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Introduction 

Whether you’re twenty-six, working at a job you love, engaged, and contemplating a move across the country in a couple of months, or you’re fifty, single, and looking for a job, how to better handle your time is a skill you can learn that will serve you well at work, school, or in your personal life.  

Each day is 24 hours long, which equals 1,440 minutes or 

86,400 seconds. You don’t have any more seconds, minutes, or hours in the day today than you did yesterday, a decade ago, or that you will have next month or next year.  

Consider this: What did you accomplish with those seconds, minutes, or hours today? Yesterday? Can you even remember or is your day too much of a blur?  

If you can point to at least one thing you did, that's a good start. If that one thing was something you absolutely had to do, a priority, that is even better. But for far too many, the seconds, minutes, and hours are more of a haze, a frenzy of activity—responding to a phone call here, an e-mail there, a text message when you are in the middle of something that required your concentration, or an unexpected request from a boss or coworker—without attaining the hoped-for results. 

How much of your day did you spend in activities that were, in hindsight, a poor choice because those activities did not—and will not—move you or your career (or even your relationships) along as effectively as other activities that you may not have gotten to in time? Was it half your day? Ten percent? An hour or two? In today's competitive, results oriented workplace, even half an hour is thirty minutes too many—and yet how many of us are wasting far more time than that? 

When I led a time management workshop to a group of business owners and managers, I asked the attendees that same question. I then asked for a volunteer to share her/his answer. The attendee who offered to share told us that her primary priority task is to generate sales for her company. But she then told a stunned room of people that, the day before, she had spent “zero” time on selling. 

How did you spend your time yesterday? What was your priority task? How much time did you spend on your priority task? Do you even know what your priority task should be?  

How will you spend your time today? Will you be as productive as you want to be, as you know you could be, if you just had the tools to manage your time more effectively? 

Unfortunately, many of us find ourselves working 24/7 and not just through the weekday nights but on weekends too. This is leading to increased stress and old fashioned “burn out,” as well as lives that are out of balance. 

However, becoming more productive still means doing what we have to do, as well as what we want to do, more efficiently. It also requires reevaluating what we are doing in the first place. Is this the right activity for you to be engaged in now? What activities are you doing using the same old approaches that are antiquated and slowing you down?  

A wonderful concept that I have grown to appreciate even more over the years is Pareto’s Law or the 80/20 rule. 

Attributed to the Italian economist, Vilfredo Pareto, who in 1906 noted that 80% of the land in Italy was owned by 20% of the people, I n business, the 80/20 rule has become popularized to mean that 20% of your customers will get you 80% of your sales. Or, restated in time management terms, 20% of your efforts will get you 80% of your results. 

The key is figuring out what your 20% is so that you can focus on that and either delegate or ignore the remaining 80%. 
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Revisions and Changes for This Third Edition 
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What a delight to be writing the introduction to this third edition of my book, Work Less, Do More. What is different in this edition compared to the previous two? The first noticeable change is that it is now a 7-day productivity makeover, instead of a 14-day plan. Yes, I put a lot of time and effort into covering the same key time management concepts but in fewer days and words. Why? Because everyone feels we have less time than ever before, but we also want to get even more done! 

Fortunately, that’s possible, but it requires even more focus as more and more of us are finding ourselves up against further distractions and interruptions. Smartphones can intrude constantly, and e-mails or text messages cry out 24/7 to be read and answered.  

You might not have fax communications arriving on your desk these days, but you can get text messages on your smartphone anytime, night and day. 

I have continued conducting the original research into time management that I began back in the early 1980s when I wrote my very first book on this subject: Creative Time Management, published by Prentice Hall in 1984. I interviewed men and women, and observed in agencies and companies of varying sizes, for my fifth time management book, Put More Time on Your Side. For my sixth book on the subject, Delivering Time Management to IT Professionals: A Trainer’s Manual, published by Packt Publishing of the United Kingdom, I interviewed scores of men and women in the IT business, from customer service representatives and app developers or software programmers to CEOs.  

The first edition of Work Less, Do More was published in 2008 and the second edition in 2012. For this third edition of Work Less, Do More, in addition to conducting additional interviews, I administered several time management surveys, completed by a total of 262 men and women from throughout the United States and other countries including India, Sweden, Thailand, and Russia. The results of those surveys, especially a 10-question questionnaire completed by 127 men and women, conducted in July 2016 through surveymonkey.com Audience, are shared throughout this new edition where it was pertinent. 

I have also continued sharing my expertise on time management by coaching, conducting workshops, or delivering keynote addresses to a range of audiences. Recently I facilitated a three-hour skills building workshop for college students; one of the seven topics I covered was time management. 

For this third edition of Work Less, Do More, I also removed from the text references to products that are outdated, such as my previous recommendation of Zip Disks for backing up files. (What’s a Zip Disk? many of you may be asking!) I liked Zip Disks for backing up until recently, replacing the Zip Disks with a USB drive. (But I keep the Zip Disks if I need those archived files.) So I also rely on the newer options for backing up today, like saving to a cloud or to a portable external hard drive. 

Newer references were also added to the Selected Bibliography Including Works Cited at the end of this book. 

Since I returned to teaching college in August 2014, I have observed the productivity challenges facing those in their late teens to twenties and even thirties and forties, since I teach older students as well. This new edition, especially in the shorter seven-day format, should be useful to students as well as those in the business world. 

Trying to get more done in less time has become, for the most part, even more of a global concern. The first or second editions of Work Less, Do More have been translated and published in Spanish, Portuguese, Korean, simplified and complex Chinese, Vietnamese, Russian, Bulgarian, Marathi, and Arabic. There is also an Indian publisher of this third edition, Jaico Books of Mumbai. These multiple foreign editions are indications that you are reading a time management book with international appeal.  
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How to Use This Book 
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This is a 7-day plan, with each chapter representing another day in your professional time management improvement program. However, the idea of focusing on one day (or chapter) at a time is only a suggestion. Read through each section at whatever pace is comfortable for you. You might prefer to jump around, concentrating on those issues that are most relevant for you. You may choose to read the book straight through, and then go back, rereading it and completing the exercises and logs a chapter/day or a section at a time. 

Most important of all, this book is an interactive learning tool that depends on you to make it work. If you make the time to take the quizzes, fill in the worksheets, complete the logs, and do the exercises at the end of each day/chapter, you will get more out of the book because you will be putting more into it.  
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How I Researched and Wrote This Book
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In addition to my experience as an author, consultant, and speaker, I have taught college courses in the Sociology of Health since the 1980s, including the New York Institute of Technology and the University of Connecticut. I therefore bring to this time management book a unique sociological perspective, which includes a heightened awareness of the connection between stress and increased time pressures and poor time management skills. You will notice that time management is discussed as pertaining to small groups, not just an individual, such as work-life balance, as it applies to the family and friends and dealing with the time management habits of those at work, from the boss to your co-workers or employees. 

As noted, I also conducted original surveys, and phone or in-person interviews, observed, coached, and led workshops, on time management for this and my other five books on productivity.  

Note about Sources: Quotes in this book not attributed to a secondary source are based on original research conducted by the author, in the form of either interviews or questionnaires, and are reprinted verbatim and, if necessary, excerpted. If anonymity was requested, no name or a fictitious first name is used; identifying details have been changed to maintain that anonymity. But was taken to preserve the integrity of each example.  

Secondary sources cited within the text have complete bibliographic entries in the book's Selected Bibliography Including Cited Works. 


Happy reading! 


Dr. Jan Yager 

www.drjanyager.com

jyager [@] aol.com 
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DAY 1
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Getting Started and Goal Setting 

“I don't have enough time,” a common complaint heard in companies of all sizes, voiced by employees at all levels— from managers to administrative assistants, from vice presidents, lawyers, and professors to CFOs and CEOs. No type of company is exempt from this predicament, whether it's a huge corporation with tens of thousands of employees, a smaller business with a couple hundred employees, or a homebased business with just one entrepreneur, consultant, or freelancer at the helm.  

As companies across the board downsize, fewer employees are being asked to accomplish more tasks in even less time. The Internet has turned practically every business into a global operation, often with expanded work hours because of the different time zones that need to be serviced. 

Cell (mobile) phones, portable laptop (notebook) computers, e-mail, fax machines (if you still use one), and smartphones also make it possible to do business from anywhere in the world, 24 hours a day. Therefore, in today's 24/7 work world, learning how to self-regulate has become more important than ever before. Self-regulating means that even though you can work around the clock, you decide how much time you will devote to work, whether at the office, during your commute, or in your evening and weekend leisure hours. For example, while your boss might expect you to be available from 8 a.m. until 6 or even 7 p.m., you may draw the line at working at home every evening and on weekends, except when it's absolutely necessary. Or, if you have a specific deadline that needs to be met, you may choose to put in 18 hours a day for as long as it takes, knowing the end is in sight. (If, on the other hand, you find yourself working 18 hours a day, every day, without taking even a one-week annual vacation, take heart. You will find help in this book to amend your grueling schedule and still get a lot done.) 


How Are You Currently Handling Your Time? 


Take this opportunity to gather more information about your current time management skills by answering the questions in the self-quiz that follows. 

SELF-QUIZ:  

HOUW DO YOU CURRENTLY RATE YOUR TIME MANAGEMENT SKILLS? 

Answer “Yes” “No” or “Sometimes” to any of these questions. (Write your responses down on a piece of paper or in your smartphone or on your computer.)

	Do you make a conscientious effort to separate urgent matters from other demands? 

	Do you take the time to do enough background research and due diligence so you can make the best possible decisions? 

	Do you allocate at least one hour each day for uninterrupted time for thinking, reading, planning, daydreaming, or creative work? 

	Do you spend sufficient time initiating, cultivating, and maintaining business and personal relationships? 

	Do you work hard to do your best, rather than measuring yourself by a standard of unattainable perfection? 

	Have you been on time every time in the last week for personal or business appointments? 

	Do you take at least one week off from work each year and make sure your vacation is a memorable experience offering you the chance to connect with yourself, your family, and/or your friends? 

	Do you regularly read through each professional or business publication or newsletter you subscribe to (print or online)? 

	Do you meet all your deadlines at work? 

	Do you return phone calls within 24 hours (or delegate to someone else the task of dealing with those phone calls that should not have been directed to you in the first place)? 

	Do you reply to urgent e-mails immediately and to all others within a reasonable period, usually within a day or two (unless you are away)? 

	Do you take the time to regularly update your database and/or list of contacts? 

	Are you usually pleased with how you handle sending or receiving holiday cards or gifts? 

	Do you have a five-year career plan? 

	Are you working at a job or pursuing a career that satisfies you on at least one or all levels—professional, intellectual, creative and/or financial? 


If you answered “yes” to all 15 questions, at least on these issues your time management skills are excellent. If you answered “no,” “I'm working on it,” or “sometimes” to one or more questions, you know the areas you can begin addressing to improve your time management skills. 

How to Accomplish More in Less Time

Time management is a systematic approach to the way you organize your work and free time so that you are in control of how you spend your time; time does not control you. Those who lack effective time management skills may, at the end of the workday, reflect back and wonder, “I was really busy today, but what did I actually accomplish?” 

They may also think or even blurt out, “Where does the time go?” Or, at the end of the weekend, they may be filled with regrets over the friends they did not find time to socialize with, the novels that remain unread, the day trips that got postponed yet again, the family time that didn't seem to happen, the exercise plan that got short shrift, or the flowers that still need to be planted. 

The effective time manager uses such proven techniques as prioritizing, long- and short-term goal setting, planning, organizing, setting realistic deadlines, and delegating to accomplish what has to be done right now as well as making sure future projects are conceptualized and planned for adequately. 






Effective Time Management: Understanding the Benefits

Now consider some of the concrete advantages and potential negative consequences of how you manage or mismanage your time. Although time management may not cut down on the volume of your work demands, it does offer useful strategies and techniques to help you get more done, in less time. By accomplishing more, you and your department, agency, or company are more likely to be viewed favorably as your career also advances further, and faster.  

A 32-year-old paralegal shared with me: “We recently had a transaction with close to 400 different properties involved and a month to organize and review files, draft two documents for each site, and have them available for execution at close. Through the miracle of prioritizing the task and timely postponement of [the] close for five days, we were able to get our documents prepared ahead of schedule.”  

Note that this time she was able to complete the task in a timely fashion because of a five-day extension; she might not be granted this grace period next time. Improving your time management skills will help you to meet and even beat deadlines, rather than relying on someone else to grant you additional time. 

Knowing that we could do things faster and better inspires us to improve our time management skills. For example, as a 31-year-old executive secretary noted, “I typically underestimate the amount of time in which something is going to get done. So, I leave work feeling like I didn't get anything accomplished.”  

A 59-year-old health care administrator shared with me that he would like to learn how to plan and prioritize at work more effectively so he could spend more time with his family. A 37-year-old married woman, who maintains two positions— as the CEO of an online information service and as a consultant working an additional 30 hours a week, a total of 65 hours each week—is on the verge of becoming a workaholic (if she isn't one already). She notes: “[I] leave [work] at about 5 p.m. and come home and do more work after dinner and throughout the night.” 

By becoming a more effective time manager, you will have more time for the leisure activities and relationships that you enjoy, and your life will become more balanced. 

In most jobs, time goes hand in hand with money as one of the most precious resources a company has. The more clients or customers you can service, the more money you will earn. The more efficiently you answer those e-mails, the sooner you will get to your other work, especially if those other pulls are more lucrative or creative. Generally, the more sales you can achieve, the faster you can complete projects, and the higher your income. 

Yes, usually the early bird does indeed get the worm. By managing your time well, and being quick to respond to opportunities, you are more likely to get the job, land the deal, scoop up the new business, and set yourself apart from the more laggardly competition. 

What Are the Consequences of Poor Time Management? 

What happens to those who do not handle their time well? A derailed career, being passed over for promotions, frustration, self-doubt, or even job termination can result. 

On a piece of paper, in your smartphone, or on your computer, list the top benefits to improved time management in your particular job: 

Now on a piece of paper, in your smartphone, or on your computer, note negative consequences of ineffective time management: 

Poor Time Management Increases Your Stress Level Another significant consequence of poor time management is stress. Some causes of stress, like a boss who is overly demanding or relationship problems, are complex and may not be solved overnight. But how effectively you spend your time is one potential cause of increased stress that you can control. For example, you can learn to get rid of your clutter, a major cause of disorder (and disorder is linked to higher stress levels). 

Learning to pace yourself is another key time management technique that you can master. Poor pacing is tied to increased stress as well as to burnout, which occurs when your body and mind literally burn out, and you shut down and cannot function anymore. In Japan they have a term for it: karoshi, or death by overwork—when fatigue and chronic overwork lead to high blood pressure and hardening of the arteries, which proves fatal. In his book Medical Sociology, William Cockerham notes that of the 98 karoshi victims he studied, typically middle-aged men from Tokyo, 22.4% had worked 50 to 59 hours per week, 32.7% had worked 70 to 99 hours weekly, and 21.4% had worked over 100 hours a week.  

You certainly don't want to be a victim of karoshi! Fortunately, by practicing more effective time management techniques, you can avoid extreme exhaustion and the related physical or mental consequences of chronic overwork and stress. 

How Will You Measure Your Progress? 

Pick the top way that you will use to know you’ve become more efficient. 

I know I have become more productive because I 

	Leave the office by 5 p.m., but get even more work done in fewer hours. 

	I no longer work weekends. 

	I have increased my company's revenue by  [amount] by  [specific date] 

	I am meeting every deadline. 

	My boss has commented on how much I’m getting done.  


	If your measure is missing, add it on a piece of paper, in your smartphone, or on your computer, below: 







How Did You Spend Your Time Yesterday?

A Retrospective Time Log 

Use the blank log that follows to write down what you remember about how you spent your time yesterday. 

Begin with the time you woke up

On a piece of paper, in your smartphone, or on your computer, keep track of all your activities. Finish by noting when you go to sleep. 

Look over your log for yesterday. Do you see any time periods when you were wasting time? Surfing the Internet mindlessly? 

Checking e-mails constantly unrelated to your day’s priority task? Going on social media, including Facebook, for personal reasons? 

Now let’s switch to a discussion about goal-setting. That will help you to get a firmer grip on what you want to do on a short-term and long-term basis. 

Goal Setting: Why Set Goals? 

Yes, you're busy. But are you "good" busy? How will you know.' what good busy is if you have not taken the time to figure out what your goals are for today, this week, this month, this year, and even over the next five or ten years? Having a clear idea of what you want to do with your time is what goal setting is all about.  

By setting goals, you know where you're going. Goals are necessary, at work or in your leisure time. Without goals you're more likely to flounder and react erratically to opportunities and problems, with too little perspective on the effects they will have on your personal and professional life. 






Deciding on Long-Term Goals 

A crucial step in time management is to decide on your long term goals. Write down those goals. That will reinforce your goals and your commitment to each one. If you've written down your goals electronically, print out a copy.  

Now fill in the lists that follow










Worksheet: LONG-TERM PERSONAL GOALS









Deciding on Short-Term Goals 




Worksheet: SHORT-TERM WORK GOALS 










Worksheet: SHORT-TERM PERSONAL GOALS 

















AN IDEAL WORKDAY AND EVENING 










AN IDEAL LEISURE DAY AND EVENING 











Keeping a Time Log for Today 









BEAT THE CLOCK[image: ]

	On a piece of paper, in your smartphone, or on your computer,  write down your answers to this question, list   one   negative   consequence   you experienced professionally or personally in the last month due to poor time management. 

	Think of someone you know who's an excellent time manager. Write down On a piece of paper, in your smartphone, or on your computer,  write down your answers to this question: What are the exemplary time management traits of that individual? 

	Reflect on the #1 key idea you learned during Day #. On a piece of paper, in your smartphone, or on your computer,  write down your answers to this question, or use your smartphone or a pocket recorder to share your thoughts.

	If you won the $10 million lottery, what would you do with your time? Is there a way to work toward living that same way without winning the lottery? How would managing your time differently or better help you to move closer to achieving that ideal? 

	What is your goal for today? What are the benefits to you professionally and personally if you achieve that goal? What might happen if you miss your mark? What can you do to increase the likelihood that you reach that short-term goal? 
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