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20.1 The importance of time

What is time? Everyone understands what time is; the problem comes when one tries to define it: perhaps time should be considered to be a passage of events in one life until the final great event: put that way one is sure to agree with Benjamin Franklin in his book Advice to a Young Tradesman (1745). Time is money and Do not squander time, for this is the stuff life is made of.

Engineering managers should consider time to be a valuable resource, and just as they would not squander resources such as money, capital equipment and skilled technical people, so they should be careful as to how they use the time available to them. The same criteria should be applied for time investment as for other tasks such as return on investment (ROI). The tasks which show the greatest payback should be tackled first.

There are, however, several differences between time and other resources.

· Time is obtained free of charge, just like the air we breath, each morning 24 hours worth of time is given to us. The chief beauty about the constant supply of time is that you cannot waste it in advance (Bennett, 1920), Each new second is a fresh second and can be used in any way, irrespective of how the previous second was used.

· One can never have more time than anyone else, no matter how powerful or important one may be. This means that the small company is on an equal level with its lagers competitor in respect of this resource, and can use it to develop competitive advantage. In spite of the equal amount of time given to all it is clear that some people achieve infinitely more than others in the same period.
· The saying be efficient and save time is incorrect; one cannot save time to the extent that parts of it can be saved and used at a later date. We can, however, use less time to achieve a given task. Even if no activity is undertaken in a given time period, that period is used up with doing nothing. Note, however, that even if time could be save it should not be. No resource, even money, should be saved; it should be utilized to achieve corporate aims.

· There is no substitute for time in the way that there are substitutes for other resources, such as using capital instead of labour or steel instead of iron. It is therefore one of the most precious of resources.

· Every activity, no matter how small or large, requires use of the commodity called time. Therefore time is the most indispensable commodity (drucker, 1970).

· Only you can make better use of your own time; others cannot do so, neither can they steal it from you. However, they can waste your time (if you let them) by preventing you from utilizing your time to achieve maximum payback.

A normal working day can be considered to have three elements;

· Core time , which is the time spent in the office during normal working hours. This may include a small element of overtime and is the time when the bulk of the organizations work is done. 

· Extra time, which is excessive overtime, normally done at one place of work or at home. This should be kept to a minimum, since few managers can operate at full efficiency if they regularly go home late at night with bulging briefcases.  

· Twilight time, which is the subconscious time when one has flashes of inspiration. It may be at home, when one is half asleep in bed, or often when one is traveling to or from work. Twilight time is important in that it represents the few instances when the manager is relaxed and under day to day trivial pressures. It is one of managements most fundamental duties to help staff manage their time more effectively. One cannot, however, force change in time management; it must be adopted by individuals themselves. Furthermore, one cannot manage other until one can manage oneself; hence this chapter concentrates on helping engineering managers to manage their own time. The sections which follow first consider the characteristics of management tasks and the time elements involved in these tasks, and then introduce techniques for managing the use of time. 
20.2 Characteristics of management tasks
There are many similarities between management tasks done at different levels within an organization and in different industries (Mintzberg, 1973). The further up  the organization one goes, however, one finds that;

· very important tasks often arrive at unpredictable times, requiring instant attention, and trivial tasks often take up a disproportionately large amount of time an energy.

· Most task are of short duration and are to connected.

· Very little routine work is involved.

· Senior executives have little control over their own work priorities, which are usually set by unexpected interruptions.

Management tasks usually encompass the following.

· Seeking and giving information. Managers need to have their finger on the pulse of their departments to know when things are going wrong and when corrective action is needed. They also need to be aware of activates in other departments and even outside the company, and the impact which this may have on their work. Most managers prefer oral communication sine it represents more recent information and takes up less time than writing memos and reports. Oral communication can take the form of one to one discussions, larger meetings and presentations, and telephone calls. Problems exist with electronic mail, where the managers may find themselves on the distributing list of a large volume of irrelevant information, often generated by quite junior members within the organization and sent to a wide distribution. 

· Planning and organizing, and determining the formal work of the department. Plans must be communicated to staff, actions agreed and results evaluated. Managers must ensure that they have time to look ahead and to formulate strategy which covers all aspects, including the process used. 

· Analyzing problem areas and taking decisions. 

· People related activities , such as motivation, hiring, training and development, appraisals and feedback, and promotions. People activities take time and cannot be rushed, even though managers may feel that they are wasting their time socializing. It is also important that managers find time to look after their own development. 
· Acting as an ambassador for the department and for the company, This means interfacing with other departments, and one own manager, in order given information; dealing with customers; negotiating with suppliers and so on. 
Any one of the above tasks can take up a lot of the manager’s time and can be totally unproductive. Also, most tasks require a relatively long, continuous, uninterrupted time to make them viable, which is the manager’s greatest problem. For example, if a report is to be written and it is estimated to take eight hours, it is difficult to write it on the basis of 15 minutes a day over 32 days. 

20.3 Determining the time elements.

20.3.1 The daily log
In order to be able to make the most effective use of time, it is first important to know how one spends one time and to determine that time wasting activates (Vliet, 1997). For this to be effective a written long should be kept of how time is being spent throughout the day. The method used is not critical; what is important is that times are written down, As peter Drucker put it: ‘if we rely on our memory we do not know how time has been spent (drucker 1970).


The daily long if kept for a few weeks, will soon identify the time wasting elements encountered during the day. These can then be investigated to find the real cause of the problem. The clear question which needs to be answered in relation to every task done during the day is :  ‘what would happen if I did not do this activity? . This includes the instances when the job is not done at all and when it is done by someone else (delegated).


In the section that follows the common time-wasting activates are introduced.

20.3.2 The time wasters

The key time wasters can be grouped into four areas;

· Goals and responsibilities not clear.

· Poor self-discipline

· Lack of effective delegation

· Poor communications.

 Unclear goals and responsibilities 
This is one of the key reasons for time being wasted; if the task which has to be done is not clearly defined, then time will be wasted in either doing nothing, or more likely in doing tasks that are not leading to the intended goal. 

This problem manifests itself in many ways; for example, no description existing only leads to duplication of work, but also makes it difficult for the job holders to know the true extent of their responsibilities, and so carry out the work. Lack of clear responsibilities often leads to indecision, where the job holder is uncertain how to proceed for fear of failure or of treading on other people’s toes. This is often as a result of poor management, where the candidate’s manager has delegated responsibility but no authority to carry out the work. Poor organizational structures, power struggles within the organization, and weak management, all lead to unclear responsibilities. This is often manifesting as a muddled organization chart with a plethora of dotted reporting lines.

Lack of self-discipline

Lack of self-discipline often results in the absence of any plans for the work to be done (Horten, 1994). Sometimes the manager will rush into an interesting job in the mistaken belief that the sooner it is started the quicker the objective will be met. However, without an effective plan it is not possible to know the best method for achieving the end objectives. Lack of a plan results in a constant series of firefighting tasks, which makes the manager look busy but which rarely achieves anything useful. Lack of an effective plan follows from managers failing to set priorities for their work. This means that interesting jobs, often of a low priority, will get done, while high-priority tasks will slip.

Lack of self-discipline also results in jobs being started and not finished; this can also happen if no deadlines are being set. Sometimes if deadlines are set they may be totally unrealistic and impossible to achieve. It is important that the jobs that are to be done are carefully selected; only those that lead to the final goal should be done. The manager must learn to say ‘no’ to some tasks; he cannot hope to be involved in every activity that occurs within the organization. Control of interruptions is also important, and unscheduled meetings, visitors and phone calls need to be minimized. 

Ineffective delegation

The importance of good delegation has already been discussed in Chapter 17. Ineffective delegation can occur when managers and their staff are poorly trained, and in departments that are under- or overstaffed. Managers often believe in doing the important jobs themselves, feeling that they will do it better than others in their department. They worry that the subordinate will fail. This can be avoided by monitoring the job after it has been delegated. Very close monitoring, however, is also a cause of poor delegation. It is important to measure the results and not the many activities that are involved in attaining it. The instructions provided when delegating a task must be clear and well understood y the recipient. However, the manager must ensure that the subordinate is not overloaded with work. The subordinate’s load needs to be monitored and the manager must work with the subordinate to prioritize the tasks involved.

Some times tasks are not delegated because the manager enjoys dong hands-on work rather than managing. This is not necessarily bad, since a certain amount of detailed involvement keeps the manager in touch with the work so the team. However, this must not be at the expense of other management and team leader tasks, and the manager must never compete for work with the team, Also, some managers don not delegate out of fear that the subordinate may do a better job than themselves. Once again the managers need not fear, since they cannot expect to excel in every activity. It is the job of management to utilize the best skills available to them, to get the job done in the most effective way.

Poor communications

There are many aspects of poor communications, as described in Chapter 19, from poor use of the telephone to excessive travel instead of using facilities such as teleconferencing and videoconferencing. It is important that managers understand the communications requirements placed on them. They should constantly ask the questions: what do my customers want from me? What format do they need the information in: spoken word (meetings, telephone, and presentation) or written (memos, reports)? 

The timing of information is also important, and delays often occur due to indecision or poor management, which ca result in time being wasted in completing tasks.

Another cause of poor communications and therefore of time wastage, is the difference in values between the parties involved in the communication. They may have different motivations and aims, which cause time delays in communications. Meetings are major source of time wastage. Telephone conversations can also waste a considerable amount of time. They usually interrupt an activity and since they are not planned they can take unnecessarily long while the conversation swings between social and work-related topics. 

Control of telephone calls is usually best exercised by having a secretary take messages or using voice mail and then setting aside a certain amount of time for calling back all the people concerned, having first sketched out a brief mental agenda of the telephone call. Knowing the aim of the telephone call and the time which is to be allocated to it will ensure that the call is effective. 

20.4 Time management techniques
Many of the techniques for avoiding the major time wasters were introduced in the last section. These can be defined as a set of hints or actions (Baker, 1997a, 1997b; Bliss, 1976; Fraser, 1992; Love, 1978; Mackenzie, 1975; Murdock, 1993) for improving time utilization, as follows:

· Set goals and deadlines for every element of time. These may be short goals to cover the day or longer goals for the week, month and year. The daily goals may just consist of a number of tasks to be done, in order of priority, compiled at the end of the previous day. These are then worked through, in order. Each task must be completed before the next one is started. At the end of the day the results are reviewed and the reason for any time wasters noted. A new list of priority tasks, which may include some from the previous day, is then made. 

· Plan before star tin any task, even if it is a telephone call. Aim for planning leverage Figure 20.1, where extra time spent on planning will result in a much shorter implementation time, leading to a shorter overall time for the whole task. Take longer to complete in a shorter time.

· It is important to assess quickly the relevance of any new task. An example of this is skimming through the in-mail each day, putting aside those items which need to be read for later, and passing on or throwing away other mail. Ask the question:’ dose this job need to be done?. If the answer is ‘yes’ then the next question is :do I need to do this myself or can it be delegated? Resist the temptation to do every job and to be involved in every activity around the company.

· Group similar tasks and try to do these at the same time, such as making telephone calls or writing memos. Figure 20.2 illustrates the task staircase, which should be use for all task plan the task; batch tasks of a similar type as much as possible telephone calls reading memos and so on; and then time the tasks to ensure that they are not taking unduly long . It is also better to have a routine during the day, for example telephone calls always answered between 11:00 a.m and 12:00 noon every day; meetings always scheduled for the latter half of the afternoon; and so on.

· Guard against interruptions telephone calls, unplanned visitors and so on. Be aware that the biggest culprit of all is you. It is so easy to interrupt yourself by breaking off in the middle of a boring piece of work to go for a coffee or a chat with a friend.

· Ensure that time is consolidated into large slices for the important tasks, such as planning and strategy making. Determine the time of day when you operate best and then reserve this time. There are many ways in which this can be done for example, working form home one day a week or having meetings scheduled on four days week only and keeping the fifth free.

· Recycle time think of ways to use committed time Adair, 1987. For example, use train journeys, time spent waiting at airports, and so only, for reading, writing memos and other tasks. Sometimes this can be the longest period of unbroken time that one is likely to get. Become a ‘wait-watcher’.

· Pay attention to communications factors. Keep reports and memos short and to the point. Avoid long telephone discussions. Be selective as to which meetings to attend; send a representative if possible. Avoid overstaffing on tasks; this can in getting the work done. Teams should consist of people who are needed full time; other skills can be bought in. 
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