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Foreword


One of the reasons I make the most of every day is because I lost my sister Helen unexpectedly, and tragically, when she was just twenty-five years old. People who have been bereaved can no longer pretend that they’ve got all the time in the world and I am always aware that anything can happen to any of us at any time. There is almost nothing as important as making the most of whatever time we have, because none of us knows when it’s going to run out. What I do know, however, is that when my time’s up I don’t want to be saying to myself ‘I wish I’d done . . .’ This might look like a book about time management, but it’s really about fulfilling your dreams and living a life without regret. It shouldn’t take a tragedy for us to realise just how precious time is.

Duncan Bannatyne




Introduction


Time, unlike money, opportunity or good looks, is the one resource that is allocated equally to all of us. No matter what our financial or personal situation, we each get twenty-four hours a day, which is why spending your time more efficiently can transform your life. I’ve heard it said that no man is rich enough to buy back his past, and that’s why I think time is the single most precious resource any individual, or any company, has. Managing it purposefully doesn’t just mean you can do more, it means you can achieve more.

So many people claim that they don’t have enough hours in the day. Whether they’re making excuses as to why they haven’t launched the business they’ve been promising to start, or written the book they’ve been talking about for years, or just haven’t put a load of washing on when they said they would, the answer is usually that they’ve run out of time. What they might not realise is that if you run out of time for long enough, you’ll actually run out of life! That’s why I think learning to manage your time is fundamental to living a life that’s free of regrets.

The skills in this book will help you find the time to do the things that matter to you. However, this isn’t a book about doing things slightly quicker, or multi-tasking (I’m a man, and my wife tells me it’s not in my nature!) to save ten minutes here and there; that’s about connecting with goals and aspirations that will drive you forward with such speed that you will naturally become more efficient.

There are plenty of time-management books on the shelf, but most of them seem to be about clearing backlogs of emails and filing paperwork. The problem with this approach is that it assumes your lack of time, and possibly your lack of success, can be solved with the office equivalent of a spring clean. Yet millions of jobs don’t involve paperwork and even retired people I know tell me that they still can’t find the time to spend on things that really matter to them. The solution to freeing up time isn’t by tinkering with individual tasks and processes - it’s by dealing with the fundamental reasons why you’re not motivated to find the time to do the things that count.

Unlike the books that focus on streamlining tasks to create free time, I’m going to take a different approach. I think that it’s only when you know what you’re doing with your life that you can work out what you’re going to do with your day. I know this because I spent most of my twenties as a beach bum in Jersey. I took odd jobs and, as long as I had enough money to buy a round of drinks, I was happy. I truly don’t regret a single day I spent partying and chasing girls, but as I approached my thirtieth birthday I realised I wanted to start a family, and that meant taking life a little more seriously.

With no qualifications and no prospects, I realised that the best chance I had of making money was to work for myself. I looked around for opportunities and, while I was waiting for the right one, I stockpiled cash from a job in a bakery where I worked nights so that during the day I could do up cars I’d bought cheaply at auction. I quickly got the deposit together to buy a house. Shortly afterwards, I spotted the opportunity to start a business with an ice-cream van that came up at auction: from that moment on I was fired up to make as much money as possible as quickly as possible so that I could get home to my family.

The difference between me at twenty-eight and me at thirty was incredible, and I can see now that the reason behind that  difference was simple: I had a goal. It was a pretty simple goal: all I wanted was to raise my children in a decent house and give them opportunities I’d never had as a kid, yet this drove me to make the most of every day. I had gone from being the kind of guy who would put off whatever he could until tomorrow to being the kind of man who got stuff done. That’s why the first part of this book is about identifying your goals and the second half is about using them to motivate you to tackle and complete the kinds of tasks you would otherwise avoid or put off, thereby freeing up time to pursue the things that matter.

Since I started my first business, I have found that a lot of the processes I apply to my companies can also be applied to my home life to make me more efficient. Over the years, I have learnt that the mechanisms businesses use to measure profitability - things like SWOT analyses (see Chapter 13, p. 69), cost: benefit assessments, risk evaluation and other bits of jargon I’ll explain as I go along - can be used by individuals to make themselves more time-efficient.

I hate wasting time more than I hate wasting money. There’s not much I resent more than being made to sit through dull meetings or getting stuck in traffic and I would rather take the stairs than wait for a lift. Being in business for the past thirty years has taught me a great deal about efficiency, and by applying standard business practices to your use of time, you too can be smarter with your time. I see time as a form of currency that can be invested wisely or squandered foolishly. You can fritter it away on pointless activities with very low rates of return, or you can spend it sensibly on activities that bring satisfaction and benefits. Learning the secrets of time management will allow you to do just that.




The work/life balance 


There have been times in my life when I have worked eighteen hours a day, seven days a week for months at a stretch. There have also been times in my life when spending five hours in the office each week has been enough to oversee my businesses because I have delegated the day-to-day running to my managing director. At different stages of your life, it makes sense to do different things with your time. At thirty-five, if I had had an extra hour in the day I would have spent it growing my business. These days I would spend it with my wife and kids.

I am not about to advocate that a busy life is better than a leisurely one, or vice versa, or suggest that you try and replicate the patterns of my life; the key thing I want to get across is that you have to be sure that whatever you do today is in line with your longer-term ambitions. It doesn’t matter if you’re busy - in fact busyness can be very ineffective - or not; what matters is that you get the things done that you need to get done. At different stages in your life you will have different priorities and there is no right and no wrong way to spend your time. If your ambition is to play PlayStation games, then any time you spend on your PlayStation is time well spent. If, however, you aspire to something else, time spent on PlayStation is pretty much wasted.

I’ve placed statistics throughout the book about how we use our time, and when you see how much time we fritter away I hope you’ll be encouraged to start using your time more purposefully. Some of the statistics have been carried out by marketing agencies hoping to promote a particular product so they may not be entirely scientific, but the findings from different surveys keep coming up with the same data, the same findings - we are simply throwing our lives away on things that don’t matter.

There are 168 hours in a week. Let’s say you sleep eight hours a night and work a forty-hour week: that leaves you with seventy-two hours a week to potentially call your own. That’s a whole three days, which means over 40% of your week is yours to make a difference with. However, whether it’s our partners, our bosses, our colleagues, our kids or our bank managers making demands on us, it can often feel as if our time isn’t our own. The tools in this book will help you reclaim as much of that time as possible.

I’ve come to see that the secret to a happy and fulfilled life lies in the answers to two fundamental questions -1. What are you doing with your life? 

2. What are you doing today? 
- and this book is all about helping you come up with the answers. I’ve divided the book into two sections to deal with those two questions. The first helps you paint the bigger picture and the second sets out how small changes in your daily life can help you achieve more in the long term. Without a good answer to the first question, it’s hard to know how you should be answering the second question. Some of the exercises in this book will require you to do some serious soul-searching to come up with honest answers, but the short amount of time spent on them will pay enormous dividends in the near future. It might help if you see this book as the equivalent of a diet book: instead of scrutinising your relationship with food, you are going to reassess your relationship with time.

Being smart with your time is about balancing your long-term goals with your short-term needs. By mastering a few basic concepts you will be able to get what you want out of life and have enough time left over to get more of it. Throughout this book, whether I’m talking long term or short term, there are three fundamental concepts you need to get to grips with: 




1 Compromise 


This will come up time and again. You won’t always be able to do everything and some of the things you can do won’t always be done to the standards you had hoped. Much of making the most of your time is underwritten by knowing when to compromise. Perfectionism takes too much time.




2 Focus 


When you have identified your goals, it is vital that you find a way to focus on making sure they are achieved. Whether it’s switching off your phone to get a report written or turning down invitations to spend time on your chosen goals, learning to focus can transform how much you can achieve.




3 Decision-making 


Throughout this book I will be asking you to make decisions - some may be quite trivial while others will be fundamental - and the quicker you make them, the faster you can move on. Being indecisive squanders time and opportunity and is the enemy of progress. The good news is, the more decisions you make and stick to, the better you become at making better choices.

These might not be the skills you thought you’d get from a book on time management, but, if you master them, they will transform your life more profoundly and more rapidly than getting to grips with your paperwork. But I’ve got plenty of advice on that, too . . .




PART ONE

What are you doing with your life?




1

Identify your goals


How can you go about getting what you want if you don’t know what it is? Having a goal in life is the best motivator to get you up in the morning and keep you fired up throughout the day. Without goals, we drift and become aimless. To put it simply, we waste time.

Most of us do have a goal. We often have a pretty good idea of the kind of career we’d like, or the kinds of holidays we’d like to take, or the kind of home we’d like to live in; but every day events rise up like barriers between us and our goals and we become disconnected from them. Sometimes we let ourselves drift away from our goals because our ambitions have changed without us noticing: we no longer want the same things we used to want, but, because we haven’t recognised this, our goals lose their ability to drive us forward, and then we fail to replace the old goals with new ambitions that would inspire us.

So whether you fall between ‘I haven’t got a clue what I want do with my life’ or ‘I know what I was born to do’, I encourage you to work through this first exercise methodically. There are going to be quite a few exercises throughout this book, and you may find it helpful to start a new notebook so that you can keep all of your notes in one place.




EXERCISE 1 - Your ideal life 

I want you to spend the next little while imagining your ideal life. I’m going to take you through a series of prompts to get you thinking logically and laterally about the kind of life you really want, and all I want you to do is write down a few sentences for each of the categories. I’m going to assume that everyone wants to be healthy, as without our health we can’t do much else. This is about using your imagination and should be quite good fun, and it doesn’t matter at this stage if your ambitions for different aspects of your life are contradictory.


Your home 

Where do you want to live? Some people want to live in a New York loft apartment, some people want to live round the corner from their mum, while others fancy a lodge in the woods or a villa by the sea. Think seriously about the kind of place you want to live in - how many bedrooms has it got, how big is the garden, is it in a city centre, or isolated in rolling countryside?

Now that you’ve let your imagination run riot, apply a little reality check and ask yourself if you’d be happy in your chosen place. Do you need it to be close to schools, or shops or family? You may be wondering why I’m not asking you whether or not you think you’ll ever be able to afford it: that’s because I know if living in a home like the one you’re imagining is enough of a goal, you’ll find a way of affording it. All that matters at this stage is that not only have you dreamt up your ideal pad, but you also know that you would be truly happy living in it. Stay with this fantasy until you can picture yourself happy and content in your dream home and you’ve written a couple of paragraphs that make you feel inspired to achieve.


Your work 

What kind of work do you want to do? Quite possibly it’s a question you’ve never been asked before as careers advice is something very few of us receive. So many people end up in jobs through circumstance rather than choice, and, after a couple of years in a particular field, you end up with a bit of experience - and that means you’re more likely to stay in that field rather than leave because you can earn more if you stay put.

If you really don’t know, or mind, what profession you want to work in, think about the things you do for fun and see if there is a career in a related field you would enjoy. You might have missed the opportunity to become a professional footballer, but maybe you could be a groundskeeper at a stadium, a physiotherapist, a bookie, a sports journalist, or an agent or an administrator for your local club. And if you already have valuable skills from your career, think about how you could use them in a field you’re more suited to. Football clubs need accountants, cleaners, caterers and maintenance staff as well as strikers and defenders. Make a list of all the things you do for fun, and then ask yourself what jobs you could do in that field that would give you a sense of satisfaction.

Even if you went into a profession you were keen on, possibly even studied for, you may have got sidelined or become disillusioned over the years and your enthusiasm for the profession has been lost. So in this section I want you to imagine your ideal role, the kind of job that would make you excited to get up in the morning and make a difference. These are the kinds of things I want you to think about:
• What do you want to wear to work?  A pinstripe suit? Flip-flops? A uniform? 

• Who do you want to work for? A big corporation? A local firm? Yourself? 

• What kind of place do you want to work in?  A corporate HQ? A local factory? Your garden shed? Outdoors? 

• Who do you want to work with?  Do you work best as part of a team, as the leader of a team, or on your own? 





Hopefully you’re starting to build up a picture of your ideal career. Of course, most people work for money, but a satisfying career isn’t just about earning a big salary. Take a careful look at this next list and think about how strongly you agree or disagree with each of the statements. I want you to award a total of fifteen points. You can give all fifteen to one statement if you agree with it particularly strongly, and you do not have to give any points to a statement you disagree with, but you must allocate all fifteen points in total. You cannot use fractions.
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Most people I’ve given this test to find there are one or two statements that use up the bulk of their points, with another three or four picking up a couple of points each. I hope your scores have helped you identify what you really want from a career and that you can now picture yourself doing a job that inspires and satisfies you.


Your family 

Obviously I don’t know what your current family situation is, but for the purposes of this exercise I’m going to assume that, whatever your situation, you want your family to be happy and healthy. This part of the exercise is about working out how the choices you make can in turn make a difference in your family’s life.

Think about the people closest to you and ask yourself what you would like to be able to do for them. Put a roof over their heads? Take them on holiday? Send them to a better school? Identify your responsibilities to them and ask yourself this: if you couldn’t meet those responsibilities, how would you feel? And if you could provide your family with everything they needed and wanted, how would that make you feel?

Your answers to these basic questions are going to be influenced by whether or not you are financially responsible for members of your family, how big your family is and how much you like them! The thing to remember is that this exercise is about uncovering your hidden goals, and for a lot of people the thing that drives them is making their parents proud, or making  their children happy or giving their partner security. Spend a little bit of time thinking how much it would mean to you to be able to do these kinds of things for the people you care about.

If you’re young, give some thought to whether or not you want children, and, if you do, think about how many children you would like to have. Picture yourself at some point in the future and try and imagine what sort of family you have. How does that make you feel? For some people, starting and raising a family is the only thing that really matters. Are you one of them? Add these thoughts to the couple of paragraphs you’ve already written about your dreams for your work and home life.

 



■ Brits watch an average of 3.7 hours of TV a day. That’s more than a day a week spent in front of the box. Imagine what you could do if you gave up TV for a while. Thinkbox, January 2009



Love 

I’ve heard a lot of very successful people say they would gladly trade some - or occasionally all - of their professional success for a successful relationship. Some people don’t need to be in a relationship to be happy, and there are many people in unhappy relationships, but as it is such an important part of most people’s idea of happiness, I think it’s sensible to include relationships in this exercise.

Your thoughts will be coloured by whether or not you are currently in a relationship and whether or not you intend that relationship to continue, but don’t let your current situation cloud your thinking as you consider the following statements. This time, you’ve only got three points to award. You can give them all to the statement you agree most strongly with, or split them equally between three statements, or divide them between two statements.
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It should be quite obvious from the statements you have chosen how important a long-term relationship is to you at the moment and how motivated you would be to find and maintain one. Over time, your ambitions for your private life will almost certainly change, but your choices here reveal what’s currently motivating you. Spend a few minutes now writing down what’s important to you at the moment.


Your friends 

For some people, the best indicator of success is not how nice a car they have or what job title they’ve got, it’s how many friends they have. The success of sites like Facebook tell me that a lot of people are very motivated by adding to their list of friends and then telling as many people as possible about their activities and achievements. There have been numerous studies over the years that show what a massive impact our peer group has on our attitudes and ambitions. Successful people  tend to be friends with other successful people, yet our friends are often our biggest rivals. Someone very witty and clever (and it wasn’t one of the Dragons!) said that ‘every time my friends are successful a little piece of me dies’. Most friendships have an element of rivalry, and some people use this as a spur to achieve more. A wise woman (it was actually Lowri Turner) once told me that the best form of revenge is success: if you are happy and successful, then your enemies (or your friends!) will be defeated. Don’t underestimate how much these small rivalries can effect big changes.

This next test is about discovering just how important your friends are to you so you can find out if they motivate or demotivate you. Take a look at the following pairs of statements. You have to award three points to each pair, and you can divide the points any way you like: 3-0, 2-1 or 1-2. You might find it quite hard to decide which of the statements you agree with the most, and that’s why the choice you make is revealing.
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If your total for As is higher than your total for Bs, then you are likely to be quite highly motivated by issues about status.  This is not uncommon: although it’s not very British to say that we like having the opportunity to brag, the truth is that a lot of us do. Recognising this can help you formulate the kinds of goals that will inspire you to achieve them.


Money 

How important a motivating factor is money to you? We all need it, but how much do you want it? Ask yourself if you tend to admire people who have money. Would you admire them less if you found out they had inherited their wealth or won it on the Lottery or stolen it?

There’s no doubt that having money is better than not having it, but, once your daily needs have been met, how much of your time are you willing to spend trying to get your hands on more of it? Take a look at the following statements. If you agree strongly with the statement, give it five points, if you really disagree with it, give it a zero.
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If you scored 25-30 points you are highly motivated by money; in fact, if you scored over 20 points you would probably take the opportunity to stockpile cash whenever you get the chance. If your score is between 10 and 20, I’m going to guess that, as long as your basic needs are met, the thought of earning more money is not much of a motivator for you. If you scored less than 10, you are either already a millionaire or you know that you would rather spend your time in pursuit of different goals. Write down a few sentences that sum up your financial ambitions.

 



■ The average commute of workers in the UK, France, Germany, Italy and Spain is 35 minutes each way. That works out at 280 hours a year, or 11.6 days. Business Week, May 2009



Passion 

Let’s imagine that all your chores are done, everyone you care about is happy doing activities without you and you have enough money in the bank to take a break. You find yourself with a spare hour or two. What would you do with that time? Now let’s imagine that your boss comes up to you and says, ‘Do you realise that you haven’t taken all your annual leave? If you don’t take two weeks’ holiday by the end of the month, you’ll lose it.’ What would you do with that fortnight?

For some, answering those questions will have been easy because they have a passion that drives them. I know very able and highly qualified professionals who have shunned a high-flying career for the safety of middle management just so that they can be sure they will be able to leave the office on the dot at 5.00 p.m. Why? Because they need to feed their passion. Perhaps they live to windsurf, or live to paint or make music; whatever it is, there is something in their life that they feel they cannot live without.

I believe that most of us have a passion, something that we really want to do, but because life gets filled up with everyday activities we often lose touch with the thing we really want to be doing if only we had the chance. So I want you to think about all the things you would like to do with your life if money was no object. Did you have a childhood ambition to write a book? Do you want to cross the Himalayas? Think about all the things you will regret not doing with your life and then write them down.




The next step 


By now you should have a few paragraphs written down on each of these subjects - home, work, love, family, friends, money and passion. Now I want you to reduce those paragraphs down into just a few words, the key components in each section that sum up how you feel about these different areas of your life, and write them on the next page:
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