
		
			[image: 1.png]
		


		
			
			

		

		
			
				[image: ]
			

		

		
			
			

		

		
			
				[image: ]
			

		

		
			
			

		

		
			Book Presentation
The Agile Manager’s Guide To Getting Organized by Jeff Olson

			Book Abstract

			Important Note About This Ebook

			Summary of The Agile Manager’s Guide To Getting Organized (Jeff Olson)

			1.	Eliminating Mental Clutter

			2.	Simplify Your Way To Success

			3.	The Four Basic Tools For Getting Organized

			4. How to Control the Paper in Your Life

			5.	How to Organize Your Work Projects

			6.	Identify the Eight Great Time Wasters

		

		
			Book Presentation
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			Book Abstract

			MAIN IDEA

			Getting better organized is the key to accomplishing more for most managers in business. Yet the steps to becoming better organized are rarely complex or difficult. In fact, most managers already know intuitively what they should be doing to achieve more. The challenge lies in putting into active practice the ideas, strategies and techniques of organization.

			Effective and productive managers are constantly watching out for ways they can cut through the clutter, focus on critical issues, organize and streamline their paper handling systems, avoid time wasters and manage projects well. These are the basic elements of the agile and effective manager’s toolkit.

			Important Note About This Ebook

			This is a summary and not a critique or a review of the book. It does not offer judgment or opinion on the content of the book. This summary may not be organized chapter-wise but is an overview of the main ideas, viewpoints and arguments from the book as a whole. This means that the organization of this summary is not a representation of the book.

			Summary of The Agile Manager’s Guide To Getting Organized (Jeff Olson)

			
					Eliminating Mental ClutterMain Idea
One of the main impediments to achievement is often clutter – unnecessary details that add no value but are a drag on productivity. By eliminating the clutter, many managers will immediately become much more productive.
The steps to eliminating clutter are:
	Know the culprit behind the clutter

	Identify your goals and objectives in life

	Make goals specific and measurable

	Stretch!

	Be flexible

	Focus on your contribution at work


Supporting Ideas
Clutter slows you down. And it’s not just the paper you can’t find or the file box you trip over or the trouble you have deciding what to do next. It’s the mental clutter that precedes these mishaps.
The clutter in your life takes many forms – from too much paper to things misplaced to too much to do. And it’s all a symptom of deeper reasons.
Clutter can be caused by:
	An inability to make a decision.

	A desire to be liked by all, giving rise to the inability to say “no.”

	It could be the great joy some get in building mental castles that somehow never get built in the real world.


Clutter is also a function of a myth: You’ll have more time later. “Later,” however, is always worse. You’ve left so many things undone that the time crunch deepens and becomes overwhelming.
To eliminate clutter:
1. Know the Culprit Behind Clutter
Before you can get out from under clutter, you must identify what you want to do with your life. You must create goals.
What does that have to do with clutter? Everything. Many people afflicted by clutter have no grand plans. They live day-to-day and believe life is something to get through, not take control of. As a result, everything that happens is of the same importance, and decisions are hard to make.
2. Identify Your Goals and Objectives in Life
Take out a piece of paper or sit at the computer and write down your goals in life. Come up with one or two explicit, key goals for each of these areas, keeping in mind some goals can cover a few areas at once:
	Family / Friends

	Work / Professional

	Community / Volunteer

	Education / Intellectual

	Hobby

	Leisure / Travel

	Sports

	Spiritual

	Financial


3. Make Goals Specific and Measurable
The goals you list should be specific and measurable. (“I will break 80 in golf by the end of the year 2000.”) Such specificity leads to fulfillment in the areas you deem important. The goals can help you define the purposes in your life and thereby organize it most efficiently. Most important, they can help you decide among the dozens of alternatives you face each day.
For example, if you’re going to break 80 in golf, you know you have to play and practice. If the choice is to go out and chip a hundred balls or watch television, you’ll know what to do.
4. Stretch!
If the goals you come up with aren’t too challenging, try again. It’s only by stretching, by getting out of our comfort zones that we grow and learn to handle more of what life throws at us. And it’s only by stretching that we achieve the truly worthwhile in life.
5. Be Flexible
Review your goals frequently, and don’t have too many. Further, don’t be afraid to change your goals. As you and your values change, so should your goals. They should encourage you to excel, not handcuff you. Review them yearly to ensure they still fit.
6. Focus on Your Contribution at Work
In addition to personal goals, you need on-the-job, results-oriented goals that reflect the contribution you can make. To succeed at work-and organize your time to do so-you must know what your superiors’ expectations are. If you’re at all fuzzy about what you should be contributing, perhaps your boss’s thinking is fuzzy. Have her clarify your job by identifying the results she expects. Focusing on results focuses you. That reduces clutter, mental or physical, to a minimum. You’ll work faster.
Key Thoughts
“I once made a list of thirty-five goals. Because I’d made progress in only a few areas, my list depressed me eventually. I ended up burying it in a file cabinet. Now I have six key goals. Rather than depressing me, the list energizes me. “
– Jeff Olson
“I recommend to you to take care of the minutes; for the hours will take care of themselves.”
– Lord Chesterfield
“The quality of a person’s life is in direct proportion to their commitment to excellence, regardless of their chosen field of endeavor.”
– Vince Lombardi, football coach
“You’ve got to have goals. A goal is simply a dream with a deadline.”
– Harvey Mackay, author
“The key to success is to concentrate on what you have, not on what you don’t have.”
– General Frederick Franks
“We must learn to honor excellence, even to demand it in every socially accepted human activity. The society that scorns excellence in plumbing because plumbing is a humble activity and tolerates shoddiness in philosophy because philosophy is an exalted activity will have neither good plumbing nor good philosophy. Neither its pipes nor its theories will hold water.”
– John W. Gardiner


					Simplify Your Way To SuccessMain Idea
Simplify your life wherever possible by:
	Rejecting or keeping at arm’s length the unimportant.

	Taking one thing at a time.

	Concentrating your efforts.

	Aiming to contribute productively.

	Focusing on today, not tomorrow.

	Using the power of “No”.


Supporting Ideas
A key aspect of getting organized is to simplify your life. You went a long way toward doing that by identifying what is important to you – your goals.
Once you’ve done that, you simplify your life by:
	Rejecting or keeping at arm’s length the unimportant.“Will I join the school board? Gee, I’m sorry but I already have a couple of volunteer positions, and I can’t handle any more. Thanks for thinking of me, though!”
Cut down on the sheer number of activities you get involved in. Don’t worry if you feel you’ve cut out too much. You can always add things back, especially if you realize some activities were more important to you than you thought.


	Taking one thing at a time.Sometimes that means pushing away co-workers who want your time when they need it. But people will take advantage of you if they know you’re always available at their whim. Don’t encourage their poor planning by giving in – unless, of course, a direct superior wants something.
A good way to do one thing at a time? Clear your desk of everything but the task at hand. One task. Then tackle it until it’s finished.


	Concentrating your efforts.Studies have shown high achievers frequently have a special talent for knowing precisely, on a daily basis, what they could do to contribute to the firm. And then doing it first. Not after drinking a cup of coffee and reading a trade magazine. Not after setting up their social calendars. Not after attending to easy things on their to-do lists.
If all you ever did was concentrate on the most important tasks, and forgot about all the rest, you’d never lose a job. You’d be far too valuable. You know, or should know, your priorities at work. Make sure they land at the top of your to-do list.



Aiming to contribute productively.
Develop your own contribution chart to assess what you should be working on and to highlight the time-wasters.
Divide your activities each day into four categories:
	Contribution Activities - These are the activities you’ve identified as critical to the success of your organization (or whatever major projects you’re working on in any area of life). They may include hiring someone for a key position, selling, training a new employee, working on a special project, planning for the near future, thinking up new products, revamping processes or procedures, or grinding out the work you were hired to do.

	Cannot Wait Items - Items in this column include such things as the task the boss just handed you with a tight deadline, everyday problems that demand attention, or a crisis.

	Can Wait Items - This column is for things you need to get around to, but which aren’t pressing. They may include cleaning out your files, filling out paperwork, or staying in touch with colleagues. Find time to attend to them, or they’ll turn into a logjam. This column can also include important items-like getting ready for a speech or planning for next year-but shift them into the “Contribution” column as deadlines approach.

	Time-wasters - Things you should push away from you, fast: inconsequential work you could avoid, dealing with much of your e-mail and many of your phone calls, drop-in visitors, and things like television, complaining, or playing games at your computer.	The more you stay in the “Contribution” column, the farther you’ll go in your career.

	Focusing on today, not tomorrow.

	Once you have your priorities set, even if they are big and important ones, get down to work. You know the cliche-”Every journey of a thousand miles begins with a few small steps.”

	Focus on doing what you need to do today well. Tomorrow will take care of itself – if it’s built on a solid foundation of solid achievements.

	Using the power of “No”.

	Say no to the things and people that aren’t important to you. Having to add tasks and activities to your day at the behest of others complicates your life enormously, especially if they are long-term. Suddenly you’ve lost control of what you want to do and are doing what others want done-to make their lives easier.
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					The Four Basic Tools For Getting OrganizedMain Idea
Planning to accomplish the important things in your life requires three tools. And the first of them you can probably dispense with after a day or two. The tools are:
	A time log.

	A to-do list.

	A desk- or pocket-calendar with space for appointments.

	Deadlines.


Supporting Ideas
The three tools are:


			

			
					A Time Log.The first thing to do to gain control of your life is to discover where your time goes. If you want some fun, sit down now and guess where it goes, hour by hour, throughout the day. Your mind will tell you quite briskly that you spend a goodly amount of time prospecting, coaching new hires, planning, staying in touch with key customers, or whatever else your key duties are. Your time log will tell you otherwise.
It will tell you, for instance, just how much time you spend discussing the market with your broker. It will tell you how much time that nonsensical phone call from a superior wasted. It will tell you how many items, most of them both pressing and unimportant, stood between you and that one truly important call to a vendor.
Keeping a log is simple. Keep a small notebook or piece of paper near you at all times. Note how you use your time from minute to minute.
For example:
10:08 Jose popped in to discuss marketing plan
10:31 Finished memo on expanding into Utah; check e-mail
10:36 Call from Jim on the road; needs documents faxed
10:49 Back to e-mail
11:01 Finished e-mail; sort regular mail
11:08 Connie called about dinner date
11:14 Looked at mail and skimmed trade magazines
11:45 Lunch with Hector
And so on. This process will be excruciating at first, but stick with it. It’s important. You’ll find how many interruptions you get, how many could be avoided, and how little time you worked on the important things-the areas in which you can contribute.
You’ll see that it wasn’t necessary to take Connie’s call, especially once she started talking about a boyfriend; that José’s twenty minutes on the marketing plan could have taken ten-and he should have set up a time to do so first; that Jim, notoriously disorganized, called you to fax documents because he knew you’d be there and that you’d do it (but you could have delegated the job); that you spent more time than you should have looking at your mail because you didn’t want to start something before lunch; etc.
Keep a log for a day or week-however long it takes you to realize that if you’re to get organized and contribute in meaningful ways, you have to gain some control over your day. And that means finding blocks of time in which you can work undisturbed.


					A To - Do List.Now that you know how little time you spend on the things that really need doing, take five minutes every morning to plot your day and week. Even better, do it the night before.
Most people keep a to-do list in some form. If you don’t, start. You can’t plan your day without one.
Keep a two-part to-do list. On the top, list all of the mundane things you have to do or schedule.
On the bottom, keep a list of the long-term important things. These may be a mixture of work- and home-related items:
If you’re not sure where something fits, look back at your contribution chart for help categorizing it.


					A Desk- Or Pocket-Calendar.Now block out time on the calendar to take care of your “to-do” items. You may have to build your day around appointments with others or meetings. Put those down first. Then make appointments with yourself. Make long appointments to get the long-term things done. Schedule one or more short periods to do things like open the mail or return phone calls.
Leave the rest of the time free for the inevitable unplanned events, both important and not important, that will intrude.
Lump similar tasks together whenever you can. Read all your e-mail once a day for fifteen minutes, for example. Return phone calls twice a day-in the morning, and late in the afternoon.
Don’t try to plan more than 60-70 percent of your day. It probably won’t turn out the way you imagine. Leaving a third of the day free recognizes organizational realities-that you will face a crisis, socialize a bit, put out a fire or two, or suddenly have to write a five-page fact sheet the boss wants on his desk by noon.
Avoid interruptions. The important thing about the long appointments you schedule with yourself is that no one interrupt. Try closing your door. Let your secretary or voice mail system take all phone calls. Hide in an unused room. Stay home or go to a neutral site to do your work.
If you really can’t keep people away from you, then get up early in the morning to work at home and come into the office as late as you can without arousing uncharitable thoughts in others. Or come in two hours before everyone else. That’s far preferable to doing work at home each evening or on the weekend-save that time to spend with your family, attend to personal matters, and recharge your batteries.


					DeadlinesHere’s a secret good managers know very well: You can seem like Superman by giving yourself tight deadlines to get important things done – and then moving them up progressively.
Giving yourself deadlines and adhering to them as though the Almighty set
Main Idea
	Being able to clear your desk.

	Organizing the paper you keep into files.

	Keeping your files in alphabetical order.

	Handling incoming paper efficiently.

	Dealing with your reading pile.

	Cleaning out your files periodically.


Supporting Ideas
	Being Able to Clear Your Desk.

	To do your best work, and to focus solely on the task at hand, you need to be able to clear your desk at a moment’s notice. This provides a huge psychological boost, and gives you space to organize your thoughts logically and efficiently.

	Being able to clear your desk quickly requires that you handle all paper in one location. Not one office, but one desk and an adjacent filing cabinet. You need a “command center” to force you to deal with inefficient piles – Otherwise, how can you work at your desk? – and to limit the number of places paper can be.

	Organizing the Paper You Keep Into Files.

	All that is required to organize yourself is:	A filing cabinet (or two)

	A box of manila folders

	A box of hanging folders

	Some labels




	Go through all your loose paper. Put related items in a manila folder. Type or print neatly the folder’s contents on a label. If you need a series of folders for a particular project or subject, then group them together into a hanging file.

	Unless you’re now working on that folder or you work on it regularly, file it in the filing cabinet. If the file is going to grow, give it its own hanging file. If not, put it with other files that relate somehow. Call it something that you’ll remember and that will remind you of what’s inside.

	Keep all files in strict alphabetical sequence.

	When naming files, don’t follow anyone’s suggestions but your own. Name them something descriptive and distinctive that will stick in your mind. If you ever have trouble finding a file, either fix it well in your mind or rename it.

	You also need a place to put files you’re working on or those you consult frequently. Buy a file rack that stands on the desktop. Quite handy, they come in wire or plastic format, and in various sizes. A desk rack keeps all the files you need for that day or that week within easy reach.

	Handling Incoming Paper Efficiently.

	To handle new paper, first get a big garbage can. Second, stick a Post-it note to your desk that says “Go ahead – toss it”. Your objective now is to try and deflect most of the paper that comes into your life.

	As you go through your mail, memos and reports, ask:	“Do I really need to read or act on this?” If not, dump it immediately.

	“Do I really need to keep this?” If not, dump it.

	“Should someone else have this?” Send it on its way.

	“If I need to keep it, must I keep it for a short time or permanently?” If it’s for a short time, put it in a file on your desk called “Current” or something similar. If it’s too bulky-like a magazine or a report-have one (and only one) reading pile. Go through both your current file and reading pile frequently and prune items from them as they lose value. If you need to keep an item for a longer time, create a file for it or file it with others of a similar nature.




	“Do I need to act on this now?” Do so if you must-but very few things should fall into this category. If not, put it on your to-do list and file it where you’ll remember it.

	At times you’ll agonize over whether you need to keep something or not. Ask yourself, “What could happen if I don’t keep it?” About 80-percent of the time, you’ll realize the paper is not all that important, or it’s replaceable. If you’re not sure, throw it into your current file. Time has a way of helping clarify the importance of things.	Dealing with the Reading Pile.

	Every manager seems to have a foot-high pile of magazines, newspapers, newsletters, and briefings. As the reading pile grows, so does the urge to banish it to the recycling bin in one fell swoop. Don’t. There’s gold in that pile. You just need to know how to find it. The secret is to read selectively. Pick up a magazine and analyze the table of contents. Circle the articles you want to read, then go directly to those pages only. If you have to put the magazine down, be sure to consult the contents when you pick it up again.

	If you’re really overwhelmed, try the brute-force method: Take a pile of magazines and give yourself a certain amount of time to get through them. Find the articles you want to read and cut (or rip) them from the binding. Staple the pages and put the article into a manila folder. When time is up, recycle whatever is left over. Before long, you’ll have a custom selection of reading that’s both pertinent and useful.

	Cleaning Out Your Files Periodically.




	Once a year, set aside a morning to go through your filing cabinet and desk drawers. Get rid of paper you don’t need. A good rule of thumb: If you haven’t looked at it for a year or more, dump it. Take the opportunity to revise your filing system, too. Eliminate little-used categories, and add new ones or sub-categories. A tip-off that a change is in order: Files that are either anorexic or obese.	This yearly ritual also results in finding buried treasure-paper you thought you lost, good ideas you’d written down and forgotten about, and reminders of past-year successes.

	Slightly more often-say, every six months-go through your computer files and perform the same chore. This job takes more vigilance than cleaning your paper files. That’s because paper never bulges out of a computer, and with a good “find” function you can usually find anything you need.

	But you’re getting organized, remember? And getting organized isn’t a one-off tool. It’s a way of life.





Key Thoughts


			

			
					How to Organize Your Work ProjectsMain Idea
	Being able to complete projects on your own successfully.

	Being able to manage a team project effectively.


Supporting Ideas
	Define the assignment in your own words.

	First sit down with a piece of paper or your word processor and define the assignment in your own words. Do you know:	What a feasibility study entails?

	What should be included?

	How wide a scope your boss wants?

	What kind of conclusion your boss is looking for?

	Why your boss wants the study? (The answer to that establishes a context for the work.)




	Don’t run to your boss’s office for answers. Instead, read as much as you can and look around for information from your work mates first. Part of carrying out a project involves helping define or flesh it out.

	Outline briefly how you’ll do the work.

	Next, briefly outline (on paper) the information you’re going to need and how you’re going to get it.

	Check with the boss to make sure you’re on track.

	At this point, write a short memo for your boss (or have a quick meeting) that covers what you believe are the key issues and how you’re going to tackle the assignment. This gives her a chance to say, “Yes, sounds right,” or “No, I was more interested in …”

	Plan your work in detail.

	Now go over your outline again and make a work plan from it. You’ll need to gather information, analyze it, draw conclusions, and present your findings. Don’t skimp at this stage – time spent planning is among the most productive work you can do. Take your to-do list and calendar and create time for doing those tasks. Then do them.

	Do the work.

	Review the work.

	Always conduct a post-assignment review:	Where were the problems?

	How could I have avoided them?

	Could I have done better or worked faster?

	Should I have talked to other people?




	That way, you can learn from your successes (and failures) on how to complete projects more successfully the next time round.


	Define the assignment in your own words.	What’s the sequence of actions?

	What other functions are involved?

	How much research needs to be done?

	Start at the final goal and work backwards.




	Review with your boss the plans made thus far.

	Meet with everyone on the team.

	Set the key milestones.

	Send out a follow-up memo setting everything out in writing.

	Let everyone do their work.

	Provide regular feedback on progress.

	Review the project.




					Identify the Eight Great Time WastersMain Idea
	Meetings

	Unnecessary reports and memos

	People

	Procrastination

	Perfectionism

	Waiting for others to arrive for appointments

	Excessive preparation time on reports and presentations

	Waiting for other people to complete their assignments


Supporting Ideas
	Do I have to attend?

	If I must attend, can I limit the time I spend there?

	What can I do to ensure an effective meeting? (For instance, ask for an agenda so you can prepare. If there’s not a goal for the meeting, talk to the person organizing the meeting and ask them for a clear, concise objective.)


	Wasted time on the telephone.

	Visiting your office unannounced.

	Requesting appointments with you for no good reason.

	Staying socializing long after business has been conducted.

	Sending you e-mail on petty subjects.


	Make a commitment to yourself to work on the project for ten minutes only. (You can even use a watch or timer to keep track of the actual time spent.) Once you get into it, you may find yourself happy to continue for an hour or more. You may even decide to finish it altogether. But if you can stomach only ten minutes, at least you’re that much closer to completion.


	Live by the 80/20 rule – namely, that for most projects, 80-percent of the value will reside in 20-percent of the project. Therefore, identify that 20-percent portion, do that and ignore the marginal value 80-percent. That way, your productivity soars.

	Make the mental distinction between:	Professional quality

	Acceptable quality

	Passable quality




	Then, each time you undertake a project, ask which level of quality you’re aiming for. There’s nothing the matter with trying to achieve professional quality – just make certain you’re not doing that in areas that won’t ultimately add value to your personal- or professional life.


	If you have a meeting at 10:00 a.m., leave by 10:10 or 10:15 if no one shows up by then. Give your lunch date ten or fifteen minutes, but limit your losses. Your co-workers and friends will soon learn to respect the clock.


	Do my superiors really value such effort? Or is it a competition among peers?


	To actually accomplish your goals.

	To be liked by everyone you work with.
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