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1 - Welcome
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Thanks for picking up this book. Business routines are a funny topic. We all know that we need them but very few businesses manage to pull them off.

Why am I writing a book about routines you might ask. Well, there is a clear difference between the businesses that do and those that don't have them. As you can imagine, those that do have routines enjoy smoother days, weeks and years. They aren't without their problems but there are fewer issues that they cause themselves!

Routines may seem obvious but their power is rarely seen. The lower down a businesses' hierarchy you go the more you see routine tasks. But what about the middle management and leadership levels? Shouldn't they have routines too?

In my opinion, yes. Delays in decision making, linked to a lack of routine, can have a massive knock on to the teams below. Productivity can drop, opportunities get missed and windows for improvement lost.

Here are some examples of the benefits good routines can bring:

	Improved customer satisfaction from ensuring post-project customer service activities happen.

	Faster delivery performance from the routine handling of technical queries.

	Better work loading for the team, through regular reviews of work queues.

	Higher profit from systematic ratcheting of improvement projects.

	Improved safety from regular briefings with your staff.

	Identifying new opportunities from structured discussions with your teams.

	Increased staff retention from regular, and on time, appraisals.


Many of the items on the list above will no doubt happen in your business. This list isn't exhaustive, it's to give your brain a jolt so you can ask yourself this question. Do we do these things consistently? If the answer is 'no' then developing a formal routine for your business will definitely be worth the effort.

In the next chapter I am going to focus on some specific benefits of developing and embedding a routine.

Fish on Friday

A phrase that haunts my consulting clients is 'fish on Friday'. This religious tradition revolves around not eating meat on Fridays. It is so ingrained in some people that the habit has stuck. That's what I want you to achieve from reading this book, effective habits.

A lot of books and speakers talk about habits. The positive ones can revolutionise a business if you can establish them. However, forming good habits isn't easy.

I'm offering you a mechanical way to define, deploy and embed habits via a formal routine. The majority of this book will not be about defining your routine. Rather, I will focus on getting your routine to come to life so that you can reap the rewards.

Structure for the book

Over the next couple of chapters I am going to take you through the benefits and style of the routine I am proposing. From here we'll look at strategies to make your routine produce results.

Developing and rolling out your routine will be the focus for the following two chapters. Then we will look at making the routine stick and I'll discuss ownership of the routine.

Then, I'll extend this approach to a personal routine, getting the most out of our job descriptions. Before my conclusion, I'll then challenge you to generate an approach that works for you. I'll also share some of the basic routine items that I look for when I start working with a new business.

By the time you have finished reading this book, I hope that you will be in a position to create at least one routine that is meaningful. A routine that adds value to your business and frees up your time. I want you to unshackle productivity from your teams by rolling out simple routines. These routines should help your business work like clockwork. They should also reduce wasted effort and time.

If that sounds good, let's go to the next chapter.
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The case for having an effective routine for your business will most likely be obvious to you. There is a good chance that some of your colleagues will not see it this way.

They may protest at the idea of developing a routine. They might state that this is for school kids. I want you to use this chapter to find enough good reasons to pursue a routine.

I'll share with you a specific method to address friction from your colleagues in chapter four. This approach will extend what I touch on here.

So, why does every business need a routine?

Avoid re-invention

Wasting time is frustrating. Not only is time valuable to you and everyone who needs your support, but covering old ground is a pain. It can be soul destroying to go around the same reactive loop time and time again.

Many businesses will design a process, deploy it, and then watch it fade. Days, weeks or months later you must spend effort to re-establish the new process.

Developing a routine allows you to lock in the tasks that you need to carry out. It helps you to formalise them and make everyone aware of them. Whatever the frequency of the activity is, there will be a way to tie it down into a routine. When you do this, it is one thing less to have to think about and it is more likely to happen.

If you want something to happen on a specific frequency, add it to your routine. 

Avoiding crises

Dealing with crisis situations is the bread and butter of most managers. When the crisis is of our own making though... it is time for a routine.

From my observations, most crises come from small things that we haven't dealt with. They build up over time until something falls over.

For example, cancelling a customer update call because the news isn't great doesn't hurt today. Avoid a few of these and then you have a communication problem and a nightmare delivery to deal with.

If the task is routine, visible and managed as part of an open conversation you can nip problems like this in the bud.

Tying up loose ends

Loose ends can rob us of so many things, negatives include:

	Not sustaining improvement projects.

	Not creating marketing assets.

	Not completing proposals.

	Not making a decision.

	Not retaining key staff.

	Not ensuring safe working environments.

	Not protecting the environment.

	Not winning the next project.


It is often the last couple of steps of a project, or a process, that ensures that everything is worthwhile. We can't rely on our memories. When we're under pressure and the next challenge is already queued, it is easy to forget the last few steps.

Routines mop up problems like this by helping us to trigger the right tasks. It helps with our discipline when our distractions are high.

Better use of time and effort

If you follow the logic from the first three points then this one seems obvious. If you have to keep picking up items you've missed - reactive work - you won't be doing your best work.

When you have a routine in place that helps to crunch through the small, easy to miss, tasks you can re-direct your efforts.

What projects should you be working on, if only you had time?

Who do you want to spend more time with, if only you had the time?

Once you have a routine in place, and it's effective, you can start to spend your days in a different way. When I was an employee, I was able to transform my results by getting on top of the minutiae. Delivering globally recognised performance levels can't happen when you are stuck in chaos.

My clients have experienced the same effects. Projects that are game changers start getting worked on, once the 'small stuff' is under control.

Avoiding having to remember to remember

As well as getting on to more important assignments, it can save your sanity. A good routine will let you stop having to juggle everything in your head.

How many people do you meet that keep all their tasks in their heads? How many of these same people are ‘fried’? All of them? That's what I see.

When you package the routine and take what's in your head (and your team's) you can breathe a sigh of relief. Trust the routine and let your brain get creative.

A big plus for your business here is stability. If someone leaves, what they do and when they do it often goes with them. If you write it down, the next person doing their job can slot in with ease.

Getting the most out of your management and computer systems

We all invest in computer and management systems for our businesses. If we don't use them in a consistent way, they can become ineffective. There are often a lot of different tasks to complete and actions to undertake with systems. Mopping up and keeping everything moving is key to keeping them effective.

I like to refer to this as housekeeping. Ensuring that the small corrections, updates and follow throughs happen makes the difference. If a system gets cluttered it is less useful to the team. If it is less useful, workarounds and alternative approaches appear. If alternatives appear, the main system starts to fade.

We spend a lot of money on systems like this. They should help us. Developing a simple routine can help us leverage them and get our return on investment.

What's your benefit?

Developing a routine can bring many benefits to a business. What would it do for you?

I hope that you can relate these points to your own activities and those of your team. If you can find enough good reasons to develop a routine and see it come to life, it will happen.

In the next chapter I am going provide some clarity around the kind of routine I am proposing.
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In this chapter I want you to get a feel for what you are going to build. Your routine will not be a rigid school timetable that will stifle your organisation. It will be a tool that helps to provide clarity and drive performance.

Jot any notes down that come to you as read this. You'll be able to compile them and use them later.

A guideline for your organisation

The routine should be a guideline for what happens when. Who takes responsibility for each activity should also be clear. The time frames can differ. You may end up with daily, weekly, monthly, quarterly and yearly routines.

A loose fitting schedule

It is key that I mention my '50% rule' here. When I work with organisations to pull together their routine, the first cut is often too heavy. I work on the basis that if the timetable consumes anything near half of the working day it is too much.

There is too much unplanned stuff that appears in our days. We're going to work on reducing chaos and unpredictable events, but we need some slack. Keep the 50% notion in your mind as you build your routine.

Something that works at all levels

As I stated earlier on, routines aren't only for the lowest levels of your organisation. A good routine will integrate all levels of your organisation.

You may choose to split up the routine so that there are clear divisions. A routine for the Board, one for senior management / functions etc...

The key point is not to leave any groups out of the routine

Synchronisation for your procedures



Checks and balances



Progression tool




Staff coordination




A meeting scheduler
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