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			FOREWORD

			NOT MANY YEARS AGO, a professional services firm was ruled—and I choose that word deliberately—by a CEO who measured employee commitment by two standards: the time employees showed up at the office and the time they left.

			Even the indifferent and untalented knew that a primary way to get ahead was to come early and stay late. One’s presence was the critical factor, not actual results. The CEO’s executive assistant routinely distributed his travel schedule to close friends, so they would know when to come in late and leave early. It was a wonderful system for the unmotivated and uncommitted but the pits for everybody else.

			Too often leaders focus on input rather than output. There are times when arriving early and staying late are necessary, but the real test of an employee’s abilities and commitment is accomplishment. The proof is in the results, not the recorded hours.

			Recently I read an article by some confused consultant about the importance of being available 24/7 while on vacation. Load up with wireless technology, he suggested, so the office can reach you anyplace at anytime.

			I feel sorry for him.

			If the office can reach you, you aren’t really on vacation. And if you don’t have a team that can handle challenges and even crises in your absence, you can’t call yourself a leader.

			Today, good employees refuse to sacrifice their family and personal lives on the altar of antiquated employer expectations. If you are a leader, face the facts: you are renting talent, not buying the hearts and souls of workers. You will either focus more on results and contribution and less on desk time or end up with a team of posers. If you are a valued employee, find somewhere to work where your contributions are recognized.

			I fear for you if

			

			1. you’re afraid that by getting more done in less time you still won’t be able to leave the office earlier (i.e., on time) because Cro-Magnon boss will heap still more work upon you, or

			2. you are a Cro-Magnon boss.

			

			This book will help you and your peak performers if you embrace its message. Why not learn how to work reasonable, rational hours and still get spectacular results? If you apply the principles in this book, organizations will

			

			• make strides toward being an employer of choice,

			• reduce turnover among staff, and

			• help employees get a real life that includes fulfillment on and off the job.

			

			As an individual, you will

			

			• achieve a better balance between work and family life,

			• do your job more effectively,

			• get more done in less time, and

			• create more time to pursue activities that really matter to you.

			

			So here’s my message to leaders: let your people go home to their lives, and you do the same. My message to everyone else: get your work done and go home on time. There’s no reason why, thanks to Laura Stack, you can’t.

			It was B. C. Forbes, a rabid capitalist if there ever was one, who sagely noted, “Let us never forget that the business of life is not business—it’s living.”

			Now, unless it’s after hours,get to work!

			

			Mark Sanborn
President, Sanborn & Associates, Inc.
An idea studio for leadership development

		

	
		
			
			INTRODUCTION

			REMEMBER THE SCENE from the Disney movie Hercules where Hercules battled the Hydra? Every time Hercules cut off one Hydra head, three appeared in its place. He fought faster and harder, but the monster soon overpowered him. Panicked, his trainer, Phil, shouted, “Will you forget the head-slicing thing?” It’s not working!

			Do you ever feel that way at work? You delete one email, and three more appear. Within moments, torrents of emails are gushing from your screen. Or you do an outstanding job on a new project, so you’re given three more, each with successively tighter deadlines. Unable to keep up, you let the emails and projects spill over into your evenings and weekends, and your personal life begins to suffer. You work faster and harder, but your work soon overpowers you. “Will you forget the head-slicing thing?” It’s not working!

			Throwing more time at your work isn’t going to save you. Working faster and harder is a battle you will never win, because you will always have more things to do than time to do it. You could work all day, every day, and still never finish your work. Therefore, the problem isn’t time shortage; it’s time usage. It doesn’t matter how long you work; it’s how you work. Indeed, a twelve-hour day can be more unproductive than a six-hour day.

			In the past, when asked, “How are you doing?” most professionals would reply, “Fine.” Today, the answer of choice is, “Busy.” When’s the last time someone replied, “Oh, I have so much free time on my hands, I just don’t know what to do with myself!” Everyone’s busy. “Busy” today has a totally different meaning: “Normal.” If everyone is busy, by definition no one is busy, because it no longer means the same thing. Hey, even bees are busy. The important question is, What are you busy at?

			Welcome to the world of work—post-recession, post-scandal, postwar, post-“new”-economy style. The Internet. Email. Downsizing. Fewer people doing more work. Fear of more layoffs. Juggling work and child care. Dazzling technological advances. No time with family. Deadlines. Weekend work. High stress levels. Longer hours and fewer vacation days than ever before.

			Today’s workplace demands high performance, reduced costs, and global competition. With an ever-present fear of more layoffs, employees are churning out work at warp speed. A scared employee is a productive employee, so people who survived the layoffs and recession with their jobs intact are working harder than ever. Indeed, in 2002, productivity in the United States turned in its best performance since the 1950s—4.7 percent. In the third quarter of 2003, the U.S. Labor Department reported productivity in the business sector was improving at a blazing 7.4 percent rate. That statistic—a measure of how much an employee generates per hour and a key ingredient in the economy’s long-term vitality—should make businesses mighty happy. Because when productivity is high, organizations don’t need to hire as many people. In the long run, it will make employees happy too, because companies will be able to pay them more money without raising prices, which ultimately is good for our economy.

			But as an employee, it’s hard to be happy about the potential of future earnings when your life gets thrown in the Dumpster. No matter how hard you work, you’re never caught up. In my estimation, most professionals have a backlog of two hundred or more hours of uncompleted work.

			In the short run, the current balance of input versus output benefits neither the employee nor the organization. While organizations are focused on topping their sales quotas, doubling production, and streamlining efforts, employees are suffering, and not always silently. Employees are demanding more, and a rebellion is building. Professionals are experiencing a stronger personal need to do things differently. They want to balance the urgent demands of work and personal life without sacrificing either. They enjoy work, but they want it to have meaning in the overall context of their lives. They’re stressed and want something different but are terrified to let go of a good job in a tough environment—not exactly a motivated workforce.

			According to a 2003 workplace survey by CIGNA Behavioral Health called “Worried at Work: Mood and Mindset in the American Workplace,” workers are stressed in epidemic proportions. It noted that 44 percent of employees surveyed said their jobs were more stressful today than a year ago. As a result, 45 percent said they’ve either considered leaving their jobs in the last year, have left a job, or plan to do so soon. Employers should be pretty darned concerned about the employee stress levels these statistics reflect. Why? When the pendulum swings back to favor the worker (and it will), the retention of key employees will become a big issue as people leave organizations in search of a better life. Leaders, when your organization no longer holds all the cards, will you be able to keep your key people? Employees, when the pendulum does swing, will you be in a position to take advantage of the job market with better productivity skills?

			In my opinion, one side doesn’t need to hold all the cards. Productivity should be a mutual contract between employer and employee. The contract should look like this:

			

			1. An organization identifies key employees, whose level of production and results are superior.

			2. The employee learns to be more productive and creates those same results in less time.

			3. The employee keeps the time gains and leaves the office earlier (goes home and gets a life).

			4. The employer sees morale, job satisfaction, motivation, and retention increase.

			

			Both sides benefit from a win-win productivity proposition: Employers still receive the results they need without pushing employees over the edge, and employees get their work done more efficiently so they can go home and live their lives. Employees will continue to perform at the high level the organization has come to expect and achieve those results in fewer hours. Employers won’t simply cram more work into the time created.

			Organizations that provide work/life programs regard them as a key competitive advantage that allows them to recruit the best talent. In turn, loyal employees give their best every day and would never dream of working anywhere else. Hundreds of my clients have embraced this philosophy and provided my productivity training to their employees, resulting in thousands of happy, productive employees around the globe. If your employer hasn’t taken such steps, you can take on this program and discuss your efforts with your supervisor.

			This book is for you, an employed professional who works ten or more hours a day. By picking up this book, you’ve taken the first step toward learning to be more productive, so you can get your work done in less time and leave the office earlier.

			Leave the Office Earlier explores ten key factors that improve output, lower stress, and save time in today’s workplace—and even at home. Some advice is appropriate to a traditional office place, and some advice is just for home. However, steps taken in one area often spill over into the other, increasing productivity but more importantly, a sense of well-being. As you become more productive at work, for example, you won’t experience the panic you normally would wrapping the birthday present in the car on the way to the party. Improved productivity affects all areas of life, and good organizational skills can go a long way in diminishing chaos in your life in general. Life can get complicated when trying to focus on a job while making doctor’s appointments for the kids and following up on unpaid insurance claims. The point is to find time to do the things that matter to you and to reorient the ways you spent time to support self-stated goals.

			Each chapter covers one of the factors affecting personal productivity in the workplace. To make it memorable, the first letters of each factor can be put together to spell the word “productive”:

			

			P—reparation—planning and scheduling

			

			R—eduction—time leaks and speed bumps

			

			O—rder—organization and systems

			

			D—iscipline—persistence and behavior

			

			U—nease—overload and stress

			

			C—oncentration—focus and attentiveness

			

			T—ime mastery—activity- and self-management

			

			I—nformation control—technology and tools

			

			V—itality—physiology and self-care

			

			E—quilibrium—balance and boundaries

			

			You don’t have to read this book cover to cover. Start by taking the Productivity Quotient (PQ)™ assessment on the following pages. You will quickly see which areas need improvement first. Start with the chapter with the lowest score, and begin working on the item that gave you the most trouble. So if you’re an organized person, great—you can skip Chapter 3. Perhaps concentration gives you the most trouble, so start with Chapter 6. After you complete each chapter assessment, you will be able to determine your PQ,™ a cumulative score out of five hundred possible points.

			After taking the assessment, you can create a customized action plan. Because the assessment provides positive affirmation of what you’re doing correctly and allows you to quantify increases in progress and productivity, you can use it in your performance measurements.

			Practice the skills until you’ve comfortably integrated them into your work habits and your score has improved. Don’t let the book overwhelm you; work on one thing at a time. Once you’ve developed a new habit in that skill area, you can start on another. You will see some overlap; often an approach that helps you in one area may work to strengthen another factor. So you can work on several items simultaneously, but don’t overload yourself. Strive to constantly improve your PQ, without focusing on perfection.

			“Will you forget the head-slicing thing?” It’s not working! Here’s to leaving the office earlier! Make it a productive day!

			

			Laura Stack, MBA, CSP
President, The Productivity Pro®

			PLEASE CONTACT ME WITH YOUR IDEAS ON 
IMPROVING PERSONAL PRODUCTIVITY.

			

			9948 S. Cottoncreek Drive
Highlands Ranch, CO 80130

303–471–7401
Laura@TheProductivityPro.com
www.TheProductivityPro.com
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			SCORING

			To make your score meaningful, please visit my website at www.TheProductivityPro.com and look for the “PQ assessment” button on the homepage. We are gathering thousands of PQ scores from people all over the world, so we can statistically validate the data and assessment. Once we have sufficient baseline data, we can say with certainty that you’re performing at x percent of all test takers. You’ll also be able to compare your scores to others within your peer group and industry.

			Not having quantified the statistical data on the PQ yet, I can use my own anecdotal evidence until empirical evidence is available. In my experience, I’d estimate that score in the following ranges:

			

			421–500: YOU’RE A PRODUCTIVITY PRO! Spread the good word and teach others! Keep fine-tuning where needed.

			

			341–420: IMPROVEMENTS NEEDED. Overall, this is still pretty good. Make adjustments where you scored low. Give yourself credit where you do well and acknowledge where you need to improve.

			

			261–340: AVERAGE. “Middle of the road.” You’re not the most productive employee, but you’re not the worst. Ouch! Who wants to be average? Really work on kicking it up a notch!

			

			181–260: MAJOR OVERHAUL REQUIRED. Select one item every two weeks and work on systematically improving your productivity.

			

			100–180: RED FLAG! You require emergency measures; your health and your job depend upon it. Start reading now!

		

	
		
		CHAPTER ONE

		Mastering the “P” in Productive

		PREPARATION

		PREPARATION RELATES TO HOW WELL you’ve planned and laid the foundation for your daily activities. Most people don’t have well-articulated goals. Perhaps you don’t know how to set them. Perhaps writing goals down seems like too much effort, or you simply haven’t taken the time to write them. Perhaps your goals seem out of reach. It’s worth the work to create goals, because the goals you set will provide direction for your life and focus your activities.

		An established direction, outlined with purposeful thought, ensures your life won’t be governed by whim. In Alice’s Adventures in Wonderland, Alice stops at the crossroads to ask the Cheshire Cat which road to take. He asks her where she wants to go. When she tells him she doesn’t “much care where,” he replies, “Then it doesn’t much matter which way you walk.” And so Alice wanders somewhat aimlessly. In contrast, productive people devote a great deal of thought and time to planning their life goals.

		The toughest part of setting goals is translating the lofty, long-term goals into actionable tasks you can work on today. The process itself looks like this:

		

		VISION (personal mission statement) →

		LONG-TERM GOALS (dreams with a deadline) →

		SHORT-TERM GOALS and objectives (projects) →

		MONTHLY PLANS (action steps) →

		DAILY TASK LIST (specific activities)

		

		When you start with your personal mission statement in front of you as a guide, create personal and professional long-term goals, break them down into short-term objectives, create monthly plans, and then daily activities, you have direction and focus. Bottom line, you achieve your long-term objectives by focusing on today. This section will help you define these things for yourself.

		PREPARATION quiz item #1:

		1. I abide by a personal mission statement for my life.

		What Do You Value?

		Much like a corporate mission statement, your personal mission statement defines who you are, what you’re all about, and why you’re on this earth. Why do you need such a statement?

		

		• It helps you make difficult decisions when faced with the choices life presents.

		• It helps you realize how very little time you truly have to accomplish the important things in your life.

		• It helps you recognize when you’re off course and steers you back in the right direction.

		

		Life is precious, and time is short. The best engineer cannot create more time, and the best scientist cannot invent more time. You cannot accumulate time or borrow tomorrow’s time. We all have the same amount of time—24 hours a day, 168 hours every week, 86,400 seconds every day. Since it feels like we have plenty of time left, we can take for granted our 86,400 seconds every day.

		Discovering your true priorities

		The main objective of a personal mission statement is to define what’s important to you. Many people say “this is important” and “that is important,” but how do you narrow it down to what’s truly important in your life? I like to use the following visualization:

		SCENARIO A: Picture a thick banded-steel cable about two feet in circumference and one hundred feet long, stretched out across the floor. You are standing at one end, and I’m on the other. I call out to you, “I’ll give you $100 if you can step onto the cable and walk across it to me without falling off.” Would you try it? Sure! Most people would. Why? Basically, it involves a fairly low risk with a relatively high payoff for the effort required. It could be fun and a little challenging.

		SCENARIO B: Now we’re going to suspend the cable just a bit. Have you ever been to the Royal Gorge Bridge in Canon City, Colorado? It’s the highest suspension bridge in the world, with a cable like ours spanning a chasm with a rushing river below. A tram with a clear glass bottom hangs from the cable and carries passengers across the chasm. Except you don’t get to ride the tram. You are standing on one side of the chasm, and I’m on the other side. The cable is suspended between us. I yell out, “Hey! If you can walk across the cable without falling off into the river below, I’ll give you $100!” There is no way anyone in his or her right mind would attempt that. The risk is too high for the reward involved. But let’s up the ante. Would you cross it for $250,000? No? How about $1 million? How much would I have to offer you? What if I let you crawl across on your belly? For some of you, the reward would never be high enough to risk your life.

		SCENARIO C: Let’s add a little wind (a slight 40 mph breeze) and a tad of rain to make the cable slick. I’m on one side of the chasm, and you’re on the other. In my arms, I hold your child hostage. I yell, “If you don’t cross the chasm in two minutes, I’m throwing your child in the river.” Would you come now? Of course you would! Despite the incredibly high risk to your own life, the child is so priceless to you that you’d risk your own life to save that child.

		Perhaps if you don’t have children, it could be your parents, your significant other, or your friend. Clearly, that person is a core value in your life. What other things like that exist in your life? Probably not very many. What principles, values, or character traits are most important to you, such that if I were to rip them out of your life and throw them into the chasm, you would be willing to cross the bridge to save them? What things are so integral to who you are that you cannot imagine existing without them?

		Determining your core values

		1. Holding that visualization in your mind, read through the following list of values below. They may be important to you; they may not be. Circle any of the values you’d cross the bridge for. Add any others important to you but not listed at the bottom.

			

		[image: image]

			

			2. Next, go back through the items you’ve circled and narrow the list down to only six. Which items are more important to you than the others? Place a star next to your top six values.

			

			3. Now picture this: you’ve got those six items lined up with you on the side of the chasm. I have the ability to make you choose between them. You’ve got to throw three away. Which ones would go? If all you had left in your life were three values, what would they be? Cross out three of the six so that your top three values remain.

		

		4. Last, rank your top three values. Which one would go first? Label it #3. Which one would go second? Label it #2. Label the remaining item #1.

		

		You have just listed the top three most important values in your life. There are, of course, no “correct” answers, just the correct answers for you. Everyone’s values are different. My values are spirituality, family, and health, in that order. Yours are probably different, but even if they are exactly the same, in the same order, we probably place different meaning on each of the words.

		Defining your core values

		Rewrite your top three values in order on the blanks below. Then for each value, write a definition, a statement of what it means to you to be successful in that area. At the end of your life, looking back, how will you know if you’ve been successful in that area? If “Family” is one of your values, how will you know if you’ve been successful as a family man or woman? If you put “Happiness,” what does that look like to you?

		

		1. Value:                                                                                                                                                                                                                                                                                                                                                                                                             

“Success to me means . . .”                                                                                                                                                                                                                                                                                                
                                                                                                                                                                                                                                                                                                                                                                                                                                                                         
                                                                                                                                                                                                                                                                                                                                                                                                                                                                        

			

			2. Value:                                                                                                                                                                                                                                                                                                                                                                                                             

“Success to me means . . .”                                                                                                                                                                                                                                                                                                
                                                                                                                                                                                                                                                                                                                                                                                                                                                                         
                                                                                                                                                                                                                                                                                                                                                                                                                                                                        

			

			3. Value:                                                                                                                                                                                                                                                                                                                                                                                                             

“Success to me means . . .”                                                                                                                                                                                                                                                                                                
                                                                                                                                                                                                                                                                                                                                                                                                                                                                        

			

			Sit in front of a computer or with pen and paper and merge the three paragraphs together into one statement. It could be several sentences or several paragraphs. You’ve just created a personal mission statement for your life.

		Your mission statement will reflect who you are and what’s important to you. Think of your personal mission statement as your constitution. It will become your benchmark. Your standard of excellence. It will get your behavior in line with your values. You measure yourself against it and continuously ask yourself if an activity is moving toward your mission in life. For example, if taking care of my health is important to me, and I eat eight slices of pizza and watch five straight hours of television, my actions are not supporting my mission.

		When you’re making changes in your life and setting goals, refer to your statement of purpose. I promise this activity will have an impact on your productivity. It’s been said that “true character is the ability to carry out a goal long after the mood in which it was created has passed.” That’s when the real challenge begins.

		PREPARATION quiz item #2:

		2. I track my long-term goals and aspirations.

		The Dream Machine

		Do you remember the first thing you ever wanted to be when you grew up? I wanted to be a singer. When I was five years old, I used to tape record myself singing “You Are My Sunshine,” “The Rainbow Connection,” and “Wendy.” My mother would play the tapes in the car as she drove. My first public debut was playing Ngana in South Pacific at the age of eight at the Air Force Academy. I sang, danced, and acted my way through school. But then my ballet teacher told me my legs weren’t long enough to ever make it into a company. My voice coach told me I had a nice voice, but nothing I’d ever make any money with. My acting coach told me I wasn’t cut out for the big screen. Then I saw Zig Ziglar present at a motivational rally when I was fourteen years old, and I was hooked. I wanted to be Zig Ziglar. I said to myself, “Hey, a little song and dance, a lot of acting, and I get to be in front of an audience. Perfect!”

		No matter what my ballet teacher or acting coach told me, I was blessed to have parents who told me I could do anything I dreamed of if I worked hard at it. It’s not enough to set your mind to something; you must also plan your time around those goals. So I set my sights on being a professional speaker. When I set that goal, it acted like a magnet, pulling me toward it. I interviewed professional speakers and discovered most of them owned their own businesses. Perfect! I’d owned lawn mowing and babysitting businesses in junior high school. So I based my high school and college curriculum around fully understanding how to run a business. I took speech, drama, marketing, instructional design, communication, and organizational management classes—all skills I knew I would require as a speaker. I skipped my last year of high school and received both undergraduate and master’s degrees in business by the time I was twenty-one. Then I looked for my first job as a corporate trainer to start gaining “real” experience. The realization of my dream required some goals and action.

		You need goals to:

		

		• clarify your objectives in life,

		• help guide you in the right direction,

		• enable you to decide what’s most important in your life,

		• help you monitor yourself as you advance toward a desired outcome, and

		• use your abilities more effectively.

			

		Complete the following matrix, describing what you’d like to accomplish within each category and time frame.

			

			[image: image]

		

		[image: image]

		

		You may want to photocopy the chart and carry it with you for the next couple of weeks, so you have sufficient time to brainstorm. Keep it somewhere accessible, so you can update it as necessary. With your future goals in mind, you can start logically preparing, instead of letting things “take care of themselves.” Goals will give you a sense of purpose.

		PREPARATION quiz item #3:

		3. I create high-quality performance objectives.

		Is This a good Objective?

		If the greatest enemy of action is the lack of a plan, the greatest enemy of a plan is the lack of action. Goals become merely wishful thinking unless you further define them as objectives with specific measurements and act upon them.

		Let’s use the example of a vacation to illustrate the difference between a goal and an objective. Say I wanted to take a one-week vacation in Hawaii. Would I take this trip without knowing when and how I’ll get there? Of course not! Unless I lay out the steps I need to achieve that result, that beautiful week in Hawaii won’t happen. Think of a goal as the destination of a trip (Hawaii), and the objectives are how you’re going to get from here to there (when will we leave, which airline will we use, where will we stay, how much money can we spend, what we’ll wear, what will we do once there, etc.). Each objective may have several action steps associated with it as well. By identifying and taking action on specific objectives, I can achieve the goal.

		How to set a “good” objective

		“Lose weight” is a goal, but it isn’t a good objective, because it provides no direction or measurement. How much? By when? How? “Read the 100 greatest books ever written” is a goal, but it isn’t a good objective. How many books per year? How many pages a day?

		A good objective answers several necessary questions. I use the term “spaghetti” to describe the nine components of a good objective:

		S—PECIFIC. Measure your progress in numbers, percentages, milestones, dates, etc. “Learn software program” isn’t specific, but “Spend five hours a week learning software program” is. “Lose weight” isn’t specific, but “Lose thirty pounds at one pound a week” can be measured by simply stepping on the scale. “Make more calls” isn’t specific, but “Make five new outbound prospecting calls a day” is.

		P—OTENTIAL PROBLEMS. What obstacles might you encounter when working on your objective? What may come up that would prevent you from obtaining it? Consider early in the process what could go wrong. Take action to put contingency plans into place and resolve problems before they occur.

		A—CCEPTABLE. The objective should be yours. It’s all right to accept advice and suggestions from others, but you will be more motivated to do something if it’s something you really want to do. Be cautious about defining success in terms of what a spouse, parent, or mentor sees as success for you.

		G—IFT. We stay motivated to work toward our objectives when we know the rewards. What will be your reward once you’ve accomplished the objective? Major accomplishments deserve a special treat. Give yourself something exciting to shoot for! What is self-motivating enough to make you want to strive for it? A vacation? A night out? A massage? Rewards can also be intrinsic, such as increased self-esteem, more confidence, the pleasure of a job well done, etc. Remember, if the “why” is strong enough, the “how” becomes easier.

		H—ARD ENOUGH. Objectives should challenge you, but they shouldn’t be a fantasy or daydream. Make them realistic so you don’t set yourself up to fail, but make them hard enough that you will have to stretch a bit. When you experience success at reaching stretch objectives, you gain more confidence to set harder ones next time.

		E—VALUATE. Milestones along the way help you evaluate your progress. Review your objectives periodically to ensure that they continue to be realistic, timely, and relevant. For example, measure your weight each week, summarize your sales calls every day, or determine how many pages you wrote each day.

		T—ANGIBLE. Objectives must be written down, or else you will tend to edit in your head as you go along. Many people daydream about what they want to accomplish, but far fewer actually write this down. Once written, the objective becomes tangible and concrete. Written objectives are also a reminder and a historical record.

		T—IME BOUND. Good objectives have target dates. Set time limits, define start and stop dates. Often you will have multiple action steps, each with a target date.

		I—NSPIRATIONAL. The objective should be uplifting and positively phrased. Have confidence in yourself! We tend to rise to the level of our own self-esteem. Picture yourself reaching your objective. Picture the moment when you achieve your objective and how you will feel. Use positive self-talk and hear what others will say when the objective is achieved. When you’re having a slow day, you can visualize that picture and get an immediate energy boost!

		Let’s take the weak objective, “Lose weight,” and apply the SPAGHETTI model to create an effective objective:

			

		S—pecific: Lose thirty pounds at one pound a week for thirty weeks

			

			P—otential problems: Nothing healthy to eat, cookies always around

			

			A—ccepted: This matches my vision of a healthier me

			

			G—ift: Buy new suit

			

			H—ard enough: It’s realistic, but I’ll have to work at it

			

			E—valuate: I can measure my progress by stepping on the scale every Saturday

			

			T—angible: Write down the objective several times and post it where I can see it

			

			T—ime bound: Starting now, ending thirty weeks from now

			

			I—nspirational: I can do it! I will feel so good!

			

			Now set some objectives of your own:

			

			S—pecific:                                                                                                                                                                                                                                                                                                                                                                                                             

			

			P—otential problems:                                                                                                                                                                                                                                                                                                

			

			A—ccepted:                                                                                                                                                                                                                                                                                                                                                                              

			

			G—ift:                                                                                                                                                                                                                                                                                                                                                                                                             

			

			H—ard enough:                                                                                                                                                                                                                                                                                      

			

			E—valuate:                                                                                                                                                                                                                                                                                                                                                                                         

			

			T—angible:                                                                                                                                                                                                                                                                                                                                                                                         

			

			T—ime bound:                                                                                                                                                                                                                                                                                                                                                                    

		

		I—nspirational:                                                                                                                                                                                                                                                                                                                                      

		

		After you apply the SPAGHETTI model, write out your goal in paragraph form. For example: “I will (verb) (measurement) by (date) because (motivation). I will evaluate my progress by (___). I will reward myself through (___).”

		Poor objective: “Read 100 greatest books ever written”

		Better: “I will read one book each month, so that I may read twelve each year and complete the set in ten years, ending 2014. I will be able to discuss these great works intelligently and use them as examples in my speeches. When complete, I will travel to the best place I read about in the series.”

		

		Write it out:                                                                                                                                                                                                                                                                                                 
                                                                                                                                                                                                                                                                                                                                                                                                             
                                                                                                                                                                                                                                                                                                                                                                                                             
                                                                                                                                                                                                                                                                                                                                                                                                            

		

		If you are off target, ask yourself, “Do I have all necessary resources?” “Are there obstacles in my way and how can I eliminate them?” “Is this a truly obtainable goal, or am I pressuring myself unrealistically?” “Is there someone else who could assist me in completing one or more steps?” “Am I simply procrastinating?” Post your goals within sight, so you can evaluate your progress as you go and maintain your enthusiasm.

		PREPARATION quiz item #4:

		4. I define my specific job responsibilities and related tasks.

		Would Anyone Notice If I Stopped Doing This?

		If you sat down with your boss and asked her or him to list the ten most important responsibilities in your job, and you created the same list, would those two lists match? In order to create effective work objectives, you need to know where you are expected to invest your time, energy, talents, and company resources. If you are to be evaluated on your successful accomplishment of work objectives, do those performance objectives really match what you do during the day? The things you want to or should be working on aren’t always the things you’re being evaluated on.

		You and your boss should jointly define your key responsibilities and objectives, so you know how your performance will be measured. If you don’t know this information, it will be difficult to schedule your day and prioritize your tasks in a meaningful way.

		Job measurement process

		Follow this process for the three to five most significant job responsibilities for which you are directly responsible, one worksheet for each:

			

		1. RESPONSIBILITIES. List the job responsibility or category. If you have a job description, use that as a starting place. If not, keep track of everything you do for one week, and then categorize those activities into significant responsibilities (e.g., Customer Service, Research, Management, or Quality Control). There is a difference between a responsibility and a task. For example, “Participate in team decisions” is a responsibility; “Attend team meetings” is a task. “Communicate with customers” is a responsibility; “Write monthly ezine” is a task. “Obtain market visibility” is a responsibility; “Write article for trade journals” is a task. “Develop media relationships” is a responsibility; “Create press releases” is a task. The distinction hinges on the question, “Why do I do this?” The responsibility is high level, and the task is specific. One responsibility may carry five (or more) associated tasks. If you can eliminate one responsibility through clarification, you may eliminate several tasks. You carry out tasks to fulfill responsibilities.

			

			2. PRIORITY. Rank your responsibilities in order of priority, with number one being the most important, according to your company (try to determine these jointly with your boss). This will help you spend time on tasks that have the highest payoff.

			

			3. TASKS. Identify one to five major tasks associated with each responsibility.

			

			4. MEASUREMENT. Determine the best way to measure each task. For example, for production, it could be units produced or number of sales. For quality, you could measure defect rates, rework, or inspection reports. For safety, you could measure worker’s compensation claims, accident reports, or lost time. For employee relations, you could measure turnover, diversity goals, or absenteeism.

			

			5. PERFORMANCE STANDARDS. For each task, define the minimum acceptable level of performance measured that demonstrates competency for each task.

			

			6. OBJECTIVES. Using the SPAGHETTI technique, list at least one objective for each responsibility for the year. This is a key result you want to accomplish that makes an improvement, represents an innovative approach, or solves a problem related to that responsibility.

		

		7. PROJECT PLAN. Each objective will have a specific project plan associated with it (see the next section for detailed discussion).

		

		When you’ve created a worksheet for each job responsibility, schedule a time with your supervisor to sit down and review what you’ve created. Get input and gain consensus on your objectives. During the performance review at the end of the year, you can add comments to each one about any circumstances you faced, what results were achieved, and what rating you would give yourself on a scale of 1–5, with 1 being excellent results.

		PREPARATION quiz item #5:

		5. I maintain a list of projects to accomplish and break the larger ones down into concrete steps.

		Short-Term Project Planning

		Peter Drucker said the greatest task of work was to “define your work.” Many professionals have given plenty of thought to what they want to accomplish (“increase employee morale,” “strengthen client relationships”), but they haven’t done anything about this or created a plan of attack.

		Once you have written objectives requiring more than one step, you should translate them into a plan. If you don’t, your objectives will remain pie-in-the-sky goals, could take much longer to achieve, or may not get done at all. Some objectives will have a single step, while more complicated projects and objectives can have many different required actions. When you’re ready to move the objective into the present and work on it, it’s time to create a project plan.

		Here’s the process:

		

		1. Create a matrix on your computer or a piece of paper (see example next page).

		2. For each objective, brainstorm all the specific action steps required to achieve it. Order is not important; don’t worry about creating a logical sequence. Just get all your ideas down.

		3. Once you’ve written out all the individual steps, go back and number them in order of completion.

		4. Add corresponding start dates and deadlines for each step.

		Project worksheet

		Sample Objective: “I will get a more challenging and satisfying job as an engineer in a different industry with an increase of $7,500 per year by June 2004. I will buy myself that new truck when I land it!”

		[image: image]

		

		You can make this matrix as elaborate as you need to. If you have a lot of long-term projects and objectives with many steps, you could create a matrix or worksheet for each to include:

		

		1. Information needed (job market, requirements)

		2. Resources (people, time, computer, contacts, money)

		3. Problems/Solutions/Obstacles

		4. Costs (tangible, intangible, short- and long-term)

		5. Benefits (tangible, intangible, short- and long-term)

		6. Backup plan and triggers (if plan A doesn’t work, what’s plan B?)

		7. Delegates (who is responsible for each step?)

		8. Dates of review/Milestones for each step

			

		There are generally two problem behaviors associated with creating action plans:

			

			1. STAGNATION. People talk about all the things they must do but fail to create action plans to accomplish those objectives. They stress about, think about, and talk about neat ideas, but they fail to outline a clear plan of attack, so they have a hard time moving toward their goals.

		

		2. BUSYNESS. Some people rush around completing individual tasks, but they have no idea what objectives those activities support. They spend all day on the phone, answering email, and attending meetings, but haven’t defined the objectives that are driving all the activity. They have a hard time measuring outcomes. For more advice on conquering “busyness,” see Chapter 5, item 46, and Chapter 6, item 54.

		

		Next, you will transfer the start dates you indicated to your monthly and daily task lists.

		PREPARATION quiz item #6:

		6. I conduct weekly, monthly, and yearly reviews of my plans.

		Monthly and Weekly Review

		Regularly reviewing your objectives is the most important part of “time management.” Indeed, it is the foundation of creating the best use of your time each day. Many seminar participants have complained, “I don’t have time to sit down and plan.” My response is always, “You don’t have time not to plan!”

		Planning will keep you on course in achieving your goals and objectives. Abraham Lincoln once said, “If I had sixty minutes to cut down a tree, I would spend forty minutes sharpening the ax and twenty minutes cutting it down.” Dale Carnegie told a similar story of two woodsmen that went something like this: Two woodsmen went to the forest to chop wood. They were to be paid based on how much wood they each chopped. One man worked hard all day, took no breaks, and only stopped briefly for lunch. The other chopper took several breaks during the day and took a twenty-minute lunch under a shade tree. At the end of the day, the first woodcutter was dismayed to discover the second had chopped more wood! He said, “I don’t understand. I killed myself all day and never took a break. You even took a lunch and still cut more wood than I
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