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FOREWORD


Much too rare are the occasions when I take the time to pause and calmly think about what is actually important to me, what I am all about, and what I would like to achieve. My daily life is dictated by all the urgent things that must be done, that are imposed on me, that land on my desk, or things I have brought upon myself in a moment of weakness.


In 2020, I created a theatre project with the subtitle: “In search of free will”. In the run-up to it, I asked the following questions in interviews:


What do I want? What can I do? What am I allowed to do? What should I do? What must I do?


The fundamental question was to find out what I determine consciously and where I follow internal or external pressures. I noticed two things: the external and internal pressures are often much greater than we would want to admit. Consequently, most people would like to shape their lives themselves to a larger extent and more consciously. The only question is: How do we accomplish this?


I know many people who are industrious workers, perform well, and create added value for the company and customers. Whether they lead a company or organisation, or, as employees, do everything in their job description, fulfilling the tasks and responsibilities assigned to them and following the target agreements they have signed, if they do a good job, they get a feeling of satisfaction and often an appropriate salary to go with it.


In theory, everyone understands that the result quality is heavily influenced not only by “what” you do, but by “how” you do it. That means, both what you can do and the satisfaction from this work have a lot to do with the culture and atmosphere of the work environment and your ability to actively determine it.

This insight is often missing in concrete implementation. It is lost in day-to-day stress, the usual bottlenecks, and adverse external circumstances. In my consulting work, I keep encountering people who complain that their personal well-being and motivation are adversely affected by the company’s needs. And I see these challenges on all hierarchy levels.


Let’s be clear about one thing: These people are by no means unsuccessful slackers, nor do they have more personal problems than anyone else. These are people with a positive attitude who love their profession and their responsibility and want to achieve many things. But even these people are not immune to a loss of motivation or excessive professional stress that negatively affects not just their work but their private life.


Some bemoan that shareholder value takes precedence over human values in company decisions or that often only short-term, “hard” results are measured in large corporations. This happens, even though in these circles people are also aware of the aforesaid insight that an important role is played not only by the tasks themselves but by how they are carried out. Faced with such mechanisms, people dream of working for themselves or in another setting, for example, an NGO, a smaller company, or a governmental agency. But if their dream materialises, they often realise that the constraints there could be just as strong.


Why is that? In my view, people often lack the courage to stand up for their convictions and to question the status quo, because this courage can entail discomfort and conflicts. In my experience, however, this path is more satisfying and productive in the long term. It is the only way for me to regularly check whether what I am doing is consistent with my quality standards and higher goals.


This does not mean that I do not support the group. But I should participate proactively instead of always just reacting or allowing someone else to drive my actions, just so I realise, albeit too late, that this is not how I wanted things to be. This is why the call to action in the title of this book is: “Manage yourself, before others do.”


Tips on the topic of self-determined actions are often limited to just one area, be it better time management or prioritisation. Or they make do with the recommendation of addressing your physical and mental well-being, and rest and relaxation. Sometimes, they advise structuring the change processes more deliberately.


Over the years, and in my efforts to offer practical tools in my consulting work, I have discovered that only a combination of all the relevant factors is what really works. For this reason, seven areas are interwoven in this guide on self-management: quality, time, focus, creativity, decision-making, change, as well as mind–body balance.


I have written the book intentionally as a practical manual. So, even if you may be tempted to skip a chapter or two because they may contain information you already know, do not forget that the desired effect is achieved only by combining all the elements


Dan Wiener, 27 October 2020




1Before We
Get Started


1.1.Between Individual Responsibility and Constraints


Individual responsibility is required and encouraged in today’s working life. Innovation and creativity are sought after, while the work environment is organised more openly and the workplace is not always a fixed location anymore. Moreover, professional performance with increasing management responsibility is measured less and less in hours. Agreements on working hours are replaced by performance agreements and job profiles that define the scope of the tasks and the competences. Those on the top level are also responsible for strategy.


These prerequisites alone do not result in self-determined work, though. External pressure is rather increasing because the service can now be obtained in a “free market”. In addition, there is competition with other – real or potential – providers of the same services. In this process, employers and shareholders are not usually guided by the feasibility of a task but by their own needs and external constraints. For skilled professionals, this does not only mean that they frequently have to worry about securing their resources, but the boundary between working time and leisure time is becoming more and more blurred.


Especially in an age when work from home is becoming more common, employees are increasingly facing the challenge of self-management. The managers’ job is even more challenging. In addition to bearing the responsibility for the organisation’s overall strategy, they have to lead their employees in a more strategic and goal-oriented way.


But employees hardly receive any support in coping with the challenges of this new autonomy. The tasks associated with the increasing individual responsibility and self-management are not defined in the performance agreements and job profiles either, and are left up to the employee. In consideration of the quality of your work and your long-term well-being, it is essential to think about where and how you yourself can influence your work and your environment, because if you do not ask yourself this, nobody will.


The following questions can help reinforce individual responsibility:


•What are my personal goals and how do I make my professional life worth living?


•How do I plan my commitments in the long term so that I do not experience physical and mental bottlenecks?


•How can I continue to keep up my performance and motivation and how do I deal with being unsuccessful at times?


•How do I reconcile my work and my personal life so that the different areas of life benefit, and not suffer, from one another?


By trying to find answers to these questions, you do not only determine what you do but, most importantly, how you do it. This, in turn, is a first deliberate step that does not only have a positive impact on your performance. You will also be more satisfied and healthier in the long run.


External influencing factors and constraints


If you do not ask yourself these questions, you will fully submit to the external influencing factors and constraints – not that they necessarily have to contradict your own wishes.


But the above questions will help you coordinate your personal goals with the professional demands and the organisation’s goals. External influencing factors cannot and should not just be suppressed. On the contrary, it is about matching your personal style to the style of those around you to enable the best possible result for all.


We, with our responsibility, our competences, skills, and our resources, come under the influence of different factors in every decision. The following diagram illustrates the overall structure we find ourselves in every time we make a decision. The influencing factors outside work, such as society and personal life, are intentionally listed in the lower section.


[image: image]


As this overview shows, everything we do is always related to other external influencing factors and therefore impacts different areas of our life. Consequently, it is important that we do not lose sight of the influencing factors outside of work as well as the broader professional context when we make our professional decisions. For example, each company also has social responsibility, and, if it inadvertently makes the headlines, the employees may be asked about it in their personal life or have to answer uncomfortable questions. Or, if you make a career move, this will not only affect your relationship with customers and other professional contacts but likely also impact your personal life.


1.2.Buzzword: “Work–Life Balance”


Work–life balance is frequently talked about in courses, discussions, and relevant literature on the topic of self-management. The term is often used to address the difficulties of separating working life from personal life or the negative impact of excessive work on personal life.


But the term “work–life balance” is questionable in itself because it suggests that people either live or work. The fact that many people spend a considerable part of their time working suggests that they also “live” while working. And, conversely, for many people their work is a significant factor in their self-image and self-worth in their personal life.


This does not mean that there are no problems separating the two or that problems and pressure at work do not influence one’s personal life, and vice versa. Many people actually suffer from being unable to reconcile their work and their personal life. It is not uncommon for disrupted family relationships, failed marriages, heart attacks, chronic illnesses, and even suicides to be caused, at least in part, by difficulties with reconciling these two areas.


Instead of forging ahead with the seemingly endless fight between work and personal life, I will suggest a system that comprises both aspects: in everything we do and in all the different areas of our life we should be guided by the same values and know what we are living and working for.


In order to discover this balance, it may be worth asking yourself a few fundamental questions:


•What is important in my life? What am I passionate about? What fascinates me?


•What can my work contribute to this, apart from the financial and material basics?


•How does my work benefit my personal life?


•How does my personal life benefit my work?


•How can I organise my life so that the things that are important to me continue to develop positively and sustainably?


We should not forget that for many people around the world work is a question of mere survival. So, it is a privilege to be able to ask yourself such questions about purpose and meaning. Unfortunately, there are too many people who could enjoy this privilege but consider their work just a necessary evil, nevertheless. Many are trapped in a loop of dissatisfaction that they cannot break out of for material reasons, for example, out of fear that they will have to give up some of their material comfort.


It is especially important in these situations to ask yourself the above questions about purpose and meaning, reinforcing your personal motivation in this way. However, the path to self-determined actions is not only about reconciling your personal life with your professional life. Your personal style is also a separate factor that should be considered in this context.


Personal style at work


It is completely normal for different aspects of our personality to come out to a stronger or lesser extent in our personal and professional daily life. It gets hard when the two areas are too far apart or when a change process needs to be initiated every time we cross from our personal life into our professional life, or vice versa, and this begins with our clothing but also includes our language and behaviour.


There are also individual aspects of behaviour that we cannot just set aside and that are – and should be – a big part of our day-to-day professional life! For example, different tasks are done differently by different people depending on their working style. Some people like to work on a problem independently and on their own; others prefer to exchange their ideas and experiences with their co-workers from the start. Yet others can see a solution very quickly, while those around them are still trying to understand what the problem is all about.


Personal style can be seen, for example, in a classic office building with standard single offices. If the employees have the opportunity to occupy “their” office for a longer period of time, sooner or later they will add personal touches to their standardised office. So, there may be creative chaos in one office, while another one looks hardly occupied, very functional, and has no superfluous bells and whistles. Other offices are decorated with children’s drawings, personal photos and other “relationship substitutes”.


Just as people have different styles of communication, thinking, or decision-making, there are also individual recipes for how people work successfully. That is why there is not always necessarily a better or worse approach. In most cases, there are simply different ways that lead to the same goal. But this also means that the application of the methods provided in the subsequent chapters can differ greatly depending on the individual.


As previously mentioned, personal style is reflected, for example, in the way a person approaches a task, how they communicate with others, or in their leadership behaviour. The 3D-Behaviour-Method1, among others, is used in seminars and coaching on this topic to understand and illustrate these individual behaviours and to be able to use them optimally in day-to-day professional life.


This method is used to reflect on both one’s own behaviour and the behaviour of others, but without judging it. A better understanding of the different behaviours allows us, on the one hand, to adequately react to the advantages and disadvantages of each personal style. On the other hand, it provides important clues to the aspects of our behaviour that we can still learn something about.


Whereas the personal elements and insights of the 3D-Behaviour-Method could be a bigger part of targeted seminar and coaching work, this short description should suffice for this guide.


1.3.Seven Steps to Self-Determined Actions


The following chapters of this guide are dedicated to the seven areas that you need to have an influence over if you want to shape your development and your daily life. In combination, these areas form a consistent system that produces its full effect only in the sum of its individual parts. In other words: each area enhances the positive effect of the other areas, contributing to the success of the system as a whole.
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How the areas are connected


The questions below form the common thread that runs through this guide. They will be explained in detail in the following chapters and serve, individually and together, as practical signposts on the way to self-determined actions. The above-mentioned connection between the areas is one of the important foundations of success in implementing the methods and suggestions provided throughout the guide.


1.What quality would you like to achieve and what are your personal and professional goals?


[image: image] If you have defined the desired quality, then you need to think about how to integrate these quality goals in your plans: what priority and how much room will you give them in your schedule?


2.How do I turn the set goals into concrete tasks, where are my priorities, and how do I create a reasonable timeline?


[image: image] Even the best plan will not help, if you do not stick to it. Focus has to do with discipline, but also with mental strength: where do you say yes and where do you say no?


3.How do I plan and set my defined goals and priorities better and how can I train my focus?


[image: image] Just because you undertake to do something does not mean that is how it will work. Sometimes we encounter limitations and it seems as if the task cannot be completed: what creative solutions can help you move forward?


4.Where is creativity needed and which spaces, friction, and tools do I need to find creative second-order solutions – outside the box?


[image: image] We could focus on being creative and constantly working on new possibilities for a long time if we do not consistently test the solutions for plausibility: why are you deciding in favour of each particular solution?


5.How can I deliberately and systematically make decisions that take both logic, intuition, as well as instinct into account?


[image: image] How do you implement your decisions in a structured way, so that they result in the desired change in a lasting manner?


6.How do I implement the decisions I have made in a well-structured and sustainable change process?


[image: image] Although purposefully made changes bring improvements in the long term, they often cause uncertainty at first and it takes time to find a new balance.


7.How can I keep my mind and body in balance to be sustainably productive in all other areas?


[image: image] The mind–body balance is a fundamental condition to be able to handle all the other areas in a positive, consistent, and energetic way, and to remain productive in the long run.


1.4.The Aims of this Guide


There are different methods and ways to learn the art of self-determined actions in theory and in practical training. In essence, self-management is a professional’s ability to work successfully and with fulfilment in the long term through reflection and using concrete tools.


The aims of this guide are:


•to provide relevant resources for self-management in a comprehensive system;


•to foster awareness of the strengths and weaknesses of your current individual way of working;


•to show you how your current way of working can be practically enhanced and further developed by means of the system provided.


An additional aim of this training and the materials is:


•to enable leaders to provide support to their employees, so that they can work with more self-determination, thus contributing to a positive and productive work environment in their organisation and company.


“Manage yourself, before others do” picks up where the performance agreement leaves off. The topics in this guide go beyond what is normally understood under “management”.


Along with the technical aspects and clearly measurable goals, areas such as emotions, well-being, and ideas are considered. The term management is nevertheless used in this context because the discussion is about the necessary general conditions and methods that enable both optimal performance and positive emotions, increased well-being, and more clever ideas.


So the guide takes a comprehensive approach, providing concrete work methods for consciously shaping and cross-linking the areas addressed.


1 Link: www.3d-behaviour.com




2Quality
and Effect


2.1.Personal Goals and Subjective Quality


We begin the journey towards self-determined actions with a few key questions:


•What do I want to achieve?


•What are my personal goals?


•What motivates me?


•What is especially important for me?


•How can I align my own needs with the requirements of my professional and personal environment?
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