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Why you and I need this book


In this busy world, we all have a great many tasks to perform each day, with seemingly precious little time to get them done. This book will introduce you to the Step Method - a guaranteed method of gaining you extra time every day - starting from Day 1. The objective is to get you back on top of your workload - and stay there.


As companies and organisations seek and need to become more efficient to survive, so headcounts are being reduced, and departments and divisions merged. But there may still be the same amount of work to be done - and the remaining staff have to find a way of completing everything with fewer and fewer resources.


Sometimes this same problem can arise as the result of the business or organisation being successful. With more and more work being generated, but not enough extra staff to do it, the existing staff have to find a way to cope.


Many companies and organisations have implemented employment freezes. When members of staff leave, replacements cannot be recruited and the same problem of too much work for too few staff occurs again. Sometimes, it is not a change in circumstances that has resulted in staff not having enough time to get all the work done - it’s just always been like that and everyone has to live with it.


This list is by no means exhaustive, and I’m sure there are a few situations that you’d like to add, but there is no getting away from it, falling behind with your work is a widespread and serious problem.


When it happens, you may find yourself ignoring all the tasks you know to be important, indeed vital, in favour of doing those things that are time critical. You end up rushing from one deadline to another. Strategic thinking, development of the business, or simply providing a good service go out of the window and it is very dissatisfying. In addition, it is often the case that the important things are also the most enjoyable - that’s why you took the job in the first place - and there’s just no time to do them.


Within companies and organisations the problem is cumulative. Work generally goes from one department to another through an organisation. If one department becomes a bottleneck, it causes problems in other departments. How many projects get delayed because someone “didn’t have the time” to do their part? Incredibly, this is almost becoming an acceptable excuse for non-performance, as more and more people fall behind in their work. The more frequent expectation that “time pressure” is an acceptable excuse may be evidence of deeper management problems. The organisation is in serious trouble when people are unable to get important work completed for want of time. (And don’t go thinking that prioritizing your work by importance is the answer, because it often isn’t - but more of that later.)


Falling behind doesn’t just have serious consequences for the organisation, but may have important ramifications for the individual(s) concerned. It is almost impossible to do a good job when you have a backlog of work and this raises problems of lack of confidence, discontentment and stress. For many reasons, top management rarely address this specific and important problem. Often they don’t see that it is their responsibility to ensure that the members of their team have the time (and not just the skills) to do an effective job. Sometimes they simply don’t see the harm that is being caused. In many cases the same problem is affecting them too and they don’t know how to get themselves out of trouble, let alone help their team.


This is why you and I need the Step Method.


The book is not just for middle and senior managers........in fact it’s not just for managers. It is for anyone wanting to move forward in their chosen career/organisation. It works just as well for a doctor as receptionist, just as well for a warehouse assistant as his boss, just as well for a board director as a management trainee, - so don’t think it doesn’t apply to you. If you have a job, paid or unpaid, or a position in an organisation, then there will be times when you will have too much work to do in the time available. You may well be one of the many who are completely snowed under. You need to find a way to get back on top of your work and stay there, so that you can concentrate on the really important (and enjoyable) parts of your job, and make yourself successful.


Whilst this book is primarily aimed at solving the problems of the over- worked, the same principles apply to anyone who is looking to get more done in a given period of time. If you want to achieve more, create extra thinking time, or simply want to spend more time with your family this book will help you achieve your aims.


Over the years, I have tried many different ways of approaching and tackling this problem. The result is an easy to understand and follow, 4 Step Method to overcome the problems of too much work in too little time. The Step Method is a guaranteed way of saving you time; this will be self-evident as you move through the book. It has been implemented in many organisations and is always effective.


As you move through the Steps, you will discover many completely new ideas, but some of these ideas you will have already worked out for yourself (at least I hope so). Simply follow the timing and process of each step merging the new ideas with those you already know. It’s not revolutionary, but it will transform your day and guarantees that you will start saving time from day 1. There is one key factor, however, that needs to be carefully monitored. Move through the book, following the steps in order. Each step will seem simple and straight forward and you will want to move on quickly. This would be a mistake. By the time you finish step 4, you will be saving hours every day, but only if you have fully mastered each step in turn - and mastering anything takes time. So it is important that you do not move through the book too quickly and that you do not attempt the next step until you feel you have mastered the one you’re on. Take as much time as you need to become an expert at each step. It’s not a race, it’s about the best way of saving as much time as possible.


Throughout the book, practical examples are used to explain and advise how the Step Method works and how to implement it. Follow them in turn, to get maximum benefit. There is a list of the examples, with page numbers, at the end of book should you need to refresh your memory about any of the points.




STEP 1


Saving time communicating


Modern communication systems have transformed everyday life in general and business/organisational life in particular. We have never been so well informed, and it is quick and easy to communicate with our friends and colleagues. With computers, tablets and smart phones using email, texts and instant messaging, we should save so much time when communicating, that we all should have more leisure time every day.


So how is it that the reverse is true? We are each spending more and more time communicating with each other and it’s taking up the time that we used to spend doing our job. We’ve all heard (and most likely said) “I came back from a week’s holiday to find 300 emails in my inbox” followed by “I spent all of my first day back just answering them.”


Now that virtually everyone has a mobile phone, you’d think that phone communication would be quick and easy for everyone, but the result is that we are spending more and more time on the phone. Add this to the extra time spent on emails and you find that you can’t get anything done because you are on the phone and writing emails all day. It has become a modern curse and one that needs positive action to counteract it (if it’s your job to be exclusively on the phone and/or writing emails, then even more reason to look at some positive action to increase your efficiency).


Another method of communicating that seems to gobble up more and more of our time is meetings. How many times have you tried to contact someone, only to be told “he’s in a meeting”. It’s very frustrating because you’ve wasted time trying to get in contact, as well as wasting even more time having to now wait for your answer. Conversely, how many times have you missed someone trying to contact you because you were in a meeting?


Step 1 provides simple solutions to these problems, dealing firstly with phone calls and emails, then with meetings


(If you never use a telephone, email or attend meetings, skip to Step 2, which will definitely be relevant to your current situation.)


Step 1 - Phone calls and emails


Only you will know the precise amount of time you spend on the phone and emailing. If you follow a few simple rules, experience of implementing the Step method has shown that this time can normally be reduced by 10- 50%. But you don’t have to take my word for it. If you want proof, simply make a note of how long you spend on phone calls and emails on each of the coming few days. Then start implementing Step 1 and time yourself again once you have mastered it. If you only achieve a 25% saving of time you have made a huge step forward, but it should be around 50%. The time you have saved is time you have gained EVERY DAY.


If you want to know your actual % time saved, or simply would like to know how long you currently spend on the phone and emailing, you may find it easier to use the chart below to monitor your current time. Keep the form (or a photocopy of it) close to your phone and computer. Enter the day number - I suggest a minimum of 3 days to get a decent average - then each time you pick up the phone or start emailing make a note of the time from your computer clock, mobile or watch in the space provided. When you switch to an activity other than phoning or emailing enter the finishing time in the relevant box. At the end of the day complete the totals at the bottom.








	

DAY No:




	

Start time




	

Finish time




	

Duration in mins.









	

Example:
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Total minutes on phone and emailing (A)
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If you don’t want to know the amount of time you’ve saved and just want to get started using the Step Method, then simply continue implementing Step 1.


Now take five minutes and re-run in your head the last few telephone conversations you’ve had, and analyse what was said and what was actually achieved. Remember that these two things are totally different. The telephone call will have had an objective, usually in the form of a question. How quickly is the question put and how quickly was it answered? Give this some serious thought as you need to concentrate on what was actually achieved. How much of what was said contributed to the objective of the call and how much was irrelevant to the objective? Our aim is to recognise the objective and achieve the result in as little time as possible. You may find it easier to structure your thoughts using the following table:








	

Phone call with:
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Result




	

Time taken
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Phone call with:
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You should now find it quicker and easier to establish the objective of the call. Using this information, Step 1 will now show you how to make a huge reduction in the time you spend on the phone, whilst achieving the same result.


We now turn to some of the practical Examples which explain how the Step method works and how you should start to implement it. Example 1 deals with a very common occurrence...........your telephone ringing, be it mobile or fixed line. The example shows how to save time doing this everyday activity:




Example 1. Receiving telephone calls


A colleague phones you for a piece of information. There’ll be the “how are you’s” on both sides, a meandering account of the information required and a few bits of gossip. Total time (say) 4 minutes.


Try this:


As soon as the phone goes and it’s established who is on the phone say something like “I’m right in the middle of something - is it quick?” You’d be amazed at how quickly and succinctly their question will be put......easily in a fraction of the time normally taken. Your answer will be expected to be quick too........so just give the answer in as few words as possible and your caller will be happy to put the phone down, lucky in the knowledge that he got his information just in time. The result? - the same has been achieved in less than half the time with the saving of two minutes.
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