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PART 1


Your Managing Yourself Masterclass




Introduction


Congratulations! You’ve been promoted to manager. However, after all the excitement has lessened, you begin to question yourself: …can you achieve … are you really equipped? This masterclass considers one important aspect of being a manager: being able to manage yourself.


The first step in managing yourself effectively is to become aware of yourself and evaluate your strengths and weaknesses. Maintaining focus on the tasks in hand is vital, alongside allowing opportunities for you to ‘catch up’ and process what is going on in your life. Asking what the next step is moves you on from inertia.


Good time management is an essential skill in being an effective manager, and a chapter is devoted to becoming more organized. This explains better planning and setting priorities, shows how to deal with time wasters, and gives practical steps on maintaining a diary and to-do lists. Further chapters consider techniques such as managing your mind, discussing thinking positively in developing strategies and making good decisions, managing emotions, not by ignoring them but allowing them to be expressed appropriately, and explaining how to increase confidence, deal with nerves and motivate yourself.


The final chapters consider developing trust and respect. This can be done through building strong relationships by applying good listening skills, as seen in working with your boss and colleagues. They also consider the importance of having good relationships outside work. The final chapter, on managing stress, invites you to look at what produces stress in you and discusses ways of dealing with its consequences. This masterclass offers handy guidelines that will enable you to take a grip on yourself and re-evaluate your way of working and your priorities in life. It is a quick and reliable guide to the basics of self-management in the world of work.




CHAPTER 1


Know yourself well





In this chapter we will consider what you are like as a person. We will look at:



•  Your goals and values



•  Your skills and abilities



•  Your achievements, successes and failures



•  Your preferred style of working


We will consider these with a view to thinking which areas are your strengths and which areas you may need to develop further.


We will also consider:



•  The difference between managing and leading



•  The difference between being efficient and being effective


My aim is to help you to:



•  Understand the issues facing you and prepare the ground



•  Develop your skills, techniques and knowledge



•  Motivate yourself





Let’s begin with a story …


Another day had gone badly. Michael had had two rushed meetings that he was supposed to have led, but hadn’t really had time to gather his thoughts for, and an appraisal that he hadn’t prepared for at all. Finally, he’d been asked to come up with some strategic, long-term thinking. He hadn’t even begun to tackle the main task that he had been assigned to that day (although at least he had tried to do some planning for it!).


Mike had been promoted to manager of a new department, and he knew he wasn’t coping. He seemed to spend all his time – and energy – lurching from one crisis to another. His nerves were constantly on edge, his stress levels were high, and his self-confidence (such as it was) seemed to be draining away by the day. He had started off with high hopes of changing things – changing lots of things: structures, priorities… Maybe he had begun too strongly and hadn’t spent time building good relationships with his colleagues, somehow expecting that they would agree with all his plans immediately. And now everything seemed to be failing. Even at home, his relationships were strained and uneasy. He was spending too much time at the office, so he hardly saw his children during the week. Even on weekends, something urgent often seemed to come up unexpectedly. As for his relationship with his wife, well…


Deep within himself, when he had a few moments to stop and think, Mike knew something was wrong. He couldn’t keep on blaming the people around him. He knew he had to sort himself out.


Do you identify with Mike? Maybe he hadn’t had enough training for his present position; maybe he’d been promoted to the level of his incompetence.1 Certainly he hadn’t learnt to manage his time, nor how to delegate tasks to others. In brief, he hadn’t learnt to manage himself.


Being able to manage yourself begins with being aware of yourself, what kind of person you are.


Self-awareness


Your goals


In this chapter I want to encourage you to think more deeply about your life and the kind of person you area.


The US leadership expert, John Maxwell (in The 21 Indispensable Qualities of a Leader; Thomas Nelson, 1999), asks three questions to help you work out a personal vision for your life:



•  What makes you cry?



•  What makes you dream?



•  What gives you energy?


It can be useful to spend some time responding to these questions. Then ask yourself whether the main part of your life actually matches your answers. If it doesn’t, then think what you could do to change your life.


You might be in a job in which you feel fulfilled: that is good! Or you might be in a job that you cannot change and is in conflict with, for example, a deep desire you have to help needy people. Because you cannot discern a way out of that job in the foreseeable future (and you’ve responsibilities with family, bills to pay…), you might consider volunteering with a local charity one evening a week or at weekends to channel that desire to help others.


Your values


What motivates you? What drives you? What underlying values and beliefs do you hold?



•  Do you have integrity?



•  Are you honest and firm in having strong moral principles that you follow? Or are you pretending to be someone you’re not?



•  Do you work too hastily to try to save time or money but, in doing so, are you less thorough than you know you should be?



•  Do you guard what enters your mind and take control of your thoughts?


Other aspects you need to consider are:



•  Do you enjoy your position of power and authority as a manager?



•  Do you have many grand ideas, but do they remain only as ideas that do not become real?



•  How important is money to you?



•  Are you ambitious?



•  How important are your family relationships to you?



•  Are you trustworthy? You will only inspire trust in others if you yourself are reliable and responsible. If you say you will do something by a certain time, do you do so? (Colleagues will notice if you are constantly late in meeting deadlines, and so will take that as permission that they can act similarly.)



•  Are you straightforward and avoid acting unfairly or dishonestly?



•  Do you start projects with good ideas and enthusiasm, but fail to follow them through? Or do you continue with projects until they are successfully completed?



•  Do you want to learn and grow as a person, or have you reached a plateau?



•  What is your prevailing attitude in life and work?



–   Positive? Confident? Committed? Enthusiastic? Affirming? Caring?



–   Unmotivated? Disengaged? Negative? Cynical? Unappreciated? Frustrated? Pessimistic? Rude?


Your skills and abilities


As a manager, you need various core qualities of skills and behaviour. Mark yourself on a scale of 1 to 5 of how you think you perform on the following (1 = poor, 5 = excellent). Then ask a trusted colleague to mark you, and check to see if your scores agree.








	

	

	You

	Colleague






	1

	Good with people: approachable and able to get on with others, to motivate others and respect colleagues
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	2

	Good team leader: respecting others, recognizing colleagues’ skills and focusing on their strengths
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	3

	Good negotiation skills: able to secure win–win situations
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	4

	Good skills of delegation to trusted colleagues: empowering them, to avoid becoming stressed by taking too much on yourself
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	5

	Good at resolving conflict
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	6

	Good listener: showing empathy towards others
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	7

	Good computer skills, e.g. on spreadsheets
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	8

	Good manager of your time: good at planning
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	9

	Committed to your work: having an active, positive belief in it; believing in your company, products/services and staff (on the basis that enthusiasm is contagious)
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	10

	Good general management skills: able to think strategically, chair meetings well, take the initiative and make decisions
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	11

	Organized: someone who is careless or sloppy in their professional life will not be a good manager

	[image: image]
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	12

	Good numeracy skills: being proficient with figures; able to manage budgets
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	13

	Good business sense: take advantage of opportunities, keep an eye on costs
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	14

	Having an eye for detail: someone who is thorough and meticulous is needed (however, also see the next quality)
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	15

	Able to see the big picture: someone who only sees details will quickly become overwhelmed and unable to see things in perspective and move forward
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	16

	Able to keep track of different processes (‘keep several balls in the air’) at the same time, able to document progress clearly
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	17

	Proactive: staying in control and thinking ahead
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	18

	Able to analyse matters and discern what is significant
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	19

	Creative and flexible in finding solutions to difficulties: what worked three years ago might not work now
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	20

	Able to stay focused on the goal: patient and determined
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	21

	Able to focus on the needs of your clients/customers
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	22

	Able to recruit and maintain (and retain!) good staff: develop, train or coach other colleagues well
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	23

	Results-orientated
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	24

	Considerate of the environment, workplace and staff well-being
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(We will consider many of these in more detail throughout this masterclass.)


Looking at these results:



•  Consider which skills are most important in your role at the present time



•  What are your three greatest strengths (the ones you got the highest scores for)? You should concentrate on (‘play to’) your strengths as far as you can



•  Which are your three greatest weaknesses (the ones you got the lowest scores for)? Consider these points carefully:



–   Some of your weaknesses are a necessary part of your job and you need to recognize them as areas to develop and work at



–   Others may not be an integral part of your job, so try to match your weaknesses with the strengths of colleagues


For example, I am good with words: writing books has been my livelihood for three decades, which I have always done on the computer in Word. But I also have to be reasonably good with numbers to ensure that the books I write are not too short or too long, and also that they are profitable as far as I can control. I also lead training courses as part of my work. So while the skills in Word come relatively easily, I have had to teach myself skills in Excel and PowerPoint to reach a more than basic level in those. However, areas that are not central to my job – for example, designing book covers for digital versions of my books – I delegate to a colleague who is much more skilled than me.


Your achievements in life



•  What have you achieved in your life so far? Think of things related to work and also those not related to work. Ask friends and colleagues. Also, look back at the past few years and consider where you have been successful



•  What weaknesses are you aware of in your life? They may be to do with certain business skills, e.g. that you only see the detail and do not see the wider situation as a whole. Or if the weaknesses are more personal, it can be helpful to share those with a trusted colleague or friend



•  People often say you need to learn from your failures, and that is true. But you also need to learn from your successes. Why were these achievements successful? Can you repeat some of the elements that led to that success?



•  Accept responsibility for your life. You cannot always blame your circumstances on other people. Sometimes we are the ones at fault and we need to be humble enough to admit our mistakes, focus on the future, and move on to the next step


Your style of living … and working


Think through the following:



•  Which energizes you more: being with other people or being by yourself?



•  When responding to new ideas, do you react spontaneously (‘thinking on your feet’) or do you prefer to take your time to reply?



•  Do you work best in normal, regular and highly structured patterns of work or does an immediate deadline or crisis bring out the best in you?



•  Do you have interests outside work that are important to you?



•  Do you work best as a leader or as a second-in-command?



•  Do you work best alone or as a member of a team?



•  Do you work best in a large company/organization or in a small one?



•  How open are you about sharing your life with other people?




A change of lifestyle


Jack enjoyed his work, but gradually it took over his whole life. Eventually he became ill. He consulted a doctor, who advised a complete change of lifestyle. He needed to leave work punctually, eat a healthier diet and have more sleep. He also realized he needed to spend much more time with his family (and switch his mobile off over mealtimes and when reading his young children their bedtime story) and pursue ordinary leisure activities. So he took up badminton and played one evening a week. Over time, Jack’s life improved considerably: he achieved more and became a much more rounded person.





Sharing yourself


When you are new to a job, how much do you share of yourself to your colleagues? What you are good at, what you are not so good at, personal matters such as your birthday?


As you get to know colleagues more, you gradually disclose more of yourself.2



Accept yourself


For years, I was introverted, and no number of people telling me to become less so helped at all. Gradually, over the years, I relaxed and found my own identity. Accept yourself.


We have all had difficult experiences in life up to this point; the key thing is to how we respond to them. Some may have been particularly difficult and we may need to seek professional help to deal with them. People who are brave enough to pluck up the courage to seek help often find that it helps them enormously, and enables them to go on to do things they previously found difficult or even impossible. Stop thinking so much about how other people perceive you. Don’t let their opinions stifle your own personality, style and view of the world. Be yourself – and be kind to yourself too.


Managing and leading


What are the differences between managing and leading? Here is a rough definition: managing is turning leadership into action. Let me explain that in more detail: leaders set a particular course: we’re going to expand into the Latin American market. Managers put that into action: we’re going to understand the culture, build a base, recruit staff there and implement a whole range of other activities to make the basic idea of ‘expanding into the Latin American market’ a reality.


So leaders set the overall direction, guide, influence, and give vision; managers implement that vision, working out the detail in terms of organizing people, planning and budgeting. You will probably have agreed with this last sentence. However, are you aware that there is another aspect of leadership: that of emotions? Leaders appeal to the emotions to set a course of change, wanting to inspire people to follow a vision. Managers, in contrast it seems, have the less exciting task of ensuring that the work, in all its detail, is completed.


In practice, however, the distinction between ‘leader’ and ‘manager’ may not be so clear cut. Your role may be ‘team leader’, and your duties will concentrate on the detailed tasks, systems and processes needed to ensure the work is completed. However, you will also need leadership skills to motivate your team to achieve these goals.
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You will want to be more than merely efficient: you will also want to be effective.
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Working efficiently and effectively


Note there is a difference between working efficiently and effectively: efficient means ‘well organized, achieving results with minimal waste of resources such as time and money. Effective is more than that: it means also achieving the right results. You can do the wrong thing efficiently, but as managers you want to be effective.


For example, I was discussing auditing procedures with a colleague in the banking industry. She said they were efficient – it was relatively easy to define tasks that satisfied all the requirements (‘ticked all the boxes’). When I asked if such tasks would be effective in moving the bank forward, however, she was uncertain.


Remember: As a manager, you will want to be more than merely efficient: you will also want to be effective.


Measuring your success


It is important to note specific actions throughout this masterclass. Where possible, action points should be SMART:








	S

	
Specific: defining the desired results






	M

	
Measurable: quantifiable so that you know whether the objectives have been reached






	A

	
Achievable: realistic objectives that are not too easy, but will develop and challenge (‘stretch’) your resources and skills






	R

	
Relevant: are concerned with your life and work






	T

	
Timed: giving a date for completion









Some commentators add:








	E

	
Evaluated: progress on achieving SMART actions is reviewed at a future meeting






	R

	
Reported: evaluated progress is reported and recorded









_______________



1The so-called Peter Principle: ‘In a hierarchy, every employee tends to rise to the level of his incompetence.’ This semi-scientific statement was formulated by the Canadian educator Dr Laurence J Peter (1919–90) who with Raymond Hull (1919–85) wrote the book The Peter Principle – Why Things Always Go Wrong, published in 1969. The Principle holds that so long as the managers are competent, they will continue to be promoted. Eventually they will reach a position which is beyond them and they will not progress any further.



2The framework of the ‘Johari window’ is helpful here. It is based on a window divided into four panes representing the four types of personal awareness: open, hidden, blind and unknown. The Johari window is named after Joseph Luft and Harry Ingham, the American psychologists who developed it in 1955. It is widely used to promote improved understanding in corporate environments and in self-help groups.




Summary


In this chapter we have begun to lay the foundation for managing yourself more effectively by looking at your life. Important factors include:



•  self-awareness



•  efficient and effective working


Exercise


Answer the following questions, taking into account what we have considered in this chapter.



1  Are you content where you currently are as a person or have you reached a plateau and would like to learn more to grow?



2  Do you have a clear sense of purpose in life and at work?



3  What are your strengths? Choose one and consider how you can develop it to become even more proficient.



4  Which one quality do you need to cultivate more? What are the next steps you need to take to do this? Make sure your action points are SMART.



5  What interests outside work could you develop more?





Fact-check (answers at the back)




1. In order to manage yourself better, you need to:






	
a) ignore your life
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b) consider your life
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c) remain the same
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d) check social media websites constantly
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2. Considering your goals and values is:






	
a) useful if you have the time
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b) a waste of time
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c) an important first step to managing yourself
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d) helpful just to discuss with others
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3. ‘I am prepared to change my life in order to manage myself better’:






	
a) true
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b) false
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c) I’m not sure
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d) I don’t care
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4. To reflect on your attitude at work is:






	
a) too serious
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b) useful if you have the time
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c) a waste of time
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d) important
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5. When you consider areas that are your strengths, you should:






	
a) deny you ever have them

	[image: image]






	
b) delegate them to others to increase their competence
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c) identify and then forget them
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d) make sure you use them in your job
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6. When you consider areas that are your weaknesses, you should:






	
a) have training in each area to increase your competences significantly
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b) ignore them and deal only with your strengths
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c) distinguish between areas that are important in your job and areas that you can delegate to others
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d) delegate each one to someone else
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7. You should learn from your successes as well as your failures:






	
a) false
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b) true
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c) ‘I have had no failures’

	[image: image]






	
d) ‘I have had no successes’
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8. In your work, you want to:






	
a) be efficient
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b) be effective
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c) be efficient and effective
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d) go home early every day
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9. S and T in SMART actions stand for:






	
a) sensible and timed
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b) strategic and technological
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c) specific and trusted
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d) specific and timed
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10. Now that you have completed this chapter, you are going to:






	
a) choose one area of your life to work on
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b) try to find ten things you can change this week
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c) do nothing
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d) read it again ten more times

	[image: image]









CHAPTER 2


Manage your focus clearly





Introduction


In this chapter, we move on from knowing yourself to beginning to tackle how you can make progress and develop as an effective manager.


We will look at:



•  staying focused in your work, working when you can concentrate best and undertaking your main task(s) with few distractions



•  making time to think creatively about future goals, evaluating your present position and then beginning to make changes happen



•  giving your mind some ‘breathing space’, allowing you to digest all that is happening to you and coming up with fresh thoughts and ideas



•  growing personally





Stay focused


Today, my main task is to write a third of this chapter: I know from past experience that it takes about three good mornings’ work to write each chapter for a book.


However, there are so many other things I could do: I have already taken my wife to work, and a car surprised me by its speed on a roundabout, so I could dwell on that. I also have many other items on my to-do list: check my accounts online; prepare for a meeting tomorrow (I started my preparation for that yesterday, but other thoughts have occurred to me since then); send out a marketing email; expect a colleague to phone to discuss future collaboration; check some material on a reference book; and respond to or initiate several other minor emails for personal arrangements for a family party.


I am now faced with a basic choice:



1  I could first deal with all the relatively minor things that need to be done (ideally most of them today) and then pursue my main task – writing this text – or:



2  I could pursue writing my main text first of all, and then try to fit in as many of the other things as possible, as time permits during the rest of the day.


I have chosen 2: my intention is to work on this chapter for a good two hours and then take a break. During my break, I will order most of my other remaining tasks, including any others that have since come in from my emails, and tackle them in order.


The criteria I work by are as follows:



1  Know when – which time of day and which day of the week – you work best.



2  I know that I work best first thing in the morning and also early in the week (for me, Monday and Tuesday). I therefore protect that time as far as possible in order to complete my main task(s). So my Monday and Tuesday mornings are special times that I guard as I am very unwilling to see them wasted.


Pursue the main task first.


The main task may be the one that will take the longest, or it could also be the most difficult, the most important or the one that I least want to tackle. I consider this last aspect especially important. Each day brings work that I don’t particularly want to do, so I make myself undertake that as soon as I can. In this way, I feel psychologically better as I have a sense of achievement after I have completed it, or at least dealt with its most difficult or most significant part. (I know that – for me – the longer I postpone tackling tasks I don’t want to do, the more difficult they seem.)


I was once teaching this principle to a colleague who gave talks at weekends, so Monday is her rest day and Tuesday the first day of her working week. Knowing that she worked best in the mornings, I asked how she had spent the previous Tuesday morning, expecting her to say she prepared her talks then. However, she replied that that was when she went for travel inoculations for her next foreign trip. I suggested that that was not the best use of her Tuesday mornings and that should be done on, for example, a Thursday afternoon. I spoke to her three months later and she was now using Tuesday to prepare her talks.


Pursue the other, less important, tasks later.


In other words, keep the main thing the ‘main thing’. The main thing for me today is to complete about one third of this chapter in order to maintain the schedule that I have set myself, which is in keeping with the publisher’s deadline and the deadlines I have set myself for my other work.


If I had pursued my tasks the other way and undertaken the less important items first, I know what would have happened. (I have done this extremely occasionally, just to see the results … I and don’t recommend it at all.) If I had pursued all the other relatively minor tasks first:


I would have become side-tracked from my main task of writing this chapter. I would then have had only a small amount of time left at the end of the day, so I would not have actually completed my main work.


I would have become further side-tracked. I would answer an email and then another email could come in, and I would say to myself, ‘While I am answering this one, I might as well just do that one too.’


I would not have built up any momentum in my work. It is true that I would have ticked off many (relatively minor) tasks, but because each one is comparatively short, I would never have picked up the pace and speed I need to get through a significant amount of work as easily as I would have done if I had started my major task first.


So, the guideline here is: concentrate on – pursue – your main task vigorously. Don’t get side-tracked or distracted from your main task. Of course, this is only a guideline: there will be times when a crisis occurs and plans have to be abandoned or modified. It is also worth scheduling time to work on your minor tasks at a later date so that you can be certain they get done and don’t become crises themselves.


Note that while completing your major task, switch off your mobile phone and emails. You don’t want to be distracted.


See also Chapter 3 on priorities.


[image: image]


Know when you work best, and use that time for the task that is the most difficult or the one you least want to do.


[image: image]


Make time to think


I am convinced that we spend too little time thinking. We are so busy with the present that we don’t spend enough time thinking whether we are spending our time productively. To put it in terms of Chapter 1, we may just about be efficient but we don’t take time to see whether we are being effective.


So what are you to think about? Here are some guidelines:



•  Set long-term goals. What are your company’s or organization’s long-term aims? If you don’t have any then you are sure to fulfil them, because they are non-existent! If you do have such goals, are your present policies likely to achieve them?



•  Dream dreams. It’s amazing how random thoughts or wishes can turn into big things. If you want to do something, do it. I did this once with dictionaries. I remember it now. Our daughter was still a baby. I was thinking about words beginning with the letter ‘G’ … a few were interesting, galore (‘plenty’) is an example of an adjective that follows the noun it refers to (whisky galore!); galvanize (‘stir into action’) is an example of a word named after a person, Luigi Galvani. I suddenly had a brainwave – what if on every page of a dictionary we could highlight a few words that were remarkable in a distinctive way? And so the idea came about for a book that I later worked on with my friend and colleague Nigel Turton. It was originally published by Penguin as the Wordmaster Dictionary and sold well. It is an ‘ordinary’ dictionary, but on nearly every page alongside main dictionary entries we highlighted in a boxed panel a particular word with an interesting history, idiom, grammatical feature, point of usage, etc. My creativity paid off!


‘What is the hardest task in the world? To think’


Ralph Waldo Emerson, 1803–82, US poet, essayist and philosopher



•  Undertake a SWOT analysis: This is a technique to help you develop creative thinking in a business context. In it, you analyse where your business/project/department is going, and it helps you make sure you’ve got a strong strategy








	
Strengths

	What are you better at than your competitors? What is your USP (unique selling proposition)?






	
Weaknesses

	What do your competitors perceive as your weaknesses? Is morale low? Is your leadership committed? Are there gaps in the skills of your colleagues?






	
Opportunities

	What changes in the market or changes in lifestyle can you exploit to maximize your profits?






	
Threats

	Is the market for your product declining? Are key colleagues on the verge of leaving? Is your financial backing stable?









Conducting a SWOT analysis to analyse where your company/organization currently stands will help you think creatively. This may lead to your adopting a new strategy that your competitors have not thought of. For example, in 2004 Amazon set up a covert team to unsettle its own business; the outcome of that team’s work was the Kindle.


Other things you may need to be aware of:



•  Realize that your role as manager is more than just making sure things run smoothly. You also need to initiate change. This may mean challenging the current way of doing things



•  Evaluate what you are doing; question it. You are not being awkward for the sake of it, you are checking to see if you could work more effectively. Allow creative ideas, which may then generate other more realistic options



•  Always conclude your thinking time by asking, ‘What are the next steps? What practical thing do I/we need to do to begin to put our plans into action?’ You might need to discuss your ideas with senior managers, or write an email to a colleague with your thoughts. In other words, do something. Focus on the next thing you need to do in order to achieve your goal, to make your goal a reality


My son Ben wanted to go to Japan so he realized he needed to learn Japanese. He therefore arranged lessons with a friend of my wife’s every Thursday evening for two years. His desire to go to Japan would have remained a dream if he hadn’t taken the initiative and done something about it


Give your mind some ‘breathing space’


As well as blocking out time to think, give yourself time to unwind and relax – time to recover from the stresses of work. Plan in ‘down’ time, time when you are not concentrating. Commuting by train can provide an opportunity to do this. For example, yesterday I had meetings in London. On my hour-long journey into London by train, I was engaged in background reading for writing this masterclass. However, on my return trip, I deliberately decided not to read anything. I chatted to the man sitting next to me for a while and, after he got off the train at a station earlier than mine, I had some ideas, which I wrote down, following up on ways to tackle the project we had discussed at my earlier business meeting.


Your subconscious needs time to process all that is going on. We are inundated with so much – too much – information that we don’t take time to digest properly what we are taking in. I think it is often more a matter of the quality of information, not the quantity. There is sometimes no shortage of information (although, on occasions, I realize that we are missing vital pieces of information), but what we lack is the breathing space for our minds, to allow our brain the freedom to think creatively. We need to give ourselves the opportunity to reflect, allowing our subconscious to explore fresh possibilities and solve problems.


I expect you are familiar with this: you wake up in the morning and think of the answer to a problem that you had failed to solve the previous day, despite giving it a lot of thought then. Or you go for a walk, or are on holiday, and suddenly and unexpectedly you think of an original idea or a fresh insight that is just what you need.


You can get a lot achieved if you give your brain time to think.


Are you growing as a person?


Confession time: about fifteen years ago, I felt I had stopped growing inwardly as a person. It wasn’t that I thought I knew it all, I knew I didn’t. But I had lost that fresh motivation in my work. It was then that I noticed friends and colleagues around me were saying things like, ‘When you retire, what will happen to all the knowledge you have built up?’ and, ‘Martin, I’ve learnt a lot from you.’ I then began to realize that maybe I had accumulated certain competences and knowledge, so I started to think in different directions: that as well as writing, maybe I could pursue training and teaching in some of the skills I had learnt.


That experience also taught me the need to reflect regularly (for example, at least once a month) on the nature of my work and whether what I was doing was stretching me. Ideally, discuss with colleagues the trends in your industry. Pursue training, read books, consult websites, discuss with colleagues the trends in your industry, question assumptions in an effort to find fresh approaches.


If you have had a failure or a great disappointment, then try to return quickly to your normal activities or your previous level of enthusiasm. Don’t let one negative experience affect the whole of your life. In golf, if you have a bad score at one hole, you still need to keep playing the rest of the game. Bring that theory into your day-to-day life. The ability to recover from difficulties in life wins admiration from others: people greatly respect those who have learnt to come back from an unpleasant experience.


Discuss things with a coach or mentor


Discuss all these matters with your coach or mentor, if you have one. If you don’t, encourage your company or organization to set up coaching or mentoring or, if that is not possible, find someone you can discuss your thoughts with. Listen to their comments and observations. (We will discuss listening in greater depth in Chapter 6.) Be open to constructive criticism to help you grow as a person. All the time, do what you can to work well and grow as a person. Life will never be perfect. Work from where you are now. And remember, you may need to adjust your expectations.




Discussions with a mentor


Sarah met regularly with Janet, her mentor. Janet wasn’t Sarah’s line manager, so Sarah felt able to discuss her work freely and confidentially with Janet. In particular, Sarah was able to talk through not only her short- and mid-term training needs, but also her long-term career aspirations.


Janet was a good listener: she noted what Sarah was saying, and also what she was not saying. She could ‘read (and listen) between the lines’ and ask good questions. Janet could discern things that Sarah was not aware of.


Janet brought an objective perspective and helped Sarah see herself as a whole person, as well as offering guidance on the development of her future career.







Summary


In this chapter we have emphasized the need to:



•  Think when – what time of day and which day(s) of the week – you work best



•  Focus your mind on one particular task



•  Complete that task as far as possible, and only then undertake other less important tasks



•  Think: give yourself the opportunity to think creatively about your life



•  Act: at the end of any significant time of thinking, ask yourself, ‘What is the next step I must undertake to advance this thought to turn it into reality?’


Exercise



1  Look at your to-do list. Think which task is the longest/most important/the most difficult/the one you least want to tackle.



2  Write down when – what time of day and which day(s) of the week – you work best.



3  Revise your diary such that you deliberately try to deal with the task you answered in question 1 during the period you answered in question 2.





Fact-check (answers at the back)




1.   Knowing when – what time of day and which day(s) of the week – you work best is:






	
a) very helpful

	[image: image]






	
b) futile and unproductive

	[image: image]






	
c) useful if you have the time to think about it

	[image: image]






	
d) so useful that it will be forgotten immediately

	[image: image]








2.   During the time when you work best, you should:






	
a) complete the small routine tasks to get them out of the way first

	[image: image]






	
b) make sure it is always full of meetings

	[image: image]






	
c) check your emails constantly

	[image: image]






	
d) deal with the most difficult task or the one you least want to do

	[image: image]








3.   At work, you should aim to:






	
a) check your social media websites constantly

	[image: image]






	
b) complete the small routine tasks to get them out of the way first

	[image: image]






	
c) tackle the most difficult task or the one that you least want to do before dealing with less important tasks

	[image: image]






	
d) spend you whole day filling in your time sheet

	[image: image]








4.   When you are working on your one main task, you should:






	
a) allow yourself to be distracted

	[image: image]






	
b) switch off your emails and your mobile phone so that you can concentrate

	[image: image]






	
c) ask your colleagues to interrupt you every ten minutes

	[image: image]






	
d) check your text messages and emails every two minutes

	[image: image]








5.   Building up momentum by tackling one task at a time is:






	
a) helpful, as you achieve more

	[image: image]






	
b) a waste of time

	[image: image]






	
c) completely unrealistic

	[image: image]






	
d) helpful if you have the time

	[image: image]








6.   At the end of a time of creative thinking, you should:






	
a) forget all your discussions as if they never happened

	[image: image]






	
b) move on to the next task

	[image: image]






	
c) reward yourself

	[image: image]






	
d) plan the next step you need to make to put your thoughts into action

	[image: image]








7.   At work, you need more time to:






	
a) eat

	[image: image]






	
b) think

	[image: image]






	
c) socialize with colleagues

	[image: image]






	
d) have business meetings

	[image: image]








8.   In a SWOT analysis, SWOT stands for:






	
a) storms, welcome, offices, trouble

	[image: image]






	
b) study, work, opportunities, time

	[image: image]






	
c) strengths, weaknesses, opportunities, threats

	[image: image]






	
d) steps, wisdom, output, thinking

	[image: image]








9.   Giving your mind more ‘breathing space’:






	
a) is a great idea in theory, but impractical

	[image: image]






	
b) makes you fall sleep very quickly

	[image: image]






	
c) allows time for you to come up with fresh ideas

	[image: image]






	
d) is a great idea for when on holiday

	[image: image]








10.   Coaching or mentoring can help you:






	
a) avoid the real work

	[image: image]






	
b) think about your skills and future career

	[image: image]






	
c) complain about everyone and everything

	[image: image]






	
d) become arrogant

	[image: image]









CHAPTER 3


Manage your time effectively





Introduction


In this chapter we move on to practicalities and consider:



•  Clarifying your job in terms of priorities



•  Distinguishing between what is urgent and what is important



•  Making the most effective use of your time



•  Things to do while commuting



•  Keys to successful meetings



•  Planning and allowing for contingencies



•  Dealing with interruptions



•  Delegating tasks



•  Working out how much you cost your organization



•  Using a diary and to-do list



•  Dealing with things that waste your time



•  Dealing with procrastination



•  Using office technology effectively





Clarify your job


Set priorities


‘No amount of “tricks of the trade” will avoid the need to set some sort of priority when allocating one’s time.’



Sir John Harvey-Jones (1924–2008), former chairman of ICI



1  Take a piece of paper or open up a new document on your computer and write in the middle of the page what your job role is in six words. Around that role, list the tasks – the various parts of your job (what you actually do) – under different headings. Now look at that paper.



2  Write A, B, C, or D alongside each task that you do:



A:  for tasks that are important and urgent, e.g. dealing with crises



B:  for tasks that are important but not urgent, e.g. undertaking forward planning and building relationships



C:  for tasks that are not important but urgent, e.g. dealing with interruptions to your work



D:  for tasks that are neither important nor urgent, e.g. checking social media websites








	
A


Important and urgent



	
B


Important but not urgent








	
C


Not important but urgent



	
D


Not important and not urgent












3  Count up how many As, Bs, Cs and Ds you have:


As:


Bs:


Cs:


Ds:


Which category of your work has the highest rating: A, B, C or D? Now think which category most of your work should be in. The answer is B: tasks that are important but not urgent should occupy as much of your time at work as possible.



4  Now go through your tasks again. Look at the As: what practical steps can you take to turn the As into Bs? You may need to work with colleagues on this.


For example, John’s colleagues in the finance department expect him to complete a task during week 2 of each month – the busiest time every month for him – but to do it, he needs information from another department that only arrives that week. John asks his colleagues in that department to supply him with information earlier, in week 1, so that he is less stressed.



5  Set up a planning diary, either on hard copy (paper) or as a computer table or spreadsheet for each day of the week (Figure 1). If you are working on hard copy, write in pencil so that you can erase certain tasks and reassign them to other times. Put your tasks as outlined in 3 at particular times each week.


Begin with Bs, making sure that you put the difficult jobs and the jobs that you don’t want to do in the time (day of the week and time of day) when you are most alert. (Look back at Chapter 2 for more information on this.) For example, if you work best in the mornings, try to undertake your core work then, e.g. from 9 am to 12 noon (as in Figure 1).


Next, look at each A. Consider if you can turn any of these into Bs (see step 4 above).


Fill in any remaining As and then Cs and lastly any relevant Ds.



6  Question whether you need to do any of the Ds at all. Are any of the Ds rather like junk mail or spam that you should not be considering at all? If so, don’t waste time even thinking about them.



7  What aspects of your job recur (e.g. weekly or monthly)? Insert in the relevant cells the tasks you regularly do on those days/weeks, e.g. a regular meeting on Thursday afternoons, or John’s finance work in week 2 of every month. Question whether these are the best times for you.



8  Assign some thinking time to a particular day, e.g. Friday morning (after your Thursday meeting).



9  You may discover that there is too much to fit into one week. If so, could you aim to fit in all your work over a two-week cycle rather than in one week? For example, could you hold your regular Thursday meetings only twice a month, in weeks 1 and 3 rather than every week?



10 Make sure you include preparation time in your plan. For example, if your regular meeting is on Thursdays, start your preparation on Tuesdays. (Don’t start on Wednesday: a crisis might arise then and, if you become involved with that, you will not be able to do your preparation. Furthermore, beginning your preparation on Tuesday allows time for your subconscious to work to produce other thoughts – as we discussed in Chapter 2.


What we have done here is to try to stand back and manage better the time that you can control. (There will always be some time that you cannot control, e.g. if you are stuck in a traffic jam on your way to work.)


These plans can then form the basis of your diary and to-do list. Even if you don’t achieve this completely every day and only for three days a week instead of five, then that may be better than you are achieving at the moment and is still a useful foundation to work from.


Use a diary and to-do list


Now we’ve created our diary and to-do list, here are some guidelines on how to use them:



•  It doesn’t matter whether you have an electronic or paper diary/to-do list, as long as you have one


Figure 1 Weekly plan








	

	Monday

	Tuesday

	Wednesday

	Thursday

	Friday






	8 am

	

	

	

	

	






	9 am

	Core work

	Core work

	Core work

	Core work

	Thinking time






	10 am

	Core work

	Core work

	Core work

	Core work

	Core work






	11 am

	Core work

	Core work

	Core work

	Core work

	Core work






	12 noon

	

	

	

	

	






	1 pm

	

	

	

	

	






	2 pm

	

	

	

	Team meeting

	






	3 pm

	

	Prepare for Thurs Team meeting

	

	

	






	4 pm

	

	

	

	

	






	5 pm

	

	

	

	

	






	6 pm

	

	

	

	

	










•  Work out your own preference: have one that you can carry with you everywhere



•  Put all your key activities in your diary



•  List all regular activities, e.g. any meetings that recur, for example ‘first Tuesday of the month’. Do not rely on your memory for these. If you have not entered them in your diary, when a colleague phones to ask if you are free at that time, you may say yes, having forgotten you have a regular meeting. I personally have an A4-week-to-view hard copy book, in which I list all my key activities



•  Use your diary as a basis for planning your to-do list. Compile your to-do list at the end of the previous day (if you leave it to the start of a new day, you will waste precious time). Tick off, cross out or delete items as you complete them



•  At the end of the week, list the key activities you want to complete the following week



•  If you don’t complete items on one day, move them to the next



•  Regularly check your to-do list during the day to make sure you are on track. (For some time, I didn’t bother to do this, and found that I didn’t complete tasks on the list, so it is worth doing)



•  Order your items to ensure you tackle the hardest/most difficult/the ones you least want to do sooner rather than later


Make the most effective use of your time


Dealing with a few major issues has greater value than dealing with lots of minor ones. For example, 80% of the difficulties you face at work may come from three major issues and 20% from ten minor issues. This ratio is known as the Pareto Principle, or the 80:20 rule.3 It is a more effective use of your time if you concentrate on the few major issues that lead to 80% of the difficulties than become preoccupied with the many issues caused by the 20%.


Work well


Here are some tips to work well and become more efficient:



•  Get something right first time. Having to redo work you did not do well first time around takes more time: not only do you have to take time to find the parts that have been done poorly and then correct them, you also have to deal with any effects the bad work caused, e.g. loss of credibility or damaged reputation


‘The best preparation for good work tomorrow is to do good work today.’


Elbert (Green) Hubbard (1856–1915), American businessman, writer, and printer



•  Before you take a break, write down the next two or three things to do after the break. Also, if thoughts occur to you at times of day when you are not working, note them on your phone or write them down physically (I keep a notepad by the side of my bed to jot down such thoughts)



•  If you can, say no to more non-relevant work (see Chapter 7)


Things to do while commuting


One way to make better use of time is to use your commute effectively. Here are some suggestions of what you can do. Some of these ideas are clearly more suitable for travelling by train, others for driving.


Reading



•  Reading the newspaper or a magazine



•  Catching up on emails



•  Reading background material



•  Reading something completely unrelated to your work


Listening



•  Listening to music



•  Listening to the radio



•  Listening to an audio book



•  Listening to, and learning, a new language


Playing



•  Playing games and puzzles


Sleeping



•  Catching up on sleep


Watching



•  Watching a video


Thinking



•  Preparing for the day ahead or reviewing how the day has gone



•  Thinking how to tackle difficulties



•  Preparing for a presentation or difficult conversation



•  Working out what to eat at home


Of course, there are many other things that you can do whilst commuting to work. How about being mindful of the drive/train ride in and enjoying the ‘now’. This is a good technique to give the brain time to think.


Keys to successful meetings


For meetings to be effective, you need to:



•  Know the purpose of the meeting



•  Prepare for the meeting



•  Keep meetings as short and as focused as possible



•  Make sure that actions are well written up so that individuals know clearly what actions to take and by when


Plan a task


Planning is essential to working effectively and making good use of your time. The key elements of planning are:



•  Breaking down a large task into its constituent parts



•  Knowing your outcomes: what you want to achieve



•  Knowing your deadline



•  Knowing your resources, e.g. in terms of personnel and finance


If you do not know how long a particular task will take, don’t guess by plucking a figure out of the air, but work on a sample and use that as a basis. For example, I once thought that checking 100 items in a reference book would take me a maximum of three hours. However, when I undertook a sample for half an hour, I discovered that I only completed three, and each one had taken me an average of ten minutes. 100 x ten mins = 1,000 mins = 16.7 hours, which is considerably longer than the three I originally thought.


Note that you will come up with various reasons why you were slow, for example you were learning what you have to do and you were interrupted. These might be true, and you will probably increase momentum as you work on a task, so the overall time might come down to say 12 or 13 hours, but this is still considerably higher than the original estimate of three hours.


When planning, note that the time spent undertaking admin (e.g. commissioning, checking, preparation, participation, and follow up of meetings) is likely to be far more than you think.


[image: image]


When planning, the time spent doing admin is likely to be far more than you think.


[image: image]


In planning schedules, remember to allow for:



•  Holidays, both by individuals and public holidays



•  Other work that individuals might undertake at the same time. For example, a colleague might be compiling a report for another department on the days you have allocated for him or her to be available for your project



•  Unproductive time. You may sit at your desk from 9 am to 5 pm with a break for lunch, but how much of that time is actually productive? Maybe five hours



•  Contingencies. Unplanned events that could significantly delay your projects. Allow 10–20% of the time as contingency


Deal with interruptions


Do all you can to minimize interruptions and build up momentum in your work. To illustrate this, consider two trains travelling along the same track to London, each covering 90 kilometres. One is non-stop and takes only 55 minutes; the other stops six times and takes 95 minutes. Ask yourself which train your work is more like: the fast or slow train? The more you can minimize interruptions, the more you will achieve. Furthermore, as you build up momentum, you will become increasingly absorbed in your task as you focus on it and your work will flow more easily.



•  As far as possible, take control. Arrange meetings that fit best with your schedule, not other people’s



•  If someone phones you at an inconvenient time, ask them to call back at a certain time that is convenient to you. Don’t say, ‘I’ll ring you back’ – that means you will have to add them to your to-do list, which is probably too full already. Give your caller the responsibility to call you back



•  Not all interruptions come from others: we sometimes interrupt ourselves by checking our emails constantly and responding to them immediately. (It may only take you a minute to answer an email but you will lose several minutes’ concentration.) Schedule in regular times to check emails



•  Delegate more, ensuring you give clear instructions. Train colleagues up so you can delegate more
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