LAW 1

You control your life
by controlling your time

If [ were to stop you on the street and say, “Excuse me, what time is it?”
whar would you do? You'd probably look at your warch and say, "It's a
quarrer to three,” or some such thing. Bur if T were to stap you on the

street and say che same words bue in a differenr order, " Time, what 15 107"
you'd probably look at me as if | were crazy. In America we don't usually
stop people on the street and ask them philosophical questions.

What is timed How would you dehine (¢!

Saint Augustine once tried ro answer this question, He said: “For what
is time? Who is able easily and briefly to explain ic? . . . Surely we
undersrand well enough when we speak of it. What chen is time? I
nobody asks me, 1 know; but if T were desirous to explain it tosomeone—
plainly [ know not.” The astute Augustine obviously wasn't much help
on this matter.

For centuries, philosophers and wise men have tried o explain time.
Sir Isanc Newton said that time was absolute, that it occurred whether
the universe was here or not. Leibnitz came along and curned Newron's
definition upside down. He said, "Time 15 merely the order of evenrs,
Alberr Einstein followed Leibniez, and made che

not an entity itselt:
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starement that “Time has no independent existence apart from the order
of events by which we measure it.” He then developed an idea called
“simulraneois events.” He said che train does not arrive at the station ar
7:00 p.M.; the train arrives ar the station at the same moment che lictle
hand reaches seven.

The definition from the dictionary siys:
events succeed one another from past through present to furure.”

The basic element of cime 1s an event. Evervthing 15 an evenr. Reading
this book is an event. Gerting our of bed this morning 15 an event.
Diriving your car is an event, Arriving at work is an evenr, Your phone
ringing is an event. Faring lunch is an event, Time is the occurrence of

s

I'ime s @ continuam in which

all these events in sequence, one after the orher.

| was in New York doing a time management seminar for Merrill
Lynch execurives, when a fellow handed me a card on which he had
written his definition of time; " Time 15 what keeps one darned thing afrer
another from becoming every darned thing at ance.”
a succession, of events. Ben Franklin said, “Dost thou love hife? Then do

Time 15 4 Seies, Or

not squander time, for that's che stufl life is made of.” If this 15 rrue,
then contraliing your Life means controlleng yosr time, and controlling your time
migans controlling the events n your life.

Gaining Control of Events

Have you ever heard someane say, “I've lost control of my life”? There
are times when I look in the mirror and say, "Boy, you're our of control!”
Whae I'm really saying 1s, "I am no longer in control of the events that
make up my life. [am reacting to evenrs. | do whar everybody else thinks
I sught to do, when they think | ought to do 1t Being our of conerol
is a terrible feeling,

Think about a rather unusual question thar is directly related to che
‘issue of control, Whar perion has almait abuslute total contrl over the evenis in

Bt or ber prafessional envivanment? | once asked this question to a group of

rwo hundred General Motars employees. One man spoke up and said,
“Marhers.” There were eighty-rhree women in the room, and they were
ready 1o stone him.

The answer given by some experts is a symphony conducror. What
menral picture do you gee of a symphony conducror? Zubin Mehta or
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someonc like him stands up, raises his baron—and what happens? A | 10-
prece vrchestra responds righr on cue, and every rime thar baron moves,
the orchescra follows. Wonderful control. Is chat the way it is in your
life Wouldn't ic be grear if we could ger char kind of contral over the
events m our lives?

MNow, what group of people has the shortest life expectancy in this
councry? Probably the members of the archestra. They live in the reactive
world. They spend their lives trying to keep up with the guy with the
stick. Bur the real 1ssue is this: How much control do we have?

The diagram below shows what | call rhe control continuum,

NO CONTROL TOTAL CONTROL

wmuwmmﬂ«h.ﬁ.ﬂn%
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On the right side are events over which you have rarad conteal, The lefe side
represents events over which you have absolutely we comrrol. Everything in
between is parttally eonevalled. What are some events over which you have no
conteol! The sunnse: Certamn illnesses. Tornadoes. Death, Your boss. The
stock marker, The Super Bowl. You'd be surprised how many things we
have absolurely no control over

What 15 impormane 15 not chat there are uncontrollable events in our lives,
but how we respond to them. Often the must realistic response 18 to adpt.
Live with i, Roll with it. It makes no sense to get upser aver things we
can't control. Instead, we must adapt. The only other choice is to be perpetu-
ally stressed our,

I frequently ask people in our seminars to describe how they feel inside
when they face events they can't control, They invariably use words like
Jrastration, streis, anger, and fear, Whar level of self-csceem is associared with
these words? Obwviously, it's low. It doesn't feel zood to be aue of conrral,
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Perhaps you snow ski. For me, that is an ouc-of-control experience. 1 grew
up in the Hawalian Islands and there’s noe a lot of snew sking there. In
1982 | moved eo Sale Lake Civy: After living there for three years, my wile
and 1 decided 1o go skiing, just so we could carry on a decenr conversation
in our neighborhood. We wene o a ski resort ar Park City and gor in a line
for the longest sk Lift there. Why? Evervbody was getting on chas Iife, It
never occurred to us to get lessons or anything. Halfway up the mountain it
dawned on me that the sears on the ocher side were coming back empry.
Now this bothered me, because che Lift never stops, T asked my wife, "Flow
do you gee off this lilt?" | soon foond our, You & off the Nft. [wish | had
a videotape of my first exic from the lift. That was definieely sor o controlled
event. 1o fact, | experienced all the words [ juse hisred—with one-addition,
fain. Believe me, it doesn't feel good o be our of concral.

There are events, however, over which we can have total conerol, Think
about 1t. What can you control? The list is actually considerable. Tr includes
such things as the rime when you ger up, what vou wear, how vou react to
somebody else's attitude, what vou eat. What do these events all focus an?
You. The only thing you have absolure and roral conceol aver 15 yow. Every-
thing els¢ is partial concrol or no contrel.

Make a list of same of the different evenrs it your life. Then assign each
event a number from 1 to 3 to indicate che depree of control you have over
them, with 5 representing toral conerol znd 1 representing no control. Your
lise mighe include events like chese:

Degree of
Event Contiol
* Time I gee out of bed 3
* What I eat 4
* Whar | wear {ro comply with company dress code) 3
* Length of my commute to work )
* Meeting with my boss 1
* Meeting with a subordinare 4
* Lunchrime and wicth whom 3
* How [ reace tooa colleague [ don't care for 3
* Trafthe on way home l
* What I do this evening G
* Whar | do tomorrow night 1
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Your list may be entirely different, but make nore of some of the
typical events you encounter in life, Then study the lise and ask, “"How
much control do I have over my life?” Even if there seem to be relatively
few things you conrrol, the skills and rools presenced in this book will
help you exercise greater control than you preseatly do.

Now, what words describe how you feel when you contral the event
thar you are able to control? You may feel confident, bappry, exbilarate
powerfal, maybe even sarprised, But there are two words char encompa
all the feelings we get when we are in control: fwner peace. What is inner
peace? [nner peace 5 having serenity, balance, and harmony i our lives through
thi afipropriate cumtrod af eventr.

S0, the objective of good time management is inner peace. But befare
we go further, you need o stop thinking “rime management” and stare
thinking "event contrel.” Tou often we think time management has
something to do with our watch, The only rhing a wacch tells you is how
long it rakes the sun to go across the sky. Thar's an event over which we
have no control. The real issue 1s; Whart evenss can | conrrol? Focusing on
“event control” makes all rhe difference.

Conditioning

Part of the reason some of us fail to tuke conrrol lies in our individual
condirioning. Many of us have been conditioned to accepr less than we
can have and be less than we can be. Thar point is well made by a story
I heard from my parcacre, Dick Winwood, who once took his daugheer,
Sarah, to a traveling circus. Dick was surprised to find eight elephants,
each techered only by a small rope actached to a ring on an iron leg
shackle., Each of the small ropes, in turn, was tied to a much larger rope
that was staked to the ground. Any one of chose elephants, as big and
strong as cach was, could easily have walked away to explore the shopping
mall across the highway. Dick wondered why these intelligent and curious
creatures would not wans to be free and roam around,

Later, he did some research to learn why elephants stay tethered when
they have the power to move abour, He learned thar when they are very
young, those elephants are chained by the leg to immovable stakes. For
several weeks they struggle 1o free themselves, Bur, lictle by little, over
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a period of three or four weeks, the elephants are conditioned o believe
that they can't move about freely when they are tied by the nighe rear
leg. From the moment this conditioning rakes hold, you can rie them
with a string and they won't move. The elephants at the circus didn'e
roam about because they belrered they couldn't. The rechers s thesr mnds
wete stronger than any chain or tope

Now, we're not elephants. Bur in many subtle ways we've been condi-
toned o believe cerrain things about ourselves and our environment,
And we need to erase two effeces of this condivioning from our lives (F we
want control and inner peace. These rwo effeces are illuserated by the
following sratements:

There are events we can't vontrol. but we believe we con. We waste nime
complaming abour the weather, or futilely trying to control or manipulate
spouses or employees or our children,

Conversely, there are soentr we can contral. bt we feliere we can’t. Many
people, for example, feel that they are locked into careers they really don't
like, but m reality this is usually self~imposed bondage.

Some events ave literally beyond our capacity to control, but for some
reason we get itin our heads thar we can contral them, When | asked in
a recent seminar for an example of someching we can't control, one man
in the audience said, "My wife." True. Usually, vou can't conrrol ather
people or what they do, If you try to conrral them, you'll prabably end
up in jail. You can influence cheir behavior; but you can't control them,

W hat aboue children? We may think that they are under our conrrol
during their growing years, beciuse as babies they scare our being under
almost our total control when they're born. At thae time we can't conerol
some things about them, but they are almast totally dependent on us and
we can control @ great deal, Wich every passing day, though, they march
{or crawl) a lircle further toward che “no control” side of the model. When
they become teenagers they seem o feap toward that side of the model.
Let us hope that by the time they are voung adulrs, they are relacively
independent of our control. We succeed as parents o the degree thar we
help this transfer of concrol from parent o child ke place.

If; in the long run; we can't control even our own children, can we
realistically expect to control other people not so intimately connected
with us? We may think we can and we may vmpact their behavior o
some degree, but ultimately whar otber peaple do 15 out af suy control,

By conrrase, there are some evenrs we really can control, bur mentally
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and emotionally we believe we can't. Suppose, for example, thar Vi
are in your horel room at the Marriotr Marquis in Manharean and 1 call
you from JFK Airport. | say, “Liscen, of you meet me at the Delra
cerminal ar four-chirty, 'l give you a check for five hundred thousand
dollars.” You lock at your watch, and it's quarter to four. You have
forty-five minutes o ger there. Your firse thoughr is, No way. Wich
the detours and daytime traffic, tr ook me an hour and a half to ger
here in a raxi from JFK. You mighe just assume you have no control
over the situation—rthere's no way you can ger thar $500,000. Bur wair
a minuee. We're ralking about half a million dollars! Half a millio
dollars can give you oprions you normally wouldn't have. You ger o
the phone and call the Marquis operator. “"Has this hotel gor a helicoprdr
pad?’ you ask. "No." the operator informs you, "bur there's one elever
blocks away at the Pan Am Building.” "Great!" you say, "Now, listen
carefully. I've gor a thousand dollars for you if you ger rhe helicopter
service on the hine double-quick.” The operator earns her thousand dol-
lars, and you tell the startled voice on the phone, 'Look, if you'll _.E:.:J_
all your other passengers and get me to JFK Airport in che next half
hour, I'll give you htty thousand dollars.” After checking with manage-
ment, the voice says, "How soon can you get here?” One way or ari-
ather, we'd very likely be at the Delta terminal before the appointed
hour. The point here is that when the need 15 big enough, we control
all kinds of evenes thar we normally believe we can't control. The onl
difference is our sesd to control them,

| prew upin Honelulu, and when | was eleven years old | decided 1
could swim across Hanauma Bay, on the sourhern tip of Oahu. It's a
beautiful place, & mile and a quarrer across, with water abour eighty feet
deep. | wene there, dove into the water, and started to swimacross. Well,
the waves were quite big that day, and | couldn't see the other side,
Halfway across, | starced ro drown. You ger some interesting feelings
when you think you're going ro drown. | was treading water, facing out
to sed, when all of a sudden I saw a fin gliding through the warer abour
ten feet away. My need to get to the other side went absolutely crazy.
Whar [ discovered abour myself was chis: It's okay to drown. It's wat akay
to ger eaten, | make a big issue of chis control thing because it i a big
issue. We talk ourselves into believing we cannot control events that
we really can control.. We give up when our options are by no means
exhausred,
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The Productivity Tri-quation

Psychologist Nachaniel L. Branden, author of The Poychalopy of Self-Eiteem,
once pointed our the direcr relationship berween self-esteem and produc-
rive work. In essence, Branden observed thar the berter you feel about
vourselt, the more productive vou will be; and che more praductive you
are, the betrer you will feel abour vourself, I like Branden’s observarion,
bur it deesn't go far enough for me, IF we add a third element to this
equation, event control, it becomes what we might call a “tri-quation.”
The productiviry tri-quacion is shown below.

EVENT CONTROL

SELF=ESTEEM

PRODUCTIVITY

Remember your eighth-grade algebra for @ moment. When vou rake
something from the left side of 4n equation, whar do you have o take from
the righr side to keep it equal? The same amount. What thar means in teems
of our trisquation s thes: 16 my sell-esteem drops, whar wends o happen o
my productivity? Ie drops ton. And if my productivity drops, so does my
event control, The antithesis of chis is also true: Higher self-esteem raises
productivity end event control. The easiest part of this tri-quation to arcack
is the evenr control piece. If T can exert greater concrol over the events in
my life. 1 can become more productive, better organized, and spend mare
tire oo accivities thar are of vilue to me. The natural by-produce of chat is
an increase inmy sense of selfworch.

Mow, I'm poo suggesting thar we don't have inerinsic value in and of
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ourselves, because we do. Whar | am suggesting 15 that as [ get more conerol
over the evenes i my life, 1 feel berrer about myself. And as I ger more
control over things thar matter a great deal ro me, 1 feel terrific. Keeping in
mind that we want o control those events thar marcer most 1o us, consider
the following questions:

1. What are che highest prioricies in your life?
2. Of these prionities, which do you value the most?

In the nexrt several chapters, we will deal with the process of identifying
and giving precedence to the highest priorities in our lives—rthose things
thar matrer maost to us and thar are essential for us to be doing something
abour if we are to experience true inner peace.

Not only are the answers o these two questions importane, bur whar
we do with the answers is also important. The first question 15 abour
identitying our inner core values, the things that are most important to
us—something we'll talk more abour in the next chapter. The second
question suggests some kind of sequencing, because some priorities and
events are obviously more important than others. Onee we've identified
the events that macter most, che 1ssue then becomes: How do we act on
rhem? How do we ger concral of the mose crucial evenrs?

Two Time Fallacies

Woe've already esrablished rhar conrrolling our lives means controlling
our time, and that contrelling our time means controlling che events in
our lives. Why, then, do mose of us have so much rrouble accomplishing
the things rhar mean the mose to us in the long term? Why do we never
scem to ger around to those chings that really matter? There are several
possibile answers to this dilemma. One 15 thar we've unwirringly baughe
into two fullacies about time that prevent us from dealing effectively witch
the events in our lives,

The frse fallacy is chat we think we're gofme o bave move time al some
EEME&QE&% date than tve do nowe. " Well, U'll do that next week, or next

manth, or next vear, or when the children are grown, or when I retire.

Then I'll have more time,” The second fallacy is that we think we can

atmichia save time, The fact 15, you Aaee all the time there s, You're given
e il e aain B
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a check every day for twenty-four hours, and vou have to spend every
last second,. You gee 86,400 seconds each day, no more, no léss, and
you can't save any of them to spend at a larer dare. Thar means, when you
say to someone, 'l don't have tme,"” you are note telling the truth, You
have as much time as anyone else.

If you called me on the phone roday and said, “"Hyrum, I'd like you
o have dinner with me tonighe,” and | answered, "Sorry, [ would really
like to have dinner with you tonight, but I just don't have time,” 1 would
be lying. Whar I am really saying is: "'l value some other event more chan
having dinner with you,” Why don't | just come our and say that? Well,
it’s culturally okay to say, "l don't have time."” It is aet culturally okay
o say, 1 value another event more than having dinner with you—so I'm
not going!” That would be an insulc,

Usually, we don't even understand what we're saving when we tell
people we don't have time o do something. And they don't underscand
cither. That's why theyre usually not offended. But how often do we tell
auriglies subtle lies ro convinee ourselves we don't have time to do some-
thing! How often do we leave important martrers undone because we
think we “don't have rime"? What we're really saying s thar we've
allowed insignificant events, like warching TV or doing a crossword
puzzle, to become more valuable to us than significant events, hike playing
with pur children or gerring to know our neighbors better or writing the
book we've always intended to write.

In the nexe chapeer we'll walk spectheally abour values and priorities
and how to idencify those things that matcer most. For now, though, we
just need ro recognize thar we don't always de those things thar are mosr
important to us: We have a limited supply of time, and somehow 1t seems

tir ship away from us, almosr as if someone 15 srealing 1.

Time Robbers

Have you ever noticed that the chings thar matter most often ger pushed
aside by less important concerns? Everyone and everything, ac times,
sEem o conspire against us and prevent us from accomplishing what we
really wanr to. Evenrs we never anucipated catch us blind side, demand
our arcentin, and distrace ws from what matters mase, These cvents

control us, and when that happens, our productiviry drops and so does
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our selt-esteem. Because these events deflecr us fram what we really oughe
ro be doing, they are very costly.

Do you know what opportunity cost is? Suppose [ give you ten chousand
dollars in hundred-dollar bills and instruct you to spend the money before
midnighe. That's ic. Ao mudnighe U'm going ro shew ups at vour door and
take back any money you haven't spenc. You lose it. Would you have
any money left at midnight? OFf course not. Now, what you spend it on
is your business, bur ler's say you spend the money on clothes. By
making that decision, what have you decided nat to spend the money on?
Everything else. 50 che apportunity cost of the clothes s what else vou
could have spent the money on.

Time is just like money. When you decide to spend one hour warching
TV, you have also decided nor to spend the time on what? Everything
else.

You would be very upset if someone gained access to your bank account
and stole all your money. Maost people, chough, don’t blink an eve when
all sores of culprits sneak into therr lives and seeal their time.

The list of “time robbers” below is nor exhaustive, but perhaps it will
help purt you on guard against influences thar can seeal your most precious
commodity, time. I've divided these time robbers into two groups for a
reason, Group A time robbers are usually smposed by che environment
where you work. Those tn Group B are mosc ofren self-inflicted.

TIME ROBBERS

Grawp A Impased an Us
— lnrerruprions

Graup B: Self~inflicted
— Failure o delegare
— Wamning for answers _ Poorarocade
Unclear job definition — Personal disorganization

— Unnecessary meerings _ Absentmindedness
_ Too much work — Failure to listen
— Poor communicarion — Indecision
— Shifting priorces — Socahzing

Equipment fatlure _ Faripue
_ Disorganized boss _ Lack of self-discipline
— Red tape _ Leaving rasks unfinished
— Conflicring prioritics — Paper shuffling
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— Low company morale — Procrastunanion
— Untrained staff — Qurside activitics

_ Clurrered workspace
— Unclear personal goals

— Peer/sraff demands
_ lack of authority

Interothee travel — Perfecrionism
_ Mistakes of others _ Poor planning
_ Hevised deadlines _ Preoccupation

— Meetings — Arrempring roo much

Mot all of these time robbers are avoidable. Some, like meetings and
fack of authericy, may be beyond our conceol. Bur most of them simply
creep into our lives and steal from us withour aur ever being aware of
them, Suddenly our time is gone, we've spent our daily allotment, and
we don't know where 1t went. We mighr say thar the opportunity cost
of these time robbers is very high—especially in terms of event conrrol,
personal producciviry, and self-esteem.

As you read through che list, idenrify the rime robbers thar give you
the greatest difficuley, Give them a ranking, from one 1o ten, and chen
carefully consider how you mighr eliminate the worst ten pickpockets.

In case you're wondering how your list compares to athers, we ask
our seminar participants to identify their biggest rime robbers, The
participancs represent a very diverse group of people and professions, and
the five mose popular time robbers are:

1. Interruptions

2. Procrastination

3. Shifting prioricics
4. Poor planting

5. Waiting for answers

Three of this infamous five came from the A" lise of rime robbers
imposed on us by orhers, and two came from the "B list of sclt-inflicted
tme robbers. Bur the sad ching about all five of these time robbers is
that they are habirual behaviors wich mosr of us. In other words, the ways
vou wasted time today are much the same as the ways you wasted time
last week and last H._.___u_nz,_.@:ﬂ_ unless you rdentify the privcipald culprets and

LAW 1 #w 3l
create a plan for elimnating them, You will continue wasting Lime i the same

freidfern every _&_&.”_. for-the veit af your fife. With this in mind, ler me offer o
few suggestions for obliteraring these common time 37?.@

I :HE.EﬁEG:m

Unwanted relephone calls and drop-in visitors cur into high-prionty tasks
like a mear cleaver. While we outwardly endure interruprions, we most
often inwardly resent che intrusion on our rime,

When asked ro suggest ways of handling interrupeions, most people
produce a long list of ractics designed to ward oft, ignore, or cur short
any infringement on their time. They assume that handling interruprions
15 the same as gerring rid of people. But while some interruprions are
unnecessary and unwarranred, even annoying, others are very necessary.
For most of us, if we didn’t have an inteérruption for two scraighe days,
we wouldn'c have a job. The real question is: "How can [ tell a high-
priority interruption from a dysfuncrional interruption?” Interruptions
generally fall under one of three categorics:

. Uwnelensary smtervaptions occur when someane deops in unannounced
ar calls on the phone, mistakenly assuming thar you care, thar you
have the required information, or that you are respansible. If none
of these 18 true, then this is an unnecessary intrusion—a waste of
time. This intertuption is to be avoided or terminated quickly.

2. Negesiary mtervapiions are chose abour which you @ care, for which
you have information or responsibility. A necessary interruption
has value, and you should handle it at once—unless it 15 untimely,

3. Untimely tncervaptions are necessary, bue come ar an inconvenenr or
inappropriate time. These should be rescheduled to a more suirable

time.

An effective wool for determining quickly the type of an interruprion
15 the "point question,” The point question 18 stmply a nonthreatening
guery designed ro ger ro the point of the interruption: "Carol, nice to sée
you. How can | help you roday?” “"What brings you around today?”
"What can 1 do for you?"
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When a persan interrupts. you; they never begin by relling you
what type of interruption they are. 5o you ask the point question to
hrd out. [n essence, you are cransterring ownership”™ of the canver-
sation to the interrupting person. The subcle, underlying message is
for chem to quickly justity cheir intrusion. They respond with a need
or queéstion, you instantly evaluate the priority and the time necessary
to respond to the question or need;, then ace accordingly, Let me
lustrace.

Janet 1s sitcing at her desk involved in an urgent and importane task
that will take up the remainder of the afternoan. Suddenly the phone
rings, She answers 1, and on the other end 15 a co-worker from another
deparcment.

“Tanet, this 15 Tom. How are vou doing?

“Fine, Tom. YWhar can 1 do for you?"

“NWell, at lunch last week you said you wanted o gec together
discuss a proposal for coordinating actvities berween our departments.
I've gor an hour or so right now. [ thought it might be a good time tor
you

“Tom, we definitely need to meer, bur ar the moment I'm up againse
an tmportant deadline. Can we make 1t tomorrow at two?”

“I think I'm free at two. Let's make it tomorrow, then,’

“Fine. See you chen,”

Motee that this conversation started with @ commient that could have
led praceically anywhere, Janet's question got Tom to the point, and Janer
was then able to derermine whar rype of interruption ic was (uncimely) and
respond accordingly (reschedule).

Many mterruptions can be avoided by scheduling a regular one-an-
one meeting with people who frequently come to you with concerns or
questions. By doing chis, you can prevent chem from interrupring you
unless it's an urgent, high-prioniey matcer, in other words, @ necessary
IMCCTTUREICn

Interruptions are not all bad, of course. Sometimes the interruption 13
mipre imporant than whatever it is you've been working on. Somerimes
opportuny koocks unannounced and ar unomely momenes. I vou are
in conrral of how you handle INTErTUPrIons and, consequently, view them
ina pasitive lighe, vou will be bercer prepared to seree chese opportunicies

and put them to work for you.
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Procrastination

Whereas interruprions are the most commeon form of “other-inflicred”
timne robber, procrastination is the mose common (and most readily admir-
ted) selfintlicred eime rabiber. To saome, procrastinacion is a casual visitor,
here today, gone tomorrow; to ochers o 18 a nagging mother-m-law, who
comes for a E_.,mrm:a visit but ends up moving in.

Ar the Franklin Quest Company, we have identified rwo basic varieries
of procrastination,

Comsctori—where we are “awake'' and aware of what we are
datng, and
U wconsciomi—where we are almost totally unaware of our ac-

rlns.

Conscious procrastination is easiest to idenrify and offer specific responses
lInconscipus procrastnation is a bie more difficule—because we must
“catch” ourselves domng 1t. Either way, procrastination carries a high
opporrunity cost. “Puteing it off " has probably caused muore heartache and
failure than all ether rime management problems combined. O pporrunity
knocks just as often at the procrastinator's door as ar

n_.u& _..._H_“u__...nm--.'._.._.:mmDH h._.G_m_.m: [ AnNswWer.

Why do we procrascinate? In other words, why da we ofren allow the
things thar marter mose to be ar the mercy of things char mateer least?
Perhaps the most common reason s that cerain important rasks are
unpleasant. Some people absolutely hate balancing their checkhook, tor
instance, or flling our manthly reports, or doing their taxes, or meeting
new people, or speaking before geoups, or answering their mail, or taking

our the garbage, or going to the dentise, or exercising. Being praducrive

and successtul and healchy often reguires us 1o leave our comtort zones,
The natural response to unpleasant ng thcrm ol FEE_EWE.F
them off, we let events control us, our productivity drops, and so does
qur selbesseem. The anly way to escapc this downward Spifal is to EXCIE

control over the events in our lives, even if some of them are unpleasant.

Here are some suggestions for gvercoming procrastinarion:

* Set w deadling, which creates an urgency where before there was none.
— el
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* Do the most wupleasant pare first. By doing chis, vou can look forward ro

.

the more enjoyable tasks and end your day with a positive teeling.
* Make a game of 11, This is an effective way of turning drudgery into fun.

.m% Build in a reward, which gives you incentive to complere the task

quickly.

Another reason we procrastinate 15 because some tasks seem overwhelm-
ing to us, because of their size, duration, or complexity, Quick, easy, fun
rasks are always more enjoyable, but we can make monstrous tasks léss
overwhelming it we rake Henry Ford's advice: "Nothing is particularly
hard if you divide it inco small jabs.”

Oicher reasons for procrastinaring _Ethnnnﬂ tasks include; overcommir-
ting (which has a paralyzing effece), lack

grmition, unclear goals,

: . —
tear of failure, poor tmipg, and general _,J:maﬂnu:_um_:a:. Or, we may

procrastinare a task because of aparhy —we really don't care whether

gets done or net. [f we are aware of the reasons for our procrastination,
we can attack the problem more directly. Regardless of the reason, pro-
crastinacion is a deadly time robber—and the best way of overcoming it
is 10 somehow infuse che procrastinated rask with a sense of urgency.

mmwmm:m Priorities

Here's a time robber that ereates more confusion in the workplace than
any other. Working in such a place mighe be better described as belonging
to the "Crisis of the Week Club.” Shifting priorities commonly identify
a work environment where things are moving very fast, Managemenr, in
an eftore o respond quickly to problems or vpporcunicies, shifts the
energies of the organization from one “bacelefront” to another as the
situation warrants. This can be very excioing and a real rush for some
personalities, buc only 1f che shifts and stares have meaning and purpose.
Withour seeing purpose, people will feel as if they're gerting jerked
around. This especially happens when the "Crisis of the Week {or day,
month, etc.)” doesn'r ger solved, and people just move on o a new crisis.

The effect of shifting priorities has acrually been examined in scientific
experiments. Scientists have conducted studies where rats are conditioned
to certain noises, smells, and procedures which will bring the mrs a
desired food. Once the rats learn the procedures involved, they can gitn
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access to this food whenever they want. The resule is excremely healchy
and happy rars. Once the rats have reached this happy state, however,

the scientists begin to change the rule (shife the priorities), Now, the rats
find that following rhe vsual procedures does nor praduce the desired
resules. When they learn the new procedure, the rules are changed again
and rthe rars have to stare over from scracch, Alter experiencing several of
these shifts in direction, the rats ar first respond by being irritable and
nasty with each other. Then, reaching a level of maximum fruseracion,
they either sit and do nothing or even die.

We're not rats, nor are our work environments manipulated in such
an extreme mannet. There are some interesting parallels, however. If vou
ate reaching the point of frustration with such prierity shifts, 1 suggese
thar you consult with your manager. Whar you're seeking here is under-
standing and how you can best adapt to the situation and be productive.
The alrernarives are simple, eeally, You can flee (take off, find a new job,
sit and do nothing, even die) or flow (learn to move with the current and
enjoy the trip), Remember our discussion of the control continuum of
events we torally control, events we can’t control ar all, and everything
in berween, A wotkplace wich shifting prioricies is a situarion where you
prabably have very litele control, and the only workable response is ro

Aow or adapr.

Poor Planning

It's an old axiom that "If you fail to plan, you plan to fail.” Poor planning
is an obviously self-imposed time robber and on the surface appears to
have an equally obvious solution—jupersor planning! Yer, the symptoms
of poor plans typically derive from the environment you work in or from
a lack of understanding abour the benehits of control via planning.

For example, if there is an unending press of work—each rask scream-
ing for your actention—the tesult can be an arcirude of “"Whae difterence
Also, if the work environment is highly

does it make where 1 starc?
distracting due to any number of reasons, trying to formulate a plan can
be frustrating. The feeling often can be, “It's not worth it. U'll jusc gee
on with my job.”

Meither sirnarion 1s very fulfilling and neicher is justihable if you really

wanr o exercise a1 méasure of control and have a claim to inner peace.
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Thut's why | spend so much time tn my semipars and in this book
bammiering on the process of planning and prionicizing, and the umpor-
tance of discipline in borh planning and following through ro implement
your plans. If you recognize poor planning as one of the major time
robibers tor vou, | strongly suggese thae yvou pay special attention to Law
4 and Law 5 in this book.

Waiting for Answers

“Good things come to chose who waic,” Somebody onee said char. e
wasi't me, | hate to wait, Yer, waiting for apswers is a commonly
identified rime robber—everyone is impacted by this ane from time o
time. It's environmentally imposed—meaning you lack a measure of
control, So, adapting or flowing is a necessary respanse most of the time.

Hawever, in wairing for someone else to provide answers, | have found
that we otten have more contral than we realize but fail to ase oo If
organizational prioricies have idencthed my rask as viral, 1 oneed o do
wharever | can ro break rhe "log jam™ to get the answers (or informartion,
ar product; or equipment, ete.) char [ need. Here are some tactics char
have worked for me:

L. Gall the person you are waming on aml explain vour pnioney and
the prablem. Ask lor special help or ar leasr a place or person you
can go oo for help.

2. Follow up on all leads, and ar vach point stress need and desired
result, Ask whar vou can do o help che situation.

5. It you run intoa higher management level chan you're ac; enlist
the help of your manager. Elevate the problem unril either the
problem 1 solved or you reach an unavordable blockage.

4. Make suee all involved know to contact you as soon as possible when
the answer, information, etc., s available.

It you find char lirerally nothung can be done, then move on with vour
NEXT st _.wﬂ_w..wz__u_I ._..__:”__..u__ﬁ“_._._ ar _.ﬁ,mmﬁ. —n.m n_.ﬂ”.-._u. tia __._.Ca,_u..q.

Having given a more defimicive rreanise on the five major oome robbers,
allow me o make a quick statement on each of the other time robbers.
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These surtaced as significant problems for many executives all over che

__.f.._-_n-_nn_.
First, let’s consider Group A, the time robbers thar are imposed on us:

Unclear job definicion: In chis sicuation, we just don't know what
we are expected ro do. It's hke speeding down a highway and
running into a bank of fog. You slow down and move slowly, Why?
Because vou can't see, When the fog dissipares and clears up, you
move faster, What is the only thing thar changed? The clarity of
the picrure. At work, when you don't know where you are or where
you are going, your productivicy drops. Whose responsibility 1s 1t
to clearly define your job? If you haven't been able to do it yourself,
then the obligation 15 on you ro sit down with your supervisor and
identify a clear picrure of your responsibilities. Unril that s done,
tremendous amounts of time will be wasted.

Innecessary meetings: In Amenca it 13 estimated thar over cleven

million meetings are held each day. Many of these are wio long and
many are nar even necessary. How do we hx chat? 1f you're calling
the mecting, be sure o identify an objective for the meeting, create
an agenda, and make sure only the appropriate people are in-arcen-
dance. If someone is there who does not need to be chere, excuse
that person so hefshe can get on with more productive things. If
you're supposed o artend someone else’s meening and you question
the need for you to be there, check to see how necessary your
artendance 15 and maybe you can be excused.

Tao much work: This is another name for gverlvad. Remember that
we all have Plimsoll lines, In 1880, Samuel Plimsoll of the United
Kingdam cackled the problem of having overloaded ships sink in
heavy seas. He submitred a ball 1n Parliament insiscing that a L
be drawn around the outside of the hull on all British ships. When
the ships were loaded with freight and reached the level where the
line hit the water, the ships were not allowed to load any more
freight. That marking on a ship’s hull became known as the Plim-

mm——
soll line. Human beings have Plimsoll lines, anct although they
are nvisible, they are drawn tight under the nose. Same days, all
we can say s "Don't make a ripple,” And theee are nmes when
we just have to say no, If you are planning your day appropriately,
you will have the necessary ammunition to say no. The task can
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then be reassigned or some of the tasks you have can be reeviluaced
in order for you to make available time for the urgenr tasks. Learn
to say no,

Poor commumication: Untold hours, days, weeks, even years are lost
when we do not communicate well. Often this goes back o having
a clear piecure in your mind, If you have a clear picrure of whart is
expected and vou can communicare thar 1o others who are gong o
he parricipating in the completion of the rask, reemendous amounts
of nme will be saved. If you are unable to transfer to others aclear
picture of what 15 expected, then much time will be wasted,

Equipment failure: What can [ say? Has anyone ever waired for a
computer thar has gone down? There are two major issues here, 1.)
Preventive muineenance. Try to make sure it does not go down in
the first place. And 2.) Have a standard operating procedure to fix
down equipment or ar least to have a backup available immediately
so that time 1s not last by equipment failure. Millions of dollars are
lost each year because of cquipment downrime. Fix !

Disorganized boss: For someone who is naturally arganized, ro have
to work for a supervisor wha is unorganized is extremely discourag-
ing. Once again, communication in this sieuation is the key, Make
sure your supervisor undersrands what you are doing, expecrations
for your productivity are agreed upon, and times are agreed upon.
Over rime, this will tend to encourage the supervisor ro be organized
as well.

Red rape: As companies grow and bureaucracies lourish, the issue of

red tape tends ro become a real problem. How do we get around
that? 1.) Understand rthe fact thae it exises; and 2.) Be proactive
enough not to allow che red ape issue to gee in your way, If you
kinow there 18 red rape, then plan around e, There is always a
solution to getting through red tape,

Conflicting priorities: When agreement has not been reached be-
tween a supervisor and an employee as to a priority of a given set of
tasks, we always have a-major problem. Make sure thar rhe priorities
are agreed upon and then work hard ro muke sure those priorinies
Are met

Low company morale: Low morale afren carmes Trom o lack of scli-
esteem, not knowing what is expected, commitments and promises
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not being kepr by individuals and organizations. There are many
causes for this ene.. The hx 15 o ensure rhar evervone has daily
victories. The organization needs it. Each individual in the organiza-
tion needs 1t How o do ie? Do what you have to do ta increase che
praducriviey, See thar che victories ocour every single day

Untrained staff: It you're the boss, train them. [f vou're the one thar
needs training, get it

Peer/staff demands: This is another time robber where the answer
lics in developing the ability to say no. If you have planned your
day properly, you will have a pretey good feel for what you can
accomplish teday, As extraneous demands come from peers and sealf
members, ler them know that what they are asking does not fic, If
it 1s a crisis, then you can have a collective decision to override what
vou have chosen to do for the day, Thar will rarely happen if vou
have planned properly.

Lack of authority: This 15 a frusceating challenge for managers and
execucives all over rhe world. The problem aften comes back ta poor
communication. When you are accepting a responsibility, make sure
vou have a clear viston and understanding with your supervisor abour
exactly whiat your authority will be for completing the rask, To
launch into a sk that you think you have the authority to accom-
plish and then discover thar you don't is extremely frustraring and
stressful . Ger agreement up front so there are no surprises about
what your authority is,

Interoffice travel: There seemns to be a group of people in every
organizarion who seem to take grear pleasure in floating from othee
to athee to se¢ what is going on, to visit, to get the latest gossip,
Go back to my discussion on inteeruptions and jusc don't lec chis
CCUr.

Mistakes of others: These are going to happen. We have to work
around them; be patient with them. Insist that mistakes are openly
comrmunicated ina positive, constructive way., Over time, they will
begin to shrink.

Revised deadlines: Depending where vou are in the organzation
there may not be a lor you can do with this one. If you have no say
on deadlines, you may have to be totally Hexible. If you have inpur,
make sure you give it



41 HYRLUM W. SMITH
MNow, some thoughts about Group B, the selt-intliceed cime rabbers:

Failure to delegate: This one touches a raw nerve. When you gee
incey an automobile full of people; whom do vou prefer o drive
the car? If you're like most people, it is generally yosrself. Why?
Because, in your view, no one else drves a car berter chan you do
or is sater rhan vou when drving. Thae rends 1o be the areiewde
we bring into everything wi do. "1 have o do it mysell or it won't
be done well.” In fact, a major reduction in stress will be experi-
enced when you are willing to admirc that someone clse can do 1t
just us well as you can and perhaps, God forbid, even betrer.
Delegare ir!

Poor attitude: Poor arnicodes can be Gagal. They wall always slow
dowrn your productivity. How do we change aur accitudes about
ourselves? Generally, in my experience, communication s the key,
Quire otten people do nor even know they are exhibiting a poor
actitude. If you have the poor atdicude yourself, 1 hope the peaple
around you will have the courage to let you know that you are pare
at the problem, not pare of the solucon. In Pare I of this book, Tl
talk more about how weacguire the beliets we have abour ourselves,
how they affect our behavior, and how to change those beliets and
their resubting arritudes,

Personal disorganizatic

¢ 1 e takes you rwice as long to do some-
thing as it does someone else, thar should be 4 message to you, This
entire book 15 about increasing our ability to be organized. It there
is ong key here it is daily planning. Idencifying whar marrers,
purting it in some sorg of order that makes sense, and then following
vour phim

Absentmindedness: Everyone, roa degree, has brushes with alsent-
mindedness. In chaprer 5 1 will describe a rime management tonl
thar will make it pretey hard for anything toslip through the cracks.
Don't rely on your ability 1o remember an evenr, @ rime, or an
agreement. Wrire i down, have a follow-up system which s impoc-
cable, and this problem will go away

ilure to listen: Books have been wrirren about the skill of histening,
To fix this one in @ sentence s absurd. However, be assured char
sharpening your ability to listen will hascen communication and
understinding and save enormous amounts of time as well.
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Indecision: Indecision often is a resulr of nor having enough informa-
tian abour che task or prablem you are trying to solve. Somerimes
indecesion occurs because o risky oo make decisions and we do
not like to fail. Ger all the information you possibly can, weigh the
telative merits, and make the best decision possible. When no
decision 15 made, we oo ofren find char it s made for us by cireum-
stances or by other people, wich results thar may or may not be
beneficial for us. The productive person learns thar an occasional

mistake 15 preterable to che paralysis of indecision,

Socializing: 1 once received a lecter from an execurive in California
who discovered from a sell-admunistered time log thae he was socal-
izing on rhe joba coral of nine hours per week, That is a full day's
work. I'm not suggesting thae all socmlizing s bad because quite
aften good informarion s rransferred in the socalizing process. Just
b aware of che face, however, thar many hours per week can be lost
in unproductive visiting. The coffeepot crowd can be a lechal group
in all arganizations.

Fatigue: During my vears in sales management, | would rell my

salespeople that cheir physical well-being had @ major impace on

ow much rthey could sell. Many of them did nor believe thar. Those
that did discovered the magic of bang 1n good shape, getting
enough sleep, and eating peoprerly. Fatigue s very Hagging and will
bring productivicy down every time,

Lack of self-discipline: 1 have a colleague who has a plague on his
desk thar says DO 1T, DO T KIGHT, DO T BIGHT Now. We need
daily victaries, When we accomplish whar we have asked ourselves

to do each day, what 1t does for our self-worth 15 powertul. When
we don't do what we ask ourselves to accomplish, it has the opposite
elfect on self-esteem and just abour every other aspect of our lives:
Just ger o done.

Leaving tasks unfimished: Usually 4 result of an inability to prioricize
ur recognize the relative value of a task, this s a time rabber thar
needs o be fixed, INyoware properly using the concepes and processes
raught in this buok, rhis will nor be @ problem. A ome management
col Dike the Franklin Day Planner 15 wondertul for malang sure
tasks don't tall through the cracks. Tt wall also help you wich delega-
tion and making sure that people who waork with and for you don't
leave rasks unhmished eirher.
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Paper shuffling: Prioritize your paper just like you priaritize your

tasks. Have vital, important, and trivial stacks: | even have in my
credenza next to my desk three different drawers for A, B, and ¢
paper, Instruct your staff to break the paper down for you, A good
secrerary will be able to do this in a heartbeatr, Deal with the A seuf]
first. It you have time, then rouch the B and C irems. Don't rouch
it unless you have to, Quite often you will discover thar your
drawer gets emptied out withour you even looking ae ir.

Ouside activities: Everyone should have interests and involvements

outside our vocation, In addition to hobbies or similar interests, ir's
good o be involved in opportunities that help make our communicy .,
state, and nationa betrer place to live, However, we must draw a
line that will ensure thar these activities do not consume our think-
ing and production time to a point where it is a decriment ro our
work (of course, if you're recired or have income thar vou don't have
to work to receive, you can spend as much time as you want in
“outside” activicies). The solution o spending more oime chan s
appropriate on outside acrivities s again found in ordering and
prioritizing the rasks and evenrs of the day, How much can |
accomplish in a day and of those events and tasks are they the niost
Lmportant? .

Cluttered workspace: Each of us will have varying ideas about how

¢clear a desk or workspace should be, and to some extent it 152 martcer
of personal preference. Bur il we can'r quickly lay our hands on
important papers or information, our productivity is impacted nega-
tively. My friend Dick Winwood suggests organizing vour work-
space so that chose materials of grearest imporrance and frequency
of use are closest to you, while things of lesser value are farcher
away. Expanding on the thoughrs 1 expressed earlier abour how to
avond paper shutfling, remave all unorganized papers from your
deskeop, desk drawers, "in™ and “hold" baskets, and stack them all
on the desk directly in frone of you. As you go through your srack
of paper, ask, “Is this an A (crucial), B (important), or C (low value)
or [D {no value) item?™ Put the A, B, and C items 1n stacks with
others in the same category. The D items can go in the wastebasker,
Put the C stack 1n a bottom drawer of your desk or a credenza. The
B's could go into a file folder marked “Important” and placed
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where it can be casily reached, The A's—your most cricical ras

marcrials—can po inco a hle folder marked "Crinical’” and sic o

your desk in a place offering easy access and availahility, Anotlhd

hint: Don't have your “In” basket on your desk, where you'll be
rempted ro keep looking in e Instead, put it on a Aling cabiner or
rable where new items can be easilv added, bur where it won't
diserict you untl you decide to go through i, Just remember that
the war an clurter is an ongeing one that will require attention on
a regular bases if youare to win.

Unclear personal goals: In the remaining chaprers of rhis section of
the book, you will learn how ro develop your own personal Produc-
tivity: Pyramad. Uneil you take the ame o do your produceivicy
pyramid, you may have no idea where you are going, why, or how
to get rthere. Make sure you learn rhe concepts contaned 1n ths
book and do your own productiviey pyramid, and you will see che
power ¢ ocan have,

Perfectionism: The phrase "paralyzing perfectionism” describes a fas-
vinating concept that can kill producerviey. Many of us feel thar we
bave ti have evervehing so perfect that we never start the job in the
trsr place. Some people even have to be sure rhe stars are just righe
in the heavens. If vou have a joboto do, get started on 1t and do che
Isest you can. Then get on to che next task.

Preoccupation: Daydreaming can be a real nme robber. We have
time for davdreaming when we lack focus. When we have not
plunned our day and don’t have a good feel for what we are going
todo wirth our hours and minwees, it s casy to sitand davdream. Very
licele 15 accomplished in daydreaming unless you have deliberacely
planned to sec chirey minutes or an hour aside, put your feet up on
vour desk, and rhink, There are times when this s the most effecrive
thing you can do i a day. Thar, however, is nor daydreaming —ie
is crearive thinking and planning.

Attempting too much: This is the here syndrome that some of us
zer trapped into by thinking we can de more than we acrually can.
To aveid it, we must go back o our planning. Create solid monchly,
weekly, and daily plans. If you bave bulr vour producoiviey pyramed
propetly, prioritized everyching properly, vou will find yourself being
much more realistic about whar you can accomplish 1noa given day.
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Many af the natural laws, conceprs, and processes presented in chis
book will help you eliminate or concrol all of these time robbers. Bur |
hope the ideas I've presenred in these tew pages will help you realize that
vou have more control over many time robbers than you may think you

liawe.

“Urgent™ Docs Not Mean “Viral”

We need to draw a very imporrane discincrion beoween o edtef and an srgewd
rask. An urgenr rask 15 something that demands immediate attention. It
comes our of lefe feld and says, "Hey, 1 need o be done righr now.”
W hat's an example of something thar's urgent? By tar the most common
is the relephone, Every cime your phone rings, what is 1t saying 10
vou? “Pick me up, pick me up, pick me up.” You don'rt go around
indiscriminately picking up phones unless they're nnging. And the only
thing the ring says 15, "I want to be dealt with right now."” Bur are most
phone calls important? One or two a day, perhaps, bur nor the majority
of them. Would you Hke ro frel some ceal power today? Let the phone
ring
T{..h%ﬁn. ave wop priovedier) h,mﬁ..__. Gl oR frreeareiies. Fur nxm_::v_n. SUPose
we're at the universicy, You're a student, I'm your professor, and this is
the first day of rhe semester. | hold up a book and say, "Listen, if vou
wanr a good grade in my class you'd berrer become famuliar wirh chus
buok, Why? Because the entire final exam is taken from chis book.” Now,
being a rypical college student; do you go out and buy that book and
begin devourning it tomighe? Not if you're typical, When does thar book
become urgent? The night before the cest, Now, thar book has had prear
value all semeseer, bur unol an urgency 15 placed onoc, i tends o lie
there,
Let me ask vou owo revealing questions. First, how many minures a
ek does the average facher spend with his children in one-on-one

conversation? According to a study done a few years ago, rthe number 15

seven minutes—seven minutes in an encire week! [s iv vital thar we spend
time with our children, one-on-ones | think everyone would agree 1t's
vital; it has grear value, Bur is ic urgene? Noo Why not? Because the
child s always there. We can do it anytime we want. 50 we tend o pur

off the highly valued cask because we're dealing with urgencies all day.

5
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Second, how many minures a week do the average husband and wife
spend in ene-pn-one conversation? According to the study, the number
15 rwenty-seven munutes. Is i vital to spend oome wath your spouse? |
think we'd agree, s vital, Bor is it urgenc? No Why not? Same
problem—rthe spouse is always there.

Now, the nice thing about urgencies 15 that you don’t have to worry
abour them. They surface all by themselves. | was doing @ seminar ar
Cirtbank in New York several years ago, and [ decided to ask chis question:
“"How many of you would like te do more reading?” Every hand in che
room went up. "Well,” | said, "you've obviously placed a value on
reading, but you're not doing 1. Why aren’t you doing it/ Nobady
dared say they didn't have oime, right? We'd already blown thar excuse
away, 5o ir just got stone quiet. Finally, a gay in the lasc row rased his
hand and said, "Boeoeks don't ring.™ YWhar @ wondetful response thae was!
Books don't hop up and say, “Hey, I'm a really grear book, why don't
you read me?” They just kind of lie there, And until we apply urgency
to them, nothing happens.

You need ro understand that there's a by difference berween important
tasks and urgencies. Some tasks are never going to be urgent, even though
they may be extremely vital. Other rasks may never be important, but
they will be urgent. The secrer is to wdentity vour vigal acrivicies and
infuse them wich a sense of urgency, so that they can campete with the
activities that have a natural sense of urgency buile inta them. But how
do you make something urgent that has no intrinsic urgency abour 1t?
{How do you make a book ring#) The only way ro do this is to set up a
system thae takes your &tnm..___..# vilues and cranslares chem into daily

e

activities. As we discussed in chis chapter, control of your nime ._m:ml_.m__ﬂ_"wm
Illlll -

deeper than your appointment book, Before vou sturt planning your time

you must wentify rhose chings char really are the most important in your
life. That's what we'll focus onin Law 2——rthe nexc chaprer,



