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			Book Abstract

			MAIN IDEA

			To accomplish more, find tangible ways to do less of the stuff that doesn’t matter and more of the stuff that does.

			In practical terms, this usually involves finding ways to cut off all the corporate silliness and senseless stuff which pervades most organizations. The antidote is usually to simplify things and get back to the basic, productive activities which will generate the bulk of the value you personally add. This may not be as hard as it sounds at first, since most of your day-to-day complexities probably originate from within your organization rather than externally. This is good because it means the cut-off valve also resides within your firm, not outside it.

			Put another way, the real key to doing more isn’t to become better at what you do. Instead, find simple ways to eliminate all the other stuff so you can spend more time applying your unique talents on what genuinely matters. That’s the smart approach to greater personal productivity.

			About the Author

			BILL JENSEN is president and CEO of his own consulting firm, The Jensen Group. Mr. Jensen has spent more than a decade analyzing how companies design their work systems. As a result of this research and other consulting assignments, Mr. Jensen specializes in improving how people work. This is the third book Mr. Jensen has written on this topic, the previous two being Simplicity and Work 2.0.

			The Web site for this book is at www.simplerwork.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, 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 Simplicity Survival Handbook (Bill Jensen)

			1. Ignore most of the corporate communications you receive

			There simply isn’t enough time to read everything that gets sent to you. Therefore, ignore 80-percent of it and focus on just the critical 20-percent.

			To decide what to read and what to ignore, scan everything that gets sent to you for two critical pieces of information:

			
					An action you must take – for example, a meeting you must attend or a form you must submit.

					A specific date or deadline by which that action must be taken – for example, your expenses reimbursement form must be filed by November 30.

			

			If the document doesn’t have these two pieces of information, delete it right away and get back to work. If it’s important, whoever sent it to you the first time will send it again. You might as well wait until then.

			2. Delete about 75-percent of the e-mails you receive each day

			E-mail can waste a lot of time unless you get disciplined about how to use it. Learn how to scan e-mail effectively so you can get onto more productive things.

			For every piece of e-mail which ends up in your inbox (irrespective of who sent it):

			
					Look at the subject line and the sender.

					Based on both the subject line and the sender, ask yourself: “Do I have to read this today?”

					If the answer is “No”, delete the e-mail without even bothering to read it. This should empty your inbox of at least 50-percent of your e-mail.

					For everything that remains, scan each e-mail looking for two critical pieces of information:	An action you must take.

	A date or deadline by which that action is required.


Delete any e-mail which doesn’t contain these two elements. By this point, your inbox will be 75-percent emptied.


					Now scan the remaining messages for information that meets the CLEAR criteria:C – connection to your current projects.
L – list of next steps to be taken after reading the e-mail.
E – expectations or a description of success.
A – ability to get things done with tools and support.
R – rewards which are available to you.
Delete any e-mail which does not meet the CLEAR criteria.
By this stage, your inbox will be 90-percent emptied.


			

			While building confidence in your ability to use this system effectively, you might try moving all deleted e-mails to a holding folder rather than the trash. Once you get the system working effectively for your specific circumstances, you can then move deleted e-mails directly to the trash with confidence.

			With so much information now available, being able to scan effectively is a very employable skill. Everyone is struggling with information overload, and selectivity is becoming a critical skill. Knowing what to do with the information gathered rather than simply providing information is of vital importance.

			3. Be able to communicate with others quickly and efficiently

			Everyone’s busy. You’ve only got a few seconds to communicate, so be ready to go at a moment’s notice. Get right to the heart of the matter while you have the chance.

			The key to becoming an effective communicator is:

			Know – Feel – Do

			
					“In one sentence, what’s the one thing I want people to know or understand as a result of our conversation?”

					“In one sentence, how do I want people to feel when I’m done.”

					“In one sentence, what do I want people to do about whatever we discuss together?”

			

			Great communicators build their entire conversations around this formula.

			4. Leave shorter voicemails to generate better results

			A good voicemail will use the Know-Feel-Do methodology and will never exceed 30-seconds in length. On every call, be prepared to leave an effective voicemail.

			Since so few people answer their phone anymore, you should always assume you will have to leave a voicemail on every phone call. Therefore:

			
					Think about your voicemail message before you call so you’re ready to go.

					State what you want the recipient to know.

					Watch your tone of voice carefully. It will dictate how they feel about your message.

					State clearly what you want them to do.

					End with your phone number – said at the speed of handwriting, not talking.

			

			5. Write shorter e-mails to generate better results

			When it comes to e-mail messages, less is more. Plan on grabbing someone’s attention, connecting with them and committing them to action within a 3” x 5” space.

			Think of e-mail like a billboard rather than a letter. You have at most about 75 – 100 words to get the job done, and the fewer the better. For best results, again use the CLEAR formula:

			C – connect to the reader’s current projects and workload.

			L – list what needs to be done clearly and precisely.

			E – clarify your expectations of success.

			A – specify the tools which will enhance their ability to achieve.

			R – explain what’s in it for them.

			As a general rule, if you make it as easy as possible for people to do things your way, you’ll find that you get your way more often. By making it easy for people to understand exactly what you want in a succinct e-mail message, you stand a better chance of actually influencing their future behavior. Treat their time as preciously as they do themselves and you’ll find people will warm to whatever you’re suggesting or proposing.

			6. Make memorable presentations by doing less, not more

			Never make a presentation. Instead, aim to provoke a worthwhile conversation. The goal of a great presentation should be to change the conversation afterwards.

			To make better presentations:

			
					Turn the one key point of your presentation into a question, and make that question an interactive exercise. That way your audience helps build your presentation.

					Always distribute a one-page summary of your presentation – and distribute it before you present, not afterwards.

					If you must use slides, use a 1:3 ratio – use no more than 1 slide for every three minutes of conversation.

			

			Never lose sight of the fact your goal in making a presentation is to create dialogue and change what people are talking about when you’re finished. Everything you do should be geared towards that end.

			7. Go to fewer meetings and get more out of the meetings you do attend

			Instead of going to all the meetings you’re invited to attend, be more selective. It’s far better to send your apology than it is to waste time in unproductive meetings.

			Before deciding whether to attend any meeting, ask yourself:

			
					“How much value will I get from this meeting?”

					“How much value will I contribute to this meeting?”

					“If I am unavailable, would this meeting happen without me?”

			

			If you apply these criteria intelligently, you should be able to avoid about one-half of the meetings you currently feel obligated to attend. Then, when you do attend a meeting, concentrate on applying the CLEAR formula:

			C – “How is this meeting connected to my current projects?”

			L – “What are the immediate next steps to get done?”

			E – “What are my expectations of success in this area?”

			A – “What tools are available to help me get everything done?”

			R – “What will be the return on my investment of time?”

			8. If you have to run a meeting, set an example of how to do meetings well

			To run a great meeting, get the right people together and split everything into 15-minute segments. Focus on what people need to do afterwards to keep things moving forward.

			Always start a meeting by defining what success means to you personally and to your organization. Do you want to:

			
					Change the way people behave in the future?

					Change the conversations people will have in the future?

			

			Begin your meeting by communicating up-front what you plan to achieve, and then promising the meeting will be over as soon as that is accomplished. You then inject some passion into proceedings. Unless everyone in attendance knows you’re passionate about what happens, they won’t be very enthusiastic about being called on to participate. With passion, however, they will become much more engaged and committed.

			Try and run each meeting like it was a meeting you’d enjoy attending and be passionate about why everyone is there. If you focus on these two factors, most everything else will just naturally fall into place.

			9. Give executives less information, not more

			Senior executives want to get as much information as they can as quickly as possible. Help them do that effectively and you’ll turbo-charge your own career as well.

			To make an effective presentation to a senior manager:

			
					Organize your presentation to tell a story, not just to present volumes of data.

					Plan to use one-third of the time you’ve been allocated. Executives love people who take less time.

					Reduce everything you want to say to a one-page summary.

					Focus on the past 90-days and the next 90-days. Anything beyond that is irrelevant to most executives.

					Let your executive’s lieutenants vet your ideas beforehand. Most executives hate surprises and time-wasters.

					Create opportunities for the executive to express an opinion all the way through if you hope to keep them engaged.

					Be clear, direct and succinct about what you are requesting from the executive. Spell out what you will need them to do in the next 90-days if they agree to move forward.

					Always have your own hidden agenda. Use the meeting as an opportunity to ask them about some other issue. Use the opportunity for face-to-face conversation advantageously.

			

			10. Learn how to say “No” more frequently to more people

			Quite simply unless you get good at saying “No” frequently, you’ll become a dumping ground for everyone else’s to-do lists. Say “no” up-front to avoid any bad feelings.

			To handle this area effectively:

			
					Understand how to say No directly (“No thanks. I’ll have to pass. I’m just too busy.”) and indirectly (“Well, let’s talk about this a little more. Were you aware…”).

					Use your gut instinct to differentiate when to say No directly and when to say No indirectly.

					Communicate your direct No’s as quickly as possible and move on to more productive things.

					Treat indirect No’s as an opportunity to build or change a relationship by exploring alternative solutions. Ideally, you want to build mutual respect, even if you can’t do what was requested.

			

			Always keep in mind everyone says yes to hopeless projects at one time or another in the name of career advancement, so don’t sweat it when it’s your turn. There will also be times when you take

			
			
			
			
			
			
			
			
					Smile and nod.

					Decide whether or not there is a realistic chance to go around or above your immediate boss – or whether that will just make an already bad situation worse. Remember to focus on the merits of the assignment, not the personalities involved.

					Sit down and put into writing your notice for a date six months from now. Keep this notice displayed at home and start actively searching for your next job, with the goal of having your next job arranged by the date specified. Once you have everything in place, formalize the arrangement by giving notice to your present employer with whatever amount of lead time is appropriate.

			

			
			
			
			
					Push back aggressively – by asking “Why does this deserve my time and attention” whenever someone suggests something or invites you to attend some meeting.

					Question everything – to find out what really matters and to stay focused around that central issue rather than being diverted into other areas.

					Say No – as soon as possible. You may need to say No indirectly most of the time, but the more courage you have to actually say No, the more time you’ll free up for those work activities which generate the most value.

			

			
			
			
			
					A team meeting or brainstorming session.

					A management presentation of some sort.

					A customer sales meeting or problem-solving session.

					An exit interview for someone leaving the organization.

			

			
			
			
			
			
			
					Ask for some material that you can study between the time of accepting the job offer and your start date – like business or strategic plans, yearly targets, customer satisfaction reports, sales reports, etc. Go over this material so you’re already up to speed with what’s happening.

					On your first day at work, ask to meet with your manager to go over and review what you’ve learned from studying these materials.

					Ask for the names of twenty people you should talk to during your first month on the job – like key decision-makers, networkers, gatekeepers, specialists, great customers and difficult customers. When you meet with your manager on the first day, you should negotiate how much time you can allocate to meeting with these twenty key people.

					During your first-day meeting with your manager, ask for a two-way review at the end of your third month – so you can find out how you’re doing by that point. This will also be an opportunity for you to provide your manager with feedback on what he or she can be doing better to help you succeed.

			

			
			
			
			
			
					“Help me understand how this new goal will change what I’ve already been doing?”

					“What do you suggest my first step should be? That is, what’s the best way to get started working on this?”

					“What will success look like? What should I be watching for to make sure I’m on target and making progress?”

					“What tools and support are available to help me/us achieve this goal?”

					“What’s in it for me/us?”

			

			
			
			
			
					Do your homework in advance – by studying all the material you have and identifying three goals which you believe will add the most value to your organization.

					When you meet with your manager, identify and acknowledge the pressures he or she must be under.

					Ask what three things should be your top priority for the next few months/weeks/days, bearing in mind you’ll also keep the other tasks moving forward as well.

					Keep shortening the time frame from months to weeks to days until you both agree.

			

			
			
			
			
			
					Whenever you’re faced with a range of tasks, use your gut to make a first cut down to a more manageable level – two or three tasks.

					Next, talk with your team and clarify how your team’s to-do’s relate to what needs to be achieved or delivered within the next few days or weeks. Clarify anything that’s unclear, vague or fuzzy.

					Suggest that the team will get more bang for the buck if it focuses on just two or three key goals rather than an array of different goals.

					Celebrate the fact you’ve been able to help the team become more focused by reducing the items on the agenda to the critical few rather than all the options.

			

			
			
			
			
					You’ll feel energized, less stressed and less burned out.

					You’ll feel like you’re making better decisions.

					You’ll feel more confident in your own abilities.

					You’ll feel like others respect your time more.

					You’ll feel more genuine in what you say and do.

					You’ll be able to differentiate between BS and propaganda.

					You’ll feel better about setting new stretch goals.

					The people you work with will feel more focused.

					You’ll feel comfortable saying “No” more often.

					You’ll have more time and energy to help others.

			

			
			
			
			
			
					Whenever you see an interesting program, call the trainer and ask for an executive summary of what will be covered.

					Decide for yourself whether the training syllabus and training objectives align with something you really care about or not.

					If the training does look valuable, call the trainer and ask how you can get a condensed, executive summary version of the training program. They always have one available, although they may be reluctant to discuss it.

					Be a very proactive learner. Don’t just sit there passively. Probe the trainer’s ideas. Question what’s being said. Debate with other participants. Look for immediate, useful and meaningful ways to use what’s being taught.

					Evaluate each training session afterwards to see whether or not it pushed your thinking into new territory. See what useful ideas you came away with and then applied.

			

			
			
			
			
					Synthesizing – scanning information for what’s important.

					Advocacy – persuading others to take action.

					Communication – how you relate to and work with others.

			

			
			
			
			
			
					To decide how much money each person will make.

					To provide legal documentation if someone needs to be fired.

			

			
			
					Every month or so, check-in with your boss and ask, “How am I doing?” Get specific in talking about what’s going well and what’s not.

					Every couple of months, check with your boss that the three most important things you’re working on are still the three key priorities in his or her mind.

					Trust your gut and use your best judgement to work on what really matters and ignore all of the other busy-work projects that will be floating around.

			

			
			
			
			
			
					Never ask for money. Instead, focus on what the senior management’s greatest headaches. Find out what keeps your manager awake at night.

					Package your proposal as the solution to the management’s personal concerns in this area.

					Expect your first budget meeting to last 15-minutes or less – just long enough to deliver an executive summary of your proposed solution and then to leave quickly so you can make a favorable first impression.

					Don’t submit a budget with your proposal at the first meeting. Ask only for another meeting. You can then go over what resources will be required to make the solution happen. And because the manager has helped shape the solution, he or she will be more predisposed to agree.

					Keep reminding yourself the budget process is not about money, it’s all about the exercise of power. The manager has that power, so make that obvious.

			

			
			
			
			
					Always remember the stated problem is never the whole problem – and like an iceberg the real bulk will lie beneath the surface. Therefore, always try and get everyone’s assumptions out in the open at the outset.

					When presenting data, be like Switzerland and stay neutral – because data can be used to tell a story or to set people free, depending on the situation. Keep in mind also that data can be used to tell a story or to start a tough conversation with equal effectiveness.

					Always be proactive and opportunistic – because the person who organizes the agenda has an opportunity to shape the direction the organization heads. If you can get issues on the table before the management does, all the better.

					Be willing to act as an executive’s “pair of hands” – that is, get involved in delivering the executive’s message and plans throughout the organization. This will open many doors.

					Be consistent – in delivering on what the organization values above everything else.

					Never assume that anything agreed to is complete and final – because things will change constantly. Don’t assume, but keep checking in on a regular basis to stay up-to-date.

					Always take the moral high ground – and be willing to tell the truth, take the blame or present bad news. Don’t delude yourself that you can hide from the facts but face them fairly and squarely. People will respect that.

					Be sure you know who the key decision-maker is – and get the real decision-maker to sign off on what you do next. Watch out for advocates and stay carefully aligned with the key decision-maker at all times.

					Help senior executives clarify and communicate their directives to the organization – because that will help you understand what they want in greater detail. The choice usually comes down to: “Good, Fast or Cheap?” Make certain you understand which one or two (but never all three) the senior management picks and work with them.

					Never forget the best-laid plans of men and mice often go astray-so if things don’t work out exactly as planned, chalk it up to experience and move on. At the very least, you’ll be able to provide some feedback on what doesn’t work to the senior management. That may be the clue that helps them eventually find what will work.

			

			
			
			
			
					Managers organize and share information in such a way that everyone can work smarter and faster.

					The senior management team are accessible so the rank-and-file employees don’t lose time trying to track them down.

					All of the requisite resources are available and ready-to-go – including accurate, detailed information.

					There will be tools, training, instructions and information technology available which is easy to use and accessible.

					New tools will be distributed to the front-line employees quickly rather than being hoarded or rationed out.

					The company will respect the time demands of its people and will focus on helping them be wise and effective.

			

			
			
			
			
			
					Stay if your manager supports your efforts to do less and achieve more; go if he or she doesn’t.

					Stay if you can get access to the information you need to succeed; go if you can’t.

					Stay if your leaders like one-page summaries which help them make better decisions; go if they don’t.

					Stay if you feel comfortable saying “No” to projects that won’t enhance your career; go if that causes problems.

					Stay if your boss appreciates the solutions to problems you put forward; go if he or she doesn’t.

					Stay if you’re improving your skills and learning new things where you are; go if you’re not.

					Stay if everyone within your organization grasps the concept that there are only 1,440 minutes in every day, and each one is important; go if they don’t.

					Stay if your managers like the fact you ask tough questions and demand a lot from them; go if they don’t.

					Stay if you’re working with people who are focused on trying to make an improvement in the way your organization works; go if you’re the lone voice in the wilderness.

			

			
			
			
			
					Look at developing the whole person – and not just a zombie who will follow orders but be unable to think for themselves.

					Teach leaders how to listen to their people – with empathy.

					Teach leaders how to tell memorable stories – so as to engage their people’s hearts, mights, minds and souls.

					Encourage self-management – as the very best way for the organization as a whole to operate.

					Practice principle-based leadership – where the leaders actually do what they are advocating.

					Encourage debate on the question: “What is our accountability for enriching our employee’s time?”

					Reinvent or update your organization’s in-house leadership university.

					Have each manager spend one day a week actually serving customers alongside the front-line employees.

					Reinvent the concept of career paths – by having executives rotate through unconventional assignments like being the organizations New Idea Person or Corporate Recruiter.

					Have each executive find two mentors – one half their age and the other twice their age.

			

			
			
			
			
					Make it easier for executives to track what’s being output from each part of the organization – using budgeting and financial tracking tools, project management tools, resource allocation tools, supply chain tools and so forth.

					Help employees develop work spaces that meet their needs - rather than complying with some sort of outdated corporate building code.

					Focus on building some great collaborative work tools.

					Grade and progressively enhance your corporate tools – on the basis of their:	Clarity – how easy it is for employees to share information.

	Navigation – ease of use for new employees.

	Access – to the right information.

	Usability – whether the tools are user-friendly.

	Speed – whether the tools are available when needed.

	Time – whether used intelligently or wasted.




					Create a corporate culture based around personal productivity – where information technology is used to help each individual perform his or her job better rather than to enforce control.

			

			
			
			
			
					Tell your story consistently – both inside and outside your organization.

					Build digital dashboards (using real-time data) – and teach your people how to use these tools to make better decisions.

					Loosen your internal controls – and let your people exercise their personal judgement more often.

					Teach people how to manage their own time better – by providing some great training and performance management systems.

					Teach your financial people what human capital is all about - so they can view training and development as an investment that will generate measurable returns.

					Study how much employees trust your internal systems – and find better ways to reinforce the values, principles and ideals of your organization. All of these factors will be affected by the degree of transparency involved.

			

			
			
			
			
					Have clear goals – that everyone agrees with.

					Make sure managers and employees work together – to achieve those goals.

					Train managers on how to help their people meet their goals.

					Improve the quality of the conversations managers are having with each person they supervise.

					Enrich and broaden your coaching and mentoring programs – until everyone has one of each.

					Encourage your senior management team to be open – to trying new ideas and new ways to enhance performance.

					Innovate – change the way you think about your current business tools and processes. Design better tools around people’s needs.

					Have two-way performance tools and processes – so employees can tell the company what’s needed so they can perform at their best possible level.

					Make certain everyone keeps learning – by linking performance management with training and development.

					Communicate – so everyone can take a broad brush overview of the entire organization rather than hunkering down in their own little domain.

			

			
			
			
			
					Keep in mind learning is a social, participative activity that occurs best in communities, groups and teams – and therefore the more you invest in these areas as an organization, the better.

					To know something, people must be engaged and active participants – so make it alright for them to fail, receive coaching and try again.

					Work on the basis people are naturally life-long learners – as long as they’re not bored.

					Make connections between improved performance management systems and enhanced training and development programs – by taking advantage of all the new information-based tools which are available like digital dashboards, collaborative tools, two-way feedback loops.

					Make certain every training program grabs the attention of your people – otherwise you won’t even get through the background noise. Run training programs that get noticed.

					Handle information overload – by creating space so people can think, challenge, probe, explore and make connections.

			

			
			
			
			
					Be credible and solid.

					Respect the professionalism of your people.

					Be fair in profit sharing and the way you treat people.

					Let everyone feel proud of their contribution.

					Have a warm sense of camaraderie.

					Respect your employees as your key business asset.

					Embrace transparency at all levels of the business.

					Get each individual what they need to do their best work and then let them do their thing with minimal distractions or corporate politics.

					Let people work on great projects alongside great people. In other words, become a great place to work by providing the opportunity to be involved in “Wow” projects.

					Keep it simple. Reduce stress by doing away with anything that stops people from doing great work. Make it feasible for people to do world-class work because they’re not required to comply with ineffective or restrictive systems.
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