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‘A good plan violently executed now is better than a perfect plan executed next week.’ General George S. Patton
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Preface

THE PROMISE OF THE BOOK

As each year goes by, we find ourselves with more and more to do. In work, there seems to be no end of firefighting, constantly changing priorities and always, the threat of downsizing/offshoring/redundancy.

We’re told we have to do more with less.

Work smarter, not harder.

But is it possible to do more with less – or is this just an empty phrase passed down from one layer of management to the next?

And what does working smarter, not harder even mean? The first time I heard the phrase used was in 1985 by a boss who, by then, was far out of his depth.

Well, it is actually possible to do more with less.

And the key to doing that is to work smarter, not harder.

And what that actually means is that we must learn the skill of planning.

Planning is normally thought of as the preserve of large undertakings – great construction projects or huge sporting events or military offensives – and so it is. But planning has a function that is, if anything, at least as valuable.

If we can learn the skill of planning, we can indeed do more with less. We can get much more done in the available time. We will endure a lot less firefighting and unpleasant surprises. In so doing we can have less stress in our lives and be far more productive. We can have much more predictable outcomes to the things we are trying to achieve. And we will indeed be working smarter, not harder.

This is the promise of this book.

DOING WITHOUT DOING

There is a Taoist term called Wei Wu Wei. It means ‘doing without doing’. While this may sound like a contradiction in terms, doing without doing is exactly what we are going to achieve with this book. We will show that by learning the skill of planning, we can get things done with the least amount of time, effort, resources, money, firefighting, and stress.

And understand too that we’re not talking about vast amounts of planning – so-called ‘paralysis by analysis’. Rather, a small amount of critical thinking is all it takes to achieve what we’re talking about.

You’re a busy person. You don’t want somebody like me telling you a whole bunch of extra stuff you have to do. On the contrary, anything I ask you to do should result in less work for you, not more. And – as you’ll see – so it will be.

You’ll be astonished, I think, at the amount that you can get done in a short space of time. The time you spend planning will be repaid many times over by the time you don’t have to spend firefighting.

THE STRUCTURE OF THE BOOK

The book is divided into two parts. Part 1 is for everybody in a job who would like to achieve the promise of doing without doing.

Part 2 will give you the same effect if you run a group/department/division/organization.

HOW TO USE THE BOOK

It’s not going to be enough for you to read the book: you’re going to have to do things. The book is about trying to change your behaviour – each chapter proposes some new behaviour for you to adopt. Adopt any one of them and you’ll see immediate benefit. The more you adopt, the more you’ll see benefit. Adopt them all and you will indeed find yourself doing without doing. You will find yourself:

♦   Less stressed

♦   With more time available

♦   Making commitments you know you can deliver on

♦   Getting home on time rather than having to stay late to work

♦   Completing jobs properly rather than in a half-baked or ‘fingers crossed, let’s hope it will be okay’ sort of way

♦   Building a reputation as a person who always gets the job done – calmly and without panic

♦   Having far less firefights and unpleasant surprises happening in your job.

So if I were you, the way I would use the book is like this. Read it a chapter at a time, there’s no hurry. Each chapter will suggest some things you should do differently. Start doing these things and witness the benefits. Then go on to the next chapter.

Be sure to hold the gains. After you experience the difference that a particular chapter makes, be sure to continue doing that particular thing until your old way of working is left behind, disappearing in your rear-view mirror.

And finally, it maybe nearly goes without saying – but I’ll say it anyway – that while the focus of this book is on work, everything we say here could also be used in your personal life to similar effect.

If all of this sounds attractive, then off we go!
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