Time Management - Part 2

There are two approaches to time management:

1. The Top Down Approach – this is the Stephen Covey approach and involves starting with your life mission, then identifying your roles and goals and setting activities in your weekly planner. We explored this approach during our last time management training session.
2. The Bottom Up Approach – this is the David Allen approach called Getting Things Done (or GTD for short). Today we will explore this system and see how it helps us handle our commitments.
Our biggest challenge is to manage all the commitments that we have and ensure that we exist in a state of productivity. David Allen suggests that the starting point is to capture all the things that need to get done into a logical and trusted system outside of your head and off your mind. This will ensure that you think about tasks and not of them. The brain is better at having thoughts than holding them.
To effectively manage commitments we must:

1. Capture all the things that need to get done into a logical and trusted system outside of your head and off your mind. This will ensure that you think about tasks and not of them.
2. Clarify what your commitment to each responsibility is and what you need to do to make progress towards fulfilling it.

3. Once you have determined what actions you need to take you must keep reminders of them in a system that you review regularly.

Here is an activity to get you started:
1. Think of something that you need to do
2. Describe in a single sentence the intended successful outcome for the problem or situation 

3. Write down the very next physical action required to move the situation forward 

So what is GTD?
* A way to manage our commitments

* A way to ensure we are productive

* An action management system

* A mental reminder system

* A trusted system for our commitments
The Five Stages of Mastering Workflow
1. Collect things that command our attention

2. Process what they mean and what to do about them

3. Organise the results, which we

4. Review as options for what we choose to

5. Do.

1. Collect

We must collect things that command our attention (anything personal or professional, big or little, that you think should be different than it currently is and that you have any level of internal commitment to changing).  

A. Get it all out of your head – nothing should be left in your mind.
B. Minimize your collection buckets – these could be physical in-baskets; writing paper and pads; electronic note taking; auditory capture (answering machines, voicemail, dictating equipment); email and high-tech devices (like computers or PDA’s).
C. Empty the buckets regularly – you must process the stuff that you have collected.
2. Process
This involves identifying what each item means and what you need to do about them. To get the collection bucket emptied you must process each item. You can ask the following questions:

A. What is it? 
We must identify what each item is, where it comes from and what our responsibility is.
B. Is it actionable? 
There are two possible answers to whether an item is actionable: YES or NO! 

(1) If the answer is No, you have three options:
(a) Trash – throw it away!
(b) Incubate – schedule it for future attention using a someday/maybe list or a tickler file (it is a system of 43 folders, made up of 31 Daily Files - for each day of the month; 12 Monthly Files; and with tomorrow's date at the front).
(c) File (reference should be information that can be easily referred to when needed) – this should be filed in an A-Z filing system.
(2) If the answer is Yes, you must ask two follow up questions: 
(a) What project or outcome have you committed to?

Any item that requires more than one step to accomplish the desired outcome is a project and must be tracked using a ‘Projects’ list and reviewed each week to check for follow up actions that must be completed.

(b) What is the next action? 

The next action is the next physical, visible activity that need to be engaged in, in order to move the current reality toward completion. Once you have determined the next action, you have three choices:

* Do it – if the action will take less than two minutes it should be done right away.
* Delegate it – if it will take more than two minutes ask whether you are the right person to do it.
* Defer it – if it will take more than two minutes and you are the person who must act on it, you should defer it and act on it at a later stage.
3. Organize 
The results of your collecting and processing must be organised. For non actionable items the possible categories are trash, incubation tools and reference storage. For actionable items you will need a list of projects (these are things that require more than one action step), storage or files for project plans and materials, a calendar (time specific actions, day specific actions, day specific information), a list of reminders of next actions and a list of reminders of things you're waiting for (only review as often as they have to be in order to stop wondering about them).

4. Review
You must be able to review the whole picture of your life and work at appropriate intervals and appropriate levels. This involves being able to scan all the defined actions and options before you – to increase the effectiveness of the choices you make about what you are doing at any point in time.

So what should you review and when? Firstly, your project list, your next action list, your calendar and waiting for list should be reviewed. Secondly, a weekly review must be done - this is where you gather and process all your stuff, review your system, update your lists, and get clean, clear, current and complete.
5. Do 

The whole purpose of this workflow-management process is to help you make good choices about what you are doing at any point in time. So how do we decide what to do? Here are some models to help us: 
A. The Four-Criteria Model for Choosing Actions in the Moment

(1) Context – some projects can be done anywhere but most require a specific location.
(2) Time available – the amount of time at your disposal will determine what you can do.
(3) Energy available – the amount of energy you have will determine what you can do.
(4) Priority – given the context, time and energy available what is most important to do?
B. The Six Level Model for Reviewing Your Work

(1) Runway: Current actions 

(2) 10,000 feet: Current projects 

(3) 20,000 feet: Areas of responsibility 

(4) 30,000 feet: 1-2 year goals 

(5) 40,000 feet: 3-5 year vision 

(6) 50,000 feet: Big picture view 

