Chapter- 13

Managing Time, Managing Project

We all have time to either spend or waste and it is our decision what to do with it.
But once passed, it is gone forever.” —Bruce Lee

Every individual on earth has the same amount of time - 60 seconds in a
minute; 60 minutes in an hour; 1,440 minutes in a day; and 525,600 minutes in a
year. While a vast majority of people confesses faltering to come to grips with it,
extremely few can claim to have made the most of it. How is it that they have got it
all done? It’s because they have managed a way to figure out how to manage their
time effectively.

Time Management is more than just managing time. It is about controlling the
use of the most valuable - and undervalued - resource. It is managing oneself in
relation to time. It is setting priorities and taking charge of the situation and time
utilization. It means changing those habits or activities that cause waste of time. It
is being willing to adopt habits and methods to make maximum use of time.

With good time management skills one is in control of one’s time, stress and
energy levels. One can maintain balance between one’s work and personal life.
One finds enough flexibility to respond to surprises or new opportunities. It is not
how much time one has, but rather the way one uses it. The bottom line is how

well one manages time.
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Internationally known authority on time management Dr. Alec Mackenzie in

his book The Time Trap argues that the very idea of time management is a

misnomer because one really cannot manage time in the way other resources can

be managed: financial capital, physical capital, human capital, information and
time. While each of the first four can be augmented, reduced, transferred or
otherwise controlled, Time cannot be manipulated. Dr. Mackenzie contends that
when it comes to time, one can only manage oneself in relation to it. One cannot
control time as one can control other resources — one can only control how one
uses it. In the world in which we live, time cannot be replaced or re-created. It is
therefore not for us to choose whether we spend or save time but to choose only
how we spend it.

Misconceptions about Time:

o Time management is simple - all it requires is common sense. While it is true
that the concept is simple, the self-discipline required to practice effective time
management is not easy.

o Work is best performed under pressure. Psychological studies show this to be
no more than an excuse for procrastination. One does not work well under
pressure only does the best one can under the circumstances. Pressure and
challenge must not be confused. Lara’s performance when the West Indies
Team is in trouble has more to do with application and determination rather
than pressure.

e | use adiary, a to-do list and have a secretary to keep me organized. One has to
keep oneself organized - no one can do it for others. The trouble with the
disorganized person is that he hardly has time to listen to his secretary or look
at his diary.

o | do not have the time. The effective worker or manager often gets more work

done in the earlier hours of the morning than most laggards get done in the
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whole day. He then no longer has to work against tight deadlines and under
stress which contributes to heart problems and not unusually the ultimate
reduction of time on this earth.

Time management might be good for some kinds of work but my job is
creative. Time management is not about routine: it is about self-discipline.
Lack of discipline prevents one from being great instead of simply good.

Time management takes away the fun and freedom of spontaneity. Is working
under stress, forgetting appointments, making constant excuses and apologies
to be fun? Would it not be much more fun if by better organization one had
one or two more hours every day to spend with the family, to play games, read

a good book, plan for tomorrow and the day and week after or just relax?

Symptoms of Poor Time Management:

Poor time management shows up by way of one or combination of typical

perceptible symptoms. Managers would do well to look for and reflect on whether

they are subject to any of those symptoms with a view to take necessary corrective

actions.

The following are some of the indicators of poor time management:

Constant rushing (e.g. between meetings or tasks)

Frequent delays (e.g. in attending meetings, meeting deadlines)

Low productivity, energy and motivation (e.g. ‘I can’t seem to get worked up
about anything’)

Frustration (e.g. ‘Oh, things just don’t move ahead)

Impatience (e.g. ‘where the hell is that information I’ve asked him for?”)
Chronic vacillation between alternatives (e.g. ‘whichever option I choose it is
going to put me at a big disadvantage. | don’t know which way to jump’)
Difficulty setting and achieving goals (e.g. ‘I’m not sure what is expected of

me’)
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The Eleven Time Thieves:

Dr. Donald E. Wetmore (“Time Thieves: The 11 Biggest Time-wasters Revealed”)

lists out the eleven ‘inconsiderate troupe’ of eleven thieves that gang up to steal

some of the precious time away from productive use of managers.

1.

Poor Planning: Failure to see the value of planning and getting impatient to
get something done are the causes of poor planning. Absence of a plan of
action is likely to trigger off a false start, resulting in unproductive time
utilization on the critical path of the task being undertaken. Consequently, the
managers might not find enough time for completing the task.

Crisis Management: Most often, crisis management is an offspring of lack of
prioritization of tasks. As a result of the inability to distinguish between the
urgent, the important and the unnecessary tasks, unimportant tasks are likely to
get done first at the cost of important tasks. Consequently, the managers are
not likely to find enough time to get around to the important things.
Procrastination: It is easy to put off tasks if they are not due right away. The
trouble is tasks pile up and can force managers to run into a time crunch later.
Procrastination is generally triggered off by the fear of failure / success
perfectionism, wanting to do it all or incorrect priorities. It is a virtue to want
to do a good job. But some people become so anxious about getting a job done
perfectly that they never complete it. Managers should examine whether their
efforts to get the job done perfectly are really improving things or preventing
them from getting the job done.

Interruptions: Interruptions and distractions arise due to lack of planning,
poor concentration and lack of control over environment. They are
unnecessary thieves of a manager’s time and come in many forms — drop-in
visitors, telephones, e-mails unscheduled meetings, poor communications and

confused chain of authority etc. Managers should be less willing to
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automatically give away their time just because they demand it. They should
learn to avoid distractions if they are to get work done. They should work in
areas where they are less likely to be disturbed and tell people when they are
busy and cannot be disturbed

5. Not Delegating: Wanting-to-do-all by oneself is yet another thief that could let
the managers lose control. They feel that employees can never do anything as
well as they can. They fear that something will go wrong if someone else takes
over a job. They lack time for long-range planning because they are bogged
down in day-to-day operations.

6. Unnecessary Meetings: If a meeting is held without a specific agenda and
nothing productive comes out of it, clearly that meeting was unnecessary.
Obviously, such meetings are thieves as the time is wasted and things just do
not get started.

7. The *“shuffling blues”: Managers often waste much time because of
disorganization. Keeping things that they need in a specific place, eliminating
clutter, making sure that they have all the materials or information that they
need before starting on the task and following a day-planner or schedule will
help keep the *shuffling blues’ away at the work place.

8. Poor Physical Setup: Not having the things that the managers need frequently
within easy reach and having a lot of the things that they seldom require close-
by results in wastage of a lot of time, wearing out the carpet, retrieving what
they frequently need. And of course, as they pass others they will often pull
them aside to steal some of their time.

9. Poor Networking: Quality relationships with employees and others can be a
substantial time-saver as they open doors for the managers with all kinds of
opportunities. Failing to develop a good network base will cause them to waste

time creating what they might have had through their network.
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10. Bad Attitude: Nothing sinks a day more effectively than having a poor
attitude. It causes the managers to dwell on the problems and not the solutions
and makes it possible to throw the day away. When they are burdening others
with their problems and complaints they are forfeiting their valuable time.

11. Negative People: Being surrounded by negative people could mean the
managers are spending a lot of their time listening to them but getting nothing
much or purposeful from them. Obviously, avoiding such people will help the
managers to minimize wasted hours and get some of their productive time
back.

Saboteur Time Styles:

The Firemen - For them, every event is a crisis. They are always seen busy
dousing the fires. They find scarcely any time for anything else and do not spare a
thought on time-management. Tasks keep piling up around them, while they are
seen rushing from fire to fire all day.

The Over-Committers — They just cannot say ‘No’ to anybody. They oblige
and try to please everybody. All that anyone has to do is just ask, and they will
chair another committee, take on another project, or organize yet another
community event. Consequently, none of the tasks receives complete attention and
remains half-done.

The Aquarians - There is such a thing as being too “laid-back” - especially
when it starts interfering with their ability to finish tasks or bother to return phone
calls. Getting to things that is when they get to them is not time management; it is
simple task avoidance.

The Chatty Kathys - Born to socialize, they have astounding oral
communication skills and cannot resist exercising them at every opportunity.
Every interaction becomes a long drawn out conversation - especially if there is an

unpleasant task dawning that they would like to put off.
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The Perfectionists — Exactitude is their watchword, and they feel that no
rushed job can be a good job. Finishing tasks to satisfaction is such a problem;

they need more time zones, not just more time.

Monochronic and Polychronic Views of Time:

Monochronic approach to time management is essentially objective, and lays
emphasis on promptness, speed, brevity and punctuality. It is a very efficient and
focused way to manage work and life. Monochronic time managers are those who
thrive on detailed planning and organization. They prefer to focus on one task at a
time and they follow a schedule from which they don’t like to deviate. They tend
to get upset by distractions or interruptions and are inclined to put new tasks off
until a later date, when they can be worked into the schedule.

Polychronic approach to time management is subjective, and lays emphasis on
inspiration, imagination, flexibility, intuition and dedication. Trust, bonding,
pleasure and quality of life influence more strongly the decisions of a person who
‘ticks’ in polychronic time. Polychronic time managers prefer to have many
projects under way simultaneously, enjoy changing from activity to activity and
are unflustered by distractions and interruptions. Unlike their monochronic

counterparts, polychromic managers believe they perform well under pressure.
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