

[image: cover]



CONTENTS

COVER

ABOUT THE BOOK

ABOUT THE AUTHOR

TITLE PAGE

PREFACE TO THE 2018 EDITION

PREFACE

INTRODUCTION

FOUNDATIONS

THE CONTEXT

Goals of the Pomodoro Technique

Basic Assumptions

REACHING YOUR INDIVIDUAL GOALS

MATERIAL AND METHOD

OBJECTIVE I:

FIND OUT HOW MUCH EFFORT AN ACTIVITY REQUIRES

Start the First Pomodoro

Every Four Pomodoros

Completing an Activity

Recording

Improvement

The Nature of the Pomodoro

OBJECTIVE II:

CUT DOWN ON INTERRUPTIONS

Internal Interruptions

Scenario

External Interruptions

Systematic Interruptions

Recording: Qualitative Estimation Errors in Planning

OBJECTIVE III:

ESTIMATE THE EFFORT FOR ACTIVITIES

Available Pomodoros

Possible Scenarios

Recording Estimates

Managing Exploration

OBJECTIVE IV:

MAKE THE POMODORO MORE EFFECTIVE

The Structure of the Pomodoro

The Structure of the Pomodoro Set

OBJECTIVE V:

SET UP A TIMETABLE

The Best-Case Scenario

A Scenario with Interruptions

Optimizing Your Timetable

OBJECTIVE VI:

DEFINE YOUR OWN PERSONAL IMPROVEMENT OBJECTIVE

REACHING YOUR TEAM GOALS

APPLYING THE POMODORO TECHNIQUE ON A TEAM

All Too Often, Teams Become Prey to Their Goals

How Can the Pomodoro Technique Help a Team Reach Its Goals?

ADAPTING THE TOOLS OF THE TECHNIQUE TO A TEAM

Does Each Member of the Team Have Their Own Pomodoro, or Is There a Pomodoro for the Whole Team?

What Is a Microteam?

Why Not Have One Pomodoro for All the Members of the Team?

How Can We Arrange for Everyone to Attend a Meeting?

Who Sets the Pomodoro? Who Makes the Estimates? Who Records the Pomodoros?

Do We Need to Modify the Pomodoro Technique Sheets?

SIMPLE PRACTICES TO GET YOUR TEAM STARTED

Pomodoro Rotations

Snap Your Pomodoro

WHY TEAMS NEED MORE ADVANCED PRACTICES

How Can the Pomodoro Technique Help a Team Manage Complexity, Interruptions, and Bottlenecks?

THE PRACTICE OF THE COUNTER

Problem

Solution

Pros and Cons

THE PRACTICE OF THE POMODORO HACKATHON

Problem

Solution

Pros and Cons

THE PRACTICE OF THE RAM

Problem

Solution

Pros and Cons

RESULTS

OBSERVATIONS

Learning Time

The Length of the Pomodoro

Varying the Length of Breaks

A Different Perception of Time

Sounds of the Pomodoro

Shapes of the Pomodoro

Ring Anxiety

Constant Internal Interruptions

The Next Pomodoro Will Go Better
 
What Type of Timer Works Best?
 
Improving Estimates
 
Motivation and the Pomodoro
 
And If Everything Goes Completely Wrong?
 
The Pomodoro Has a Limit
 
When Not to Use the Pomodoro
 
MASTERING THE TECHNIQUE

Inverting the Dependency on Time
 
Regulating Complexity
 
Detachment
 
Observation and Continual Feedback
 
Sustainable Pace
 
THE NEXT STEP

RULES

GLOSSARY

GET TO WORK

TO DO TODAY SHEET

ACTIVITY INVENTORY SHEET

RECORDS SHEET

BIBLIOGRAPHY

ACKNOWLEDGMENTS

COPYRIGHT


ABOUT THE BOOK

Available in bookshops for the first time, the internationally acclaimed time management system that has been used by millions, written by Francesco Cirillo, creator of the Pomodoro Technique.

We all face the same problem: we’re constantly busy but we never seem to get anything done. We know we should focus on the task in hand, but it feels impossible with so many distractions and demands on our time.

We all need The Pomodoro Technique. This deceptively simple tool, now being used by more than 2 million people around the world, helps us regain control and achieve our goals. It transforms both work and home life by splitting days into 25-minute ‘pomodoros’, which focus our minds and make us far more productive.

Drawing on more than two decades of refinement and thinking, this powerful little book will teach you how to …

-Work with time

-Eliminate burnout

-Manage distractions

-Create a better work/life balance

… all using only a pen, some paper and a timer.

Start now – and join the Pomorodo revolution.

Fully updated edition with exclusive material on teamwork – to make you and your team more dynamic than ever.


ABOUT THE AUTHOR

Francesco Cirillo invented the Pomodoro Technique, a renowned time-management tool used by millions of people all over the world, three decades ago. He has worked at the forefront of the software industry for twenty years. In a career spanning startups, multinationals and freelance consulting, he has mentored thousands of developers and software teams. Francesco’s core focus has always been improving productivity and efficiency, by finding ways to achieve better results with less time and less effort.
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PREFACE TO THE 2018 EDITION

I WOUND UP the first Pomodoro on a cloudy September afternoon in 1987. The setting was the terrace of a house in a medieval village 30 miles north of Rome—Sutri—where I spent my family holidays. The task was clear but scary: “I want to finish this chapter.” The chapter in question was the first of the sociology book I was reading for a university exam I had to take within a few weeks.

That afternoon, I never imagined that one day millions of people around the world would have repeated that same gesture of winding up a kitchen timer to beat distractions and reach their objectives within the set period of time. I never imagined that I would hear the sound of ticking timers in the background upon entering an open-space office full of brilliant software developers. And I would have thought it impossible for the CEO of a bank to use my same tomato-shaped timer to structure a board meeting. Or that the technique would be described in such pres-tigious publications as the New York Times, The Guardian, and Harvard Business Review. Yet, all that did happen. But how it happened still remains a pleasant mystery to me.

I clearly remember the sensation I felt when that Pomodoro rang for the first time: an unusual and unexplainable sense of calm. My mind had been drifting from one direction to another like a small boat at the mercy of a storm. “I need to pass the exam. I have three books to study. There’s not much time until the exam. I’ll never make it. I can’t focus. I’m always getting distracted. Maybe I should stop studying and postpone the exam. Maybe I should stop studying and do something else.” After the Pomodoro rang, and that first timed work period was over, the sea was calm again: I knew I could do it. I remember wanting to set another Pomodoro. And I had set that first one for only two minutes, not the 25 I would come to find was ideal.

It was that sense of calmness and control I had regained that enabled me to pass the exam. And led me to start my own research into the phenomenon of Pomodoros: “Why does it work? How long should a Pomodoro last? How many Pomodoros can you do in a day? How much rest between Pomodoros should I allow?” It took a number of years to find the answers to those questions and to organize and structure them into a technique for improving productivity. I felt it was natural to name the technique I had developed the Pomodoro.

As I write this preface, the gentle ticking of that Pomodoro kitchen timer I used to prepare for the sociology exam is still with me. It has become an old friend. Thirty-one years have passed since that September afternoon in 1987. Many things have changed since then. The development of the Internet and social media have transformed our habits and behavior. Our smartphones let us know when we need to leave to get to the movies on time or when the dinner we ordered from the car or taxi on the way home is five minutes away from being delivered. Social media and various apps expose us to interruptions 24/7. So how is the Pomodoro Technique still effective in the digital age?

The most prolific source of distractions remains our own mind. What I call internal interruptions—the sudden desire to order a pizza, update your social media status, or clean your desk—can still be more frequent and disruptive than the external ones, such as the ping of a new e-mail or a Facebook notification. The best approach to dealing with these interruptions is to accept them and treat them in a gentle way. The Pomodoro Technique invites you to write them down on your phone or computer or a piece of paper and deal with them once your Pomodoro is over. This way, you acknowledge their value and have time to consider and assess them properly to decide whether they are really important or not. If in a short space of time you experience too many internal interruptions, the Pomodoro Technique specifically requires you to stop and take a longer break.

The appearance of so many internal interruptions is our mind’s way of sending us a message: We are not at ease with what we are doing. This may be because the prospect of failing worries us—it can be scary. Or maybe our goal seems too complex or we feel we are running out of time. To protect us, our minds come up with different, more reassuring activities. We end up favoring interruptions wherever we can latch on to them.

The type and frequency of interruptions—whether they are internal or external—do not threaten the Pomodoro Technique. The technique helps us be aware of how our mind works and helps us to consciously decide how to deal with interruptions. Sometimes what pops into our head is truly urgent. But in most cases, it can be postponed for 20 minutes, until the end of the Pomodoro. Because interruptions are often just ways for our mind to distract us, taking us away from what we are supposed to be doing, this process can lead you to a better understanding of the fears that underlie your reaction to interruptions. Once you identify these fears, you can find ways to manage them. Without this process, our fears can take over and a “fear of fear” can para-lyze us. The technique helps us develop a constant dialogue with ourselves, to observe ourselves and not delude ourselves. In any case, if you find yourself writing messages instead of focusing on your goal, do not worry: The next Pomodoro will go better. Be gentle with yourself.
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PREFACE

THE BASIC IDEA for the Pomodoro Technique came to me in the late 1980s, during my first years at college.

Once the elation from completing my first-year examinations had subsided, I found myself in a slump, a time of low productivity and high confusion. Every day I went to school, attended classes, and returned home with the disheartening feeling that I didn’t know what I’d been doing, that I’d been wasting my time. The exam dates came up so fast, and it seemed that I had no way to defend myself against the passing of time.

One day in the classroom on campus where I used to study, I watched my classmates with a critical eye and then looked even more critically at myself: how I got myself organized, how I interacted with others, how I studied. It was clear that the high number of distractions and interruptions and the low level of concentration and motivation were at the root of the confusion I was feeling.

I asked myself a question that was as helpful as it was hu-miliating: “Can you study—really study—for ten minutes?” I needed objective validation, a Time Tutor, and I found one in a kitchen timer shaped like a pomodoro (Italian for tomato)—in other words, I found my Pomodoro.

I didn’t win the bet I made with myself about studying right away. In fact, it took time and a great deal of effort, but in the end I succeeded.

In that first small step, I found something intriguing in the Pomodoro mechanism. With this new tool, I devoted myself to improving my study process and later my work process. I tried to understand and solve more and more complex problems, to the point of considering the dynamics of teamwork. Gradually I put together the Pomodoro Technique, which I describe in this book.

For years I’ve taught the Pomodoro Technique in classes open to the public and in team mentoring. In that time, general interest has grown. More and more people are asking what it is and how to apply it, and so there’s a need for me to explain the technique as I conceived it. My hope is that it can help others reach their goals for personal improvement.
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INTRODUCTION

FOR MANY PEOPLE, time is an enemy. The anxiety triggered by the ticking clock, particularly when a deadline is involved, leads to ineffective work and study behavior, which in turn elicits the tendency to procrastinate. The Pomodoro Technique was created with the aim of using time as a valuable ally to accomplish what we want to do the way we want to do it and to empower us to improve our work or study progress continuously. This book presents the Pomodoro Technique as it was developed in 1992 and as it has been taught to individuals since 1998 and to teams since 1999.

The Foundations section delineates the problem linked to time and the goals of the Pomodoro Technique and its basic assumptions. The Reaching Your Individual Goals section describes the Pomodoro Technique and shows how individuals can apply it by completing incremental objectives. The Reaching Your Team Goals section explains how to adapt the technique to a team and describes a series of practices to improve a team’s productivity. The Results section provides a series of observations that are based on the experiences of people who have used the technique and identifies a number of factors that explain how the technique achieves its goals.
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