
4. MANAGE WORK
Work and the nature of man has long been a central debate among philosophers, psychologists, artists, craftsmen.  We are consumed by our work, or find it boring.  Some can't wait to come in in the morning, others can't wait to retire from it.  It fills our small talk and our thoughts.  In work we can find excitement and challenge, if it's structured right, if relationships surrounding it are supportive, if we are recognized for it.  Our work means a great deal to ourselves as a definer of who we are.  It means even more to others who benefit from what we do.

Aside from its personal and emotional meanings, how does one manage it best?  How can we get the most done in the amount of time we have?  How can we be sure we're doing work that counts and not work that is a waste?

This chapter will provide a group of tools used by effective managers.  Some you and your organization will consider important enough that they are core requirements of all managers to use them.  Yet others are useful, but should be considered optional in their usage.  All have the potential to let you get done what you need to do with greater control, in greater quality, and in less time.
A. Time Managing for Results 
Time management is one of the most stable areas of managing practice.  We now know about all there is to know about time managing, and there are literally several hundred specific things that can be done to manage time better.   But we don't want you to do several hundred things to manage your time better—you wouldn't have any time left over to get work done—just follow a few time prescriptions that have high payoff!  

Fact:  managers are not paid to manage time, they are paid to get results.  What are the time management practices that will have the greatest positive impact on results-getting? What few things can a busy manager do that will really get mileage?

Based on the experience of highly effective, results getting managers, the following core practices are recommended:

· The Key Results (KRA) Hour

· Manage Meetings

· Manage by Priorities—Start & Stay with A's, not C's

· Effective Assistant Utilization and Delegation

· Use of an effective daily planner/calendar/suspend system

· Use of the Planned Performance and Priority Protection portions of the MANSYS program (MS-02, MS-03, MS-04).

This is the recommended core of time managing.  If you have time to do anything else, fine, but for sure get these areas under control.

The Key Results Hour
A key results hour is 60 minutes "without interruption" taken each day,  during which the manager works on one key project.  The rationale:

1. Objective:  Managers are on the payroll to produce significant results (KRAs) and solve or prevent big problems.

2. Reality:  Big tasks can't be solved in 5 or 10 minutes—they require at least a "chunk" of time, defined herein as at least an hour.  As a resource, big chunks of time usually must be expended to solve big problems.

3. Dilemma:  Managers don't get any time chunks due to a continuing stream of interruptions.  The average manager will be interrupted 37 times daily!  What time is left is in bits and pieces of 5-15 minutes, not enough to tackle a big job.

4. Sad Result:  Managers sacrifice their personal agendas and free time by taking work home, staying late, coming in early,  or working on vacation.   Little children are heard to ask, "Daddy who?"

A key results hour resolves this problem by establishing a period of 60 minutes every day in which the door is shut, phone calls are held, and no meetings are scheduled.  Since most people are brighter in thought and feel more energized in the morning, schedule the quiet hour then.

Anticipate other's reactions by explaining what you're doing and why.  Sell it:  if necessary, get executive approval by asking that output be judged after a six week trial.  If you're a divisional or top executive, mandate that a quiet hour be held by all managers at the same time since managers are prime interrupters for other managers.  Schedule meetings, sales calls, appointments for the afternoon—use non-bright time for these mindless tasks.

Will it really work?  It's only an hour a day, five hours a week, twenty hours a month.  It's only 240 hours a year—6 full weeks of uninterrupted time in which the manager directly deals with the biggest problems.  The great secret of why it works is that there really aren't any problems that managers can't solve--if they get the time. 

The simple minded focusing question that effective managers ask as they drive into the parking lot each morning is, "What one thing of significance (KRA) will I focus on in my quiet hour today."  Go into your office, hit that home run, and enjoy the fun of achievement each morning!

Meeting Management

Fact:  It is almost impossible for management to get its job done without meetings and conferences.  Only a meeting can provide the right levels of communicating and problem solving. 

Problem:  Managers report that most meetings they attend are a big waste of time.

Effective control of meetings can push work through and save a lot of "zigzag time".  A key characteristic of the manager of the future is that he will be not only an effective manager of meeting time, but a master of group dynamics.  As one executive said to an assessment psychologist behind closed doors in a recent client conference in which a manager's career was effectively ended, "If he can't manage a meeting, he can't manage anything."

The following list of suggestions will control adequately about 80% of the meetings most managers have to deal with.  Use those points that seem most applicable to your situation (a MANSYS principle).  Specialized situations like creativity sessions, quality circles, or decision forums may require other rules.  Key:  For all meetings, establish appropriate guidelines and structure to get to the results.  Bull sessions are just that!  Check off the items that make most sense in terms of improving the meetings you're normally involved in:

· Don't have a meeting if the decision can be delegated, handled by conference call, consolidated with another later meeting, or is simply unnecessary.

· Don't go to meetings yourself when a subordinate can represent you.  Appear only for the time your presence is needed when you must attend.

· Invite nobody to meetings, or at least the smallest number of people you can. Everyone there should have an ironclad reason to be there and pitch-in.  Limit meeting size to the minimum number of participants necessary.  Group dynamics studies suggest a group size of 5-9 seems optimal for most purposes.  If you can go smaller and still keep the flow going, do so.  Groups of 10 and more are seldom productive.

· Time limit the meeting and the agenda.  Set a time limit for items under discussion.  Schedule meetings no earlier than late morning so as not to interfere with Key Results Hour, afternoon is even better.  Schedule meeting ending times for before lunch or quitting times to assure cutoff.  Try stand up meetings, they never last more than 20 minutes!

· Help people prepare for meetings.  Send backgrounders, an agenda, and a statement of purpose for every meeting, 2-5 days beforehand.  People who then come unprepared aren't interested, won't be effective, and shouldn't attend.  Refuse to meet if there is no agenda.  Put the most important items at the top of the agenda so they are sure to be covered.  Don't let the things that matter most be at the mercy of the things that matter least.

· Start on time, regardless.  Don't wait for late attenders.  People will never get with it if there is no example of management discipline.  Start and end meetings on time—No exceptions.  Despite good excuses, it's expensive and wasteful to keep people waiting for 1 or 2 latecomers. Let prompt people get to work, as scheduled.  Meetings can drag on indefinitely, too, while 1 or 2 people clear up details.  Once the main point is made and dealt with, let busy executives get on with their next important task.

· Assign time keeping and record keeping responsibilities.  Use a professional secretary, not a manager who is an amateur at this task.  Follow the rule that all minutes are to be out within 24-72 hours.  Keep notes only of action steps and decisions, not verbiage.

· Stick with the agenda.  "The next point to be decided is....."  Push forward for action, don't allow conversational drift.  Don't allow interruptions except for emergencies.  Pace the meeting.  Cut off unnecessary chewing.

· Restate conclusions and assignments to drive home what is to be done next.

· Evaluate each meeting.  Rate each meeting, from 1-10, on effectiveness in reaching objectives, time conservation, and cost-to-benefit ratio.  Average participant responses and establish a cutoff for review of ineffective meetings.  Require a meeting between the chairman and the responsible executive when the average rating falls below 8.   Have the best meeting leaders lead more meetings.  Consider having incentives where any committee that can kill itself off gets $1000 to split or $500 if it can reduce its size or frequency of meeting.  Another way to get at this is to calculate the cost-to-benefit ratio of the meeting.  Add up the salary costs for each minute spent in meetings, for all attendees. Add in the opportunity costs for other work not being done. Also estimate the value of the results or benefits you expect from the meeting. Cancel or cut short meetings that don't provide a satisfactory cost-to-benefit ratio.

· Inventory all committees.  How many are there, how many participants, how many hours being spent at what cost?  Is their productivity justifying their cost? Abolish dead committees, ban non participating members who use the group for mini vacations.  This inventory process sometimes leads to central scheduling which saves a lot of checking around time as to what rooms are available and keeps the enormity of organization meeting cost highly visible. 

Meetings are often a manager's best opportunity to teach the organization.  To run a sloppy meeting is to appear as a political eunuch.  To run a well organized and productive meeting is to say that you are serious about excellence.  In either event your values are showing.  You have sent a message to the others that influences what they expect from you, as well as what you can expect from them in the future.

Increase Meeting Dynamics 
A number of organizations have been experimenting with new approaches that have produced dramatic results.  Consider these possibilities to increase the power impact of meeting management:

A number of organizations are now adopting a "whosoever will" approach to at least some of their meetings.  That is, whoever wants to come to a meeting is allowed to do so!  People who are not allowed to come often feel a loss of self importance or assume that some great secrets are being kept from them.  By allowing people to come both of these problems are dealt with and the possibility of gaining some motivated attendees is increased.  Obviously, which meetings this principle should be applied to is a matter of judgment.  Mechanically it becomes necessary to post meeting agendas in advance so people not normally in the group can decide whether they want to come.  If this idea gets adopted, be prepared for people whose attendance has been required in the past to begin raising questions as to why they should come to particular sessions!  "Whosoever will" lets people make the decision of what is important; whether they have something to offer then drives their attendance patterns.  It seems like a perilous idea at first, but works beautifully in practice.

Some organizations complain that their department head meetings have deteriorated into one-way announcements giving by executives, with little or no discussion from attendees.  Consider changing the format by sending all announcements in writing the week before the meeting in a SuperMemo that is a collation of all these boring details.  The first agenda item at the meeting asks, "Any questions about the items listed in SuperMemo?"  The meeting then moves to an issue discussion or problem solving approach, usually breaking down the large group (where floor discussion is usually not going to happen) into small groups (where the fur will really fly!).  A variation on one department head telling the group everything that his department is doing (boring!) is for that same manager to ask the group for their suggestions to improve his operation (unbelievably exciting and productive!). 

Other Time Tips

The following time tips can increase your effectiveness.  If having a KRA Hour and controlling meetings isn't yielding enough time savings for you, select some of these ideas or assign yourself to read a time management book.  Remember, if you can't manage your time, you won't have time to manage anything else.  And remember, while effective managers are brutal with their management of time and work, they are always courteous with people.

· Monitor your time use—See where your time and energy goes; then start applying them where you want to, not where they happen to fall.

· Learn to say "no"—on a regular basis. Make "No" your normal response to invitations and solicitations, "Yes" the exception. You'll cut unwanted commitments and responsibilities that pilfer hours from every work day.

· Decide fast—Delay gains very little, and great opportunities may be lost.  Make decisions quickly, on basic facts, but know when you must wait.

· Be sure you have to go—Unnecessary travel is automatically ineffective.  Before you go, find out why. Is there no other way to get the same results?

· Run and hide—You need a quiet place to concentrate without interruption.  Take your overdue piles of paperwork there and don't leave until you're done.

· Look ahead—it's difficult to see any farther ahead than you look. Keep alert for the future, and it won't take you by surprise.

· Schedule a great circle—Travel in a great circle, and finish in one place before you move on. The circle route minimizes mileage, fatigue, and time.

· Choose your medium—Phone calls, letters, post cards, personal visits, telegrams, memos are all legitimate forms of communication. For each situation, pick the one that gives the impression and gets the results you specifically want to achieve.

· Follow the critical path—Proper planning and forecasting shows you the critical path that brings many sub-tasks to fruition in the proper sequence.  Work to find this path, get on it, and stay there.

· Buy extra time—Special forms, machines, and specialists represent concentrated time. It's often cost-effective to buy access to this extra time, and save your own for work only you can do effectively.

· Refuse to do the unimportant—Paperwork seems more important than it is.  Arbitrarily cut your paperwork time by 20%. When the sky doesn't fall in, you may gain the courage to cut another 20%, and another, and another...

· Assert your rights—Too many executives let others bend their ears for no good reason. You have the right to make good use of your time and energy, and other rights to go along with this one. Speak up to maintain effectiveness.

· Read faster—You can do it, even without a speed reading course.  Learn how to speed scan books, reports, and other material can immediately start saving 10, 20, 30% or more of the time you spend looking at words on paper.  A related idea—read more selectively.

· Control telephone time—A phone call is like a visit in many ways, particularly when you are interrupted in the middle of something important.  Plan calls like you plan your travel: carefully, economically, and in advance.

· Start now—The best way to insure something will happen as planned is to start it right away, whether it's a change in habits or a new work procedure.

· Standardize—It's worthless to draft original answers to routine questions more than once. Cull the best paragraphs from past correspondence. Then write by specifying these paragraphs by number only.

· Travel light—Carry as little as possible, so you can avoid airline baggage claims, move around easily, and arrive refreshed and ready to work.

· Phone ahead—Whenever possible, use the telephone to make and confirm your appointments, to obtain travel directions, and to ask for background information. It saves "getting around" time and effort, and wasted trips.

· Tackle the toughest part first—Some people start with what's easy, but the better way is to attack the hardest part of any assignment when you're fresh and enthusiastic. Then the rest of the objectives are all downhill.

· Don't shuffle papers—Once you pick up an item, dispose of it before you put it down: delegate some action, make the next decision, somehow move the project along at least one step. Finish the project completely if you can.

· Shut off visits—Close your door, take your phone off the hook, do whatever makes sense to reduce "drop-ins." They eat up time, create little, and drag on past reason. Give people a brisk, warm "goodbye" and get back to work.

· Get right to the point—Pleasantries are nice, but can grow out of proportion. Brisk warmth is the order of the day. At meetings, everyone should be prepared before it starts, so the warm-up material just isn't required.

· Work at travel stops—Schedule appointments at airports, for example, so you can fly in, meet, and fly out with no delay. Don't go door-to-door if the people you're seeing can come part-way to meet you.

· Keep your desk clear—Concentrate fully on one paper at a time. Your desk organizing files will keep track of what's pending, what's next, and what's important. Paper, like water, flows best when it's under control.

· Overcome procrastination—The singled biggest roadblock between you and increased effectiveness.  Start now. Take projects one step at a time.  Keep moving and procrastination gets left behind.

· Brief letters are better—State your reason for writing in the first sentence. Short letters and memos take less time to prepare, and get better responses than longer ones.

· Evaluate rewards—Before you spend any time or effort, take stock of what rewards you can expect to earn. Constantly give your time and energy to the highest reward activity you can do at any particular moment.

· Read and write—reports, letters, and articles on long travel hops. Dictate, if you prefer, then mail cassettes back for subordinates to follow up.

· Avoid memos—They're mainly to clarify, remind, and confirm. Don't send or accept any which cannot justify preparation time and costs.

· Manage by exception—The best managers manage least:  do nothing routine.

· Use summaries—A summary is a big effectiveness booster for most longer writings.  If you're reading, you save time and energy thumbing through, and a summary aids retention. For writers, these readers' benefits will earn you appreciation and greater impact.

· Finish things—It's easier to start 100 projects than to finish just one.  But effectiveness comes from what you finish, not what you start.

· Five-minute tasks—Most travel today is actually sitting and waiting time, so pack some five-minute tasks you can do en route.

· Learn to say "goodbye"—A brisk, warm "goodbye" is quite effective for ending most conversations.  Affirm a positive relationship, recap, and end it.

Basic Tools:  Calendar, Contacts & To Do
A short word on PIM (Personal Information Management) tools:  The best ones today are computerized versions which link calendar, contacts, and to-do lists.  If you can get one, do so.  If you still work with paper versions, consider upgrading to some variation of a work planner which coordinates these databases.

B. Planned Performance:

Work Planning & Specification 
The objective of the Work Planning & Specification form (MS-02) is to clearly delineate what each job position is all about and to set in motion a quarterly work plan that will clearly specify what is to be accomplished in the period (Figure 4.1).  As Peter Drucker wrote, "One either manages by objectives, or one does not manage."

The form is filled out by individual Associates, and reviewed by the manager. Differences of opinion are then negotiated in a joint meeting.  The amount of preparation time required will vary by job but usually requires one to two hours for the Associate to complete.  The review time with the manager typically averages thirty minutes per Associate.

The form seems to be most appropriate and works best when the Associate is another member of supervision, a professional or technical person.  The form is not as appropriate for highly routine jobs, or jobs that have a number of continuously recycling duties such as clerical positions.  However, it should be pointed out that actual field experience with the instrument finds that a number of hourly and clerical employees offered the opportunity to manage their own jobs in this fashion were quite enthused.  The general rule of application as to who should be covered by MANSYS probably needs to take into account the interest and capabilities of the individual.  So, exceptions are encouraged, and experimenting with the tool is a good idea until such time as the manager sees how best to relate it to his own unit needs.

Figure 4.1

Work Planning & Specification
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Guide to the Form

A. Position Focus
Position focus is designed to clearly identify the major objectives or results that this particular job is to accomplish.  Many job descriptions become lengthy recitals of various tasks and duties rather than a specification of what the job is actually supposed to accomplish.

Key Functions/Responsibilities.  Some salary systems, such as the Hay Salary System, produce job descriptions that include at their end a listing of 4-8 "principal accountabilities".  If your organization is currently operating with focused job descriptions that produce core accountability statements, these can be entered under the column labeled "Key Functions/Responsibilities.”  If that information has not been determined, then the MANSYS list of Key Results Areas can be entered as a general approximation for most jobs in management:

· Customer Satisfaction

· Quality

· People Growth

· Organization Climate

· Innovation

· Productivity

· Economics

If the job description, or the KRAs listed above,  do not adequately cover the focus of the job, then Planned Performance will have served its first purpose in helping the manager think through why this person really is on the payroll.

Weight.  The second column under Position Focus asks for a percentage weighting for each of these major responsibilities.  One entry may be worth 10% of the job, another 25%, yet another 40%.

In a study done at General Electric it was found that less than half of the Manager-Associate pairs could agree on 50% of the job elements.  In the diagram below the Associate described his job as comprising elements Associated in the block as represented.  But his manager thinks that the Associate should be doing a different cluster of events.  Where these two boxes overlap, there is agreement and congruence.  In these areas, the Associate is doing what the manager thinks he should be doing.  (See Figure 4.1)

Figure 4.2

Differing Job Views
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But the Associate also thinks he should be doing some other things which causes his manager to wonder why he's doing those things and why he isn't doing the other things.  The expectations that each has of the job, if left unmanaged leads to blind alleys, unnecessary work being done, and frustration and conflict between the pair.  The first function of Planned Performance is to reach agreement of exactly what this job is to do and how much time and effort the job incumbent should be expending in doing it.

B. Work Plan
The Work Plan portion of the Planned Performance program is designed to list the specific projects or tasks that will be undertaken in the current quarter.  While the form can be completed on an as needed basis, experience suggests that sitting down with some discipline every 90 days and mapping out a specific Work Plan makes the most sense.  Lee Iacocca revealed that part of his successful turnaround of The Chrysler Corporation came from his belief that he should establish quarterly work objectives for all members of his team.  He reasoned that if the shareholders, the investors who own the business, insisted on a quarterly report of earnings to see how the company was doing, that same process of taking a quarterly look at how work was progressing was good enough for him as well.

Projects/Objectives:  On a mechanical level, the form allows for as much room as necessary under this column for each item to be done.  More than one box can be filled in as necessary in order to carry out the projects and objectives Associated with a particular Position Function/Responsibility.  Generally these should be brief and not overly detailed, but should be specific enough to identify exactly what kind of work is to be done.

Priority.  This column asks for an agreement between the manager and Associate as to how much priority a particular project should be given.  The priority code is:

· A = Immediate priority.  High priority due to either importance or urgency.

· B = Intermediate priority or average importance.

· C = Lowest priority.  To be completed only after A and  B priorities are accomplished.

A little thinking through the priority codes at this point will prevent a lot of problems at the end of the 90 day period in terms of Associates and managers getting out of sync with each other as to the relative rating of these projects.

Authority.  Another common complaint heard in the workplace is, "They give me the  responsibility but not the authority.”  Confusion about the degree of authority that an Associate has to carry out a task is a major stumbling block and can be easily handled by entering authority codes:

· A = Complete Authority.  The Associate has full authority to proceed and carry out the project and does not need to report back.  In most jobs, about 85% of the work being done by an experienced Associate should receive an A level of authority.

· B = Do and Report.  The Associate has full authority to act but the manager requires some feedback as to what has transpired.  This may be due to political reasons or the need to integrate with other on-going work.  For experienced people, about 10% of the tasks will be Bs.

· C = Discuss First, Then Do.  The Associate definitely will have authority to carry out the task but the manager requests that there be a discussion prior to the Associate embarking on the responsibility.  This may be due to its difficult or sensitive nature.  C level  authority will constitute approximately 5% of the assigned tasks for experienced people.

Scheduling.  Dates can be entered for the anticipated start and completion of the project.  Also review dates for intermediate monitoring can be entered depending on the nature of the project.  All 3 columns may be useful.  In other cases, managers will only want to complete dates submitted.  As with all other aspects of the MANSYS system, only those portions should be used that are useful to the work team.

Results/Standards of Performance.   This column provides an opportunity to  specify how results will be judged.  In some cases it may be possible to enter a specific number (sales volume, budget limits, a reject percentage, etc.).  In other cases, particularly in areas of some staff or qualitative work, it may be possible only to judge results on a subjective basis.  A manager's opinion, Associate's opinion, or approval from an executive committee are acceptable and valid measures.

C. Planned Performance:

Review & Development
The Review & Development form (MS-03) is a continuation of the Planned Performance program and is completed at the end of the quarter or operating period (Figure 4.3).  It is organized in the manager's system binder as a facing page for the first sheet used in the process on Work Planning & Specification (MS-02). The Review & Development form (MS-03) allows the manager to look at the specific tasks that were planned at the beginning of the quarter and now the actual performance outcome.  As with Work Planning and Specification, the Associate prepares the Review & Development form for his manager's review.

Figure 4.3

Review & Development
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Guide to the Form
C.  Progress Review
Rating Results.  The Associate enters a rating on the results achieved on the particular project or objective according to the following code:

· 0 = No problem, project accomplished, or appropriate interim results.

· 1 = Some problem or difficulty

· 2 = Serious problem or difficulty

Subsequent/Corrective Action.  The Associate also enters the subsequent action that needs to be taken.  In some cases, this will be a continuation of ongoing work, or will be a redirection, a corrective action necessary at this point in time.

Manager Support.  The Associate also enters the support needed from his manager at this point in the ongoing work flow.

The manager then reviews the Progress Review statements made by the Associate, and enters his own perception of the results obtained thus far using the same rating code as above.  The Associate and manager ratings are then totaled, scores now ranging from 0 to 4.  This clarifies the areas in which the manager and Associate are in agreement as well as identifying those that are seen quite differently, forming the basis for a discussion of those perceptions. 

Additionally the manager reviews the proposed Subsequent/Corrective Actions, endorses or changes those, and adds his own thinking in terms or further assistance that may be necessary.

In the case of an incomplete project, that project is forwarded on to the Work Plan for the following period and is entered as an ongoing item with new scheduling dates as appropriate.  In the case of a major project, it is possible that items may appear on the Work Plan over a protracted period of time.

D.  Development Plan
Development Need.  In discussing the progress made on various projects, there will be an opportunity for the manager to see where the Associate is functioning in areas that may need further training, development or coaching.  Work discussions may also reveal needs that are part of the work group.  Under the column labeled Development Need, the Associate or manager as appropriate can enter the additional behavioral or attitudinal description of what that need may represent.  It is not uncommon for Associates in tackling new project areas to encounter areas of information or skill need as part of their normal job growth.  And before deciding what should be done about it, it is useful to specify the particular skill or capability that is needed.

Development Action.  Here a specific strategy or prescription for dealing with the development need is sketched out.  This may include recommendations from the Associate, the manager, or in some cases the expertise of a staff development group may be sought.

Responsibility and Scheduling.  This column indicates who is to do what in terms of arranging the development action.  In those cases where the appropriate thing to do is simply increased coaching in the unit, this becomes a rather straightforward entry.  In other cases, there may be a need to obtain approvals or extra budget authority in order to send people to outside educational events, and so responsibility is spelled out along with any scheduling that may be necessary.

It has been found that excellent companies spend a greater number of dollars and percent of the expense budget on training and development activities than do less effective organizations.  It has also been determined in industrial education practice that the most effective organizations are those that relate specific development activity to central job tasks.  MANSYS clearly allows that kind of specification.

At the same time, a development activity will not necessarily be appropriate for every project, and it is not uncommon for sections of the Development Plan to be left blank.  Users should not be disturbed by this but anticipate it.  Even when not used, its presence on the form serves to keep the development issue clearly in front of the work team.

D. Work Gating
Managers are not paid to do work.  They are paid to get results.  Far too many managers foolishly and compulsively take whatever work is dumped on their desk without thinking through the key question:  Will this task contribute to KRA accomplishment?

Pareto Lives!
In the last century, Wilfredo Pareto, an Italian economist, enunciated the Pareto Principle:  80% of a manager's results come from 20% of her work.  This work Pareto called the "vital few" (today called KRAs).  80% of a manager's time is eaten away by the "trivial many,” the junk and trash that organizations are perpetually churning out, the government requires, or managers enjoy as vocational hobbies.  

The difference between an effective manager and the ineffective one is that the former spends more time on KRA work, and gets that time by reducing the pile of trivial trash.  One study found that as little as 5-10% more time spent on KRA work yielded 20-40% more results—there's a lot of leverage in the Pareto Principle!

Ask the Right Questions
Figure 4.4 shows a series of three questions that should be asked in sequence regarding every piece of work that comes to a managers attention.   An explanation for each of the boxes in the flowchart follows the visual:

Figure 4.4

Work Gating/Acceptance
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Legend explanation:
1. "Is this a KRA?"  The KRA focus of effective managers always makes this the first question.

2. "Do it!"  KRAs are fun, and rewarding!  The smiling face shows the motivational impact of the decision.

3. "Do I have to do?"  If it isn't a KRA who wants to do it!  If the answer is that the government or the boss or another department needs your help, then go ahead, but...

4. "Do it after KRAs, and with minimal attention."  Don't spend any more time or effort on this than is required, and don't do it until more important work is done.

5. "Should it be done by anybody?"  If you don't have to do it yourself, it's important to ask this question.  Ineffective managers delegate nothing, average managers delegate everything, but effective managers delegate work only if it is worth being done. 

6. "Delegate!"  If it is worth doing, but not by you, then delegate with joy in your heart.  But remember that only those tasks that will allow the person to grow and stretch will have a positive motivation lift.  If it is just a maintenance job for the delegate, don't expect a lot of enthusiasm.

7. "Trash it/Stop it from coming in."  Buy everybody a bigger waste basket!  Teach everybody in the unit how to use the flowchart to sort out their KRAs from all the other junk.  When possible, get off of lists, discontinue junk mail, get uninvited to committee meetings.  Better than trashing work is to be so organized that you don't even have to go to the dumper!

E. Making Delegation Work

Mastering delegation skills is a key component of management success.  Delegation makes a manager's Associate his legate or legal agent.  The agent can act only under the terms of his commission on behalf of the manager.  Some have confused the issue by saying that responsibility cannot be delegated.  What is delegated is responsibility and authority to act.  What cannot be delegated is the ultimate accountability of the manager. 

Delegation Need Indicators
Symptoms of a manager needing to delegate may include the following.  Check off those you find yourself doing:

· Taking work home almost every night

· Working longer hours than those supervised

· Little time for personal life, recreation, civic affairs

· Frequent interruptions from others needing direction decisions

· Employees not initiating action unless directed

· Working on problems that belong to others

· Accumulation of a number of unfinished jobs and difficulty meeting deadlines

· A majority of time spent on working on details rather than on planning and supervising

· A feeling that the manager must keep close tabs on things to make sure things are done right

· Working on details because they are enjoyable although someone else could do them well enough

· "Keeping a finger in" by insisting on too much review

· Lack of confidence in workers abilities

· Being a perfectionist with details that aren't important to the main objective

· Keeping job details secret from Associates 

· Believing that a busy, rushed executive is more worthy of his pay

· A hesitancy to admit needing help to keep on top of the job

· Not asking Associates for their ideas about work problems

The Laws of Delegation  

Managers are sometimes fearful the job won't be done as well as if they did it themselves.  This may be true, but the effective manager understands the driving philosophy behind these tongue-in-cheek maxims:

· "A HALF-BAKED JOB IS BETTER THAN NO JOB AT ALL"—Management is not perfection, it's improvement.  If somebody else can get a step down the road with the problem, that's better than not starting the trip.

· "A HALF-BAKED JOB IS BETTER THAN DOING IT YOURSELF"—The manager has more than enough to do in trying to get KRAs accomplished.  If a manager wants to be the whole show, then he can never be successful—the name of the game is getting results through others.

· "NEVER PUT OFF UNTIL TOMORROW WHAT YOU CAN GET SOMEONE ELSE TO DO TODAY"—Management calls for pacing, action, and urgency.  There is no success in "manana management.”

· THE GREAT KEY:  "DELEGATE LIKE HELL AND THEN BE AN S.O.B. AND FOLLOW-UP"—Delegation is not abdication.  Get rid of everything possible and then make sure that others are getting it done.

Conditions for Delegation Effectiveness 
After it is decided to assign a task to an Associate, the following elements will help assure satisfactory completion:

· Ask, "Who is my pro?"  or, "Who would benefit in terms of developmental stretch"  This will help target  the appropriate agent.  Always ask, "Is there anybody who can do this, who should do this, or who could be trained to do this?"

· Have a clear dialogue and discussion about what is expected, the standards of performance that will be used to judge the results, when it's wanted, what the priority is in terms of other work the Associate is doing, and what level of authority is involved.  Also establish interim dates of review if necessary.

· See the Planned Performance chapter of MANSYS—delegation should follow its format.  Some managers always require Associates to present their current quarterly plan at the time of assigning to make sure all the bases are covered.

· What dollar level of decisionmaking are you willing to entrust to others?  Can they make a $5 or a $50,000 decision without having to check with you first?  It may also be necessary to establish other control limits such as policy.  Establish all that is necessary for the Associate to know what the arena is that he has to operate in.

· Identify the specific kinds of information you want as feedback and the report format that is to your liking.  Remember the principle of exception reporting:  You only need to see information that is a significant + or—deviation from the agreed upon standard of performance.

· Ask for commitment.  Never assume that you've got it.

· Provide training support if this is a new practice area.

· Be prepared to reward excellence.  Read again the Motivation Release chapter of MANSYS.  The basis of motivation is meaningful work and the recognition that follows achievement.  Think through how good performance of the assignment will be recognized.

· Be prepared to give full support in the clinches.  At Hewlett-Packard the saying is, "If you can't make a mistake, you can't make anything."  Don't be an amateur by choking off delegation simply because the assignee couldn't produce perfection.

· Do not accept upward delegation.  When the Associate finds out how difficult the task is, they will come running in trying to "dump the monkey" back on your desk and off their back.  Make sure the monkey is on their back when they walk out!  However, they will legitimately want to inform you of genuine problems experienced in trying to work through the system.  If they have been encountering rocks in the roadway, it is the manager's job to remove them as a supportive action.

· A review for effective delegation would be to ask:

1. Have I delegated primarily the urgent items and kept the important?  The urgent is seldom important:  delegate fires and crises.  The important is seldom urgent:  that's why you need to get started on it right away!

2. Have I assigned people more to problems than to opportunities?  Problems are usually associated with our current system which will not be around in five years.  Opportunities represent the future the manager must spend time building. Superstar Associates and the manager should focus on the opportunity work.  Let bench players work on the problems.

F. Priority Evaluation & Protection
The primary purpose of the Planned Performance program is to allow work to flow smoothly and easily through the unit.  What nobody needs is a conversation 3 months down the road, "I didn't know you wanted me to do that,” or, "I know you asked me to do that, but I couldn't get it done because of all the other stuff that got dumped on me.”

Without a Planned Performance approach, Associates receive a continuing stream of directives, changing priorities and new work assignments.  Each day's confusion seems to be replaced with tomorrow's crisis.  Of course it is management reality that emergencies occur and priorities change.  The natural flow of the work world is chaotic, but the challenge of management is to reduce chaos and put at least an approximation of order into the situation.  Priority Evaluation & Protection (MS-04) is a tool that will help the manager ride the beast, and not the other way around.

Figure 4.5 illustrates what has to occur for control.  Most managers experience a continuing flow of ideas and suggestions for change from boss, employees, customers.  Additional inputs come from outsiders, other departments regulatory agencies, and the like.  

Figure 4.5

Protection of Agreed Priorities
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There is no way at all that the manager can satisfy everybody.  The funnel accomplishes 3 things:

1. Holds onto every good idea that comes the manager's way.  To not accept others' suggestions is poor idea and political management.

2. Stops the flow of ideas until the work on the managers desk is cleared off and he's able to accept more.

3. Filters, but allows through, the best of the ideas waiting in the hopper.

Priority Evaluation & Protection (Figure 4.6) is the key to setting priorities for the quarter or operating period, and to protecting the priorities from the posteriorities, all the other junk that's at the bottom of the list or that other people are trying to add onto your To Do list.

Figure 4.6

Priority Evaluation & Protection
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Guide to the Form
A. Possible Projects/Tasks 

As ideas or suggestions are received these should be noted in Part A.

Even if you think the boss's idea is a dumb one, write it down.  The act of note taking makes the writer look receptive, and possibly with a little aging the idea will look more brilliant than it does on first hearing.  Date the entry for simple documentation.

The "Possible" label means several things:

· Dumb ideas often look less so when seen in print.

· Writing it down doesn't mean you're committing to do it.

· As ideas drift onto the list, several small bits may come together into the possibility of a real project.  Remember  3-M's Eleventh Commandment:  "Never Kill An Idea.”

This listing is the hopper.  Since a manager is already committed to working on the items that exist on his current quarterly plan, listing an item on the Possible Projects/Tasks agenda means that no action will be taken on this item in the current quarter.  Thus ideas are received courteously, but current priorities are protected.

This is the GREAT SECRET, and perhaps the most important function of the form.  If adhered to, it means that the manager will be left alone to accomplish his quarterly priorities in peace instead of expecting him to rush after every idiot idea or poorly timed request.

What About Emergencies?  The priority protection feature of MANSYS does not mean that we're structuring inflexibility or rigidity into the manager's world.  Emergencies and unplanned requests require the following understanding by all parties:

· Executives have to accept that not every phone call they get, even from the president or  board member, is worth yanking the string of their staff.  To abandon the plan unnecessarily is to abandon results,  place work accomplishment in jeopardy, and pay a price in staff motivation.  Part of Priority Protection has to be the ability to say NO and to say it frequently to requests to do more and more with less and less.  Ask the question, "Is this current problem/situation worth tearing up the plan?  Could it wait until the end of the current quarter to be worked in at that time?"

· Managers have to understand the political world in which executives exist.  The real world does not always respond to logic.  Sometimes an executive may have to sacrifice part of a good plan in order to buy some points elsewhere—it is a continual juggling act.

· When the executive comes to the door to request a change in the plan the manager should do 2 things:

1. Help his boss think it through by asking the question:  "Is this really what you want me to do?  I will do whatever you decide, but if I take on this new task it will mean that I won't be able to meet deadline on something else (specifically____________).  Will that be acceptable to you?"

2. If the boss says, "Yes," then accept the plan change graciously.  At least the discussion was helpful in showing  allegiance, thoughtfulness, and maturity.  

If this is a habitual problem for the pair, one suggestion would be to deliberately structure the quarter's Planned Performance so that some breathing room is left.  Deliberately under-load the quarter by a fudge factor of 10-20% so that controlled projects still regularly meet deadlines with some room left over for the "over the transom" surprises that come up during the quarter.

B.  Project Evaluation   

Projects Under Consideration.  Toward the end of the operating period the manager pulls over to Section B. those projects that should receive further consideration.  This somewhat shorter list should include marginal items, but not those that are clearly not going to be considered at all—don't do useless work or form-filling.

Evaluation Criteria.  Here the manager can enter in the criteria normally used by him in making choices of which work to pursue.  These may include:

· Feasibility

· Affordability

· Customer impact

· Timeliness

· Boss acceptability

· Synergy with other projects

An evaluation of each project possibility on a scale of 1-10 is then made  (1 = low, 10 = high) for each criterion.  Usually it is better to compare projects against each other on the first criterion before moving to the second.  It is permissible to give the same score to more than one project, but there should be some effort to spread out the scores—not everything is worth a 10, so a distribution of scores is desirable. 

Total.   Then total across the rows to get the sum of scores.  The total evaluation score does not make the decision of which projects will be pursued, but it does allow the manager to objectify his thinking and to prepare his arguments as to what he wants to negotiate with his executive.

C. Selection/Commitment  

Selected.  At this point the manager is ready for a discussion with his executive. At that meeting the manager first presents his recommendations of those projects that should be pursued in the next quarter.  Those that are agreed to receive a √ in the column.  It is important to remember that the only thing this column resolves between the manager and executive is what projects are going to be undertaken.

Priority.  Next the manager presents his thinking about the priority that these projects should have.  Again, the executive confirms or modifies the manager's thinking.  

Note.  Here can be entered other information as appropriate.

Key Point:  The agreed upon project list at this point is tentative.  This working agreement is now used by the manager to draw up his quarterly Planned Performance document (MS-02).  Both the manager and executive are free to make changes and modifications based on second thoughts and late arriving information.  However, this will assure that the Planned Performance negotiation in creating the final work plan will go well with only slight tailoring being required.

Any idiot can set priorities in management.  It takes genius to protect the priorities and hard work to accomplish them.  Priority Evaluation & Protection allows the manager to get a handle on what needs doing, and then provides a way to put everything else on hold for 90 days.  The professional knows that when we decide what needs doing, we also decide not to do everything else.

G. Improve Work Processes

On the following pages will be found the preformatted continuous improvement tools contained in the book, On the Road to Excellence,
  and used in the organization's corporate training program (other tools were not forms dependent).  Rather than repeating usage instructions herein, the reader is directed to that text.
Included in that text and in the MANSYS Appendix are:

· The reference chart, "Where & When to Use Tools"

· Variance Analysis Worksheet (MS-05)

· Variance Solution Worksheet (MS-06)

· Decision Matrix (MS-07)

· Cycle Time Analysis  (MS-08)

· Tracking Results Checklist (MS-09)
� Sherman, S.G.  On The Road to Excellence,  Management House, Inc. 
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