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GetAhead in Time Management

The information in this QSheet is a very small subset of “GetAhead in Time Management” a world leading training course available as both an eBook and a multimedia CD-Rom training course. This course will teach you to control the vicious circle of time-pressure and stress, allowing you to make the most effective use of your time, energy and talents.

This course will teach you to set your personal goals and the objectives that will enable you to achieve them; selecting the time management system best suited to your personality and job, to empower others by using the five key principles of delegation and to regain control by actively managing interruptions, phone calls and email. 

You will learn how to: 

· Select the time management system best suited to your personality and job.

· Prioritize your goals and create more time for effective decision-making.

· Empower others by using the five key principles of delegation.

· Regain control by actively managing interruptions, phone calls and email.

· Optimize team workflow using activity networks, float and critical path analysis.

GetAhead in Time Management eBook (157 pages) costs only $8.95 

GetAhead in Time Management multimedia CD-Rom training course (5 hours duration) costs only $29.95 

Both versions of this training course represent outstanding value for money; over 130,000 GetAhead courses have already been sold. For full details and to see our customer reviews and our corporate customer list - please visit our website.  www.getahead-direct.com
Copyright Interactive Training Technologies Ltd – All Rights Reserved

Understanding Time Management

Time cannot be bought, stored or stopped every second that passes is gone forever and can never be recovered or re-used. In this respect it should be seen as the most valuable of all resources and the only way to maximize its potential is to manage it well.

Working effectively is all about getting things done, but it is also about planning for the future. It is very easy to fall into the trap of doing things right, at the expense of doing the right things. This is the scenario of rearranging the deck chairs on the sinking ship.

Effective time management involves learning to focus on the right things, whilst letting go of some of the routine and less important tasks. 

Time Management – Common Misconceptions

Here are some common misconceptions about time management:

Efficiency and effectiveness are the same 

Being efficient means doing things quickly and properly, but efficiency in itself is not good time management. To get results, you have to be effective, which means knowing what your priorities are and doing the right things at the right time to achieve your objectives. Efficiency is doing things right, Effectiveness is doing the right things and good time management will enable you to do the right things - right.

To do a job properly, do it yourself

The ability and willingness to delegate is central to good time management. Conversely, inability or unwillingness to delegate is one of the primary causes of poor performance in business. If you spend time doing tasks that are not central to your objectives, you cannot focus on the things that will make a difference to your results. 

There's only one right way to do a job

It is always worth spending some time thinking about how a particularly time-consuming task could be done more efficiently. Don't allow yourself to get into a rut. Ask yourself questions like: What is the required outcome of doing this task?

Time management is a waste of time

A good time manager spends some time each day thinking and planning. These activities are vital to long-term success in business, and whilst doing them does not make you look busy, it will pay big dividends in your effectiveness. Once you have properly planned and scheduled your tasks for the day, you will be far less troubled by the pressure of time. 

A good time manager lacks creativity 

Good time management techniques are there to be used when and how you choose. They are designed to remove unwanted crisis management and last minute panic from your working day and to allow more time for creativity.

The 80/20 Rule

The Italian economist Vilfredo Pareto discovered that within any system the tendency is for some elements to yield much higher returns than others. Usually, around 20% of the elements will be high yielders and the remaining 80% will be low yielders. 

What is even more interesting is that the 20% of high yielders tend to produce around 80% of the yield and the 80% of low yielders produce the remaining 20%. 

Whilst Pareto’s research was concerned with economics and found, for example, that 20% of an organizations customers are responsible for 80% of its profits, the 80/20 principle has been found to apply to a wide variety of areas. In terms of time management and productivity it implies that 20% of the time that you spend on something will produce 80% of your final output, while the remaining 80% of your time will only produce 20% of it. 

Identifying Time Wasters
If you want to learn to manage your time better, the first step is to document how you are currently spending it. Surprisingly, most of us do not have an accurate picture of how we spend our time. We may think that we know how long we spend on each task, but these impressions usually turn out to be inaccurate when compared to a detailed time log.

It is useful to carry out an objective review of how you currently spend your time by keeping a log or journal which details which tasks you did, when and for how long. This time log shouldn't take more than 10 minutes a day to complete and you will probably need a further 20 minutes or so at the end of the week to analyze the results. 

How long you need to keep the log for will depend on the nature of your work. If you work on a monthly cycle, then keep the log for a couple of months. If you work on a weekly cycle, then two or three weeks should provide an accurate picture.

Keeping a Time Log
Draw up a log that reflects the way in which you work, dividing your day into representative blocks of time, for example, 15 minute or half-hour divisions. Complete the log in real time, as remembering what you did several hours earlier can be very difficult. 

At the end of each day, conduct a simple analysis of the activities you have performed under four simple headings: Priorities, Delegation, Time Wasters and finally Operations and Management. 

Priorities are those activities that represent genuine priorities for that working period. This should include only those activities that make a significant contribution to what you are trying to achieve. Be disciplined in only identifying real priorities, they are by definition the few rather than the many tasks.

Delegation indicates those tasks that you could or should have given to someone else to complete, including priority activities where appropriate. On consideration you may identify priority tasks that you could have delegated a significant part of, even if you needed to tackle part of the work personally.

Time Wasters include the things that distracted you from your main objectives, such as interruptions, as well as those activities that, on reflection, you should have said no to. Time wasters are often insidious and yet when totalled up will often represent a significant part of the working day. Again, be disciplined when identifying time wasters. They are an essential component in regaining control over your working day.

You may find the Operations and Management category to be slightly more difficult to classify. Here use two letters; an O for operations and an M for management. Operating tasks encompass the technical or professional part of your job as well as the routine work, much of which could be delegated. Management tasks relate to achieving results through other people and include activities such as planning, delegating work and reviewing results.

Analyzing Your Time Log

As you look at your time log at the end of each day, it may draw your attention to some activities that you wish to record in more detail. For example, if you have identified that much of the time you spend on the telephone was non-essential, then you should analyze this area in more detail. Keep records of whether the call was incoming or outgoing, who it was from or to, and estimate how much of the time spent was actually productive. 

If you feel that you are spending too much time in meetings or in conversation then record details like whether attendance at the meeting was mandatory and whether the conversation was the result of an interruption.

When you are happy with your classification of the days activities, add up the number of time divisions you spent on each of the categories and factor it over the total divisions in the day. This analysis should provide you with two important pieces of information. Firstly, are you investing enough of your time in areas that are essential to achieving your goals? Secondly, in which areas that are not essential to your goals, are you spending significant time.

Keeping a log over a working week is always revealing, sometimes reassuring but, more frequently, disturbing. When you perform this exercise you are likely to be surprised by how little time you actually spend on your real priorities.

It may also highlight how many of the activities you perform could be delegated to others. Finally, don't be surprised if your log shows that a significant part of your working day is lost to distractions, typically around 20% of time is identified as being lost in this way.

Urgency and Importance 

This section describes: How to use an urgency/importance grid to classify the tasks that you currently perform, and how to optimize the amount of time that you will spend on each type of task in the future.

Many people find that they spend a large proportion of their time dealing with tasks that are urgent but not particularly important. It is very easy to confuse urgency with importance when you are trying to identify your priorities.

Whilst many factors can change to make any one of your activities more or less important, time is not one of them. An unimportant job is still unimportant even if the deadline for delivery is in an hour's time.

                                           [image: image2.png]Low. High
Importance Importance

ZONE 2 ZONE 4

Low Urgency




You should draw a grid like the one shown then plot and label the activities you have identified from your time log. You can then add in the percentage of your time spent on each type of activity.

Zone 1 - you should put tasks here that are fairly urgent but relatively low in importance. It is easy to find yourself spending too much time on these tasks because of their urgency. Ideally they should be completed adequately but above all quickly.

Ask yourself "How can I avoid spending too much time on these tasks?"

Zone 2 - you should put tasks here that are neither important nor urgent. These tasks represent a particular danger, because if you reduce the time spent doing them, you may find that you enjoy your working day less. If some of these tasks involve interacting with others then you may feel that reducing the time spent will distance you from your co-workers. If you really want to manage time effectively you will need to be disciplined enough to eliminate some of the things that make your work enjoyable and to persevere in the face of resistance from colleagues.

Ask yourself "How can I avoid the temptation to do these easy or enjoyable tasks?"

Zone 3 - tasks that appear here should be both urgent and important. The danger is that you fail to properly plan these tasks because of their urgency and then crisis manage them because of the pressure you're under to complete them.

Tasks that are both urgent and important require immediate attention. Suppose, for example, that an important customer needs a detailed proposal on their desk for Monday morning. This may require that you re-arrange existing commitments and prioritize working on the proposal, you may decide to concentrate on the key parts of the document whilst delegating more straightforward parts of it to others.

Ask yourself "How can I give myself enough time to do these tasks well?"

Zone 4 - tasks that appear here should be important but not urgent. They may have no specific deadline or a deadline that is a long way off. If there is no deadline you may never get around to them, or you may wait until the deadline is very close and resort to applying crisis management to get them done. 

Tasks that are important but not urgent are in danger of being deferred. Critical functions that relate to long-term effectiveness often fall into this category - such as strategic planning and progress reviews. It is often the non-urgent nature of these tasks, combined with the slightly daunting prospect of tackling them, that leads to them being constantly placed on the back-boiler. Take control of these tasks, set aside time to address them and break them down into manageable chunks.  

Ask yourself "How can I avoid putting these jobs off?"

Task Typing

A complementary approach to the urgency/importance grid is to allocate a letter to each type of task; this is also known as ‘Task Typing’.

Type A tasks are those that are important and urgent.

Type B tasks are those that are either important or urgent, but not both. This category will therefore cover two sections of the grid as shown.

Type C tasks are those that neither important nor urgent, but routine.
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The flowchart shown represents a quick and simple way of classifying each type of task. 

When it comes to scheduling tasks into your working day, the following guidelines should be borne in mind. 

A-tasks. Try to complete a few of these urgent and important tasks each day.

B-tasks. These are likely to represent the majority of your work and should take up most of your day. 

C-tasks. These low-priority tasks should be fitted into your schedule, as time allows.

It is very easy to confuse urgency with importance when you are trying to identify your priorities. Remember that an unimportant job is still unimportant even if the deadline for delivery is in an hour's time and these tasks are best dealt with as quickly as possible.

The urgency/importance grid is a good way to classify tasks in order to clarify your priorities.

Effective Decision Making
There are a variety of techniques that can contribute to more effective decision making. However, it is essential that you learn to accept that a proportion of your decisions will turn out to have been incorrect.

Decision making is an important aspect of time management. For example, when classifying activities on the urgency/importance grid, you will need to be decisive and not procrastinate over each and every activity. Having decided what is important, you then need to progress these tasks quickly and efficiently, and once again decision making will be a key factor in your ability to do this.

If you want to improve your decision making, you will need to identify the types of job you put off and the reasons and excuses you give yourself. Many people admit to putting off jobs because: they find the job daunting or unpleasant, they hope that the job will somehow go away or they just don't know where to start. They may justify this procrastination by finding routine tasks to do instead. Alternatively, they may wait until the pressure is really on before starting to take appropriate action.

Don’t Delay – Do it Today

Putting off jobs we dislike doing is a common trait. Unfortunately, most jobs that are put off don't go away - they remain waiting to be done, and they tend to stay at the back of our minds, often causing feelings of guilt and acting as a distraction.

Putting off jobs has another disadvantage in that it tends to lead to an ever increasing number of jobs that remain outstanding. This growing list becomes increasingly daunting and it then becomes more and more difficult to make a start on any of them.

Whilst the batching of activities by type, is generally an effective time management strategy, unpleasant tasks is the one category for which this doesn't hold true. They are far better tackled as soon as possible - this is the most effective and efficient approach to unpleasant jobs. 

Remember the maxim, "the only way to do something is to do it."

How to Overcome Procrastination

Overcoming procrastination involves first coming to terms with the fact that you have a real problem, which will require you to change how you feel about certain types of job. There are various tips for overcoming procrastination.

Do the worst job first

Doing the worst job first, involves making the worst task the one thing that you commit to completing that day, irrespective of other considerations. This prevents a task from becoming an ongoing source of anxiety, which can make you less productive until it is completed.

Break daunting tasks down into smaller ones

This can be the only way to tackle long-term tasks where the end seems to be out of sight. Breaking a task into smaller chunks will allow you to achieve some small successes, which should give you the motivation necessary to see the job through. Making a series of smaller commitments is much easier than making a single large one.

Ideally each sub-task should have its own deadline. This gives you a series of short-term targets to aim for and enables you to correct any slippage as it occurs, rather than struggling to make up all of the accumulated lost time at the end of the project.

Make a public commitment to do the job

Making a public commitment can be done in a number of ways, you could make your intentions public by circulating copies to your colleagues. Alternatively, you could display your schedule discreetly at your workstation, where it will be visible to others.

Plan the evening before

Planning the following days activities, the night before is effective because it avoids this potential distraction at the start of the day. By identifying a task to get on with first thing in the morning, you will create the opportunity to achieve something positive at the start of the day that will give you the incentive to continue in the same way.

Goal Setting

One of the most important time management skills is the ability to identify and define your goals clearly.

Many people with clear ambitions and aspirations in life fail to achieve any of them. Managing is supposed to be about achieving the long-term goals of the organization and yet the overwhelming pressure on most people is to handle day-to-day tasks efficiently. The main barrier to turning ambitions into achievements is the reactive nature of much of what we have to do.

Reactive work is driven by events and other people, whilst a proactive approach is one aimed at making things happen. Reactive work can be classified as the operational side of the operations and management split, whilst proactive represents the truly managerial component. There is a great deal of organizational pressure on managers to be responsive and short term in their thinking, often their superiors want instant reaction and quick results. Don’t forget that people tend to do what they get rewarded for.

Being proactive is a far better time management skills approach than being reactive. This means anticipating events and being in a position to take appropriate action as soon as the right moment arrives. Proactive people look ahead and predict the likely outcome of events as they unfold. 

Idea Generation - Brainstorming

One of the most effective time management skills for identifying potential business goals is to brainstorm either alone, or with your staff or colleagues. The aim might be to produce a list of business areas considered to represent a challenge in the next eighteen months. Aim to generate as many ideas as possible, without analysis or discussion. 

Foe example, this brainstorming process might identify factors like:

· Improved customer service and retention

· Expensive product maintenance

· New staff training program

· High staff turnover

· ISO standard certification

· Internet based competitors

· New technology

This list can then be classified using a SWOT grid. This has four categories representing: Strengths, Weaknesses, Opportunities and Threats.                           

Goal Definition

The next step is to select those ideas that you wish to address, and turn them into a goal linked to a specific deadline. Without a deadline a goal is often no more real than a new years resolution, and we all have experience of their level of success. A good idea is to create SMART goals. This acronym stands for Specific, Measurable, Agreed, Realistic and Time bound. 

The process of turning an aspiration into a goal is crucially important to their achievement. It is the successful attainment of goals that will ultimately lead to your aspirations being achieved. It is the goals that represent concrete targets, which in turn will dictate your day-to-day activities. It is your goals that will help you, maybe even force you, to change your old time-wasting habits and develop effective time management skills.

It is only a clear sense of direction that will ensure you avoid drifting into short-term efficiency at the expense of long term effectiveness - and that is the real key to being a successful time manager.

Identifying Objectives

The definition of a clear goal that obeys the SMART criteria is only the first step towards achieving your vision. To clarify what needs to be done to achieve the goal, you will need to analyze it, in order to define a series of objectives. 

The function of objectives is to:

· Identify clearly what needs to be done,

· Describe how it is to be achieved, and

· Specify the criteria for success

For example, if the goal is to reduce customer complaints by 30%, by the end of the financial year, then a series of objectives would be derived from this, which together would make the goal achievable. One of the objectives could be "to improve the efficiency of customer enquiry processing by 50% by the end of the financial year". 

This objective is clear and limited, it identifies exactly what needs to be done and in what timeframe. It also sets a clear achievement target, which can be measured and assessed. Your objectives should focus on what it is you actually plan to do and should not allow you to hide behind vague abstractions. The definition of clear objectives is a key time management skill.

Objective Ranking
Once you have a list of objectives that together make your goal achievable, the next step is to rank your objectives in order of importance. You should then think about the practicalities of each objective. For example, do any rely on factors outside of your control?  If so, then you might not be able to start on these straightaway. 

Once you have decided how many can be put into effect immediately, you can make your commitment to them public. This has two advantages, firstly it lets other people know what you intend to do, so that they can accommodate it. Secondly it demonstrates your determination to see things through; as no one likes to be seen to fail.

In the earlier example we defined the objective: "to improve the efficiency of customer enquiry processing by 50% by the end of the financial year".

One approach is to divide a sheet into two columns as shown and then to identify the means and actions, which will make this achievable. 

Using a planning sheet of this type will help to reduce each objective to a series of more manageable tasks. You should always assess the effectiveness of your planning by reviewing the results achieved against the desired objectives. 

If your plan didn't achieve the desired result, was it due to: a fault in the plans, perhaps they were unrealistic. Did you fail to follow them effectively or was the problem beyond your control, perhaps you needed cooperation from others, which was not forthcoming.

Practical Time Planning

An essential time management skill is the ability to recognize the need to plan periods of time when you can concentrate on the main demands of your job. Much of the time spent reacting to crises reflects an inability to plan. Few people even take time at the end of the previous day to plan what they want to achieve the following day. More typically they seek inspiration in their diaries or seek refuge in routine tasks, like reading their post and e-mail, and wait for the first meeting or interruption to set them on a path for the rest of the day.

This lack of planning doesn't only apply to day-to-day activities. Few people have a monthly plan, long-term goals or a vision for the future. However planning nearly always tops the list when managers are asked what they need to make more time for.

People frequently refer to the sheer volume of interruptions that they suffer when trying to justify their lack of achievement. With an interruption occurring, on average, every 7 minutes, managers have to do their work between distractions. Whilst each interruption may not seem to take up much time, they can typically account for 25% of a working day and make it very difficult to address tasks that require concentrated effort. 

The effect of allowing interruptions to continually distract you is likely to undermine your efforts to plan your working day. One solution is to batch up the interruptions that you cant avoid and to set aside time slots during your working day when you can break off and address them.  For example, you could set aside 20 minutes before lunch and half an hour before the end of each working day to address all the interruptions that have occurred in each half of the day. 

Urgency & Importance

The urgency/importance grid was introduced as an effective way of categorizing and prioritizing tasks. This gave rise to three different types of task A, B and C.
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Type A tasks are those that are both important and urgent.

Type B tasks are those that are either important or urgent, but not both.

Type C tasks are those that are neither important nor urgent.

When it comes to scheduling tasks into your working day, the following guidelines should be borne in mind. 

A-tasks. Try to complete a few of these urgent and important tasks each day.

B-tasks. These are likely to represent the majority of your work and should take up most of your day. 

C-tasks. These low-priority tasks should be fitted into your schedule, as time allows.

A typical working day will include a mixture of all three types of task. It is good practice to address different types of task at various times of the day - rather than working through all the A-tasks, followed by the B-tasks, then the C-tasks. This will enable you to have periods of the day when you are concentrating intensely, followed by periods where you can address less demanding tasks. 

Nearly everybody is subject to performance fluctuations throughout the working day. At certain times you will feel particularly energetic and alert, whilst at others you feel tired. If you can tune-in to your own daily cycles then you will be able to plan the optimum times at which to tackle the different types of task – another important time management skill. 

Effective Use of a Time Planner

A planner, or scheduler, is a centralized inventory of your known future commitments and your unfinished work. It should be organized systematically and held in one folder, or on a computer, so that authorized staff can see your future commitments. This enables teams to work more effectively together when scheduling or delegating work.

You need to control access to your planner carefully. Only trusted colleagues should have access to it; otherwise you may find yourself working around the needs of others, rather than the needs of your job. Don't be afraid to reschedule planned tasks for those with a higher priority, as and when these arise. 

It is also important not to appear to have spare time in your schedule when you don't – this is often overlooked but is a vital time management skill. In particular, make sure that your schedule includes sufficient time for travel between appointments and a contingency for overruns, where this is likely. Also, include all batched activities like making outbound phone calls and any regular commitments such as monthly meetings.

Dealing With Interruptions

We are faced with numerous interruptions throughout the working day. It is important to be able to weigh up precisely what an interruption represents as a demand on your time and learn to deal with non-urgent interruptions in a clear and polite manner.

Interruptions during the working day not only take up your time, they also have a secondary impact - in that they cost valuable minutes as you get back into what you were doing before the interruption. Some workplace interruptions may be unavoidable, but many are not and you shouldn't feel guilty about reducing your exposure to interruptions; as the result will be an increase in your overall efficiency. 

Various strategies can help reduce the time lost to interruptions. If you have secretarial services, you could put a more effective screening system in place so that more messages are taken. This could also be used to inform callers of what time you are available, enabling you to protect yourself from distractions at times you set aside for concentrated work. When planning a regime like this aim to be as generous with your time as is realistic, or you may find a queue outside your door ahead of each of your 'available' slots.

In order to maintain a good working relationship with your colleagues it is important that you do have time for them. However, having time doesn't necessarily mean at the moment they walk into your workspace. 

The key to handling interruptions is to develop the ability to weigh up precisely what the request represents as a demand on your time and, if necessary, to arrange a future appointment rather than tackling it on the spot. Remember, you are responsible for your own time. 

If you suffer from a lot of unscheduled visits from colleagues, you need to develop a clear but polite way of communicating when you are too busy to be interrupted. This is a vital time management technique.

Classifying Interruptions

If you have already completed a time log then you may be aware of the common interruptions that can bring your work to a temporary halt. You should be aware of: the type of interruption, who or what caused it and how much time it took up.

Once you have this information, try to see if there are any patterns emerging:

· How much time did you spend dealing with interruptions that week?

· What proportion were important?

· What proportion were unavoidable?

· What were the main causes? 

· Do they conform to a recognizable pattern?

Once you have a clear idea of what causes the interruptions you can begin to develop tactics to control them.

If the telephone is a major source of interruptions then try using your voicemail to screen calls or ask colleagues to handle queries when you are busy, on the understanding that you will reciprocate.

If the length of the calls is a problem you should try setting a limit to the amount of time you are prepared to spend on any phone call. Start by saying something like "Sorry, but I've only got five minutes . . ."

People who are very sociable may distract others with inappropriate socializing. This can be disruptive and is complicated by the fact that sociable people tend to take criticism personally. 

If you are interrupted at your workspace then using body language can make it clear that you expect the interruption to be as brief as possible – another useful time management technique. For example, by turning your head but not your whole body towards a visitor, your arm and shoulder will form a natural barrier, which will discourage a lengthy conversation. If you continue to hold your pen and occasionally glance at your watch, then this will have the same effect. 

You could also avoid asking unexpected visitors to sit down, get to your feet and remain standing until they have gone. Give an indication of how long you expect a meeting to last and make it clear that you must get on with other tasks at this time.

Regaining Control  

There are some other specific tactics that should help you to focus more effectively on concentrated periods of work:

Closed Door

Apart from those times when you want to encourage others to step into your office, try keeping your door closed. It wont stop anybody who has an important request but it will reduce the number of non-important or purely social interruptions. 

Signs

Try making three signs, the first saying 'Available' the second 'Busy' and the third 'Please Don't Disturb'. 

Making Visits

If you have colleagues who tend to be very talkative, then arrange to visit their workspace, rather than have them coming to you. This makes it much easier for you to end the meeting without facing the difficult task of getting them to leave.

Schedule Meetings

If talkative colleagues are coming to you for a meeting, schedule this ahead of another commitment or a fixed break, so that there is a compelling reason for getting on with the business at hand.

Polite Terminators

Add some polite winding up statements to your repertoire, try to include references to work and time constraints. For example saying, “Sorry George, I've got to crack on, as this report has to be finished by lunch-time” is much better than saying “I've got work to do”.

Coming Out

Let your colleagues know that you are trying to manage your time more effectively, and inform them of some of your chosen tactics. This wont stop all interruptions, but at least they are likely to understand why you are less responsive to them.

Whatever approach you adopt to dealing with interruptions, it is important to be consistent. If you frequently change your response to interruptions it will give others the impression that you can be persuaded to change your mind and this will undermine your attempts to gain control of your time.

Effective Delegation 

Delegation can help to create the time needed for vital managerial functions. Many managers find themselves getting bogged down in routine operational tasks, which leave them no time for the vital managerial functions like long term planning and business development.

The essential time management technique of delegation involves giving someone else the responsibility to perform a task that is actually part of your own job. Delegation is not as straightforward as it might first appear. It always carries with it an element of risk, since you are assigning to someone else work for which you retain the ultimate responsibility.

One of the most important reasons for delegation is that it will develop the skills of the people who work for you. People in your team will become more involved in helping to achieve the organizations objectives and goals. 

Increased responsibility is an important factor in improving morale and job satisfaction. It is widely observed that managers who delegate successfully usually experience lower absenteeism and staff turnover.

Bad Reasons for Failing to Delegate

It is often hard to accept that we need the help that delegation can deliver, and there are several possible reasons for this: 

Asking for help indicates a lack of ability 

People may feel that any sign of weakness reduces their standing in the eyes of others, and themselves. This may hold them back from asking for help. In reality it is a sign of weakness to hide behind a pretext of coping and a sign of strength to recognize personal limitations.

Nobody else can be trusted to do the job properly

Thinking of oneself as indispensable can be a large boost to the ego. Unfortunately, it is rarely justified. Think in a little more detail about just what it is that nobody else can do as well as you, you will almost certainly discover that whilst your skills may be very valuable to the organization, they are almost certainly not indispensable. If, in some cases delegating means that certain tasks aren't done as well as you would do them, then this may represent a training opportunity.

Someone else will do a better job and take the credit

This indicates an individual who is jealous of the achievements of their subordinates. What does this say about their attitude to those who have to work for them, surely managers should be proud of the achievements of their staff. People who recognize this attitude as a personal trait should think carefully, as their problems may be more deep-seated than an inability to delegate.

Nobody else can actually help

This is a sign of poor leadership. If there is nobody there to help us when we need it, then it likely that we have done little to nurture and develop the skills of those beneath us. 

Feel guilty about the act of delegating work

If you feel guilty about the very act of delegating, when the staff to whom you are delegating are not overloaded, then you should be more realistic. Your job is not to overload yourself but to manage your workload effectively and efficiently and that includes delegating, as and when required.

Be reluctant to relinquish any part of the work

If you enjoy your work so much that you are unwilling to let any of it go, then bear in mind that others are likely to enjoy taking on part of it. Are you keeping things for yourself that really ought to be shared with others?

Overcome Your Resistance – Empower Others

The reasons for failing to delegate shown previously are all spurious, and most managers who are reluctant to delegate feel that way because delegation reduces their direct control and relies on other people to perform effectively. They believe that the risks of delegation outweigh the potential rewards. There is no doubt that delegation does increase the risk of a task not being done properly. The answer is to control that risk, not to refuse to delegate.

To reduce the risk a manager should select the tasks to be delegated carefully and select the right people to do them. You should be very careful when delegating tasks, which have been delegated to you. The person delegating the task has already reduced their direct control and may be very reluctant to reduce it further. 

When delegating, tasks that should be considered first include: routine tasks where progress is measurable, tasks that can be planned clearly well in advance and tasks that one of your team has expressed a genuine interest in taking on.

Don't delegate only unpleasant tasks. In order to bring out the best in your subordinates you should offer them a mix of tasks. Conversely, don't keep all the unpleasant tasks for yourself. It is important not to hold back all the jobs that you personally dislike, considering it unfair to give these to others. 

Make sure that you set aside sufficient time to actually specify delegated tasks and go through them with the relevant members of staff. Ensure that tasks are not delegated at the last minute, each member of staff have their own responsibilities into which they must find the time for the delegated work. Work delegated at the last minute may not be done properly, if at all.

How to Delegate Effectively
Once you have identified someone that you think the task could be delegated to, you should establish whether or not their present workload would allow them to take it on. If so, you will need to specify the delegated task and agree the level of support that will be required:

Make the objectives clear

Managers often express their instructions in vague terms like handle, coordinate and liaise. For example, “Id like you to handle our relationship with them from now on”. This leaves too much room for misinterpretation and the criteria for a successful outcome have not been specified. 

In a recent survey, over 60% of staff claimed to be unclear about what was expected from them or how their performance was to be measured. When delegating, it is important, where possible, to specify the objectives clearly against measurable criteria.

Allow them to do the job their way

This includes the specific outcome that is required and the standard that is expected. People need to decide how to use the authority that has been delegated to them. Having stated the objective, your team member should be allowed to perform tasks in a way that suits their own personality and way of working.

Encourage them to take ownership of the task

If the team member encounters any problems, you will need to suggest some solutions and leave it to them to choose which to implement. You should always leave the choice and authority with the team member, if you take control back, it could make them feel resentful or inadequate. Having lowered their self-confidence once, it will be very difficult for them to take a positive attitude in the future.

Agree what level of support will be needed

You will need to be clear about what resources, in terms of your own time, will be needed. This means that you can plan your own involvement and will not sub-consciously view their requests for help and advice as an inconvenience.

There are two common reasons why people reject responsibility for a task they have been delegated. Firstly, they may feel that they have been given a task that should not be their responsibility. Secondly they may believe that their manager is interfering in the details of the task, and not allowing them to use their initiative. 

Managers need to overcome both of these obstacles, by selling the benefit of doing the task and leaving the team member room to show initiative regarding how the task is to be done.

Giving Positive Feedback
Feedback is a major factor in successful delegation and should be given periodically, while the work is carried out. Effective feedback is more than just letting people know that something has gone wrong. It also empowers people because it enables them to build on their successes and lets them know that their efforts are appreciated. This should improve their performance and enable them to keep their problems and concerns in perspective. 

You need to say what you really think in the most objective terms possible. If you show you recognize and value their efforts, people are far more likely to act on any suggestions that you make. Constructive feedback should also be as specific as possible, stating which aspects of the task were completed well or badly and, if possible, feedback should be given while there is still time to act on it.

Most people are prepared to take on responsibility in exchange for recognition. It is important that people are thanked for their efforts and that those efforts are recognized, for example, in performance reviews. Recognition need not always be formal, it can take the form of names mentioned in memos or departmental meetings.

GetAhead in Time Management

The information on this QSheet is a very small subset of “GetAhead in Time Management” a world leading training course that exists both as an eBook and a multimedia CD-Rom training course. This course will teach you to control the vicious circle of time-pressure and stress, allowing you to make the most effective use of your time, energy and talents.

This course will teach you to set your personal goals and the objectives that will enable you to achieve them; selecting the time management system best suited to your personality and job, to empower others by using the five key principles of delegation and to regain control by actively managing interruptions, phone calls and email. 

You will learn how to: 

· Select the time management system best suited to your personality and job.

· Prioritize your goals and create more time for effective decision-making.

· Empower others by using the five key principles of delegation.

· Regain control by actively managing interruptions, phone calls and email.

· Optimize team workflow using activity networks, float and critical path analysis.

GetAhead in Time Management eBook (157 pages) costs only $8.95 

GetAhead in Time Management multimedia CD-Rom training course (5 hours duration) costs only $29.95 

Both versions of this training course represent outstanding value for money; over 130,000 GetAhead courses have already been sold. For full details and to see our customer reviews and our corporate customer list - please visit our website.  www.getahead-direct.com
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