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Work smart to achieve more
TI M E, a l on gs i de mon ey,

is the one thing we all
s eem to bem oan that

we never have en o u gh of , a n d
yet everyone starts with 1,440
m i nutes a day to manage . Th e
probl em is, we do not man-
a ge time very well .

Is that because there is
s i m p ly not en o u gh help out
t h ere? Ab s o lutely not. A qu i ck
s e a rch on Google wi ll throw
up 997 mill i on referen ces to
time managem ent and 351
m i ll i on referen ces to boo k s
on the su bj ect . No time to
re ad all of t h a t !

If you know this topic is
an issue for yo u , as it is for
most peop l e , t h en you have a
ch oi ce . Ei t h er stop re ad i n g
because you are an ace at this
a l re ady, or make time to con-
ti nue re ading because there
wi ll be som ething here that
wi ll be of h elp to yo u .

So now that the aces have
l eft us, l et us see what we can
do to help the rest of you out
a little.

F i rs t , s t a rt inve s ting yo u r
time properly and stop pro-
c ra s ti n a ti n g. The last arti cl e
ad d re s s ed making a dec i s i on ,

so dec i de now that your ti m e
m a n a gem ent wi ll be a pri ori-
ty and you wi ll start wri ti n g
t h i n gs down on paper wh i ch
becomes a work - i n - progre s s
document. If you use
Mi c ro s oft Out l oo k , as I do,
you wi ll find a dairy and tasks
s ecti on . Th ere are other sof t-
w a re app l i c a ti ons that have
this fe a tu re as well .

Faced with a newly cre a t-
ed list of t h i n gs to do, t a ke a
f i rst cut and drop them into
four boxe s , n a m ely:
• Box 1 – Urgent and

i m port a n t
• Box 2 – Ur gent but not

i m port a n t
• Box 3 – Im portant but

not urgen t
• Box 4 – Nei t h er impor-

tant nor urgen t
You wi ll be amazed how

mu ch time people discover,
wh en doing this exerc i s e , t h a t
boxes three and four take up
a lot of a t ten ti on .

One step furt h er with box
one is to app ly Pa reto’s Law,
meaning wh i ch 20 per cent of
those tasks wi ll con tri bute to
80 per cent of ach i eving the
de s i red outcom e .

Next allocate a time
bu d get to com p l ete or take
that task to the next stage so
you know how you are goi n g
to spend your time ef fectively
du ring the day.

Secon d , and most impor-
t a n t , l e a rn to say NO. We all
constantly inte rrupt our
schedule to accommodat e
requests for help on unim-
portant tasks. That does not
mean you are disco u rteo u s , i t
means you explain that given
the urgen t / i m portant pri ori-
ti e s , it wi ll be 48 or 96 hours
or five days before you can get
to it. O r, del ega te the task to
s om eone el s e .

Third, allocate email
time. I have seen pe ople
whose email inbox ch i m e s
whenever a new message
comes thro u gh and they stop
what they are doing to de a l
with it. Deal with emails in
bl ocks say 08.30, 12.30 and
1 7 . 3 0 , and sti ck with it. If yo u
do not, is it any won der yo u
n ever get things done! By the
w ay, i f that is yo u , s orry no
a po l ogy fort h com i n g.

Close your of f i ce door.
Bri ef your pers onal assistant

Here is another though t
m a trix wh i ch comes in fo u r
boxes wh en sch eduling work .
• Work you like doing and

do well .
• Work y ou do not like

doing but do well .
• Work you like doing but

do not well .
• Work y ou do not like

doing and do not do well .
It simply is not po s s i bl e

to captu re all the referen ce s
to ef fective time manage-
m ent so I hope the on e
a bove wi ll at least get
you to recognise the
i m port a n ce of s t a rt-
ing to manage yo u r
time bet ter.

O n ce you have a
system, stay focused by
m a n a ging the items as they
get into and are cro s s ed out
of the various boxes plus
minimise interru pti on s . Th a t
means one trip to the cof fee
m ach i n e , not six in the space
of t h ree hours . Time is pre-
cious so do not waste it.
Think abo ut it.

or wh oever that the next 65
m i nutes is of f limits and if
a nyone wants to see yo u , give
h er some times so she can
s ch edule meeti n gs . And that
i n clu des po l i tely advising the
CEO wh en he calls ie. “ M r
C E O, he/she is heads down
on the XYZ proj ect . Unless it
is top urgent I’ll get him to
c a ll you in xxx mins”. May be
m ore easily said than don e ,
but I wi ll su ggest most CEOs
wi ll be ok with that. Bo t tom-
line to that is, com mu n i c a te
your open and cl o s ed ti m e s .

Back to your four boxe s .
The items in box one should
be tack l ed wh en you are at
opti mum ef fectiven e s s . Som e
people are better in the
m orning others later in the
d ay. In ad d i ti on , do not be
the of f i ce hero and sch edu l e
an important planning or
dec i s i onmaking meeting two
h o u rs after stepping of f a 16-
hour flight from New York ,
h owever good you feel as
your body is som ewh ere el s e .

Tasks in box one wi ll be
on some occ a s i ons com p l ex .
List on a sep a ra te sheet of
p a per all the stages and job s
a s s oc i a ted with the task. Yo u
n eed time to all oc a te all of
those tasks and wh ere nece s-
s a ry dec i de wh i ch stages can-
not proceed until other work
has been com p l eted . Some of
you wi ll recognise that yo u
a re in fact devel oping a cri ti-
cal path analys i s . For heav y -
duty tasks, you may find
Gantt ch a rts hel pf u l .

Wh en set ting goa l s , t h e
ac ronym SMART is hel pf u l :
• S - pec i f i c
• M - e a su ra bl e
• A- cti on based
• R- e a l i s ti c
• T-ime fra m ed .

I have been dealing with one of my

staff on his performance and it has

reached the point where I need to

take stronger action. This is the

first time I have had to handle this

in my management career and I

would like some advice on how to handle this.

The person is quite nice.

From Singapore –name withheld

We all en j oy giving good news and are not
so good at giving bad news , yet this is som e-
thing that sets people apart , p a rti c u l a rly ma-
n a gers . The first step is to be clear as to wh a t
you want to ach i eve from this upcom i n g
m eeti n g,and wh ere I can help is what you say
and how you say it. I am assuming you want
to see the perform a n ce get to an accept a bl e
l evel as disti n ct from term i n a ti on .

Open the meeting by cl e a rly stating wh a t
the purpose of your meeting is and frame it in
po s i tive terms ie, “We can both see that yo u

Pick the tasks that will allow
you to do more in less time

M e n t o r i n g

h ave been having some ch a ll en ges recen t ly
and our aim is to get you back on track , we
both need that - How does that sound?”.
• Next ask them to de s c ri be / revi ew thei r

perform a n ce , the things they did, why they
did them and the re su l t .

• Ask them wh ere they thought they co u l d
h ave done som ething bet ter, with hind-
s i ght of co u rs e .

• Ask what they think their strengths are and
h ow have they used them .

• What are their con cern s ?
• How have they hel ped them s elve s ?
• Who have they asked for hel p ?
• What help they need from yo u ?

F i n a lly help them to wri te down and agree
on an acti on plan with clear goa l s , ti m el i n e s
and re s o u rces requ i red .

G ive them the con f i den ce to move forw a rd
by saying you are su re they wi ll overcome this
dip in perform a n ce and get back on track .
G ood lu ck .

Have a work-related issue or problem? Write to Ray (ray@think8.net).

C o a c h i n g

Mr Ray Bi gger is fo u n der and
m a n a ging direc tor of T h i n k 8 , a
l eading coa ch i n g , con su l ti n g
and training com p a ny hea d-
qu a rtered in Si n ga pore . He has
m ore than 25 yea rs of s a l e s ,
m a rketi n g , people and tea m
devel op m ent experi en ce . M r
Bi gger is a form er Engl i s h
Prem i er League and Foo tb a ll
L eague referee .
Tel : (65) 6875-0104, web s i te :
w w w. t h i n k 8 . n et
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