and using tickler files is to create files in advance of when you 
need to store anything in them. Suppose you've decided that you absolutely want to work in the London office of 
your company by the end of next year. Perhaps you haven't even announced your intentions to anyone. Nevertheless, 
place a file in your filing cabinet labeled London. 

Hereafter, every time you see something about London, you now have a home for it. Maybe you encounter 
documents from the London office. Maybe you find something related to travel in London. Later, perhaps you come 
across something related to housing in England. 

Creating a file folder in advance of having anything to put into the folder is an affirmation of the goals you have 
chosen. At the least, it helps to keep you organized. If you don't have such a folder, where the heck are you going to 
put items relating to this goal? On top of something else where it will get buried by yet something else? 

By extending the principle, you can create several file folders in advance of having anything to put into them, based on 
what priorities you have identified and what goals you have established in support of those priorities. Here are some 
ideas for file folders for this category: 

• 



Retirement Villages 

• 

Vacation to Bali 

• 

Daycare Centers 

• 

Palmtop computers 

• 

Vision Correction 

• 

Scholarships 

Organize Your Hard Drive 

The concept of filing is no less valid when it comes to your hard drive. There may be six or so file folders you don't 
need to create, but that would be most appropriate for you to create based on where you are heading in your career 
and your life. 

Tip 

When you create an empty file folder on your hard drive, especially off of another folder that you visit often, you are 
frequently reminded that you have a home to park files as they emerge for this new topic area. 

If you supervise a staff, electronic filing can work particularly well. Create a file folder for each staff person, using his 
or her name. Thereafter, when you come across anything that needs to go into Erika's folder, drag it over and park it 
there. As time passes, and it's time for Erika to tackle another assignment, you flip open the directory, see what's in 
the hopper, and delegate accordingly. 

You can even create a file folder for yourself on your hard drive called In Progress that you open at the start of each 
day, or a shortcut to such a folder on your desktop. The possibilities are endless! The point is for you to create space 
to house that which is worth housing so that you can quickly and easily retrieve what you need. 

The 30-Second Recap 

• 



Look upon managing your desk, shelves, filing cabinet, and storage cabinet as the means to an end, the end 
being that you are far more efficient in the use of your time. 

• 

Your continual quest is to whittle out that which you do not need to retain and continually revisit your files and 
holdings to further pare down. You want to stay lean and mean. You want your files to be thin and potent. 

• 

Rather than seeing filing as drudgery, consider it as an effective tool for storing items that contribute to your 
future prosperity or at least help you avoid penalties. 
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Lesson 7. Surviving Information Overload


In this lesson, you will learn how to limit the amount of information that confronts you while ensuring that 
you are exposed to issues critical to your job and personal well-being. 
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How Bad Is It?


You have only to log onto the Internet, switch on the television, walk into a magazine store, or open your e-mail file 
to be deluged by information. The aggregate volume of information generated on Earth in a single minute exceeds 
what you could absorb in the next 80 years of your life, should you live that long. The next minute, the process 
repeats itself. No one can possibly keep up with the volume of information confronting humankind. 

To effectively manage your time, set up filters in all aspects in your life so that you have access to information that you 
want or need to be exposed to but are not subject to the floodgate levels of information plaguing so many others. 
When you make active choices regarding the information you want to receive versus allowing yourself to be simply 
inundated, you set yourself up for success. You have charted a course unlike so many others who have never 
stopped and decided what information they want to be exposed to versus what information they simply are exposed 
to. This key distinction will sustain your career for decades to come. 

Caution 

Even the industry or profession in which you have chosen to excel, however narrow a niche that may be, generates 
so much information that you cannot keep up with it all. 

You can't subscribe to all the top magazines, read all the latest books, and attend all the big symposiums. Thus, you 
have to draw upon the Pareto Principle (see Lesson 3, "Avoiding the Tyranny of the Urgent" ), recognizing that about 
20 percent of the information to which you are exposed yields 80 percent or more of the insights, key facts, and 
essential knowledge that will propel you in your efforts. 

So you ask, "How do I identify that important 20 percent?" It is easier than you might think. If there are several 
magazines, journals, and newsletters within your profession, chose the two or three that represent the leading sources 
and have the most in-depth coverage, the largest research staff, and the best writing. 

Tip 

Find out what the top professionals in your industry read. These are the magazines that you'll probably want to 
subscribe to as well. 

Keep Pace with Your Clients


Beyond reading what your top peers read, you also want to discover the top industry journals read by your clients, 
customers, or constituents. After all, the organization that employs you serves some type of constituent, whether they 
are called customers, clients, patients, or consumers. Find out what these people read, identify the few key 
publications, and subscribe to those as well. 



By receiving the same information that the top people whom you are trying to serve receive, you begin to understand 
the issues that confront them, the terminology, the players, and all facets of their world. You are honing in on the key 
bits of information that will help you to understand what it takes to serve your constituency. What could be more 
efficient? 

Caution 

Far too many career professionals are steeped in the information of their own industry but forget to take the vital step 
of reading what their clients read. 

As you read articles and news briefs related to your constituents, fill your file folders and hard drive space with 
information you can draw upon, massage, combine, and use to even better serve your clients and customers. When 
you're in face-to-face meetings, on the phone, or delivering correspondence to your constituents, the quality of your 
message will be higher because you have taken the time and effort to delve into the information that defines their 
world. 

Getting Others to Sift for You 

What if someone could sift through information for you and act as a filter so that you receive only the essence of 
voluminous amounts of information that you might otherwise be tempted to weed through yourself? Although not 
many people use this technique, you can have somebody else serve as your information scout. 

Plain English 

Prereader 

Someone who serves as an information scout for another, paring down voluminous reading materials to their essence. 

Look around your office and around your home. If you are the type of person who routinely amasses piles of reading 
materials, then you could use a prereader. Rather than continually feel swamped by too much information, delegate 
somebody, hire somebody, or enlist one of your children to read through materials for you. 

How does this work? Although I will explore multiplying your time through delegation in Lesson 10, "Multiplying 
Your Time Through Delegation," for now, consider that if you can offer clear instructions on what type of information 
you're seeking and how you want it to be presented, someone else can wade through those key chapters in the latest 
book, that stack of magazines you have been accumulating, and those reports piling up on the corner of your desk. 
The key is to draw up a roster of essential terms and phrases, key themes, and key issues that you want the 
prereader to flag. Perhaps you want the prereader to copy any page where a key issue appears or underline key 
paragraphs. 

Tip 



By properly conveying what you want when you delegate your reading material and choosing the right person to be 
your prereader, you can dramatically cut down the amount of information you are exposed to and increase the speed 
with which you can take action on information. 

Begin by giving your prereader some light assignments. For example, after he or she has followed your instructions in 
reviewing a particular magazine, scan the entire magazine as you normally would have done without a prereader. This 
will help you assess how close your prereader was to identifying the few key sections that are important to you. 

Be sure to give your prereader detailed feedback following the first several assignments. As he or she begins to 
exhibit increasing capability for highlighting and underscoring precisely those articles and passages that you would 
have selected yourself, increase the scope of your assignments. 

Regardless of what you assign, having a prereader doesn't prevent you from reading things on your own that you 
choose not to delegate. However, as you learn to trust the judgment of your prereader, increasingly you'll find that it 
is far more efficient to have him or her sift through more and more of what you would have spent hours going through. 
Suppose your prereader is finished going through a magazine for you. He or she is now a veteran of selecting what 
you want. You still can quickly read over other things that the prereader may not have highlighted, yet you find 
yourself being able to delve into the preselected materials that the prereader found for you at record speeds. 

Remember, you can absorb and, more importantly, apply only so much of the information that you are exposed to. 
When a prereader whittles down large volumes of information so that what is left is fertile, you've not only saved a 
great deal of time and storage space, but you have also set up an environment where you are more easily able to act 
on the few things highlighted for your attention. 

You're Not Done Yet 

Continue to look for other easy ways to handle all the information that competes for your time and attention. Instead 
of reading voluminous amounts of materials that someone else in your office has already read, have him/her brief you. 

Tip 

If you discuss information with a co-worker or friend who has read what you want to read, you may not have to read 
the original subject matter yourself. 

You may have heard the story about Franklin D. Roosevelt. One of his advisors brought him a 100-page report on 
some current, crucial topic. Roosevelt looked at it and said, "This is far too much for me to go through. Can you boil 
it down?" The advisor came back in a day or two with a 10-page executive summary. Roosevelt looked at it for a 
few seconds and said, "Still too much. Boil it down." The advisor, very miffed, came back after a couple hours with 
one page of key notes. Roosevelt looked at the page and said, "Come on, man, I'm busy; boil it down." The advisor 
came back in a half-hour with a single paragraph. Roosevelt's eyes darted over it for a moment. Then, he looked up 
at the advisor and said, "Can you give it to me in a sentence?" 

Continue to Prune Your Files 



The time and effort that you spend whittling out what you no longer need pays off in many ways. For one, you 
physically have the space both within your desk and file cabinets and on your hard drive to accommodate new 
information, which, as we know by now, is on its way. Chucking what you don't need to hang on to also gives you 
the opportunity to review that which you have filed and choose to retain. Sometimes the information that you filed 
months ago combined with something you just learned adds up to new knowledge on which you can capitalize. 

Caution 

The tendency to hang on to too much information is endemic to early twenty-first-century man and woman. Keep 
asking yourself, "Do I really need to retain this?" 

Here are some good places to look for material you no longer need: 

• 

Clean out your database. There are contacts in your database who have left the area or perhaps passed 
away or who you know you will never call on again. Delete them without remorse from your database. 

• 

Review your files. Toss out every piece of paper in your files that represents issues that are neither important, 
urgent, or, for that matter, even interesting. Keep the others in the aforementioned holding bins (see Lesson 
6, "Managing Your Desk and Office." ) 

• 

Eliminate files on your hard drive that were once able to capture your attention, but now, after months or 
perhaps years, have overstayed their welcome. 

• 

Examine your office at large. Have you collected business cards of people you know whom you will never 
call back? Are there gifts and mementos that you have received that hold little meaning for you or take up 
more space than they are worth? Are there book reports and documents that are no longer (or have yet to 
be) useful? If so, throw them out! 

Chart Your Progress 

The following chart, adapted from my book, The Joy of Simple Living, offers a quick and easy guide for what to 
retain versus what to toss: 

Items Tossor Recycle If … Retain If … 



Business cards You have many cards and never call 
anyone, or you can't recall the person or 
his goods or services. 

You already have a cardholder, can scan it, 
know you'll use it, or feel you will. 

Notes, files, and documents They're old, outdated, and uninformative; 
they've been transferred to disk; or they 
no longer cover your derriere. 

It's your duty to retain them, you refer to 
them often, or they have future value. 

Reports and magazines They're old, outdated, stacking up; you 
think you need them to keep up; or you 
fear a quiz on them. 

They're vital to your career or well-being, 
you choose to retain them, or there will be 
a quiz on them. 

Books, guides, and directories You've copied, scanned, or made notes on 
the key pages; they're obsolete; or there is 
an updated version. 

They're part of a life collection, you refer 
to them monthly, they have sentimental 
value, or you want them. 

CDs, cassettes, and videos You never play them, and if you do, they 
don't evoke any feelings or memories. 
They play poorly. 

You play them, you like them, and you 
couldn't bear to part with them. They're a 
keepsake. 

Outdated office equipment You know who would like it as a donation, 
you can sell it, it's collecting dust, or it's in 
the way. 

It serves a specific purpose, it adds to the 
decor, or it can be overhauled or 
revitalized. 

Mementos and memorabilia They no longer hold meaning, you have 
many similar items, you do not have room, 
or you've changed. 

They still evoke strong memories, you will 
hand them down someday, or they look 
good on display. 

Gifts, cards, and presents They're never in use and are unwanted, 
and the giver won't know or be concerned 
that you tossed them. 

You use them often, are glad you have 
them, or are saving them for some special 
reason. 

The 30-Second Recap 

• 

Every minute, more information is generated on Earth than you can possibly absorb in the rest of your life. 
There is no chance of keeping up with all the information. Fortunately, you can make choices about what to 
give your time and attention. 

• 

Use prereaders to help you dramatically reduce the volume of information/reading that you face. 

• 

Whittle out that which you do not need to retain both in your physical spaces and on your computer. 

• 

For each item that you are retaining, use the chart at the end of the previous section to make a simple 
determination about whether the item is worth retaining or can easily be tossed. 
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Lesson 8. Taming Technology


In this lesson, you will learn how to manage voice mail, e-mail, facsimiles, and other high-tech equipment so 
that they will save you time rather than consume it. 
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You've Got the Whole World in Your Palm


For the foreseeable future, Moore's Law, which says that microchip capacity will double every 18 months, will 
continue unabated. That means that desktop computers will have awesome power, notebook computers will get 
thinner and be more versatile than ever, and palmtop computers are likely to become as universal as carrying a 
wallet. As of this writing, handheld computing devices or palmtops are already providing wireless links to the Internet, 
e-mail, and fax capabilities to users around the globe. Palmtops can store thousands of addresses, years' and years' 
worth of appointments, thousands of memos, and thousands of to-do items, all uniquely arranged based on user 
preferences. 

Plain English 

Personal Digital Assistants (PDA) 

Another name for handheld computing devices or palmtops. 

What else do these miniature wonders provide? They have the following capabilities: 

• 

Support for a variety of software applications 

• 

Automatic linking to a variety of hardware devices, peripherals, and accessories 

• 

Quick access to information 

• 

Battery life exceeding five hours 

• 

Ultraconvenient, ultrapowerful address books, to-do lists, memo pads, calendars, trip logs, and expense 
calculators 

• 

Enhanced, full-color, high-clarity screens 

When choosing a palmtop device, you have various options: 

• 



Power: 

Some palmtops use AA cells, AAA cells, or rechargeable lithium ion batteries. 

• 

Memory: 

Anything from 2 megabits to 16 megabits is currently available, but this amount will change in a hurry. Some 
devices enable you to upgrade memory so that you can store more information. 

• 

Displays: 

Palmtops are available in monochrome, four-level gray scale, 256 color, or 65,536 colors! 

• 

Screens: 

Flip-up screens, back lighting, and high-color screens are some of the available options. 

• 

Other options: 

Voice recognition, stereo headphones, bundled software, built-in modems, and flip-up screen covers are also 
available. 

Even if you are not currently using a handheld computing device, the odds are astronomical that within a few short 
years you will be. Soon enough, the computing power on your wrist will exceed what was possible on a desktop in 
the 1990s. Regardless of the device you ultimately use, there are a variety of techniques that you can quickly and 
easily employ to ensure that you maximize your use of time when engaging in such functions as voice mail, e-mail, 
surfing the Internet, and faxing. 

Voice Mail 

You call another party, and you are subjected to the usual voice mail runaround: Press one for this; press two for 
that. After you finally find your way through the system, how do you leave a message that is succinct, has impact, and 
generates results? Unlike the old answering machines where you had to finish your message in 1 or 2 minutes, most 
systems today have no time limit. Yet it is to your benefit to finish in 45 seconds or less. Why? Attention spans are 
becoming shorter all the time, and people often become frustrated when they retrieve a 2- or 3-minute message. 

Tip 

The party you are trying to reach may have dozens of messages, so yours needs to be brief and elicit the type of 
response you want. (Lesson 9, "Keeping Interruptions to a Minimum," gives hints for leaving messages). 



The biggest bugaboo of most people retrieving their voice mail is the speed at which people leave their telephone 
numbers. Because you know your number quite well, it's easy to say it so fast that the recipient must replay the part 
of the message with your phone number four or five times to get the whole number. A good rule of thumb is to say 
your number at the speed at which you can write it yourself, either on paper or with a finger in the air. 

E-Mail 

With popular programs such as Outlook and Outlook Express, Netscape Communicator, Eudora Pro, and Claris, 
you have more than enough choices for e-mail software. Each program offers an impressive array of benefits and 
features. 

Because all are downloadable, at least on a trial basis, and none is too difficult to learn, you could spend three or four 
days working with each one to gain a better understanding of what each provides. A faster and easier way would be 
to have co-workers or friends who already use one of the various programs as their e-mail mainstay walk you 
through the basic functions and let them allow you to do some test driving. 

In terms of deftly handling e-mail, management trainer Laura Stack advocates a "6-D" system to handle e-mail 
regardless of what package you use: 

1. 

Discard it. 

Delete the e-mail as soon as you receive it. 

2. 

Delegate it. 

Forward it to someone else who can take care of it. 

3. 

Do it. 

Respond to the e-mail, and then delete it. 

4. 

Dungeon it. 

File it so that you can retrieve it again if you need to. 

5. 

Don't see it again. 

Call the sender and get off the routing list. 



6. 

Decide. 

When are you going to deal with it? 

Notice that the 6-D system is related to the four-part system for handling paper files: Act on it, delegate it, file it, or 
recycle it. 

Caution 

Some people print each e-mail that they can't handle immediately. Stack says that this will probably add to your 
office clutter, but if you have an organized way of handling these messages, go ahead and print them. 

Unless you're waiting for some crucial message, it's best to check your mail about twice a day, and perhaps a third 
time if you're feeling ahead of the game. Some people become obsessed with checking their e-mail at every spare 
moment. These people usually spend too much time at work sending off letters to friends, passing on unsubstantiated 
virus warnings, and sending and receiving the latest jokes. 

The Versatile Fax Machine 

With the advent of e-mail, the fax machine seems to have declined in status. Yet creative use of the fax machine in 
both sending and receiving can yield tremendous productivity and time-saving benefits. For example, instead of 
spelling out a five-line message to a distracted receptionist or having to slowly and carefully speak to a voice mail 
system, fax your information or request to others. Because all of your identifying information undoubtedly is already 
included on the fax form, you've saved a heap of time. 

Tip 

The best way of figuring out what combination of fax features is right for you is to find others who will walk you 
through the software they use and let you get a feel for the different systems. 

Suppose you're trying to reach someone by phone, and despite using automatic redial, you're having trouble. Send a 
quick message by fax saying that you're having trouble getting through or listing the hours when you will be available 
to talk. Such a transmission accomplishes several objectives. You get your message through to the party you have 
been trying to reach, your phone line remains open to make or receive other calls, and the option is always available 
to include additional information on your fax transmission. 

Depending on the type of phone service you have, long-distance phone and fax rates may be lower after 5 P.M. and 
before 8 A.M. Many commercial offices and home-based entrepreneurs have dedicated fax lines or fax lines that 
share limited online time. Because in many offices a gatekeeper (receptionist) or office early birds often arrive before 
8 A.M., you can inexpensively submit a fax message to be forwarded to your target. The same holds true even if the 
office is closed. 



As with e-mail, a variety of high-powered fax software programs are available with such features as multiple 
mailboxes, broadcast faxing, delayed transmission, enormous storage, speed dialing, alternative headers, custom 
cover pages, and extravagant reports. As the typical personal computer becomes more powerful, with more hard 
drive space, faster transmission speeds, more memory, and so on, the paper-handling aspects of faxing will 
noticeably diminish. More and more people will be able to receive your faxes and store them directly on their hard 
drives. 
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The Internet Prevails 

With 62 million Web sites now accessible and user-friendly applications becoming available all the time, the Internet 
is poised to take over as the dominant entertainment, communication, and information vehicle in society. It also can 
become a major time drain. Searching for the precise information you seek can tie up as much as 5 hours a week. 

Plain English 

Bots 

Software enabling you to automatically extract and receive information gathered from the Web based on your 
parameters or specifications. 

Fortunately, on the heels of each problem related to using the Internet comes application software and 
service-oriented sites that provide an antidote. Because the specifics of the Internet change so quickly, I'll just 
describe broad-based categories of this type of help: 

• 

Bots: 

The most popular bot is used for shopping. You can unload one of these little buggers, and it will search the 
Internet all day long, giving you the best possible prices and best deals for the products and services you're 
seeking. Bots can also be used to ferret out information on health, travel, and on other bots! 

• 

Push software: 

This software visits sites and topic areas that you preprogram to provide you with regular updated 
information from destinations on the Web that you deem important. 

• 

Mega search engines: 

These search engines enable you to type a keyword or key phrase and automatically have an intelligent 
search of the top search engines. For example, http://www.google.com provides rosters of Web sites based 
on the number of links to particular site as opposed to what the sites' meta words and meta tags happen to 
say. 

Caution 

Meta words and meta tags can be artificially loaded with terms that have nothing to do with the site or that don't 
accurately reflect the information provided at the site. 

http://www.google.com/default.htm


• 

Electronic clipping services: 

Sites such as http://www.luceonline.com and http://www.cyberclipping.com offer you highly customized topic 
searches for a fee. For any single day, such sites can generate nearly everything that appears on the entire 
Web about a given company or topic. 

Beyond employing application software and intelligent search engines to help you make better use of the Web, you 
can discover key sites that you might not otherwise have found by asking peers, clients, customers, or Web 
specialists which sites they have found helpful. 

In general, good Web sites have these common features: 

• 

They keep visitors from getting lost. 

A good Web site includes multiple links that take you back to the home page, to the previous page, or to 
another value-packed page of your choice. This type of navigation system ensures that you can quickly return 
to something familiar and comfortable or move forward to something else. 

• 

They go easy on the graphics. 

Many Web sites are truly works of art by master graphic artists. However, smaller graphics and text-only 
hyperlinks, enable you to navigate much faster. 

• 

They include multiple contact links. 

Good sites contain clear links that point you to contact information such as e-mail, fax, mail address, and 
phone numbers. 

• 

They are visitor-focused. 

A good site focuses on your needs, ensuring that the most valuable information has the most direct access 
with the fewest graphics. 

Sites that offer most of what is discussed here help you to optimize your time online. 
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Go for a Walk in the Woods 

As the world in general and your life in particular becomes ever more dependent upon communication technology 
supplying you with just in time information, education, and entertainment, it becomes that much more important to get 
away from this technology periodically. No virtual reality device, at least in the foreseeable future, will provide a 
quick substitute for all the sensations, physical exercise, and effect on your psyche of taking a walk in the woods, 
doing the backstroke in a tranquil lake, or skating through the park. 

If the late twentieth century taught us anything, it was that although technology may increase the frequency of 
communication between parties at a distance, it doesn't necessarily promote or encourage in-depth relationships: 

• 

It has not brought families closer together. 

• 

It has not helped to decrease the rate of divorce in society. 

• 

It has not conclusively resulted in increased scores on standardized tests among schoolchildren. 

Use voice mail, e-mail, fax machines, the Internet, palmtops, and all manner of gadgetry to enhance your career, 
broaden your perspectives, and enrich your life. But withdraw from technology on a daily and regular basis in order 
to keep things in perspective. Remember that technology is a tool to help you accomplish goals that support your 
chosen priorities. Do not become a slave to technology, and do not allow the time you invest in technology to rob 
you of other vital aspects and experiences of a well-rounded life. 

The 30-Second Recap 

• 

When leaving a message on someone's voice mail, aim for 45 seconds or so and be clear, concise, and 
memorable. Leave your phone number at a speed at which it can easily be retrieved. Be upbeat, positive, 
and end succinctly. 

• 

To gain a fuller understanding of the options available via e-mail and fax software, enlist others to give you a 
friend- to-friend demonstration. Get them to let you test-drive the software yourself so you can gain a 
first-hand experience as to what suits you and what does not. 

• 

Use technology to enhance your career or life. Withdraw from it regularly to maintain perspective and to 
engage in experience that leads to a more balanced life. 
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Lesson 9. Keeping Interruptions to a Minimum


In this lesson, you'll learn how to reduce distractions, interruptions from others, and self-interruptions so that 
you can increase your concentration and improve your productivity. 
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Have You Been Distracted Today? 

It's far too easy to be distracted today: There is more competing for your time and attention now than at any time in 
history. By some estimates, world information is doubling every 68 days. More than 2,000 books are published 
worldwide every 24 hours, and more than 2,000 Web sites go online in the same period of time. 

A study by the Reuters Group found that 33 percent of managers in industrialized nations are suffering ill health as a 
direct result of information overload. Nearly two thirds of these managers reported that they felt tension with 
colleagues and reduced job satisfaction and felt that it was directly related to the stress of information overload. 
Almost an equal number responded that their social and personal relationships have suffered as a result of the stress 
of having to cope with too much information. Chances are your responses would be much the same. 

Staying in control of your time requires greater effort and vigilance than ever before. Fortunately, once you put a few 
simple practices into motion and stick to them, you'll find that it's entirely possible to carve out blocks of time for 
yourself. 

Plain English 

Quiet time 

An interval during the day in which you are not subjected to noise. 
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Get Serious About Quiet Time 

The ease with which you can visit any one of 62 million Web sites is the all-time potential distraction within the 
workplace. As recently as the early 1990s, surfing the Web at work wasn't a possibility for most people. Now, with 
a click of the mouse, you can go on the Internet and be exposed to more information than you could possibly digest. 

With a simple effort, you can gain access to almost any information, organization, or person. And almost anyone can 
get in touch with you. People knock at your door, buzz you over the intercom, leave you voice mail, send you e-mail, 
page you, fax you, hand you memos, and mail things to you. Because distractions come in more forms than ever 
before, you need to be vigilant about barring yourself from them. 

Caution 

Don't fall into the trap of incessantly checking for e-mail or freewheeling on the Internet when you need to be working 
on another task. Establish specific times to check e-mail and surf the Web for information. 

Although there might be more potential items competing for your time and attention at any given moment than any 
career professional of any previous generation could possibly have conceived of, the elements of maintaining focus 
and concentration remain the same: 

• 

Shut out all noise. 

Forget what you read about having background music playing while you're engaging in challenging tasks. 
Yes, background music has been proven to be effective for certain types of workers engaging in certain types 
of tasks, but engaging in any type of breakthrough or conceptual thinking requires your utmost concentration. 
Any competing noise in your environment potentially disrupts your ability to concentrate. 

Caution 

Most workplaces are not completely free of noise, but don't let machine noises and HVAC sounds serve as an 
excuse as to why you can't offer your full attention to the task at hand. 

• 

Assemble the resources you need in advance. 

This will diminish your need to get up and walk around to collect things. At the outset, the more prepared you 
are to tackle a project, the greater your chance of sticking with it. 

• 



Enlist the support of others. 

If you're in an office environment, hang a sign on your door, circulate a memo, or broadcast an e-mail 
message that says essentially, "I need quiet from 9 to 11 this morning," or whatever timeframe suits you. Your 
co-workers may surprise you as to the level of support they offer you (that is, not bugging you during this 
time). After all, many of them seek the same thing you do. 

• 

Commit to the task at hand. 

Unfortunately, many of us have been trained since an early age to divert our attention all over creation. We 
watch television shows where the typical camera angle changes every 3 to 5 seconds. We watch rock music 
videos where scenes shift in a second or less. All around us contemporary society seems to be telling us to 
give our attention everywhere all at once. Yet some of the tasks you face require several minutes of focused 
concentration, and some of them require several hours. 

Caution 

Unless you commit your mind and emotions to the task at hand, you're likely to find your concentration foundering. 

• 

Clear your desk and office (see Lesson 6 "Managing Your Desk and Office" ,). 

Remove from view everything except what you need to work on the task at hand. The more items that 
visually compete for your time and attention, the more potential there is for you to be distracted. This is why 
it's often highly effective to work in the conference room, at a library table, or wherever else you have few 
items or materials to distract you. 
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Know Thy Turf 

The longer you've been working within an environment, the better able you are to pinpoint potential distractions at the 
outset. If you've been with your present organization for several years, then you're familiar with the office and building 
noises, when deliveries are made, when service professionals make their calls, and so forth. When you need to tackle 
that big, important project and you need as few distractions as possible, devote some effort at the outset to head off 
distractions. 

Schedule your work to coincide with those times of least distractions. Also, flip off the ringer on your phone, tell your 
receptionist to hold all your calls until such and such a time, and announce at a group meeting that you'll be requiring 
quiet time on Thursday morning. In other words, pull out the stops to ensure that anticipated distractions are 
eliminated or at least diminished. Then, you'll have merely to deal with the unanticipated distractions, the likes of 
which I can't even begin to address in one short chapter. 

Interruptions from Others 

The larger the company or organization is, the greater the potential is for being interrupted by others. However, that 
doesn't mean that if you work in a small organization or business with a staff of only three, interruptions from others 
won't be a problem with you. 

Caution 

If you're working on something important, even one other person interrupting you at the wrong time or one too many 
times can throw you off course. 

A study conducted by Industrial Engineer, a professional magazine, indicated that the average interruption sustained 
by a manager was only 6 to 9 minutes. Amazingly, the study also revealed that the average time it took such 
managers to recover from such interruptions was anywhere from 3 to 23 minutes. 

So if the average interruption is 6 to 9 minutes with a midpoint of 7.5 minutes, and the average recovery time is 3 to 
23 minutes, with a midpoint of 13 minutes, that means that the typical interruption results in 20.5 minutes of lost work. 
That being the case, it takes only one or two interruptions to nearly consume an entire hour. It takes only a few more 
interruptions a day to throw your entire schedule out of whack! 

It's no surprise that interruptions prove to be the most stressful aspects of many people's jobs. A survey by the 
American Management Society reveals that 65 percent of the managers surveyed regard their jobs as more stressful 
than the average job. When asked to rank 15 workplace stressors, including workload, firing someone, working 
within budgets, balancing work and personal life, reprimanding or disciplining someone, and interruptions, the 
managers ranked interruptions as the most stressful of all! 

Caution 



If you don't try to minimize interruptions, you run the risk of getting far less done in a day than you had hoped for, 
feeling highly stressed, and having to face the same problem again and again. 

Here are some ideas for keeping interruptions from others to the bare minimum: 

• 

Devise a system where only a fraction of the questions that your staff has for you have to be asked of you. 
How can this be done? Any question that can be answered by asking a fellow staff member instead of you 
should be asked of that fellow staff member. Likewise, any question that could be answered by consulting the 
policies and procedures manual or department, division, or team memos should be consulted so that you 
don't need to field the question and incur the interruption. 

• 

Any question that you need to answer that requires only a short answer should be asked of you in the least 
intrusive way. If the staff person can ask it by e-mail, have it asked by e-mail; if it can't wait, have them buzz 
you on the intercom, leave a voice mail message, or page you. Every time the question can be delayed have it 
be delayed until you're finished with the task at hand that demands your full concentration. When can a staff 
person interrupt you without trepidation? When the issue absolutely needs to be answered by you because 
it's big, it's important, and you wouldn't have it any other way. 

Tip 

Stratifying the types of interruptions that staff members make will cause the number of interruptions per person per 
week to fall dramatically, perhaps by as much as 75 percent. 

• 

Prepare your staff as well as you can so that the answers to what they need to know can be readily found. 
Perhaps you can produce your own orientation kit, dossier, or briefing guide. Perhaps there's a set of 
Frequently Asked Questions (FAQs) worth preparing. Perhaps you can steer them toward your 
organization's intranet where such answers are provided. Perhaps there is a forum within the intranet where 
staff members exchange ideas. 

• 

Tap one of your more senior staff members to be the surrogate manager during the time when you need 
quiet. As you'll see in Lesson 10 "Multiplying Your Time Through Delegation," the more often you can 
delegate tasks and responsibilities to others, the more your time is freed up. A good senior staffer should be 
able to deflect many of the questions and concerns that would otherwise come your way. The byproduct of 
handling this responsibility is that he or she one day will be able to handle the reins of manager. By that time, 
you'll have moved up as well. 

• 

Give your good staff members multiple assignments (see Lesson 10) so that if they run into a road block on 
one, they can turn to something else instead of interrupting you during this time. 



• 

Give staff members who have a propensity to ask many questions assignments that are relatively 
straightforward or routine for them. Then, for at least the duration of when you need a quiet, uninterrupted 
stretch, you'll know that they're tackling assignments that pretty much don't require your input. 

Interruptions in the Age of Beepers 

Are you among the legions of professionals who have to wear a beeper as part of their overall responsibilities? If so, 
establish some simple protocols so that you can minimize the interruptions as a result of having to be on call. 

Negotiate for some days during the week and some hours during specific days for which you will not have to be on 
call. In other words, you can turn off the beeper. As professionally and succinctly as possible, let your boss know 
that having to maintain constant responsiveness in the form of having to wear a pager greatly diminishes your ability to 
handle tasks and projects that call for deep concentration or highly creative thinking. A wise boss knows that this is 
true and is likely to grant you some beeper-free periods during the week as you requested. 

Caution 

When you can't work, go to lunch, take a nap, or even go to the restroom free of a pager or a cell phone, you're not 
really free to work and to live. 

If you manage your own business or are otherwise in charge of when you wear a pager, recognize that you need 
stretches throughout the day and week when you won't be interrupted. If you're convinced of the need to be 
connected at all times, then chances are you're micromanaging, or overmanaging, all aspects of your business or your 
department, division, or staff. Micromanaging isn't pretty. In the short run, in a specific campaign, and during crunch 
time, it's okay. In the long run, it will keep you from rising to greater heights within your organization or within your 
own business. 

Not All Messages Are Created Equal 

Another essential strategy, which I laid out in my book, The Complete Idiot's Guide To Managing Your Time, is to 
create a message hierarchy. Suppose that many of your cell phone calls and pages originate from a main source, such 
as an executive assistant. Work with that person and let him or her know when it is okay to interrupt you versus 
when it's best to hold messages until later, based on the following four-level system for deflecting pages: 

Level A: Contact me now. 

This level includes messages that you want to receive, the sooner the better. 

Level B: Contact me within X number of hours. 



This level includes messages about items that are important but not necessarily urgent (see Lesson 3 "Avoiding the 
Tyranny of the Urgent" ). 

Level C: Contact me sometime later today. 

This level includes messages that you could receive at any time during the day because they're not time-related in the 
least. Fortunately, most messages fall into this category. When your assistant recognizes this, you'll gain more 
uninterrupted time, more often. 

Level D: No need to contact me at all. 

This level includes messages or questions that your assistant might have felt were worth sending you in the past. Now, 
however, based on a clearer and mutual understanding of what needs to be transmitted and what doesn't, these 
messages no longer come to you because the assistant has the resources to find the answers to most questions and 
knows which messages you need to receive. 

To make this system work, lavishly praise your assistant anytime he or she sends you a Level A message. Admonish 
the assistant anytime he or she sends a Level D message, because you never needed to be interrupted with that in the 
first place. Point out that, "That was a Level D message," if you happen to receive one. 

Within a week, possibly even days, your assistant will be on the same wavelength as you and begin to understand 
what needs to be transmitted and when. This meeting of the minds will enable you to have uninterrupted stretches 
when you can do the things that you need to do. 

Extending the Principle 

To avoid being interrupted by nonurgent phone calls, leave instructive messages on your voice mail and other 
answering devices that tell callers how their issues can be resolved. Announce in your messages that such and such 
person can take care of particular issues, or that you'll be available by phone Wednesday morning at 11:30, or that 
the best way to handle a particular problem is to e-mail the production department. In essence, deflect and win. If 
you have various voice mail boxes available, let callers know that they can gain the answer to questions about XYZ 
by pressing 1, pressing 2 will divert them to Sandra who can help them, and so on. 

Tip 

The more you're able to deflect and reroute messages to a person who can answer questions for you, the more 
uninterrupted time you'll have. 
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Interruptions Are My Business 

Suppose where you work constant interruptions are the norm, and you've been hired to take care of them. How can 
you remain effective, practice good time management, and still keep your sanity? 

Tip 

However deftly you dart from task to task, you'll do your best work if you concentrate on the task at hand, even if 
it's just for a brief time. 

Think about when you're about to board a flight and then you hear an announcement that the flight has been canceled. 
Passengers in the airport lobby are up in arms. They rush to the gate agent and demand to be rebooked on the next 
flight immediately. 

Does the gate agent handle 5 or 10 customers at a time? No. He or she focuses intently on the passenger who is first 
in line, eyeing the computer monitor to determine what alternatives are possible. The attendant works on that 
customer's new itinerary until it is complete. The process may take 3 minutes or 10 minutes. The skilled gate agent 
knows that there's no faster way to handle this mini-crisis than to stay calm and remain in control of the situation and 
to give full attention to the customer at hand. 

Likewise, for every demand you face, eliminating distractions, reducing interruptions, and giving your full and 
undivided attention to the current task so that you can concentrate and do your best work is the best way to proceed. 

The 30-Second Recap 

• 

We live in an age that offers more distractions than anyone has ever faced previously. Thus, we must make a 
concerted effort to keep distractions to a minimum. 

• 

The typical interruption at work is only 6 to 9 minutes. Recovery from the interruption, averaging 13 minutes, 
is what spells trouble. It only takes one interruption an hour to throw off your whole day. 

• 

If you wear a pager, you have some special challenges to face because you're on call every minute of every 
hour of every day, theoretically. Strive to safeguard stretches of your time by working with others who are 
most likely to interrupt you. Also work with your boss so that you have some pager-free time throughout the 
week. 

I l @ve RuBoard 



I l @ve RuBoard 

Lesson 10. Multiplying Your Time Through 
Delegation 

In this lesson, you'll learn the do's, don'ts, principles, and techniques for delegation, as well as how to handle 
delegated responsibility. 
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Making It Work 

It is said that management is the art of getting things done through other people. The most effective managers are 
skilled at delegating tasks and assignments to others and assuring that those assignments are successfully completed. 
Delegating is important to your career because the amount of time you can save by delegating is enormous. 

Tip 

Nothing you do on your own can rival what you can do when you successfully harness the skills and ideas of others. 

Before you delegate a task to somebody else, you have to know a little about that person: 

• 

What is his or her workload? 

• 

What are his or her skills? 

• 

What kind of supervision is needed? 

• 

How often do you need to follow up with this person? 

You may be thinking, "This is a lot of information to have prior to delegating to somebody. If I have an assignment, 
can't I just hand it off?" You can, but the results are likely to be less than desirable. By understanding as much as you 
can about those to whom you delegate, you have the highest chance of delegating effectively and accomplishing your 
objectives. 

Take the case of someone who reports to two bosses or more. If you're trying to delegate to such a person, you 
need to understand this person's workload. Perhaps he or she can share his or her assignment list or scheduling 
calendar with you. The more heavily burdened the worker is, the more important it is for you to schedule your task 
so as to fit the other person's schedule. 

Tip 

It's best to assign tasks that fit the interests, skills, and experiences of the worker. After all, you don't want somebody 
translating Greek, if they don't know one word of the language. 



If you've worked with a person before, then you might have a reasonably good understanding of his or her working 
habits. Does this person need to check in with you regularly to ask several questions or receive your feedback and 
praise? Or is this person a self-starter who wants to receive primary instructions and then be allowed free reign in 
getting the job done? 

Tip 

The longer and more involved the task, the more often you'll need to check in with the worker. However, if it's 
something he or she has done before, oodles of instruction and follow-up may not be necessary. 

The Do's of Delegating 

This list of quick do's will help make your delegating efforts more successful: 

• 

Do plan your delegations carefully before making them. 

You want to parcel out doable assignments that are a reasonable match for the worker handling them. 

• 

Do offer clear instructions. 

These instructions could be typed up, sent by e-mail, or perhaps recorded on cassette tape or videotape. 
Don't underestimate the value of taping your conversation when you make the assignment. Particularly if the 
assignment is something the worker has not done before or if the assignment is long and involved with many 
subparts, taping the session can have extreme benefit because the worker can play the tape and capture your 
exact words on an as-needed basis. 

• 

Do be flexible regarding the due date. 

At times, you may have no alternative but to offer a fixed deadline. For many tasks, however, it may not 
make a difference to you exactly when the worker finishes the task. 

• 

Do ensure that the worker has sufficient resources to get the job done.  

There is nothing worse than assigning people to your project and then watching them fail because they don't 
have the right equipment, staff, or other resources at their disposal. In your role as delegator, work with staff 
to ensure that they know sufficient support is available. 

Tip 



When time is not critical, offer a due date to the worker and then be generous when he or she misses by a day or two. 

• 

Do monitor progress as is practical. 

Be available for questions and guidance. Ideally, the worker takes the project, doesn't bug you for a single 
second, and returns with everything done correctly and on time. Realistically, the worker is going to need to 
get back in touch with you on occasion for questions, concerns, and sometimes just to have a sounding 
board. If you recognize this in advance, you have a better chance at being effective. 

• 

Do be both firm and flexible. 

Convey an accurate picture of what needs to be done, but allow leeway in how it's accomplished. Sometimes 
the worker will approach a problem in an entirely different way than you would. That's okay if it gets the job 
done, if it doesn't tie up an inordinate amount of resources, and if the work is delivered on time. 

Tip 

Pay attention to how workers complete projects. Often, you'll get wind of some new procedure that's faster and 
more effective than how you would have done the job yourself. 

• 

Do acknowledge the worker's contributions. 

Everyone likes recognition for his or her efforts. You, of course, are more interested in results. Because 
sufficient efforts lead to results, you increase the probability of having the end result being what you want by 
acknowledging efforts throughout the process. Offer constructive feedback when you sense or see that the 
project is heading somewhat off course. 

• 

Do keep records of how the project was completed. 

When the job is completed, make notes as to what the worker completed, the skills and ingenuity he 
exhibited, and other observations about accomplishment of the task. Later, you can draw upon these notes in 
devising more assignments to be delegated. 

Delegation Takes Time 

Undoubtedly you have heard the expression, "If you want to get something done, do it yourself." This expression was 
probably coined by someone who was not an effective delegator. 



Yes, there are some tasks you could finish yourself in the time it takes you to explain what needs to be done to 
someone else. If the task is not recurring, go ahead and do it yourself. However, for any other type of task, it pays 
for you to explain to someone what you want done. Taking the time to explain a task helps establish a system in 
which this particular task or others like it no longer need to stay on your plate; you're training somebody else how to 
relieve your burden. 

Caution 

If it's taking longer to explain how to do something than it would take to do it on your own, keep in mind that your 
efforts will bear fruit the next time the task is delegated. 

Anytime two or more parties are working together, however, the probability for unsuccessful results is present. Much 
of what is delegated is not handled properly or is not turned in on time. Why? Sometimes the task was not delegated 
to the right person. More often than not, however, the way in which the task was delegated was insufficient. 

The Don'ts of Delegation 

Avoid these pitfalls when delegating a task to another person: 

• 

Don't rush. 

Don't be in such a rush to hand the assignment over to someone else that you do not fully explain all the steps 
involved to successfully complete the project. 

• 

Don't pass on incomplete instructions. 

If you give the worker a list of instructions, make sure the instructions are complete. Leaving out one little 
thing that seems obvious to you may spell the worker's downfall. 

• 

Don't ignore the worker's concerns. 

Delegating involves a lot of explaining, but it also involves a lot of listening. Be prepared to listen to the 
questions and concerns of the worker. Listen between the lines for the worker's fears. 

Tip 

Receiving a new task can be a little scary for a worker. Also, depending on how much else competes for his time and 
attention, the worker may feel stressed or anxious. 



• 

Don't give the wrong image of yourself. 

Don't profess to be open to questions and concerns and then make yourself unavailable. A little frustration for 
the workers can turn into a major one if you're not around to handle the 10-second question that would get 
them back on the right path. (Think about how you feel when you're trying to learn a new software package. 
Would you rather spend a half hour trying to find the right keystroke combination to proceed or ask 
somebody who can show you in 10 seconds?) 

• 

Don't arbitrarily delegate to anyone. 

Pick a person for the job who can schedule the task, handle it effectively, and turn it in on time. 

• 

Don't think your way is the only way. 

Don't be so concerned if the worker proceeds differently than you would, as long as the worker is 
progressing toward the desired result. Offer sufficient slack for the worker to get the job done in the way he 
or she sees fit, as long as he or she is not unnecessarily expending resources and taking inordinate amounts of 
time. 
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What to Delegate 

Often, otherwise effective career professionals don't make the progress in their careers that they otherwise could 
because they are not delegating enough to others. The more competent one is, the more often one is likely to keep 
too many tasks on one's own to-do list. Therefore, examine all the tasks and projects on your plate with an eye as to 
where you can get help. 

Caution 

As a manager, you want to cultivate your ability to work with and through other people, as opposed to continuing to 
take on more and more on your own. 

Suppose you're a sales manager who is working later and later into the evening and enjoying it less. Even the most 
junior staff person within your office can give you enormous help, if you expand your view of what can be delegated. 
For example, with a little time and effort, this junior person could be put in charge of handling customer requests for 
information by directing people to the Web site, mailing out literature, and referring people to the appropriate party 
within your department. 

What other kinds of tasks could be delegated to even the most junior person on your staff? Here are some ideas: 

• 

Sending out mailings of any sort. If you have a flyer or a brochure that needs to go out to targeted recipients, 
initiating this campaign and handing it over to a junior staff person makes good sense. 

• 

Routing and sorting incoming mail. 

• 

Serving routine customer needs. This person could establish a list of FAQs (frequently asked questions). 

• 

Producing a department or division directory of key staff and how to reach them and offering customers 
contact information, product announcements, and service literature. 

• 

Picking up and delivering things. 

• 

Researching or surveying customers to learn more about their needs and potential opportunities for additional 
sales. Research could be as simple as gathering articles on the customer base or visiting some customer sites 



and making notes. Surveys could be as brief as five questions asked over the phone, via e-mail, via fax, or 
simple mail campaign. 

• 

Keeping track of trade publications. This person could set up a small library that also houses key directories 
and industry newsletters. 

• 

Logging names into the customer database. Whether you use Access, ACT!, GoldMine, or any of the other 
popular databases, virtually anyone who has worked with a PC can be instructed how to enter names in as 
little as 5 minutes. 

• 

Studying competitors' literature, products and services, Web sites, and publications. What better way to 
keep on top of what others are doing than by having the most junior staff person of your office assemble 
dossier packets for each of the sales professionals? 

• 

Doing searches on the Web. If you want to find a particular product or service, company, or organization, 
make a list and hand it over. Your time will be freed up, you'll get the answers you'll need, and you'll feel 
more in control of your day. 

• 

Tracking or arranging inventory or displays, setting up materials at trade shows, or shipping materials to and 
from trade shows. 

• 

Proofreading or double-checking copy for marketing literature, memos, sales letters, follow-up letters, and 
boilerplate materials. 

• 

Doing many other things that you don't need to be doing, because with a little instruction and a little guidance, 
this worker can handle your delegated assignments. 

Plain English 

Mettle 

Value or worthiness, particularly when tested by challenging conditions. 

After this worker has gained some experience as a result of all you have delegated, you can then delegate even more 
important tasks and free up more of your time. Here are some of the higher order tasks that you can delegate to 
workers as they prove their mettle: 



• 

Call customers after a sale to see whether they feel satisfied, what else they may need, and how 
they feel about the purchase. 

This kind of follow-up is an excellent way to learn about your product or service performance, and you often 
gain critical feedback from customers that you ordinarily wouldn't have time to collect. Many companies are 
able to make quick follow-up sales as a result of these calls that they wouldn't ordinarily be able to make. 

• 

Seek out new sources of supply. 

Depending on what you offer, the price of supplies and raw materials that you use may differ widely. A junior 
staff person can get on the Web and start making comparisons or go to industrial directories, such as 
Thomas's register, or even the yellow pages of your phonebook and make inquiries. Having someone 
periodically assess new sources of supply and delivery can make the difference between having a profitable 
quarter and having a highly profitable quarter. 

Delegating to Highly Effective Workers 

If you're blessed to be working with a highly effective staff, you're likely to have rewarding experiences when it 
comes to delegation. You may have the opportunity to delegate often and even delegate several assignments at once. 
Effective workers understand their productive peaks and valleys throughout the course of a day and a normal week. 

When you delegate several tasks to a good worker, he or she instinctively knows how to maintain high productivity 
by handling assignments on those days and at those hours that achieve a relatively constant effort-to-task ratio. Good 
workers know how to harness their varying energy levels throughout the workweek so that they know what can best 
be tackled when. 

If you give such an employee several assignments and can be flexible as to when they're due, you'll receive each of 
the completed assignments in a manner that probably exceeds what you would have expected. Productive employees 
have their own internal time grid. Allowed to pace themselves, they can accomplish more and remain energetic. 

Tip 

Continually meeting with someone who offers arbitrary deadlines is draining. So when you give good employees 
assignments, let them work out the schedule. 

Here are some additional tips to delegating to highly effective employees: 

• 

Provide enough and varied assignments so that the worker knows what to undertake and when. 

• 



Be as flexible as you can regarding when assignments are due. Good employees tend to finish the important 
jobs on time. They finish the less important assignments as soon as possible thereafter. 

• 

Avoid late afternoon assignments and surprise assignments throughout the week. Sometimes this isn't possible 
because you've been hit with a surprise and have no choice but to pass it on. However, try not to upset the 
personal productivity cycle the good workers have already established for themselves in accordance to the 
assignments you have already delegated to them. 

• 

Always seek to provide enough advance notice of assignments so that productive employees have sufficient 
time to integrate the new assignment into their current schedule of assignments. 

Delegating to Veterans 

When working with more senior workers, you have the opportunity to delegate large tasks and projects. In this case, 
it makes sense to build follow-up into the overall assignment period. Perhaps you meet every Thursday at 10 A.M., 
or perhaps you exchange e-mails at the end of each day. Or perhaps you have a Monday morning chalk talk, where 
you chart the progress of the project, make course corrections, see what additional resources are required, and so 
on. 

Tip 

For larger, ongoing projects that you have delegated, your regular input becomes a vital resource in the overall 
success of the project. 

Suppose you've delegated several large projects to several different veteran workers. You may end up having several 
meetings about these projects throughout the week. In each case, you are ensuring that the entrusted staff person 
stays on course in the critical projects you have delegated. That's just fine, and that's what a good manager does. 

Ideally, everything on your plate would be handed off to others, and you would work in a supervisory capacity, 
guiding here, cajoling there, extending resources there, and so on. This is not to be confused with having people 
interrupt you all day and all week long (see Lesson 9, "Keeping Interruptions to a Minimum" ) for questions and 
concerns that you don't need to be exposed to. 

As you rise within your organization, you may find that regular meetings with key staff or entire teams to whom you've 
delegated assignments becomes the norm. (See Lesson 13, "Streamlining Your Meetings," for advice on having more 
effective meetings.) That's fine; you're doing your job. 

One day you may find yourself as CEO, where you're literally handing off everything, keeping your eye focused on 
the big picture of the organization, making critical decisions, and offering crucial observations and advice. Consider 
the president of the United States. He doesn't do anything, but rather relies on a bevy of top advisors, top 



administrators, and top White House staff to ensure that the wheels of the nation stay well oiled. 

The 30-Second Recap 

• 

Effective managers are effective delegators. The higher you want to rise in your organization, the more 
important it will be for you to delegate. 

• 

You have considerable leeway when it comes to delegating tasks to good workers. You can give them 
several assignments, and if you're flexible with your due dates, they'll perform in a manner that meets or 
exceeds your expectations. 

• 

Even the most junior person on your staff can handle a wide variety of assignments with a minimum of 
direction and support. The more often people handle tasks that are appropriate for them, the less guidance 
and fewer resources they require in order to be successful. 
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Lesson 11. Avoiding the Time Traps


In this lesson, you will learn how to say no without fear, defeat perfectionism, manage your anger, and avoid 
other time traps such as television and idle time. 
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The Fear of Saying No


You are requested to do something at work, and your automatic response is "Sure." You are asked to attend 
something that you would rather not attend, but you agree to go. Many career professionals who have little problem 
saying no in their home life find that saying no in the workplace is difficult. And this difficulty causes time management 
problems. 

Caution 

Simply uttering the word no is difficult for many people. 

Suppose a co-worker asks you to participate in some extra-curricular activity after work. Suppose, too, that it is an 
activity you enjoy, but it is not something that you care to engage in right now. Your plate is already full. It makes far 
more sense for you to get home early at night than to hang around for yet another activity that consumes your 
precious leisure time. 

Nevertheless, you want to be one of the pack, part of the in-crowd. So what do you do? You say, "Sure, why not?" 
Thereafter, every Tuesday you find yourself lingering at work for another hour, getting home later than you prefer, 
and resenting the fact that you agreed to be part of the group. Maybe it's the kind of a group where each meeting 
draws you in further. Perhaps you have some crucial responsibility. Everyone is counting on you. Now, you can't 
withdraw even though the time investment is upsetting you. 

Let's look at a second scenario. You're invited to attend a one-time event. Perhaps it is a retirement party for Bob up 
on the third floor, or maybe you have been invited to attend a baby shower for Jessica in production. Maybe you 
have been asked to volunteer one Saturday two months from now, and it appears that your schedule is open. So you 
say yes to the retirement party, the baby shower, and the Saturday volunteer job. 

When you stop and think about each activity, however, what you wanted to say was no. You've never liked Bob; 
you simply said hello to him a few times in the hall and tolerated his corny jokes. If you go, it would be for reasons of 
office politics, which have some value. As for Jessica, what is this, her third or fourth child? Didn't you attend a 
shower of hers two and a half years ago where you were utterly bored? 

When you looked at your calendar two months in advance and saw that the time for the Saturday volunteer effort 
was wide open, it was relatively easy for you to say yes. When you have no competing responsibilities or scheduled 
items, why not be generous with your time? Yet a curious phenomenon occurs as you approach that date for which 
you said that you would volunteer. Your schedule starts to fill in, and when the date of your volunteering finally 
arrives, you barely have enough time to honor your commitment. Again you become resentful and wish you had said 
no two months before. 

Plain English 



Volunteering 

Willingly giving of one's time or effort. 
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Decline with Tact and Empathy 

The common denominator in these situations is the inability to politely and tactfully decline an invitation. It's one thing 
if your boss asks you to take on extra work or your team is staying late one evening to tackle some tough problem 
that hasn't gone away after considerable effort. It is quite another issue to participate in all manner of quasi-office 
activities presented to you, largely as a function of your working in that environment. 

Take the case of Bob's retirement party. Have you ever had lunch with Bob? Have you and he ever had a meaningful 
conversation of longer than 5 minutes? Has Bob helped you in some specific way, or have you helped Bob in some 
specific way? Do you share any kind of bond? If the answers to these questions are no, no, no, and no, why would 
you want to attend Bob's retirement party? For appearances? Perhaps. Out of respect? Possibly. Because you feel it 
is your duty? No way. 

What could you say when presented with the invitation? Try these statements: 

• 

"I wish Bob well, but I'm already committed for that time." 

• 

"Please express my congratulations. Unfortunately, I'll be unable to attend." 

• 

"I promised my son that we would XYZ, but give Bob my best." 

• 

"I can't attend, but I would like to offer a small gift, what do you suggest?" 

• 

"Sounds like it will be a great event, but that evening I'll be at XYZ." 

In the case of the baby shower, similar responses will work, as well as the following: "Oh my, this will be my fourth 
shower in about four months. I'll have to pass on this one," or "I appreciate the invitation, but I'm already scheduled." 

Finally, in the case of someone asking you to commit your time at some distant point, be on guard! As I relayed in 
The Complete Idiot's Guide to Managing Your Time, we all tend to fall into the trap of believing that two to three 
months from now our calendar or our schedule will somehow work itself out and the time pressure that we feel today 
will subside. The first step in helping your cause is to not say yes when you prefer to say no. 

Here are some appropriate and tactful ways to decline requests for your time at some distant future date: 

• 



"That's going to be too close to the time when our family is going to be traveling." 

• 

"I can't make a commitment right now; I'll know better in a couple of weeks." 

• 

"I appreciate the invitation, but Saturday afternoon is the time when I do XYZ." 

• 

"It sounds worthwhile, but count me as doubtful. I need that time to XYZ." 

Tip 

When declining an offer, acknowledge the invitation and respect the fact that the event has importance to the inviter. 
Also convey your good wishes even if you can't attend. 

You cannot give someone a flat-out no without explanation. They will be offended, have hurt feelings, or feel 
somehow that they have let you down or wronged you in the past and now you are retaliating. 

Therefore, the no's that you offer need to be respectful and firm while being gracious and compassionate. 
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Defeat Perfectionism 

At times, the drive for perfectionism is appropriate. A doctor performing a complex operation, a pilot landing a 
jumbo jet plane, and a police detective investigating a murder all need to strive to do the best possible job. Yet even 
these professions have times and situations where perfectionism is unnecessary, unwarranted, and overly time 
consuming. For the doctor, a bandaging job that is 95 percent toward perfect is just fine. For the airline pilot, a 
landing where one wheel touches down a half second after the other does not diminish the quality of the flight. For the 
police detective, not interviewing an eleventh witness after interviewing 10 witnesses who independently corroborate 
each other's observations is probably okay. 

In your own work, there are countless times throughout the day that not being perfect makes more sense from the 
standpoint of practicality and saving time than striving for perfection. When you're assembling data to make a 
decision, the opportunity before you may have passed if you wait to decide until you have reams of information. If 
you collect too much data, then you get to a point where you are more confused than informed. Assemble only the 
body of information necessary to help you feel comfortable with your decision, but no more than that. Let go of the 
tendency to overcollect. 

Tip 

Many decisions made based on instinct and intuition turn out just fine. This is because all the data to which you have 
ever been exposed is brought to bear when you're making a decision. 

Look for opportunities throughout the workday where a 90 or 95 percent effort is just fine. If you're turning in a 
report, and your department is structured so that the production team does copyediting, it doesn't pay for you to turn 
in a 100 percent grammatically correct report. Studies show that the additional time that you spend to take a project 
from the 95 percent mark to the 100 percent mark is not worth it in most cases. Driving for perfection (that is, 
ensuring that the final 5 percent is done correctly) often takes as much time as the initial 95 percent effort required! 

When giving instructions to your staff, if you give them 9 or 10 suggestions on how to effectively do a job, but forget 
one or two suggestions, your staff will still have plenty to work with. If you strive to give them every great suggestion 
you can come up with, the time and effort that you expend may be inordinate, and the marginal value of the extra 
suggestions for your staff may not be nearly worth the effort. 

Plain English 

Environment 

One's surroundings; in the context of the workaday world, one's office and surrounding offices and, in general, one's 
workplace. 
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Avoid Creating the Perfect Environment 

Some people waste oodles of time trying to create the perfect environment before starting tasks. They adjust the 
blinds just so. They sharpen three pencils. They refill their cup of coffee. They wait until the top of the hour. They 
stack up the papers on their desk neatly. 

To be sure, there is nothing wrong with arranging your immediate environment in accommodation with the way you 
work. Having your office and work setting the way you want it is conducive to your productivity. The problem starts 
when you find yourself continually in the need of having a perfect environment before getting anything done. Delaying 
the start of a project until everything is just right is just a form of procrastination. 
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Manage Your Anger 

What does managing your anger have to do with a lesson on avoiding time traps? Isn't it natural to get upset on 
occasion? Yes, it is. The problem with anger from a time standpoint is how long it takes you to overcome its effects 
so that you can get back to rational, clear-headed thinking. 

Some people go into a tizzy over the smallest of things and spend half the morning stewing about it. If your anger has 
arisen, how can you mute its effects so as to not waste time and be rather ineffectual while you are in a state of 
anger? Here are some suggestions: 

• 

Decide how much time you are going to allow yourself to be angry. A reasonable timeframe is 5 minutes. 
Then hold yourself to it. When the appointed time comes, get back to the job at hand. 

• 

Pull out a motivation-inspiring poem, passage from a book, or a saying, particularly those passages that you 
have already earmarked as effective for getting you back on track during times when you are otherwise out 
of sorts. 

• 

Talk to a co-worker or call a friend who is good at listening, can help you work things out, and can help you 
get back on track in near record time. 

• 

Take that walk, count to 10, throw cold water on your face, or engage in any other activity rationally used to 
ward off anger. 

The following suggestions can work just as well, after you have blown your top: 

• 

Fight for objectivity. 

Try to look at the big picture. Take whatever incident occurred and keep it in context. 

• 

Write down how you are feeling and why. 

Sometimes the mere act of expressing your thoughts on paper helps to release some of the pent-up emotion. 
Afterward, chuck the piece of paper. 

• 

Break your routine. 



If your anger arose while you were sitting, then stand. If you were standing, then sit. If you were in motion, 
then stop. If you were inside, then go outside. If you were outside, then go inside. For many people, a change 
of venue improves their mood greatly. 

• 

Change your physiology. 

If you throw your shoulders back, stand erect, and force a small smile, your psychology begins to follow. 
Studies have shown that people who hold their heads up high, smile, and walk proudly, feel more confident 
than people who mope along, stare at the ground, and let their shoulders droop. Likewise, it is hard to feel 
angry if your physiology emulates something other than the closed, clenched, restricted posture that is 
characteristic of anger. 

Plain English 

Physiology 

The science that deals with processes and functions of living organisms. 

• 

Get physical. 

I don't mean punch somebody. Rather, stretch, practice isometrics, or if no one is around, do jumping jacks. 
By getting physical, you divert your energy and focus from anger. 

I l @ve RuBoard 



I l @ve RuBoard 

Turn Off the Boob Tube 

Do you arrive at work exhausted some mornings? If so, there are probably identifiable behaviors that you engage in 
that lead to such a situation. You stay up a little late, watch an extra television show or two, and find yourself getting 
to bed a little later than your body needs. The simple truth in Western society, and increasingly throughout the world, 
is that too many of us watch too much television too often. 

Caution 

Sitting and watching television zaps your creativity. Television's words, sounds, graphics, and images tend to drown 
out your imagination. 

It's time to recognize television for what it is: a plug-in drug. Sure, there are dozens of worthwhile programs in the 
course of a week, including movies worth seeing, educational shows, and history programs. Sometimes the show is 
good: The themes are compelling, and you actually learn something. However, how often do you focus on these 
highly worthwhile programs? And even if you limited your focus to these programs, do you watch in measured 
amounts, maintaining a balance of other activities? Watching even the best television show pales by comparison with 
what you could learn by reading great literature, participating in your community, or being a parent, a spouse, or a 
friend to a live person. 

Caution 

The average person spends nine solid years of his life watching how other people supposedly live on television. 

Japan and other Southeast Asian cultures that now find themselves thoroughly ensconced in television programming 
have experienced the following marked, undesirable changes in their societies in the last decade: 

• 

The attitude of workers has changed. 

• 

Materialism runs rampant. 

• 

People are awash in gadgets and electronic goods. 
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Discover Auditory Medication 

Radio can instill the same languor as television. When you drive to work in the morning, do you turn on the radio to 
listen to some shock jock dispense his brand of socially contemptible humor? These shock jocks are paid 
megadollars to medicate you for 15 or 20 minutes while you make your way through roads jam-packed with cars. 

What is the harm, you say, in listening to some witty, if not deviant, shock jock while making your way into work? 
After all, you have to be in the car anyway, so how can this be a drain on your time? The problem lies in the 
opportunity cost of what else you could be doing with your time in the car: 

• 

Listening to classical music would filter into your being and prepare you from a physiologic standpoint to have 
a more pleasant morning. 

• 

Listening to a book on tape or motivational tape could provide you with new insights while entertaining you 
and stimulating your imagination. 

• 

If you share a ride on the way into work, conversing with a friend can yield many benefits. 

If you find yourself automatically flipping on the television as soon as you get home or flipping on the radio as soon as 
you get in the car, and think that you are not hooked on these devices, then try this simple test. For one week, every 
time you get into your car, drive for at least 5 minutes before turning on the radio. If you're like most people, you'll 
probably find that you can't do it. 

At home, go a whole evening without turning on the television. If you are able to do that (and you will be among the 
few), go a whole weekend without doing it. Likewise, rather than wantonly surf the Web, engage in something else 
for a weekday evening or weekend. 

These activities are not simply exercises in abstinence, but rather they are telling indicators of just how much we have 
allowed the electronic connection to infiltrate our lives and, in many respects, dominate our lives. 

Caution 

There are certainly good things to hear on the radio and many Web sites worth exploring. The problem arises when 
you allow such media to overstep its bounds and facilitate the ease with which you idle away your hours, your days, 
your weeks, and your life. 

The 30-Second Recap 



• 

Until you learn how to say no with grace and ease, you are likely to find yourself saying yes to all manner of 
activities that you prefer not to be involved in. 

• 

Depending on your profession, there are situations in which it pays to do a perfect job. For most people, 
however, perfectionism is a huge time trap. 

• 

Turning off your television may be the single most effective step you can make to reclaim your time. 
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Lesson 12. Managing Stress


In this lesson, you'll learn how to cope with stressful environments by modifying your type A behavior, 
avoiding common stressors, and adopting new techniques that reduce the impact of stress. 
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Watch Out for Signs of Stress


Unquestionably, the office environment of today is more stressful than it was a generation ago. Back then, people 
didn't have to cope with fax machines, e-mail, elaborate phone systems, pagers, the Internet and intranets, and all the 
other ways of communicating that exist today. A generation ago, there wasn't the same level of unrelenting global 
competition. Technological change, and change in general, didn't come at nearly as rapid a pace as it does today. 
Competition for your time and attention both in the workplace and at home was nothing like it is today. 

Chances are, even if you work in a highly enlightened organization that has ergonomically designed your office and 
the office environments all around you, you nevertheless feel stress on a recurring basis. 

Plain English 

Ergonomics 

The relationship between furniture, equipment, resources, and individuals engaged in using them. 

Signs that you're experiencing stress abound. A few common indications are the following: 

• 

Less abundant saliva, leaving your mouth and throat dry 

• 

Jaw pain or pressure, indicating that you are clenching your teeth 

• 

Short, shallow breathing 

• 

Being more prone to colds and flus 

• 

Headaches of all kinds 

• 

Gas and heartburn 

• 

Higher heart rate, resulting in an increase in blood pressure 



Stress can also show up in more subtle ways: 

Lack of concentration Not trusting others 

Frequent illness Losing interest in sex 

Insomnia Heightened anxieties 

Persistent fatigue Becoming easily fatigued 

Irritability Increased use of alcohol and drugs 

Nail biting Feeling like life has no meaning 

Hunger for sweets Having no direction or purpose 

Tending to minutia Feeling shallow or uncharitable 

Tardiness Indigestion or irritable bowels 

Absenteeism Being chemically dependent 

Combativeness Pains in specific parts of the body 

Unexplained depression Irregular menstrual cycles 

Nervous giggling Tapping your feet 

Wishing you could hide Frequent trips to the bathroom 

Having bad dreams Resenting others 
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Take Charge and Win 

The fastest and easiest way to diminish stress related to your immediate environment is to take charge. Go ahead and 
get whatever devices and office accoutrements will help you to work more blissfully. 

If noise is an issue, try to get approval to install noise-dampening furniture. If your company will not pay for it, go to 
an office furniture store and walk the aisles. Are there inexpensive, light, sound-dampening partitions you can 
purchase? If not, perhaps you might find it useful to buy an electronic sound screen, such as Sound Screen by 
Marpac Corporation. The Sound Screen is a portable white noise device that emits different frequencies and 
amplitudes of a droning, nondisruptive blanket of sound. You can use this device to minimize the effects of startling or 
disruptive sounds outside your office. (For more information, contact Marpac Corporation at P.O. Box 3098, 
Wilmington, NC 28406-0098 or fax 919-763-4219.). 

Plain English 

White noise 

Frequencies and amplitudes of a droning, non-disruptive blanket of sound. 

What else can you do to make your immediate environment more pleasant for you? Find out whether you're allowed 
to hang posters, bring in plants, or display pictures of loved ones. Ask whether you can modify the lighting, 
temperature, or ventilation of your workspace to better suit you. Even the smallest of changes can make a dramatic 
impact on your productivity. 

Potential sources of workplace stress include the following: 

Monotony Being passed over 

Noise Missing an opportunity 

Deadlines Role ambiguity 

People Conflicting demands 

Overwork Lack of job security 

Unrealistic expectations Being underused 

Uncertainty Inflexible work environment 

Lack of control Lack of visible career progression 

Emergency and crises Firing someone 

Being underappreciated Repeatedly being given last-minute assignments 

Fortunately, there are many techniques you can employ anytime throughout the workday when your head starts 
pounding, or your insides start shaking, or you feel like you're going to explode. Here's a brief list of options 
(excerpted from my book The Complete Idiot's Guide to Managing Stress): 

1. 

Maintain a sense of humor. 



Laughing in the face of tough challenges can defuse stress, lower your blood pressure, and prevent you from 
losing your temper. 

2. 

Stretch regularly. 

Shake out the kinks by standing tall and reaching for the ceiling. Or try circling your head or doing deep knee 
bends. Just remember to close the office door first. 

Tip 

All other things being equal, you're going to feel less stressed the better the shape you're in. 

3. 

Communicate with co-workers. 

Find a good listener and talk to somebody, particularly a co-worker who has a sympathetic ear. 

4. 

Employ imaging. 

By focusing on a positive image for even as little as a minute or two, you can achieve a drop in pulse, heart 
rate, and even blood pressure. For example, you might remember a meadow or farm from your childhood, a 
waterfall, a picnic site, a scene from a movie, a favorite cousin, or a lover. 

5. 

Avoid turning daily obstacles into catastrophes. 

Daily roadblocks and setbacks are nearly guaranteed. Don't let them get the best of you. 

6. 

Get a massage. 

A good masseuse can work your lymphatic system and help your body to flush out toxins that may have built 
up. You'll sleep like a baby that night. 

7. 

Take a walk. 

A five-minute walk can make a world of difference. The key is to not be in a hurry. 

Tip 



Walk purposefully, stretching out your legs and swinging your arms as you go. Maintain your best posture. Take 
good deep breaths while you walk and notice your surroundings. 

8. 

Drink some water. 

Keep a bottle of mountain spring water in your office or nearby. Your body needs to hydrate itself 
continuously. When you travel a lot, particularly when you fly, or you find yourself under stress, drinking 
water is a quick, reliable way to feel at least a little better. 
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Type A Is Okay 

Years ago, you may have read that if you're a type A personality, a hard-driving person who works long hours, you're likely to be 
more stressed than other people. Let the trumpets sound: This isn't necessarily true. 

If you exhibit aggressive and hostile tendencies, type A behavior is harmful, but otherwise, a type A person's stress level is not 
likely to be higher than anyone else's. Some people are quite comfortable being type A's all the time. However, if you attempt to 
change your stripes and act like someone you're not, your stress level may increase. Whether you're type A or type B, you're much 
more likely to avoid stress if you're operating the controls and levers of your career and life. 
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Adopting New Techniques 

If your stress has been too strong or gone on for too long, you may be primed for trying the following proven, if 
involved, techniques for keeping your stress in check: 

• 

Guided imagery: 

Guided imagery is like visualization except that another person takes you through a series of steps designed 
to bring you to a more relaxed state. The instructor or group leader may first ask you to close your eyes, sit 
erectly but comfortably, and perhaps concentrate on some part of your body or your breathing. The session 
may include progressive relaxation, which is a stress-reduction technique that involves repeatedly tensing 
each muscle of the body and then letting it go. If you try this on your own, you'll see that after the third time 
that you ease up, your muscles feel more relaxed, perhaps even warm. 

• 

Self-talk: 

Does some 80 percent or more of your internal dialogue focus on your shortcomings? Most of what people 
say to themselves is negative: 

"I know that I could've done better, I'm always messing things up." 

"I'd like to meet that person over there, but I'll probably blow it." 

The key in making self-talk work for you, particularly in regards to reducing stress, is to be more conscious 
of what you say to yourself. Focus on making positive statements to yourself? 

Tip 

Generate a list of positive statements that you can use and write them down or tape them on cassette. Such a list will 
help you to replace the negative statements that you routinely offer yourself. 

• 

Aromatherapy: 

Some substances in nature help you to feel calm and serene. For some people, the smell of pine works 
wonders; for others, it's lemon. If you add oil of lavender to your next hot bath, your weary soul and fatigued 
body will receive a treat that many people never discover. Any health food or bath and beauty store should 
provide many aromas to choose from. 



Tip 

Chlorophyll is another smell that helps many people reduce stress and feel more energetic. This is why so many 
people get energized in the spring. Instead of waiting for spring, try surrounding yourself at home and work with 
greenery. 

• 

Vitamins: 

Vitamins can be a major factor in keeping stress in check. Vitamins B and C help to nourish the adrenal 
glands, which release stress hormones as your body prepares for fight, flight, or the long-term, low-level, 
insidious stress that is so prevalent today. Calcium and magnesium help to fortify your nervous system. Most 
multiple vitamins are worth taking, although depending on how much they cost, what doses of which vitamins 
are included, and what your specific needs are, one brand can be much better for you than another. 

• 

Deep breathing: 

Deep, diaphragmatic breathing is an important stress reducer for everyone. Imagine that there is a balloon in 
your stomach. As you inhale, you fill up the balloon. As you exhale, you deflate the balloon. In both cases, 
there's no need to rush. The balloon can fill slowly and empty slowly. Your chest and shoulders do not need 
to be a part of the process (it's much better if they're not). As you achieve deep, diaphragmatic breaths, your 
chest and whole torso will move, but they are not actively involved in the process. 

Tip 

To check that you are breathing diaphragmatically, lie on the floor. Breathe as you normally would while placing one 
or both hands over your stomach, near your navel. Do you feel that up-and-down motion? You're breathing 
diaphragmatically! 

• 

Meditation: 

Meditation is a way of focusing on deeper thoughts and feelings by turning away from the distractions and 
tensions of everyday living. To meditate is to focus your mind while in a state of relaxed awareness. You're 
not asleep, and you are not in a trance. The goal of meditation is to free your mind from accumulated tension 
and to reach a divine emptiness from which deep concentration and relaxation are possible. If you meditate 
often, over time, you can get to the point where you don't respond so intensely to potential external stressors. 
Many people swear by meditation, citing it as the single best method for achieving an improved level of 
calmness and serenity. 

The 30-Second Recap 

• 



The fastest and easiest way to diminish stress related to your immediate environment is to take charge of your 
immediate environment. 

• 

Simple techniques for alleviating stress include maintaining a sense of humor, talking to someone, employing 
imaging, avoiding turning minor problems into catastrophes, getting a massage, taking a walk, and drinking 
some water. 
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Lesson 13. Streamlining Your Meetings


In this lesson, you'll learn ways to start meetings on time, keep them on track, and reduce the overall meeting 
time while achieving the desired objectives. 
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Make the Most of Meetings 

Despite the fears of some people years ago that in the future there would be fewer face-to-face meetings between 
real live, present attendees, meetings continue to be held throughout all organizations in record numbers with reckless 
abandon. Many people regard meetings as another waste of time; others see them as an unproductive way to pass 
the time. Some people have such great dislike for meetings that they feel stressed and anxious the moment they learn 
they have to attend one. 

The typical meeting is called for by one person to convey information to many people. Ideally, the many reflect upon 
what they heard, come up with great ideas, and take bold, decisive action to the delight of the person who called for 
the meeting in the first place. As we all know, this rarely happens. 

Instead, people shuffle into the meeting room, hear some new stuff that they have to do or learn or take back to 
others. Most of what they hear is quickly forgotten. Whatever they're supposed to do regarding the meeting is rarely 
done on time or in the fashion that the meeting manager had hoped for. There has to be a better way! 

Plain English 

Elicit 

Encourage, attract, and make part of. 

Get People to Participate 

A far more effective way to conduct a meeting is to elicit the participation of those who will be part of the meeting 
long before it starts. A manager should take 2 to 4 minutes to speak with people who will be attending the meeting in 
order to prepare them for what's going to take place. At this time, the manager can hear their views about what 
they're going to get out of the meeting and make them, in general, partners as opposed to subjects. 

For groups that have met on an ongoing basis, the meeting manager could ask participants other types of questions, 
such as the following, before the meeting: 

• 

What's worked well for you in previous meetings? 

• 

How can we proceed in a manner that involves everyone? 

• 

What would you like to get out of this meeting? 



This type of preparation may sound like extra work for the person who's calling the meeting. Consider, however, that 
meetings aren't held for the purposes of simply meeting; they're held (presumably) to accomplish some worthwhile 
objective. If discussing with participants how they can get the most from the forthcoming meeting will greatly 
accelerate progress, why wouldn't a meeting manager want to do this? After these discussions, the meeting itself is 
likely to take less time, resulting in greater participation and, ideally, greater progress toward the desired objective. 
That's real time management! 

Tip 

Although some managers dread the thought of interviewing meeting participants before the meeting, participants are 
enthusiastic about this process. It makes them feel as though their input matters. 

The act of interviewing attendees before the meeting also gives the meeting manager a leg up on exactly how to 
proceed: 

1. 

He or she can design a custom agenda that focuses on topics identified as important to the entire group. 

2. 

The agenda items can be arranged in a manner more conducive to the group's overall objectives. 

3. 

When participants receive the agenda in advance, they come armed with an idea of how and when they can 
best contribute. 

4. 

The meeting is far more likely to stay on course, end on time, and encourage participants to be more 
enthusiastic for the next meeting. 

Start the Meeting on Time 

When participants have a vested interest in the content of a meeting, they tend to arrive on time. When they receive 
an agenda in advance that lists the precise starting time, they have yet another indicator of the importance of being 
there. As the meeting manager, if you find people straggling in after the appointed start time, it behooves you to 
steadfastly start meetings on time so that people realize that they are late. 

Tip 

Having everyone in the room acknowledge a tardy person by offering subtle looks can be a strong motivator for the 
tardy person to arrive on time afterward. Never discount the influence of peer pressure. 



Robert Levasseur, in his book Breakthrough Business Meetings, suggests that at the start of any meeting, 
"participants reach a common understanding of what they're going to do and how they're going to do it." Levasseur 
says that this task normally consumes 10 percent of the meeting time, so if you're going to meet for 30 minutes, you 
need only 3 minutes or so to deal with the following basic issues: 

• 

The main purpose of the meeting 

• 

The participants' desired outcomes 

• 

The sequence of agenda items 

• 

The key meeting roles, which are understood at the outset in smaller groups 

Use Hardball Incentives 

If a few people still come to the meetings tardy after this new approach to meetings is in force, there are other 
techniques, with varying degrees of effectiveness, to encourage promptness: 

• 

In my first job, if you were late for a meeting, you had to throw a dollar into the kitty for every minute you 
were late. Nobody ever walked in more than 5 minutes late. (I have no idea what the money was used for.) 

• 

In some organizations, late-arriving people must apologize to the group. Then it becomes their responsibility 
afterwards to catch up with the group for the parts they missed; the meeting chair does not backtrack, which 
would cause everyone to wait while the tardy person received a personalized briefing. 

• 

In one organization, the meeting room doors are locked when the meeting starts (not recommended!). 
Thereafter, if someone tries to get in, he or she has to knock on the door. Depending on how charitable the 
meeting manager is feeling, the knocks may be answered on the first round. The tardy person then sheepishly 
takes his or her seat. 

Caution 

In some organizations—and I do not condone this—tardy people are the subject of early discussion, gossip, 



innuendo, and outright jokes. 

• 

In some organizations, plum assignments are handed out in the first few minutes of a meeting so that tardy 
people are left with the least desirable tasks. This system provides a great incentive for arriving early to 
meetings. 

None of these techniques is as effective as interviewing participants and circulating an agenda before the meeting and 
demonstrating on a repeated basis that the meetings start promptly as scheduled. 
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Keep Meetings on Track


A strong agenda in the best possible sequence and with estimated time frames for each agenda item is the winning 
formula for having meetings stay on track. On occasion, discussion may ensue, and an item may end up requiring 
twice as much time as originally allotted. Often, however, participants make up for the coverage in one area by being 
even briefer in other areas. 

Tip 

When participants know in advance that a particular item is allotted, for example, 5 minutes, most people do their 
best to honor that time frame. 

The meeting manager or group leader proceeds down the agenda, eliciting the input of task leaders as scheduled. 
Others are encouraged to participate after the task leader delivers his or her message. Each agenda item is discussed; 
participants keep in mind the following questions: 

• 

What is the specific issue being discussed? 

• 

What does the group want to accomplish in discussing the item? 

• 

What action needs to be taken to handle the issue? 

• 

Who will act? 

• 

What resources does he or she require? 

• 

When will the issue be resolved? 

• 

When will the group discuss the results? 

Upon successful conclusion of these questions, the group then moves onto the next issue. 



Not all issues require proceeding through all these questions. Sometimes, an agenda item merely represents an 
announcement or a report to the group that doesn't require any feedback or any discussion. Sometimes, the issue at 
hand represents an executive briefing, because the matter has been resolved. 

The following techniques are used by various organizations to keep meetings on track. Each technique has varying 
effectiveness depending on the purpose of your group, how often it meets, and your group's history: 

• 

In groups where participants have been interviewed and an agenda has been circulated in advance, 
participants often time their remarks so that their comments will be completed within the allotted timeframes. 

• 

Some groups keep a timer in plain view of all participants to encourage them to keep their comments brief. 
Others meet in a room with a wall clock in plain view. 

• 

In some groups, the meeting manager announces who will be speaking next and how many minutes have 
been devoted to the topic on the agenda. 

• 

In some groups, participants routinely circulate summaries of their comments, charts, or exhibits that illustrate 
the points they want to make. Then, they offer brief commentary and highlight what they have circulated. 

Plain English 

Slack 

Margin or extra room to accommodate anticipated potential shortfalls in planning. 

When the meeting manager has assigned times to each issue, participants try to stay within those time frames. When 
the meeting manager has elicited time frames from the participants in advance, it behooves them to stay on track. 
After all, if you said you needed only 3 minutes, but you really needed 10 minutes, that represents poor planning. 

A wise meeting manager knows the importance of building some slack into all meetings. For example, she or he may 
allocate 5 minutes for a topic that he or she will be covering personally, knowing that it will take only about 2 or 3 
minutes. In this manner, several minutes can be saved here or there. Thus, if somebody goes over the allotted time 
frame, then the meeting still stays on track overall and ends on time or close to the time designated on the agenda. 

Here are other ideas used to keep meetings on track: 

• 

In some meetings, participants are asked to stand when they speak. This tends to limit the time that they 



speak, because most people would prefer to stay seated. Something about standing up and addressing a 
group strikes fear into the hearts of even the most seasoned professionals. 

• 

Small group meetings of 18 people or fewer are usually held around several (connected or adjoined) tables 
put together or a circular table. Hence, if people stand and speak or speak from their seats instead of going 
to the front of the room, much time will be saved. 

Tip 

If someone can't come to the meeting, ask that person to submit what he or she would have said in a paragraph or 
two. You can then read this paragraph to the rest of the group. 

• 

When meeting participants are encouraged to arrive early and are encouraged to stay afterwards, they are 
more likely to stick to business during the meeting. This is because they have time to banter and joke around 
both before and after the meeting, as opposed to attempting to do it during the meeting. 
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Set the Right Atmosphere 

The quickest way to lose the audience, other than being a boring speaker, is to speak in a room where the 
temperature is too high for participants or ventilation is poor. That, coupled with a dark meeting room, encourages 
people to fall asleep. 

Caution 

It's an anthropological phenomenon: As soon as it's dark, one's brain gets the message that it's okay to doze off. A 
warm room or a lack of oxygen aids the process. 

You always want to meet in a well-lit room with excellent ventilation. If you have a choice between having a room be 
slightly too warm or slightly too cool, opt for cool. A cool room will keep participants fresh and alert. A cold room 
may prompt them to complain, but no one will doze off. 

If participants need to take many notes or work from laptop computers, make sure there are flat surfaces on which 
they can work. Pens, pads, cold water, and possibly tea or coffee all can help. 

If a meeting is going to last longer than 90 minutes, schedule breaks someplace in the middle for at least 5 to 8 
minutes. You lose the attention of participants who are thinking about getting a tissue, making a phone call, or going 
to the bathroom. You also lose attention of participants because people's attention spans in this day and age are only 
so long. 

Consider these room atmospherics when conducting a meeting: 

• 

Meet in a room where participants won't be disturbed by ringing phones, people knocking on the door, and 
other intrusions. 

• 

Meet in a room with wall-to-wall carpeting and walls adorned with pictures, posters, curtains, and the like to 
help absorb sounds and to offer a richer texture to the voices being heard. If you meet in a room with a tile 
floor, cold metal chairs, and blank, thin walls, participants will want the meeting to be over sooner, no matter 
what's being discussed. 

• 

Meet in a room with comfortable seats that support the lumbar region of the back. Overly comfortable seats 
may encourage people to nod off. 

Tip 



Everyone's seat, ideally, should be the same. No one should be seated higher or lower than anyone else. 

• 

If everyone already knows everyone else in the room, nametags are not necessary. In general, however, 
nametags or name cards on the table aid communication. When one can refer to the name of someone who 
just made a remark, the meeting takes on a warmer, friendlier tone, and participants have the opportunity to 
bond with each other more easily. 

• 

In some groups, the secretary or transcriber takes notes of everything said. Other groups use a tape 
recorder, which is far more efficient, and have the notes transcribed afterwards. Either way, tape recorders, 
pocket dictaphones, overhead projectors, slides, chalkboards, whiteboards, and all other equipment should 
be set up far in advance and tested before the meeting begins. One should also check for replacement 
batteries, light bulbs, extension cords, and all supporting equipment. 

Achieve the Desired Objectives 

Some groups meet with an accountant, an attorney, or other advisor as a method of keeping the meeting on track or 
headed toward its desired objectives. Local chapter meetings of Toastmaster International, for example, include a 
parliamentarian who routinely advises the group members as to when they have strayed from established protocol. 

Some groups choose to have one person serve as timer. The meeting manager or other designated professional also 
may choose to indicate when a matter is best handled by a subgroup such as a task force or select team to the group 
at hand. Former Secretary of State Dr. Henry Kissinger once said that there was no purpose in having a meeting 
unless the desired outcomes were known in advance. (He also said, "The absence of alternatives clears the mind 
marvelously.") 

For those items on the agenda with a corresponding objective, the group leader or meeting manager has the 
responsibility to seek progress toward the objective. What else needs to be accomplished, and by when, to meet the 
overall objective? As you learned in Lesson 2, "Shaping Your Future," the overall objectives for those selected items 
need to be … 

• 

written down. 

• 

quantified. 

• 

assigned specific time frames. 



The meeting manager has the primary responsibility to maintain the atmosphere for all participants; otherwise, the 
meeting comes off as an edict: "I say; you do." Edicts don't encourage people to want to attend meetings in the future, 
nor be participants, even when something vital and interesting is presented. 

Plain English 

Facilitator 

The person charged with forwarding the action in regards to a particular event. 

Most importantly, the meeting manager serves as facilitator, eliciting the best of responses from participants, 
encouraging them to cooperate with one another, and encouraging them to truly function as a team. 

Handle Rifts 

In even the smallest of groups, the diverse backgrounds and personalities of participants ensure that there will be 
some clashes on occasion. A skilled meeting manager can help keep the disruption to a minimum. 

Perhaps the rifts between individual participants can never truly be closed, but at least they can be minimized. For the 
good of the group and the accomplishment of its objectives, participants can be taught to understand that the whole 
needs to be larger than the sum of its parts. That can only be done through effective teamwork. 
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Follow Up Meetings


The most effective meeting managers have the courage to engage in meeting follow-up. They meet with participants 
afterwards to find out what participants thought was effective in the meeting, what could be added, what could be 
dropped, and how meetings could be improved. The manager then ruminates on these suggestions and incorporates 
those that would make a significant contribution. 

Caution 

Too many managers, in the erroneous attempt to save time, don't bother to gather any feedback from participants 
following the meeting. They figure that their own observations were plenty, so why bother to take the time to consult 
with others? 

If meeting participants are part of a team that is charged with meeting an objective, and the meeting manager can 
facilitate that by having more effective meetings, then listening to feedback from participants is ultimately a time-saver. 
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The 30-Second Recap 

• 

Most meeting managers never bother to interview participants before a meeting to ensure an effective 
meeting. Yet if you want to achieve desired objectives, interviews represent a great time-saver. 

• 

Circulating an agenda in advance with a list of topics and proposed time frames helps participants come to 
the meeting prepared and ready to stay on track. 

• 

The meeting room atmospherics are as important as any other element of the meeting for ensuring that 
participants feel awake and alert. Hence, selection and inspection of the room beforehand and inspection of 
equipment and supporting items are crucial. 

• 

Post-meeting interviews of participants to elicit their feedback and suggestions for meeting improvements can 
help to dramatically increase the effectiveness of future meetings. 
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Lesson 14. Managing Time on the Road


In this lesson, you will learn how to increase personal effectiveness by being productive while traveling by 
car, public transportation, or airplane. 
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Be Productive While Driving 

As each month passes, a variety of new electronic gadgets becomes available with increasing capabilities over those of their 
predecessors. Using plug-in or wireless equipment, you can connect with phones, faxes, e-mail accounts, the Web and everything in 
between. Regardless of the type of equipment you employ, the fundamentals of being productive while on the road stay relatively 
the same. 

Make no mistake, when you're driving, your principal activity is driving. Studies show that driving while speaking on a cell phone 
quadruples the risk of an accident and increases the risk of dying in an accident 11 times. You can give your sharp attention in only 
one basic direction. 

Caution 

If you are pulled up to a traffic light or sitting in slow-moving traffic, it is still dangerous to talk on a cell phone, even a hands-free 
cell phone. Don't do it. Pull off to the side of the road if you must make a call. 

Listening to music or speaking with someone in the passenger seat does not pose the same risk. The reason is that your sharp 
attention can continue to be on the road, and as practical, you can give some attention to the radio, CD, or the passenger in the seat 
next to you. However, at any given moment, your driving takes precedence. This is not the case with the use of the cell phone; 
concentrating on the conversation with someone at a distance and driving compete with one another. 

If you ride with people on the way to work because you are part of a car pool or van pool, try to commute with those with whom you 
enjoy conversing. Surprisingly, you may have more lively conversations with someone who does not work with you and benefit 
from the crossfertilization of ideas. 

Tip 

Keep your car windows closed and the heat or air conditioner on. Studies show that you will obtain the same miles per gallon as you 
do with the windows open and the heater or air conditioner off, and the ride will be much quieter. 

If you decide to listen to something, play a CD or cassette that is invigorating or inspiring. Visit your library and find lectures, plays, 
and essays on cassettes or CDs. Or, play classical music whose rhythms and composition have been shown to promote healing and 
well-being as opposed to other forms of music, which can have a disconcerting effect. 
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Make the Most of Your Commute


A daily commute can be drudgery. You crawl along bumper to bumper, inhaling the fumes of the thousands of cars 
before you, on a superhighway that effectively operates like a slow-moving parking lot. Whether the traffic is moving 
fast or slow, use commuting time to contemplate your day. Consider what is on your agenda for the morning, who 
you will be meeting, what you will be doing, and then see yourself successfully handling it all. 

Tip 

A major key to personal effectiveness while commuting is to use that time for reflection, instead of automatically 
flipping on the radio or engaging in some other activity that essentially represents filling the time. 

One way to avoid the masses in the morning and afternoon is to depart when everyone else isn't. If you can leave an 
hour or an hour and a half earlier or later than everyone else, you're likely to have smoother sailing. Consider getting 
up at your normal time, working for an hour and a half at home, and then departing for the office. Perhaps you can do 
the same at the end of the day by leaving early in the afternoon, getting home without fighting a lot of traffic, and then 
working for another hour or hour and a half. Or perhaps you prefer to leave after everyone else does at the end of 
the day. 

Once a week, try telecommuting instead of going into the office. These days almost everyone is wired to their offices 
by fax, modem, and telephone. If you can stay home even one Wednesday every other week, you'll find that you're 
far more productive in handling the kinds of tasks that are hard to tackle in a hectic office. 

For variety, one time a week take a different route home. Even if you end up spending an extra 5 or 8 minutes driving 
home, it's worth it to see another section of town, to pass other stores and neighborhoods, and to stimulate your 
thinking. 

Caution 

Commuting back and forth on exactly the same path day after day, week after week, can put you in a rut. Varying 
your routine a little can be beneficial in many ways. 
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Prepare for Contingencies 

Keeping your car in absolutely the best running condition is the first prerequisite to success on the road. You only 
have to break down once in a strange location to experience how unproductive a day can be. Take your car in for a 
tune-up on a regular basis, as the manufacturer recommends. It doesn't hurt to take the car in anytime you even 
suspect that something is not operating as it should be. 

If you're not a member of one of the national auto clubs, it pays for you to become one. If you have to have your car 
jump-started or towed only once per year, the annual cost of membership has already paid for itself. Having this kind 
of security is priceless. By dialing an 800 number, you can have a top-flight garage with a qualified towing specialist 
on the scene almost wherever you are, usually in 45 minutes or less. 

Keep an extra set of car keys someplace under the bumper in one of those hide-a-key compartments. Also, have 
spare house keys hidden in your car, just as you would have spare car keys somewhere in your house. Getting 
locked out is not productive. Having to call somebody to open your car is a waste of time and money. 

Hide a roll of dimes and a roll of quarters in your car to use for parking meters, pay phones, and vending machines. 
Keep a back-up briefcase or folder in your trunk with stamps, envelopes, pen, paper, calculator, and perhaps 
important phone numbers. What else is worth storing in the car? A gym bag with socks, extra underwear, a 
toothbrush, tissues, flashlight, sunglasses, less frequently used credit cards, library cards, first aid kit, umbrella, a 
raincoat, a hat, and some gloves among other things. 

If you ride with a notebook or palmtop computer, undoubtedly you have key addresses and key phone numbers with 
you. If not, hide important phone numbers, pin numbers, and access numbers someplace in your car where they will 
never be found, but where you can draw upon them in a hurry if you need to. 
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Organize Your Errands


Instead of letting all your errands stack up for the weekends, designate one night per week as errand night. For 
example, make Monday, Tuesday, or Wednesday night the night when you handle errands on the way back from 
work. Prepare for multiple stops by making a brief list and affixing it to your dashboard. 

Keep a file folder, envelope, or pouch handy for assembling the various tickets, sales slips, and so forth that you will 
be dispensing and collecting. If you can, keep the passenger side of your car clear so that it serves as your command 
center on wheels. 

Tip 

Buy in bulk so you don't have to return to various stores as often, or have the stores come to you by finding vendors 
on the Internet who can pick up and deliver. 

While running your errands, listen to books on tape or uplifting music as discussed previously. Whenever you control 
your environment, particularly in your car, you have a better chance of staying energetic and alert. If you incur traffic 
backups, long lines, or other delays, fold up the tent and head home. It's no use trying to force your way through the 
crowds. You can handle errands another night, preserve your weekends, and get it all done in less time and with less 
bother. 

As more and more of what you need to do can be done via catalogs and the Internet, you may find that a couple of 
hours a week is more than enough to take care of errands. Rather than pick up stamps at the post office, order them 
by mail. Rather than dropping off deposits at the bank, mail them in. Every time that you don't have to get into your 
car to accomplish something, you save time, preserve your vehicle, and keep your sanity. 
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Be Productive on Public Transportation 

If you are one of the less than 10 percent of the working population who gets to work via public transportation, my 
hat is off to you. Though cities have designed vast subway and bus systems, the majority of commuters still get to 
work by automobile. There are many ways to be productive while on a bus, subway, train, or van. 

To tune out surrounding noise, use a portable cassette or CD player. Chose what you want to listen to, but make 
sure that it's uplifting, informative, and generally supports how you want to be and feel in life. 

If you travel with a palmtop or notebook computer, you may wish to sit on the nonsunny side of the vehicle, 
depending on the brightness of your screen. Also, be sure to have plenty of recharged batteries available for the ride. 
Murphy's Law says that your batteries will fail you about 5 minutes after you get started. Quash that possibility by 
always traveling with fresh batteries, and having a backup pair ready to draw upon. 

Plain English 

Murphy's Law 

The age-old axiom stating that if something can go wrong, it will go wrong. 

Caution 

Do not house your expensive computer in a traditional carrying case, because these are targets for thieves. Instead, 
carry expensive equipment in a satchel or worn briefcase. 

The lighter that you travel, the more adept you will be at getting on and off the bus, subway, train, or other vehicle. If 
you have been commuting for any length of time, you know how long the ride will take, so you can plan your work 
accordingly. I've seen many adept professionals practice what I call vest-pocket management. They are able to pull 
out a pad or pen, business cards, Post-It notes, a palmtop computer, a handheld calendar, a pocket dictator, or 
variety of other work-related tools from their vest pocket, get to work at the drop of a hat, and pack up just as 
quickly. If you continually have to fumble through a large briefcase to find a pen or key folder, you're not going to be 
highly efficient while working on public transportation. 

If you read a lot during your time on public transportation, bring materials you can quickly pare down. For example, 
if you are plowing through several magazines, quickly detach the articles that appear to be of interest and recycle the 
rest of the magazine. You may want to purchase a small slasher (available in any office supply store), which enables 
you to deftly remove articles from a newspaper or magazine by making a light incision around what you have 
selected. Your goal while traveling is to always have less at the end of your trip to carry. 

Tip 



Always retain the smallest volume of paper that serves your purposes. For example, save the one page from an 
article that contains key information instead of saving the whole thing. 

With the availability of hand-held scanners, you can now travel with a pocket scanner, scan in one line of a document 
at a time, and end up carrying little paper. Likewise, if you travel with a pocket dictator, simply dictate the key 
phrases, phone numbers, and other tidbits of information you want to retain. Later you can transcribe your own tape 
or have someone else transcribe it and have the information on hard disk. 

If you travel with a cell phone, be respectful of other passengers. Turn away from the open area, modulate your 
voice, and keep your conversations as short as practical. You may think that you're taking care of all kinds of 
business and that you're so efficient, but to everyone else around you, you are a crashing bore. 

Checking for voice mail messages, e-mail, and other correspondence can now, of course, all be easily handled while 
in transit. However, don't whip yourself into a frenzy over the gathering of these messages. They will all still be there 
when you arrive at your destination. Too many career professionals, in the erroneous belief that they have to stay 
connected, wired, and available every nanosecond of the day, heap far more stress and anxiety upon themselves than 
the previous generation of career professionals ever had to contend with. 

Caution 

Incessantly checking voice mail and e-mail is usually not the hallmark of a highly efficient person; it's the hallmark of 
someone who is obsessed. 
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Fly the Friendly Skies 

With increasing passenger loads and more restrictive airline configurations, airline travel has become increasingly 
stressful in the last few years. The key to being productive while traveling by air is to stay light and take care of as 
many things as you can beforehand: 

• 

Pack the night before and pack as light as you can. 

• 

Use the smallest possible size of various toiletries. 

• 

Use rolling luggage so that you don't have to lift your bag. Most airlines will accept carry-on luggage of 22 
inches by 14 inches by 9 inches. Thus, you can roll your luggage onto the plane and never have to check your 
bag, which saves a good 15 to 20 minutes at the end of each flight. 

• 

Don't pack anything that you know your hotel or host destination already supplies. You can always call in 
advance to get the list of what is offered. You'll have a lot more room in your suitcase if you don't have to 
pack a bathrobe, an alarm clock, a hairdryer, and so on. 

The airlines will let you take two bags on board. If you have to pack a second bag, use something that fits on the top 
of your rolling cart luggage so that you can roll them both instead of lifting either bag. If the second bag is your 
briefcase, pack it lightly and efficiently. If you have to have more than two bags, you might as well check them all, 
because waiting for one bag is roughly going to be equal to the time you have to wait for all of your bags. 

If you have a lengthy trip with many stops, rather than bringing enough clothes for each day, bring enough clothing for 
half the trip plus one day. In other words, if you are traveling for 9 days, bring 5 days' worth of clothing. If you are 
traveling for 10 days, bring 6 days' worth of clothing. Then, as you approach half of your trip, get everything cleaned 
while on the road. Taking advantage of laundry and valet services costs a little money, but you're far better off 
dispensing a few dollars here and there than toting an incredible burden of heavy clothing. 

Bring U.S. Priority Mail packages with you so that as you collect paper information during your travels you can mail 
them back to yourself rather than continuing to carry them. At a little more than $3, a U.S. Priority Mail pack is 
relatively inexpensive, is made of tyvek material so that it can't rip, and has a self-adhesive closing flap. You can stuff 
the package full, and the post office hardly ever loses them. Bring address labels for both your destination and your 
home base to save you from having to write out your name and address. 

Plain English 

Valet 



Traditionally, a personal attendant; hotel/ business services that pick up and drop off of garments and other personal 
items. 
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Book Your Flight and Get It Right 

Never, ever buy tickets at the airline counters the day of your departure. If you do, you're likely to get the worst 
seats at the highest price. You want to buy your tickets in advance so that you can get the bulkhead, the wing row, or 
an aisle, each of which offer more room than being in the middle or in a window location. If you prefer the window, 
fine. Most business travelers want the flexibility of an aisle seat. On an aisle seat, you can get to the bathroom more 
easily, you can stretch, and you can get to the magazine rack if you so choose. 

Always bring a water bottle with you so that you don't have to wait for flight attendants to come around to quench 
your thirst. A few sips here and there can make all the difference between maintaining high energy and high 
productivity, and being sluggish, dehydrated, and not getting the quality of work done that you had hoped to. Always 
bring your own snacks. Pack carrots, cucumbers, apples, bananas, sunflower seeds, peanuts, and anything else that 
is healthful and will give you an energy boost. 

Caution 

Avoid bringing heavily sugared or salted snacks that offer nothing more than empty carbohydrates. These snacks will 
drain you of energy, leave your body starved for nutrients, and make you far less efficient. 

If you're meeting a client after you touch down, you may have to wear your full business suit; otherwise, wear loose 
and comfortable clothing. You want to be able to move around freely. Sitting in an airplane seat for hours can be 
confining. Of late, with smaller seats and heavier passengers, it can be an ordeal. Avoid heavy clothing, tight shoes, 
restrictive belts, and anything else that reduces respiration, ventilation, and circulation. 

If you're flying in the middle of the day and the sun's ultraviolet rays are more pronounced, especially if you're flying 
above the clouds, don some sunglasses. Also use the airline overhead lighting and lower your window cover. Your 
eyes won't get nearly as fatigued. 

Tip 

If you need to sleep on the plane, put on a baseball cap with a message on the rim saying something like "Sleeping, 
do not disturb." If you need to work, consider wearing a cap that says, "On deadline, please do not disturb." You'd 
be surprised how well people obey these messages. 

Avoid alcohol anytime during your flight, even if it's at the end of the day, you are heading home, and there is no more 
work to be done. You might think that it is relaxing to finish off the day with a beer, wine, or other alcoholic 
beverage, but you'll end up dehydrated and more tired than you would otherwise feel. If you need a nightcap, wait 
until you are home. 

The 30-Second Recap 



• 

In a highly mobile society, the chances are increasing that you will be spending some time in a moving vehicle. 
By making adequate preparations beforehand, you maximize your potential for being at your best while in 
motion and afterwards. 

• 

Assemble in advance the equipment, reporting items, snack items, and other creature comforts that enhance 
the way you work and rest. This will give you the highest probability of being productive while on the road. 

• 

Check for voice and e-mail messages periodically throughout the day, but don't become obsessed about it. 
You don't need to check every few minutes. 
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10 Minute Guide to Managing Your Time
 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

"handling each piece of paper once" myth , 2nd "needing to complete things faster" myth "relying on scheduling tools" myth 

"work smarter rather than harder" myth

 See : Pareto's Principle 80/20 rule , 2nd  , 3rd 

A aidsscheduling time management myths , 2nd , 3rd airline travel maximizing productivity , 2nd alarms scheduling software 

tools anger managing answering devices minimizing interruptions applyingPareto's Principle small firms , 2nd aromatherapy 
alleviating stress arrangingoffices tossing and recycling items , 2nd assessing necessity of office items assignmentsdelegating 
explaining delegated tasks , 2nd atmosphere meetings avoidingpitfalls delegating tasks , 2nd , 3rd time traps television , 2nd 

, 3rd , 4th 
I l @ve RuBoard 



I l @ve RuBoard 

10 Minute Guide to Managing Your Time
 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

"handling each piece of paper once" myth , 2nd "needing to complete things faster" myth "relying on scheduling tools" myth 

"work smarter rather than harder" myth

 See : Pareto's Principle 80/20 rule , 2nd  , 3rd 

A aidsscheduling time management myths , 2nd , 3rd airline travel maximizing productivity , 2nd alarms scheduling software 

tools anger managing answering devices minimizing interruptions applyingPareto's Principle small firms , 2nd aromatherapy 
alleviating stress arrangingoffices tossing and recycling items , 2nd assessing necessity of office items assignmentsdelegating 
explaining delegated tasks , 2nd atmosphere meetings avoidingpitfalls delegating tasks , 2nd , 3rd time traps television , 2nd 

, 3rd , 4th 
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 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

Bbackup systems reinforcing goals balancemaintaining taking a break from technology , 2nd beepers minimizing interruptions 

being organized , 2nd applying to all facets of life determining what to retain versus what to toss (chart) keeping perspective 

piles and clutter bots , 2nd breathingdeep alleviating stress 
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 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

C calendar systems , 2nd scheduling software tools car maintenance preventing breakdowns career priorities establishing 

your life's priorities categoriespriorities spiritual cellular intelligence following instincts chart forms scheduling software tools 

charts determining what to retain versus what to toss flowcharts Gantt chlorophyll alleviating stress classification organizing 

piles and clutter clutter determining what to retain versus what to toss (chart) determining what to retain versus what to toss 

0(chart) organizing recycling communication alleviating stress commutesmaximizing productivity public transportation , 2nd 

, maintaining managing interruptions , 2nd continuous necessity assessments office items 
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 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

Ddate stamping filing deadlines reinforcing goals declining requests , 2nd tactful responses deep breathing alleviating stress 

defeating perfectionism , 2nd delegating , 2nd assessing recipients of delegated tasks avoiding pitfalls basic principles 

determining what to delegate veterans , 2nd explaining delegated tasks desksorganizing insides , 2nd , 3rd determining 
highest and best use of your time tasks to delegate veterans , 2nd determining what to retain versus what to toss (chart) , 2nd 

deviceswhite noise Sound Screen , 2nd diminishingenvironmental stress white noise devices , 2nd , 3rd stress walking 

distractions , 2nd  , 3rd  , 4th identifying messages , 2nd , 3rd , 4th , 5th preventing drag-and-drop features scheduling 

software tools drinking water alleviating stress driveshard organizing , 2nd drivingmaximizing productivity organizing errands 

, 2nd drop-down menus scheduling software tools 
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 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

E e e-mail , 2nd effectivenessmeetings maximizing , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th , 11th , 12th , 13th , 14th 

, 15th , 16th , 17th , 18th , 19th eliciting meeting participation entropy , 2nd environmentstress related to environment 
potential sources , 2nd time traps need for a perfect environment , 2nd ergonomicsdiminishing environmental stress , 2nd , 3rd 

, 4th , 5th , 2nd, 6th errands organizing establishingpriorities setting goals , 3rd explaining delegated tasks 
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 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

Ffacilitators meetings family priorities establishing your life's priorities fax machines , 2nd featuresdrag-and-drop scheduling 

software tools filing , 2nd creating files in advance of need date stamping headings organizing hard drives paring down files 
determining what to retain versus what to toss (chart) , 2nd tickler files financial priorities establishing your life's priorities 

flowcharts , 2nd focus limiting maintaining managing interruptions , 2nd right now The Path of Least Resistance (Fritz, Robert) , 

2nd , 3rd , 4th , 5th follow-up meetings formschart scheduling software tools Fritz, RobertThe Path of Least Resistance 
, 2nd , 3rd , 4thfocusing on right now 
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G Gantt charts , 2nd Gilbreth, Frank time and motion studies goalsreinforcing visualization , 2nd setting guidelines , 2nd grids 
determining important and urgent tasks groupsjoining reinforcing goals , 2nd , 3rd guided imagery alleviating stress guidelines 
setting goals 
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H
 See : PDAs handheld computing devices hard drives organizing headings files hierarchymessages minimizing interruptions , 

2nd How to Get Control of Your Time and Your LifeLakein, Alan increasing personal productivity , 2nd , 3rd humor 
alleviating stress 
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Iicons scheduling software tools identifyingdistractions messages , 2nd , 3rd , 4th , 5th imageryguided diminishing stress , 

2nd important tasksdifferentiating urgent vs. not urgent Pareto's Principle , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th , 

11th , 12th , 13th , 14th incentivescombating tardiness hardball techniques , 2nd increasingpersonal productivity 
determining the highest and best use of your time , 2nd , 3rd informationlimiting prereaders , 2nd , 3rd , 4th inner wisdom 
following instincts instincts following Internet , 2nd bots e features of good Web sites m p interruptions beepers managing 

, 2nd , 3rdfocusing on task at hand , 2nd messages creating a message hierarchy , 2nd other people minimizing 
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KKoch, Richard The Secret to Achieving More With Less 
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LLakein, AlanHow to Get Control of Your Time and Your Life increasing personal productivity , 2nd , 3rd limiting focus 

, 2nd , 3rdof time information exposure prereaders , 4th lists priority 
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M m machines fax mail e-mail voice maintainingconcentration managing interruptions , 2nd maintaining balance taking a 

break from technology managing anger time myths , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th , 11th , 12th , 13th 

massages alleviating stress maximizingmeeting effectiveness staying on track , 2nd , 3rd , 4th meditation alleviating stress 

meetingsmaximizing effectiveness staying on track , 2nd , 3rd , 4th mental priorities establishing your life's priorities 

menusdrop-down scheduling software tools messagesminimizing interruptions creating a message hierarchy , 2nd meta tags 

words mettle

 See : Gantt charts milestone charts minimizinginterruptions other people , 2nd , 3rd Murphy's Law myths (time management) , 

2nd handling each piece of paper once needing to complete things faster relying on scheduling tools work smarter rather than 

harder 
I l @ve RuBoard 



I l @ve RuBoard 

10 Minute Guide to Managing Your Time
 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

N nature of time , 2nd focusing on right now , 2nd limiting focus necessity assessments office itmes nolearning to say no 
, 2nd , 3rd , 4th , 2nddeclining requests with tact , 5th noisediminishing white noise devices 
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Oofficesarranging tossing and recycling items , 2nd filing items tickler files , 2nd organizationarranging offices tossing and 

recycling items , 2nd determining what to retain versus what to toss (chart) filing tickler files , 2nd organization 
, 2nd , 3rd(personal)principles psychic rewards 
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P p
 See : beepers pagers

 See : PDAs palmtops paper handling tactics , 2nd Pareto's Principledetermining important and urgent tasks applying to 

small firms , 2nd paticipationmeetings eliciting , 2nd PDAs (Personal Digital Assistants) , 2nd perfectionism defeating , 2nd 

time traps need for a perfect environment , 2nd personal organizationprinciples psychic rewards , 2nd , 3rd personal 
productivityincreasing determining the highest and best use of your time , 2nd , 3rd personalities type A physical priorities 
establishing your life's priorities physiologysigns of stress alleviating , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th , 11th , 

12th piles determining what to retain versus what to toss (chart) organizing recycling pitfallsavoiding delegating tasks , 2nd , 3rd 

planningsoftware time management myths , 2nd , 3rd positive attitude alleviating stress prereaders , 2nd preventing 
distractions principles delegating organization psychic rewards , 2nd , 3rd prioritiescategories spiritual establishing setting 

goals , 2nd , 3rd priority lists productivitymaximizing while driving , 2nd , 3rd personal increasing , 2nd , 3rd project 

managementscheduling tools time management myths , 2nd , 3rd psychic rewards being organized public transportation 
maximizing productivity 
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Q quiet time , 2nd 
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Rradio time traps recycling organizing piles and clutter reinforcementgoals visualization , 2nd relationshipsvalue-for-value 
Ringer, Robert , 2nd , 3rd relativitytime limiting focus , 2nd requestsdeclining tactful responses , 2nd , 3rd , 4th , 5th 

rewardspsychic being organized , 2nd , 3rd rifts meetings right nowfocusing attention The Path of Least Resistance (Fritz, 

Robert)> Ringer, Robert value-for-value relationships 
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S saying no , 2nd declining requests with tact schedulingtools time management myths , 2nd , 3rd search enginesmega meta 

words self-talk alleviating stress setting goals guidelines shelves organizing offices signsphysiological stress , 2nd , 3rd , 4th 

, 5th , 6th , 7th , 8th , 9th , 10th , 11th , 12th slack small firms applying Pareto's Principle social priorities establishing your 

life's priorities softwareplanning time management myths , 2nd , 3rd push scheduling tools icons Sound Screen white noise 

devices sources environmental stress spiritual priorities establishing your life's priorities staying on track meetings 

stressalleviating symptoms walking environmental potential sources , 2nd physiological signs alleviating , 2nd , 3rd , 4th , 

5th , 6th , 7th , 8th , 9th , 10th , 11th , 12th stretching alleviating stress studiestime and motion Gilbreth and Taylor , 2nd , 

3rd supply cabinets organizing offices symptomsstress alleviating , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th , 11th , 

, 2nd12th systemsbackup reinforcing goals , 2nd calendar scheduling software tools filing tickler files 
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Ttactful responses declining requests tags meta tardinesscombating hardball incentives , 2nd tasksdelegating determining 

what to delegate , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th determining importance and urgency Pareto's Principle , 2nd , 3rd , 

4th , 5th , 6th , 7th , 8th , 9th , 10th , 11th , 12th , 13th , 14th Taylor, Frederick time and motion studies 

techniquesalleviating stress walking technology e-mail fax machines Internet p PDAs taking a break from technology voice 

mail television negative effects time traps The Path of Least Resistance (Fritz, Robert) focusing on right now , 2nd The Secret 
to Achieving More With Less Koch, Richard theoriestime management Gilbreth and Taylor's time and motion studies , 2nd , 

3rd , 4th tickler files , 2nd timemanaging myths , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th , 11th , 12th , 13th nature 
of time limiting focus , 2nd time and motion studies Gilbreth and Taylor time traps anger perfectionism need for a perfect 

environment , 2nd radio television toolsscheduling time management myths , 2nd , 3rd travellingairlines maximizing 

, 2nd , 3rd , 4thproductivity , , 2nd 
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Uurgent tasksdifferentiating important vs. not important Pareto's Principle , 2nd , 3rd , 4th , 5th , 6th , 7th , 8th , 9th , 10th 

, 11th , 12th , 13th , 14th 
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V valets value-for-value relationships Ringer, Robert visualization alleviating stress reinforcing goals vitamins alleviating 

stress voice mail , 
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Wwalking alleviating stress white noisedevices Sound Screen , 2nd words meta World Wide Web , 2nd bots e features of 

mgood Web sites p 
I l @ve RuBoard 



I l @ve RuBoard 

10 Minute Guide to Managing Your Time
 [Symbol][A][B][C][D][E][F][G][H][I][K][L][M][N][O][P][Q][R][S][T][U][V][W][Y] 

, 2nd , 3rdYyour life's prioritiescategories spiritual establishing setting goals 
I l @ve RuBoard 


	Starting Page
	Table of Content
	Front Matter
	Introduction
	Acknowledgments

	Lesson 1. Understanding Time Management
	Grasp the Nature of Time
	Cut Through the Myths Surrounding Time Management
	Increase Your Personal Productivity
	Rely on Your Inner Wisdom

	Lesson 2. Shaping Your Future
	The Importance of Establishing Priorities
	The Broad Categories of Life
	The Nitty-Gritty of Identifying Priorities
	Goals to Support Your Priorities
	Ways to Reinforce Your Goals

	Lesson 3. Avoiding the Tyranny of the Urgent
	Know What's Important
	Apply Pareto's Principle
	Welcome Pareto's Principle in Small Firms

	Lesson 4. Scheduling for Results
	The Fundamentals Remain the Same
	Scheduling Tools Fit for the Pros

	Lesson 5. Getting Organized
	Entropy in Your Office
	Piled High But Not Hopeless
	Keeping It in Perspective

	Lesson 6. Managing Your Desk and Office
	Starting at the Top
	The Nuts and Bolts of Filing

	Lesson 7. Surviving Information Overload
	How Bad Is It?

	Lesson 8. Taming Technology
	You've Got the Whole World in Your Palm
	The Internet Prevails
	Go for a Walk in the Woods

	Lesson 9. Keeping Interruptions to a Minimum
	Have You Been Distracted Today?
	Get Serious About Quiet Time
	Know Thy Turf
	Interruptions Are My Business

	Lesson 10. Multiplying Your Time Through Delegation
	Making It Work
	What to Delegate

	Lesson 11. Avoiding the Time Traps
	The Fear of Saying No
	Decline with Tact and Empathy
	Defeat Perfectionism
	Avoid Creating the Perfect Environment
	Manage Your Anger
	Turn Off the Boob Tube
	Discover Auditory Medication

	Lesson 12. Managing Stress
	Watch Out for Signs of Stress
	Take Charge and Win
	Type A Is Okay
	Adopting New Techniques

	Lesson 13. Streamlining Your Meetings
	Make the Most of Meetings
	Keep Meetings on Track
	Set the Right Atmosphere
	Follow Up Meetings
	The 30-Second Recap

	Lesson 14. Managing Time on the Road
	Be Productive While Driving
	Make the Most of Your Commute
	Prepare for Contingencies
	Organize Your Errands
	Be Productive on Public Transportation
	Fly the Friendly Skies
	Book Your Flight and Get It Right

	Further Reading
	Index
	Index A+SYMBOL
	Index B
	Index C
	Index D
	Index E
	Index F
	Index G
	Index H
	Index I
	Index K
	Index L
	Index M
	Index N
	Index O
	Index P
	Index Q
	Index R
	Index S
	Index T
	Index U
	Index V
	Index W
	Index Y


