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    MAIN IDEA


    "Most people are not overworked ... they are under-organized. I believe the average person can do 50 percent more than they are doing now, including all the right things, if they have an effective system for keeping their lives under control."


    – Lee Cockerell


    Time management matters today more than ever. If you have how you use your time under control, you not only have your career under control but also your life. A good time management system is a genuine must-have.


    While there is lots of technology which can help with time management, the best systems tend to be simple and easy to use. To manage your time more effectively, you really just need two components:
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      	The classic day-timer style planning journal.


      	Your smartphone – for storing contact details.

    


    Using just these basic components, you can put together a robust working system for planning your goals and achieving them. You can do a better job of applying time and life management in your daily life. When it comes to time management, the magic lies in what you do, not merely in what you know.


    "The bottom line is, we can all do a better job of implementing time and life management in our daily lives. This system is like any other system. You can learn to do it just as you can learn other things. Remember that everything is hard before it is easy, but when you master the hard things, life gets easier."


    – Lee Cockerell


    About the Author


    LEE COCKERELL is the founder of his own management and customer service consulting company. He is former executive vice president of operations for Walt Disney World. While working for Disney, he led a team of 40,000 employees and was responsible for the operation of 20 resort hotels, four theme parks, two water parks and a shopping and entertainment village. Before working for Disney, Lee Cockerell held various executive positions with Hilton Hotels and the Marriott Corporation. He is the author of Creating Magic and The Customer Rules He is a graduate of Oklahoma State University.


    The Web site for this book is at www.LeeCockerell.com.


    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, view points 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 Time Management Magic (Lee Cockerell)


    1. Think about how you use time


    The quality of your life, both personal and professional, is directly affected by how and where you spend your time. This is something you should think about and more importantly do something about on a regular basis. Learn how to be better organized and you will get more done – it really is that simple.


    Everyone has at one point or another thought: "I don't have enough time!" The stark reality is there's not one person on the planet who can fit more than 24 hours into a day. Successful people manage to achieve what they do by being better organized than the average person.


    When you start thinking about time management, it quickly becomes clear there are two dimensions:
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    The goal of your time management system should be to make you simultaneously more efficient and more effective. As you do that, you take control of your life rather than being subject to the whims and actions of others around you. This is why learning to manage your time is probably the most crucial skill you need today to become successful and happy.


    The person who is most responsible for controlling the events in your life is you. By learning and then applying good time management systems, you can aspire to make a difference.


    "Dost thou love life? Then do not squander time, for it is the stuff that life is made of."


    – Benjamin Franklin


    The kinds of questions you should periodically ask yourself are:


    What don't you like...


    ... about your career?


    ... about your health?


    ... about your job?


    ... about your personal life?


    ... about your work life?


    What are you going to do about it?


    Learning and then consistently applying the science of time management will generate the solutions to these problems that you need. So where do you get started? Perhaps a good lift-off point would be to define the concept of "time management" in this way:


    
      	From a practical perspective, "time" is the series of events which occur one after another 24/7. You wake up each day and then go through events repetitively (your personal habits), on purpose (planned) or unexpectedly (random).


      	"Management" is the act of controlling. You make decisions and assume control over the outcomes achieved.


      	"Time management" is therefore the act of controlling the events in your life. You become the director of your life by proactively filling your life with good events and avoiding those events which have little or no added value.

    


    To gain a high level of control in your life, there are several practical things you can and should do:


    
      	Find ways to surround yourself with great people – because this will have direct impact on how productive you are. When you have skilled people around you who have a can-do attitude, it's amazing what you can achieve. Always look to associate with the best people possible.


      	Get into the habit of training and educating – make sure your employees know your values, your philosophy and your priorities and mission. Even high-caliber people will make poor decisions if they don't know where you want to head. Train people so they have the appropriate skills and then test them on that training regularly.


      	Always be crystal clear about your expectations – for yourself and for those who work alongside you. Be 100% clear about where you want to head and remove any and all doubt or ambiguity. Don't leave room for loopholes to arise.


      	Anticipate and practice – try and think ahead to what may arise and practice how you will handle those situations if they do come about. In particular, think about the likely future needs of your customers and start figuring out how you will meet those needs. The better prepared your people are, the less fear the future holds.


      	Always leave space in your planning calendar – for the unanticipated things which inevitably crop up. If nothing urgent comes along, you can always take an item from your to-do list in the available time.


      	Get into the habit of doing it now – write anything and everything you have to do into your planner. Repeat the phrase "DO IT NOW!" to yourself over and over so you can almost do it in your sleep. Then go out and make positive things happen.


      	
        Question what you do – by asking yourself:

        
          	Do I get value out on what I do at present?


          	Is the way I spend my time moving me forward?


          	What responsibilities should I work on right now?


          	What do I do now which will pay off in the future?


          	What did I do yesterday I'd like to do better today?

        


        "Don't say you don't have enough time. You have exactly the same number of hours per day that were given to Helen Keller, Pasteur, Michelangelo, Mother Teresa, Leonardo da Vinci, Thomas Jefferson and Albert Einstein."


        – H. Jackson Brown


        "If you don't make the time to work on creating the life you want, you're eventually going to be forced to spend a LOT of time dealing with a life you don't want."


        – Kevin Ngo


        "It's how we spend our time here and now, that really matters. If you are fed up with the way you have come to interact with time, change it."


        – Marcia Weider


        "The dreams you plan really can come true."


        – Lee Cockerell

      

    


    2. Have a system


    To organize your life, you really need a system which gets worked day-in and day-out. You have to take time for planning every single day of your life. There's no other feasible way you can manage your time without this foundation habit.


    Having a written system for managing your time is vital for all kinds of reasons:


    
      	It will help you balance all the various demands which get placed on your time.


      	It will help you develop a systematic way of working which is productive – you'll gain a reputation for getting things done.


      	When you start to get things done, that will boost your self-confidence and self-esteem. You'll start to believe you can do anything you set your mind to.


      	You'll feel confident about taking on more work assignments.

    


    An essential component of any time management system is to use a day planner to plan your time. Some of the best options include:


    
      	Day-Timer is a company which has been doing this for a long time. Their website is at www.daytimer.com. The best of their products is their "Two-Page-Per-Day Original" day planner which is product number 98010.


      	Another company which produces excellent day planners is FranklinCovey. Their website is at www.FranklinPlanner.com.


      	If you prefer, you can also download Excel spreadsheets which have daily planner templates you can print yourself. Google for options but a good day planner template is currently available at www.vertex42.com/calendars/daily-planner.html.

    


    Note that it may feel old fashioned to you to still be using a handwritten paper-based daily planner in the digital era. That's OK. The fact is it works just fine. If you put part of your time management system on paper and then use a smart phone for what they do well, you'll get the best of both worlds and a huge boost to your personal productivity.
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    Sometimes people erect artificial barriers between work and home life and try to have separate planners for each aspect. That won't work – it will get too confusing and end up being of no use. A much better approach is to think about your life in its entirety every day and put everything into a single daily planner. Plan your holidays just as carefully as you plan your work days.


    Your mantra when it comes to using your daily planner should be:


    If you fail to plan, you're really just planning to fail


    Some suggestions about the kinds of things you need to think about in putting together a good time management system are:


    
      	Set aside some time every day to plan – anything from a few minutes to half-an-hour where you sit and think about what needs to get done. Doing this every day is a must and you'll find you will quickly get better at planning. Make sure you write down everything that comes to mind so you don't have to worry about remembering those items.


      	
        Consider all your responsibilities when planning – which will more than likely include a large number of different areas:

        
          	Job responsibilities


          	Household responsibilities


          	Family commitments


          	Your place-of-worship responsibilities


          	Community requirements


          	Financial obligations, plans and timing


          	Your need to get regular exercise


          	Social responsibilities


          	Commitments made to others


          	Keeping in touch with friends and family


          	Your personal development and learning needs

        

      


      	Be aware when it comes to planning your time, the more you have to do the more time you should spend in planning – it always pays dividends in the long run. If you don't plan, you'll spend more time spinning your wheels than moving forward. Planning and thinking clearly saves you a huge amount of future time.


      	
        Always think in order of priorities – which generally come in four different levels:
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          	Give your urgent tasks an "A" priority on your daily planner and in your to-do list.


          	Your vital tasks get a "B" priority rank.


          	Important tasks get assigned a "C" ranking.


          	Don't worry about dealing with low-value items. You'll be too busy doing your A, B or C tasks to get to these items.

        

      


      	Think of your planning as fire prevention of a sorts – have the mindset it's better to prevent fires than to waste time fighting them later on. That's why you plan time for exercise now so you don't have to deal with getting serious illnesses later on. In a similar vein, you invest some time every day planning what you need to do so you can enhance your productivity the rest of the time.


      	Think about projects that won't pay off for months or years – and set aside some time where you can work on those projects which will have big payoffs.

    


    Bottom line you should spend between five and thirty minutes every day planning what you need to get done that day to be effective and efficient. This is an absolute necessity for which you should take 100 percent responsibility. A small investment of time in planning will pay huge dividends in what you achieve throughout the rest of your workday.


    "Having personally witnessed some of the most successful leaders at the world's most successful companies, I believe it is almost impossible to be successful without taking the time to plan each day."


    – Lee Cockerell


    3. Work your system


    The three essential components of a robust time management system are:


    
      	Advance Planner – 18 months in advance


      	Monthly Planner – Day-by-day for the next month


      	Telephone Directory.

    


    If you get into the habit of putting anything and everything into your system, then you free your mind to focus on more productive ideas and projects.


    To have a world-class time management system, three components will be needed:
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        You need an Advance Planner – where you can schedule events which are coming up in the next 18 months. The Day-Timer Advance Planner has a month per page split up into days so in just a few seconds, you can schedule events you need to remember. There's also a section in the back where you can schedule events up to five years in the future. You don't have to use the Day-Timer system but if you have some kind of advance planner where you record everything in writing, then your mind can relax rather than being worried you might forget.
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        You also need a monthly planner – where you can write down your daily appointments, run a to-do checklist and keep track of your phone calls and expenses. To use this effectively:

        
          	Fill up your daily task list at your planning meeting each morning. Decide in advance what the best use of your time will be and make a list. Assign each item a priority and check them off when completed.


          	Plan all the phone calls you need to make. Write down the numbers so you can call no matter where you are or what you're doing.


          	Track your expenses for later reimbursement.


          	Use the notes section to commit to paper anything and everything you will need later on. Use this as a diary where you write everything down so you won't forget it. Items here can and should run the full spectrum from business to personal.

        

      


      	The third part of your time-management system is a Telephone Directory – one place where you keep track of all your various phone numbers. Don't differentiate between business and personal – write all numbers down in the one place.

    


    Note that you may choose to use your smart phone for recording phone numbers, for calendaring future events and perhaps even for running your daily schedule. That's fine if it works for you. That does, however, mean you have to keep your phone with you at all times and it has to be charged and ready to go. An alternative might be to use your smart phone but also use a written planner as a backup. Redundancy is a wonderful thing and with a written system, it won't ever crash and the battery will never go flat.


    Another element of time management is deciding what to do with your discretionary time. This is highly variable. You may be in a position where your entire workday is discretionary time or alternatively your only discretionary time might be at breaks or during your lunch time.


    Most people are surprised at the amount of discretionary time they actually have. Even if your workday is busy, you will still have discretionary time at each end of the day – from when you arise until you get to work and then after work. There will also be weekends and days off which will be discretionary time. You should plan your discretionary time just as thoroughly as you do your work days. Discretionary time is when you can get ahead.


    A good daily planning session should go


    Appointments


    

    To-Do List


    

    Yesterday


    

    Responsibilities


    

    Priorities


    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    

    
      	Go through your task list and put an asterisk (*) next to any items which are absolutely URGENT.


      	Then go through your list and put an "A" next to any and all VITAL items.


      	Next go through your list and put a "B" next to any items which are IMPORTANT.


      	Identify any items on the list which have limited value and tag them with a "C".

    


    

    

    

    

    

    

    

    

    
      	Only write the items into your daily task list or to-do list on the day you think you'll have the best opportunity to get them done. Try and balance your list so you get through everything you write down for each day.


      	You should schedule the priority items in your personal life right into your calendar every day at your planning session. Make sure every item – both business and personal – is scheduled.


      	It's critcal to have a daily routine where you plan your time consistently. That will not only save you time but it will also help you accomplish more.


      	Keep in mind that often VITAL items become URGENT if you put them off. You're far better off being organized enough to complete items while they are VITAL rather than URGENT. There's less pressure that way and it often is just a matter of being better organized.


      	Have the mindset "The only good ideas are the ones that get accomplished." If everyone in your entire organization did just one more VITAL item each month, it would probably be a huge boost for your overall results. In a similar vein, if you can accomplish just one more VITAL item each day or month in your personal life, you'll be impressed at how much better and stress-free your life becomes. That's very achievable if you plan your time better.


      	Use your time planning system as an incubator of sorts. Every year, identify a few VITAL items which would be great to accomplish and schedule them. Do that year by year and you'll have a solid track record of wins you will be very proud of.

        

        

        

        

        

        

        

        

        

        
      

    


    

    

    

    
      	What wastes my time at present?


      	How can I eliminate those time wasters?


      	How can I be more productive?


      	Which time wasters are self-imposed?


      	What time wasters are imposed by others?

    


    

    
      	Sleeping in and therefore not having enough time to plan your day.


      	Taking on too much rather than learning how to say "No" when appropriate.


      	An inability to delegate effectively.


      	Being so preoccupied you miss the main message someone else is trying to give you.


      	Being unrealistic about how long an item will take to complete and therefore having insufficient time to do quality work.


      	Failing to anticipate all the complications which arise when trying to do a task.


      	Living too far from your place of work and therefore spending large amounts of time commuting.


      	Tolerating other team members who are chronically and persistently late with everything.

    


    

    
      	Not having clear-cut policies or operating guidelines

        
      


      	Poorly run meetings that run on and on.


      	A lack of authority to make a decision about something.


      	Minimal or no feedback on present performance.


      	Unclear or ambiguous job descriptions.


      	Poor communication from your boss or coworkers.


      	Waiting for others to make decisions.


      	Problems are not well-defined and therefore people

        
      


      	Being overstaffed or understaffed.


      	Having priorities shift and change while you're in the middle of a project.

    


    

    

    
      	Always schedule the priorities in your life – write them into your calendar and your task list and keep those appointments with yourself.


      	Make a good list of "To-Do" items every day during planning time and put a priority on each and every item.


      	Think about your long-term goals every day when planning. Try and get started on each one of those goals in some practical way today. That's the only way they will come true down the road.


      	Always keep reminders of the VITAL tasks you need to work on right now in eyesight. Remind yourself you have to get them done no matter what.


      	Break down big projects into small pieces and schedule those individual pieces.


      	Always leave some spare time in your calendar for interruptions and last-minute items. Don't overbook yourself.


      	Get into the habit of doing the things you hate or dislike first each day – so you won't waste time thinking about them or dreading them.


      	Develop some kind of filing system which works for you so you can quickly put your hands on the documents, information, phone numbers and addresses you need.


      	Know how to use technology which will save you time and make you more effective. Very few people make that kind of investment but it can pay off big.


      	Always commit to deadlines on your work. If you delegate, gain agreement on the deadlines the other person will work to as well. Keep in mind "June 14 at 5pm" is a deadline but "ASAP" is not, nor is "As soon as I can get to it."


      	Figure out what time of day is when you do your best work and schedule that time intelligently.


      	Start new projects as soon as possible so you'll have time for reworking items if required. Generally speaking, the earlier you begin, the better the outcome ends up being.


      	Learn how to not only delegate effectively but also how to trust others. Find people to work with who are experts in the areas you're not good at.


      	Always commit all your goals to paper. Writing them down will make a huge difference because it will clarify and make things real.


      	Always express your goals in a way which it becomes possible to measure results. Have the mindset if it's not measurable, it's not really a goal.


      	Make sure the goals you set are what you really want – as opposed to something that sounds good or that someone else wants for you. You'll only get excited about goals if they motivate you enough to pay the price that's required. Be realistic about the price-to-benefit ratio of your goals.

    


    

    

    

    

    
      	Always take notes when you're talking to someone. You can't do that if you're tuning out.


      	Remove barriers and distractions. Get out from behind your desk and sit with the person you're talking to.


      	Never try and sneak a peek at texts or your email while you're talking with someone. Don't take any phone calls either.


      	In a group setting, always take a seat at the front. You won't be able to snooze if your boss is eyeballing you.


      	Get into the habit of focusing on one thing at a time.


      	Work at being a good communicator – that can save you bulk time.


      	When you delegate something, track its progress in your daily planner so you make sure it gets done.

    


    

    

    
      	Prepare beforehand – so everyone can get on task quickly and then head away. If you finish a meeting early, everyone will love it.


      	Always have and use an agenda.


      	Try and run every meeting with the objective of trying to help people do their jobs better.


      	Make the distinction between meetings that give information and meetings that solve problems. Invite only those who will have something to contribute. There's nothing worse than having people sit there wondering "Why am I here?"


      	Get right to the point, summarize commitments and send everyone on their way. Wrapping up meetings efficiently is a highly valued art form you have to learn.


      	Write down everything you agree to do at a meeting in your Day-Timer so you will follow up.


      	Before you schedule a meeting, seriously consider whether you can't achieve everything you need by phone or e-mail instead.

    


    

    
      	Always have everything you need at you fingertips in your office – so you won't waste time running around looking for supplies, materials, resources, etc. Make a list and have those items at hand.


      	When you have to make decisions, involve specialists in those fields. They will have good practical suggestions and solutions.


      	Ask yourself:

        
          	What am I doing I could delegate to my reports?


          	What am I doing I could train someone else to do?


          	What am I doing I could pay someone to do?

        

      


      	Create an environment in your team where people are free to speak their minds. Make it clear you respect other people's opinions and value their input and ideas. Take time to listen to your team.


      	Grow the people on your team. Help them move forward with their careers. Compliment them regularly. This will always help position you to achieve more in the future.


      	Improve your communication skills. The clearer you are with your instructions, the more time you'll save when working with a team.


      	Listen carefully when people speak to you and ask lots of questions.


      	Spend at least five to thirty minutes every day planning how to use your time. Use that time to focus on the vital tasks which will give you the best return on your time and effort.


      	Each week, identify one thing you do which wastes time and how you can eliminate it.


      	Identify the things that will generate a big payoff for your business or personal life and schedule when you'll do them. Keep moving forward week by week.


      	Find tasks which make you feel good when you complete them and schedule those tasks in your planner. Do the same for items which will make your boss (or family members) feel good.


      	Every so often, pause and think about how you're spending your time. Remind yourself of what you're not doing that you know you should be doing.
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