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杰夫·欧森（Jeff Olson）


杰夫·欧森毕业于科罗拉多大学（University of Colorado）与芝加哥大学（University of Chicago），现为「速率商业出版社」（Velocity Business Publishing, Inc.）总裁。从1983进入出版业至今，欧森历任营销与编辑工作，并且在1997年与友人共同创办速率商业出版社，开辟「灵活经理人」书系（Agile Manager Series），销售超过200万册。欧森着有12本商管书籍，录制3卷教学影带，并发表了上百篇专文，内容包括管理、劳工法以及人力资源等，刊载于《华尔街日报》与《创业家》杂志（Entrepreneur magazine）等财经媒体。


译者简介



陈智文


国立政治大学外交系毕，曾任CNBC亚洲台、经济日报新闻编译，现为自由译者。译着有：《谁坐在我的位子上？》、《简单工作SMART手册》等。


Key Words　关键词


有条有理（Getting Organized）


管理学家明兹伯格（Henry Mintzberg）在《明兹伯格谈管理》（Mintzberg on Management）一书中阐述，经理人应该是思考有条理的规划者。然而许多研究显示，大多数经理人工作紧凑、内容琐碎、时间断续，并不常思考。管理大师杜拉克认为，人类的才能要能呈现实效，必须透过有条理的工作，而有条理的经理人，要懂得管理时间、成果导向、善用一己之长、清楚轻重缓急，并且能够从根本解决问题。要成为有条理的经理人，则得建立5项习惯：掌握时间（Know Thy Time）、了解自己的角色（What Can I Contribute）、发挥长处（Making Strength Productive）、重要的事情先做（First Things First），以及有效决策（Effective Decisions）。


时间日志（Time Log）


瑞典学者卡尔森（Sune Carlsson）在一项研究中，用秒表记录12位CEO工作时间的运用状况，例如谈话、开会、拜访、接听电话等。结果发现，其中没有任何一位，可以连续工作20分钟不受干扰。要能效率工作，首先就要进行「诊断」，也就是填写时间日志，精确、详尽地记下自己每天的工作时间安排。接下来要去检视时间日志，用下列问题进行分析：要花多少时间，才能开始当天最重要的工作？完成这项工作前，中途被打断多少次？最常打断工作的原因？中断的时间有多久？要花多少时间才能重新进入状况？一天下来，有多少工作因为被打断无法完成？原本可预防的紧急情况，花了自己多少时间等。分析时间日志，可以清楚了解自己运用时间的模式，以及浪费时间的病因，然后就能对症下药，依照各项工作的种类与重要性，重新规划时间运用，还可以利用各种奖励鼓励自己，让新建立的工作习惯持之以恒，帮自己抓住漏网的时间。

在一项出租车载客状况的调查中，有一个特殊的个案。该名出租车司机在接受访问时提到，原本每天工作时数约12小时，月收入3万余，现在每天只工作8小时，收入却提高到6、7万元，就是因为调整了时间安排。早上7点出门后，他会先到公交车班次较少的站牌，搭载久候公交车不耐的顾客；8点半到9点，到五星级饭店搭载准备出门开会的商务人士；10点到机场，载中南部北上出差的旅客；12点左右到商业大楼，载外出用餐的中高层主管；下午1点半到证券公司，载看完行情的投资人；2点半到餐厅，载用完餐的客人；3点半到百货公司，载准备回家接小孩放学的家庭主妇；4点半交通开始堵塞，就准备收工回家，并且顺路载回程旅客。详细记录时间、重新调整习惯，就可以聪明工作。



5分钟摘要



工作定时大扫除，效率随时亮晶晶！　
英文



把工作安排得更有条理，是大多数企业经理人能够完成更多工作的关键，但是要让工作更有条理，并不复杂或困难。其实，大多数经理人心理都很清楚，自己该怎么做才能完成更多工作，难就难在，怎么实行这些构想、策略与技巧，让工作有条有理。

效率好、生产力高的经理人，会不断找各种方法克服混乱、全心处理重要工作、精简文书作业、避免浪费时间，必且妥善管理各项项目。这些方法都是经理人的基本工具，能够让经理人灵活又有效率。


「不论你认为我的身分是什么，我从来就不是因循守旧的人，至少不会认为传统观念绝对正确。刚好相反，我经常发现，没有比传统观念瑕疵更多、更不可靠的东西了。在我个人的经验中，这个道理适用于各种人类努力的成果。」

——美国石油巨子　保罗·盖提

「成就与失败的风险必定是相对。走过放在平地上的绳索不叫成就，没有风险，成就自然不值得骄傲，也必然没有喜悦可言。」

——麦当劳创办人　雷·克罗克

「世上没有任何东西能取代毅力。才能无法取代毅力，有才能的失败者比比皆是；天赋无法取代毅力，未充分发挥的天赋几乎随处可见；教育也无法取代毅力，这个世界充斥着受过教育却无所事事的人。毅力与决心才是无上的力量。」

——前美国总统　凯文·柯立芝





脚步不慌乱　
英文



主要观念

混乱往往会让经理人无法完成工作，所谓混乱就是不必要的琐事，这些琐事不仅无法增加价值，还会降低生产力。只要能排除混乱，许多经理人的生产力就会立即提升。

要排除混乱，可以采取下列步骤：


	了解造成混乱的原因

	确认自己的人生目标

	订定明确、具体的目标

	挑战极限！

	保持弹性

	把心力放在工作表现上



支持概念

混乱会造成工作难以进展。工作延宕，不只是因为找不到文件、被档案匣绊倒，或是因为要烦恼接下来的走向。这些失误都是内心混乱造成的，这才是工作延宕真正的原因。

生活中有各种混乱，从文件太多、东西放错地方，到待办事项太多等，不胜枚举，这些状况都只是表面症状，背后还有更深层的原因。

引发混乱的原因包括：


	优柔寡断，犹豫不决

	想要当大好人，造成自己无法拒绝别人

	在内心构筑现实世界中永远无法实现的梦想，对某些人来说是莫大的乐趣



「等一下还有时间」的迷思，也会造成混乱。然而，「等一下」一定会更混乱。有太多工作还没完成，时间压力会愈来愈大，让你无法承受。

要排除混乱，可以采取下列步骤：

1．了解造成混乱的原因

要能从混乱里脱身，必须先确认自己对生活的期许。一定要订定目标。

这跟混乱有什么关系？关系可大了。许多深陷在混乱之中的人，都缺乏远大的人生规划，只会过一天算一天，而且认为船到桥头自然直，人生是没办法控制的。结果对这种人来说，生命中大小事都一样重要，很难作决定。

2．确认自己的人生目标

拿出一张纸，或是在计算机前面坐下来，写下自己的人生目标。针对以下几个领域，设定一、两个明确目标。记住，有些目标是会横跨好几个领域的。这些领域分别是：


	家庭∕朋友

	工作∕职业

	小区∕志工

	教育∕知识

	嗜好

	休闲∕旅游

	运动

	心灵

	理财



3．订定明确、具体的目标

订定目标，应该要明确而且具体（例如：我的高尔夫成绩，要在2000年底之前打突破80杆大关）。目标明确，自己的心愿才能够实现。明确的目标，能够让你确立生活的目的，把生活安排得有条不紊。最重要的是，目标还能帮助你，从每天面对的数十个抉择之中作出决定。

比如说，你很清楚，想要让高尔夫的成绩突破80杆大关，就必须多加练习。如果要你选，是要去球场练100次切球，还是要待在家看电视，你就知道自己该怎么做。

4．挑战极限！

如果你设定的目标挑战性不高，换新的目标。唯有挑战极限、跨出舒适区，才能够让自己成长，更懂得处理生活中突发的挑战；唯有挑战极限，才能实现生命真正的价值。

5．保持弹性

经常检视自己的目标，同时不要设定太多目标。此外，不要害怕调整自己的目标。当你个人与价值观有了改变，目标也应该跟着调整。设定目标是为了鼓励自己不断超越，不是为了束缚自己。每年定期检视目标，让目标保持适切。

6．把心力放在工作表现上

除了个人目标之外，在工作上也必须设定绩效导向的目标，反映自己可以达成的工作表现。要有成功的工作表现、要妥善安排时间让自己成功，就必须了解顶头上司对自己的期待。如果你不够清楚自己应该有什么样的表现，可能表示你的主管也没想清楚。向主管询问绩效目标，厘清自己的工作方向。把心力放在绩效上，能让自己有更清楚的方向，这样就可以把内心的混乱或实际的混乱状况到降低，工作效率也就会更高。


关键思维

「我曾列出35个目标，却因为只在少数领域有进步，到了后来让我意志消沉。最后，我把这些目标埋到档案柜里。现在我只订定6个主要目标，这些目标不但没有让我沮丧，反而成了激励的力量。」

杰夫·欧森

「我认为，人应该活在当下，未来自然会水到渠成。」

切斯特菲尔德　英国政治家

「你一定要设定目标，目标就是有期限的梦想。」

哈维·麦凯　作家

「成功的关键是，专注在自己拥有的事物，而不是在缺乏的事物上。」

费德瑞克·法兰克斯　将军

「我们必须学会尊重追求卓越的态度，甚至必须要求，从事每一种社会认可的人类活动，都必须具备这种态度。社会如果认为，配管工程是低下的工作，因此鄙视优秀的水管工人；哲学是高高在上的事业，因此忍受拙劣的哲学家，那么这个社会既不会有优秀的水管工人，也不会有优秀的哲学家，不论水管或理论都会漏洞百出。」

沙漠风暴将领

约翰·贾迪纳





工作不复杂　
英文



主要观念

运用下列方法，尽可能简化自己的生活：


	拒绝琐事，或者至少要跟琐事保持距离

	一次做好一件事

	集中心力

	致力于实质表现

	专注在今天，而不是明天

	善用拒绝的力量



支持概念

想过得有条有理，关键之一就是要简化自己的生活。在找出对自己真正重要事情（目标）的同时，也就是在花心力简化自己的生活。

确认目标之后，可以用下列方法简化自己的生活：

1．拒绝琐事，或者至少要跟琐事保持距离

「我能不能加入学校的董事会？嗯，实在很不好意思，但我已经担任了好几项志工的工作，恐怕力有未逮，不过还是很感谢你们邀请我！」

大幅减少你亲自参与的活动，不必担心自己会不会删减过头。你永远可以回过头去参加一些活动，尤其当你发现，有些活动比自己想象得还要重要的时候。

2．一次做好一件事

有时候，「一次做好一件事」的意思是，要拒绝同事浪费你的时间。如果你让同事觉得，你总是随传随到，一定会占你便宜的。

不要老是让步，造成同事不懂得规划工作，当然，直属长官的要求除外。

有没有好方法可以一次做好一件事？清理桌面，只留下目前要做的工作。一件工作就好，然后一鼓作气完成工作。

3．集中心力

研究显示，卓越人士通常具备特殊的天分，能够清楚知道，自己每天能为公司做出什么贡献，然后会先完成这件有贡献的事。不会先喝杯咖啡、读本财经杂志，不会先安排自己的私人活动，更不会先处理待办事项中比较轻松的事情。

只要能集中全副心力在最重要的工作上，忘记其它琐事，你绝不会失去工作，因为你对公司太重要了。你应该会很清楚，哪些工作必须优先处理。一定要把最重要的工作，放在待办事项的第一位。

4．致力于实质表现

规划自己专属的成效表，评量自己要处理的事项，并且找出浪费时间的事项。

把日常活动分成下列4大类：

[image: no188_23c]


1．有成效的活动

所谓有成效的活动就是，你认为能够促进组织（或是任何你正在进行的重大人生计划）成功的重要活动。这些活动有可能是，延揽人才担任重要职位、推销、训练新进员工、执行特别的项目、拟定近期计划、设计新产品、修改作业流程，或是努力做好自己分内的工作。

2．急迫事项

这类事项包括，上司刚刚交办的紧急任务、必须谨慎处理的日常问题，或是危机事件。

3．次要事项

次要事项是你必须完成，但是并不紧迫的事项。这些事项可能包括，整理档案、进行文书作业，或是跟同事联络感情。找时间处理这些事项，否则这些事会让你一团混乱。这类事项也有可能是些重要事项，例如准备演讲稿，或制订下一年度的计划，但是在期限接近时，就要把这些事项规类成有成效的活动。

4．浪费时间的事

这些是你应该敬而远之的事情，例如：可以避免的琐碎工作、花太多时间处理电子邮件与电话、突然造访的访客，以及看电视、抱怨，或是玩计算机游戏等。

花在有成效活动的时间愈多，事业发展就能愈顺利。

5．专注在今天，而不是明天

排定优先事项之后，就要立刻着手进行，即便是重大而重要的事情也一样。相信你一定听过这句老话：「千里之行，始于足下」。

专心做好今天该做的事，用今天扎实的成就，为明天奠定稳固的基础，明天也将一帆风顺。

6．善用拒绝的力量

拒绝不重要的人与事。为了别人让自己的工作变重、活动变多，会严重扰乱生活，如果这些负担是长期的，那更是不在话下。你会赫然发现，自己已经无法确实做好希望完成的工作，反而是在替其它人效劳，让他们的日子过得更轻松。



任务不模糊　
英文



主要观念

对大多数人来说，所谓「有效安排工作」，可以分成下列两个面向：


	能够成功完成自己负责的项目

	能够有效管理团队的项目



支持概念


1．成功完成自己负责的项目


要怎么准时完成工作？答案是建立一套方法。

举例来说：

假设老板交代你，要在下个周末之前，交出进入墨西哥市场的可行性报告。

要完成这项项目，应该遵循下列几项步骤：

1．用自己惯用的说法重新定义这项任务

首先坐下来，拿一张纸或是文字处理器，用自己惯用的说法重新定义这项任务，看看自己是不是了解下列几项问题：


	要做可行性评估，必须有哪些数据？

	应该包含哪些内容？

	老板需要的研究范围有多大？

	老板希望获得哪种结论？

	老板为什么要你做这份评估报告？（答案会成为研究的主轴）



不要冲去老板的办公室找答案。你反而应该尽量阅读数据，并且先征询同事的意见。要顺利执行项目，一定要定义项目内容，或是清楚规划执行作法。

2．简述自己要怎么进行这项工作

接下来，简短（在纸上）列出自己会需要哪些信息，以及要怎么取得信息。

3．跟老板确认自己的方向是正确的

这个时候，写张简短的备忘录给老板（或是简单会谈一下），向老板报告你认为重要的事项，以及你要怎么进行这项任务。这样，你的老板就有机会说：「没错，听起来很好。」或是「不对，我比较希望知道的是……」

4．详细规划自己的工作

现在，再看一遍工作概要，着手规划工作。你必须搜集信息、分析数据、提出结论，并发表研究结果。规划工作这个阶段是不能打马虎眼的，花时间规划工作，是最有生产力的事情。拿出待办事项表跟行事历，安排时间进行上述工作，然后按表操课。

5．执行工作

6．检讨工作

每次任务完成后，都必须检讨下列几项问题：


	哪些方面碰到问题？

	可以怎么避免这些问题发生？

	能不能做得更好或是更快？

	应该征询其它人的意见吗？



如此，你才能从成功（或失败）中学到教训，知道自己下一次要怎么做，才能更成功地完成项目。


2．有效管理团队的项目


上述几项基本原则，可以帮助你妥善安排自己负责的项目，再加上其它几项原则，就可以有效管理团队项目。只不过，你必须更仔细地规划，才能保持进度，还要处理另一项可能是障碍，也可能是资源的要项，那就是其它同事。

假设你的老板要你带领一个项目小组，争取一笔400万美元的政府合约。老板设定的期限是2个月。

要管理这项团队项目，关键步骤包括下列几项：

1．用自己惯用的说法重新定义这项任务

写下团队必须达成的目标，以及公司希望获得的结果。在这个阶段，规划与安排愈仔细，在执行的时候就可以省下愈多时间与精力。

2．简述执行工作的方法

全心思考下列几项重要问题：


	执行的步骤是什么？

	会牵涉到哪些部门？

	必须进行多少研究？

	从最终目标开始回推



找出自己需要哪些人的协助，别急着担心这些人能不能加入，这个问题可以请老板帮忙解决。

3．向老板报告目前完成的规划

撰写备忘录，清楚说明每一项无法解决的问题。如果你必须在项目进行到一半时，重新定义整个项目，只会浪费时间。直接请老板帮忙，找来你认为最合适的人手负责执行这项项目。

4．与所有小组成员会面

结合团队的力量让计划更完备，简述团队必须达成的目标，并且寻求成员的意见。一定要取得所有成员对这项计划的共识。

5．设定重要的里程碑

里程碑只是整个项目中个别阶段的期限，基本上是为了保持项目的进度。假如期限是合理的，就必须严格遵守，不得任意变更。如果你（或是任何成员）一直没能赶上预定的期限，整个项目很快就会失去动力。

6．发布执行备忘录，明确规定大小事项

在跟成员会谈之后，把会谈内容写成备忘录，清楚规定工作日程以及每位成员的任务和时限。可以考虑使用计算机软件，制作甘特图等图表追踪进度。

7．让每位成员各司其职

8．定期回报进度

在你的时程表或行事历上，标示出每个里程碑。另外，定期举行小组会议，确保工作顺利进行，还要挪出时间检查执行进度。

所有成员对计划取得共识之后，就常常会按照各自的方法执行分内工作。在某些情况下，你有权要求大家按照你的命令做事，但是在一般情况下，所有团队成员都是平等的。

9．项目检讨

再次跟老板开会，检讨整个项目进行的状况。有些重要的项目，应该要定期跟老板开会，报告进度。一方面，可以让老板借这个机会告知你有什么变化，也可以让老板运用自己的人脉，争取更多资源或是有利条件。



时间不拖延　
英文



主要观念

要妥善规划时间，完成生活中的重要事项，必须使用4项工具。第一项工具大概可以在一、两天之后舍弃不用。这4项工具分别是：


	时间日志

	待办事项表

	可以记录约会的桌历或记事本

	工作完成期限



支持概念

以下分别说明这4项工具：

1．时间日志

掌握生活的第一步，就是找出时间用在哪里。你可以试试下面这个有趣的小实验：现在就坐下开始回想，一小时、一小时地，回想自己一整天的活动。你的大脑会十分敏捷地告诉你，你把绝大部分的时间花在寻找潜在顾客、训练新进员工、规划、联络重要顾客，或是任何其它重要的分内工作，但是时间日志会呈现出不同的结果。

举例来说，时间日志会让你知道，你花了多少时间在跟营业员讨论股市、有多少时间浪费在上司打来的无聊电话上，又有多少紧迫却不重要的事项，让你没办法跟经销商通电话，这通电话才是真正重要的。

记录时间日志很简单，随时在自己身边摆一本小笔记本，或是一张纸，以分钟为单位，详细记录自己是怎么使用时间的。

举例来说：

10:08　荷西跑进来讨论营销计划

10:31　完成扩张到犹他州的备忘录、查看电子邮件

10:36　出差的吉姆来电，要我传真文件

10:49　回头处理电子邮件

11:01　电子邮件处理完毕、整理一般信件

11:08　康妮来电，询问晚上要不要一起吃饭

11:14　看看信件，并且翻阅财经杂志

11:45　跟海克特吃午饭

依此类推。开始进行这项程序的时候会很痛苦，但是一定要坚持下去，这很重要。你会发现，有多少事情干扰你、多少事情是可以避免的，以及你花在重要事项上的时间，也就是花在有成效活动上的时间，竟然这么少。

你会发现，自己根本不必接康妮的电话，尤其是康妮开始谈论她男友的时候；跟荷西讨论营销计划的时间，可以从20分钟缩短成10分钟，而且荷西也应该先跟你约好讨论时间；而吉姆做事缺乏条理是出了名的，吉姆要你帮他传真文件，是因为他知道你会在办公室，而且你也会愿意帮忙（但是你大可把这件事委派给别人）；你花太多时间看信件，因为你不想在午饭前开始做任何工作等。

记下一整天甚至一周的时间日志，只要你明白，要让生活变得更有条理、要让工作有实际成效，必须掌握自己运用时间的状况，就可以不再记录。这表示你已经可以找出时间，心无旁骛地工作。

2．待办事项表

既然你已经知道，自己竟然只花那么少的时间，在做真正必须完成的事项，那么就应该每天早上花5分钟，规划自己一整天以及一整个星期的时间。如果能够在前一天晚上就做好时间规划，那更好。

大多数人都会列出待办事项表，如果你没有，现在就开始列。要妥善规划自己的时间，绝对少不了待办事项表。

把待办事项表分成上下两个部分，上半部列出所有必须完成的杂事或是行程。

下半部列出重要的长期目标，这些目标可能混杂了工作以及家庭各项事务。

如果不确定有些事该归到哪一类，回头参考自己的成效表，帮自己归类。

3．桌历或记事本

接下来在行事历上规划时间，着手处理待办事项。你可能必须按照跟他人的约会或会议来安排时间。先把这些时间写下来，然后安排跟自己的约会，安排一些比较长的时间，用来完成长期目标，再安排一个或数个比较短的空档处理杂事，例如查看邮件或回复电话等。

把剩下的时间，留给那些无法避免、也一定会造成干扰的突发事件，这些事件可能重要、可能不重要。

尽量把类似的工作合并在一起处理，例如每天花15分钟，一次读完所有电子邮件。你也可以每天花两段时间回复电话，一次在上午、一次在傍晚。

每天的状况不太可能尽如你意，规划安排一天的时间，尽量不要超过60％到70％，要留下1/3的弹性时间。你一定得了解，工作上必然会遇到一些现实问题，例如你会面临危机、必须花点时间社交、必须解决一、两个紧急状况，或是突然必须写一份5页的报告，因为主管中午就要。

避免干扰。要进行自己安排的长时间约会，最重要的就是不要让自己受到干扰。试着关上门、把电话留给秘书或语音信箱、躲进没人使用的房间、留在家里，或是到跟工作不相干的地方工作。

如果你真的不能避开旁人的干扰，那么就早一点起床，在家里工作，在不引起同事反感的前提下，尽量晚进办公室。或者你也可以早别人2小时进办公室，这远比每天晚上把工作带回家，或是牺牲周末要好得多，这些时间应该用来跟家人相处、处理个人事务还有充电。

4．工作完成期限

为自己订下完成工作的期限并且严格遵守，把期限当作是全能的神为你订下的一样，对于你安排时间会有不可思议的功效。突然之间，你可以很轻松地拒绝别人，很轻松地避开电话或是不请自来的访客。

其实，设定工作期限不会让你增加多少工作量，不会增加多少工作时间，你也不必每晚拖着公文包回家。只要专注在重要的事情上，排除不重要的事情就可以了。



文件不堆积　
英文



主要观念

你怎么处理生活中所有的文件，会大大影响你的生产力。基本上，有效处理文件的方法，包括下列几项要素：


	确实清理桌面

	将文件归档

	按字母顺序存放档案

	有效处理接踵而来的文件

	整理堆积的待读文件

	定期清理档案



支持概念

如果没有适切方法处理以及储存桌面上的各种文件，是无法有效工作的。能够快速找到文件，快速调整工作步调，着手进行其它真正该做的工作，是很重要的。

要做到这一点，必须把相关的文件集中存放，还要知道怎么找到这些文件。

有些专家说：「你应该要能在10秒钟之内，找到办公室内任何一份文件。」有些人大概可以做到，但是你不一定要达到这种标准，只要差不多就可以了。如果你能够在1分钟左右找到任何文件，就算不错了。

以下几项建议，可以帮你有效处理文件：

1．确实清理桌面

要发挥最大潜力，完全专注在眼前的工作上，必须要能迅速清理桌面。这么做能够大大激励自己，给自己空间理性、有效地整理思绪。

要迅速地清理桌面，必须把所有文件集中到一个定点整理。这个定点不是办公室，而是办公桌以及相邻的档案柜。你必须建立「指挥中心」，强迫自己处理堆积如山、妨碍工作的文件，（否则你怎么在桌上工作？）并且只在少数几个地方存放文件。

2．将文件归档

要归档文件，只需要下列几项工具：


	一、两个档案柜

	一盒活页夹

	一盒吊夹

	一些标签



整理所有零散的文件，把内容相关的文件收到活页夹里，用打字或是工整的字迹，把活页夹内是什么内容清楚标示在标签纸上。如果你需要好几个活页夹，才放得下特定项目或主题的文件，再把这些活页夹集中在一个吊夹里。

除了目前正在处理，或是经常会用到的活页夹之外，其它的都收到档案柜里。如果还会增添其它数据到这个档案里，就要用专用的吊夹收集。如果不会，就把这个活页夹跟其它相关的档案放在一起。想个名称标示这个活页夹，这个名称必须要好记，而且要能提醒自己活页夹里是什么内容。

3．按字母顺序存放档案

在想文件名称时，要按照自己的习惯，不要管别人怎么做。名称要能描述档案内容，还要独特，才会好记。如果有某个档案很不好找，那么你要不就是再一次好好记住这个文件名称，要不就是重新命名。

你还要找个地方存放目前正在使用，或是经常会用到的档案。买个桌面吊夹架。这种吊夹架非常好用，材质可能是金属或是塑料，还有各种尺寸。吊夹架可以让你轻松找到当天或当周会用到的所有档案。

4．有效处理接踵而来的文件

要处理新进的文件，首先要准备一个大垃圾桶。再来，在桌上黏一张便利贴，写上「尽量丢」。现在最重要的是，努力把大部分生活中接触到的文件转手。

在查阅邮件、备忘录还有报告的同时，问自己下列问题：

■「我真的必须细读这份文件，或是处理上面所说的事项吗？」

如果不必，立刻丢掉。

■「我真的必须保存这份文件吗？」

如果不必，丢掉。

■「我应该把这份文件转交别人吗？」

转交合适对象。

■「如果我必须保留这份文件，我是要暂时保留，还是要永久存放？」

如果只是要暂时保留，就把这份文件归档摆在桌上，文件名称可以是「现用」，或是其它类似的名称。如果文件太过厚重，例如杂志或是报告，就把文件堆成一迭待读的文件（但是只能有一迭）。定期翻阅自己的现用档案以及待读的文件，剔除其中没有用处的项目。如果某个项目是必须长期保存的，就建立一个专属的档案，或是跟其它性质相近的数据归档在一起。

■「我必须立刻处理文件上所说的事情吗？」

如果有必要就立刻处理，但是尽量不要这么做。如果没有必要，就把这些事列入待办事项，并且归档在自己会记得的地方。

有时候你会十分烦恼，有些文件到底该不该保留。这时就问自己：「如果我不留下这份文件会怎样？」你会发现，大约有80％的文件都不是那么重要，或者其实是可以取代的。如果你不确定，就把这份文件丢到现用的档案夹里，时间自然会帮你厘清，这些文件重不重要

5．整理堆积的待读的文件

每位经理人好像都会有堆积成山的杂志、报纸、通讯跟简报。随着这些读物日渐堆积，把这些读物一股脑丢进回收桶的欲望，也就会更强烈。别这么做，这当中有价值连城的宝，只要知道该怎么找到宝物就可以了。秘诀是选择性阅读，挑出一本杂志检视目录，圈出自己想要读的文章，然后直接翻到那几页。如果你必须暂时把杂志放下，在你再次阅读之前，一定要先查阅目录。

如果你的待读文件真的多到让你喘不过气，试试下列这种大刀阔斧的方法：搬出一堆杂志，给自己限定的时间翻阅这些杂志，挑出自己想要读的文章，把这些文章剪下来（或撕下来），用订书机钉在一起，再收进活页夹里。时间到了，就把剩下杂志的全都丢进回收桶里。不久之后，你就会有一份自选读物，内容适切而且对自己又有帮助。

6．定期清理档案

每年一次，挪出一个上午整理档案柜跟抽屉，丢掉自己用不着的文件。这里提供一个好用的经验法则：一年以上没读到的文件，就丢掉。顺便利用这个机会，调整自己归档的方法，取消那些不大用得着的类别，增加新的类别或是子类别。档案份量如果过大或过少，就表示该调整了。

这项一年一度的仪式，还可以帮你找到埋藏已久的珍贵数据，例如自以为遗失的文件、过去写下却忘掉了的好点子，还有过去成功的纪录等。

勤加整理计算机档案，例如每6个月一次。整理计算机档案，要比整理书面档案更小心，因为你没办法用份量判断，哪些计算机档案该调整，而且良好的搜寻功能，通常可以让你找到所有需要的资料。

但是还记得吗，你要让生活更有条理。有条有理不是抛弃式的工具，而是一种生活方式。



浪费时间的事情不要碰　
英文



主要观念

工作上最浪费时间的8种事情分别是：


	会议

	不必要的报告以及备忘录

	人

	拖延

	完美主义

	等待别人赴约

	花太多时间准备报告与简报

	等待其它人完成他们的工作



支持概念

简单来说，要提升个人的工作效能，就要尽量避免把时间花在没有实效、只会浪费时间的事情上。

以下建议，可以让你不会因为上述这些事浪费时间：

1．让会议更有实效

很多会议是必要的，有些会议很有帮助，但是至少有一半的会议是既不必要，也没有帮助的。大多数会议进行的方式非常不恰当，使得这些会议原本可能带来的价值，统统消失殆尽，而且人只要聚在一起，就很难分得开。

不要想当然尔地同意那些硬塞进你行程的会议，每当受邀与会时，都要问下列几个问题：


	我一定要开这个会吗？

	如果一定得开这个会，我能不能限制自己开会的时间？

	要做哪些准备，才能让会议更有效率？（例如，事先询问会议的议程，为会议预做准备。如果这场会议没有明确目的，跟会议召集人商讨一下，请他们提出清楚、扼要的目标。）



不论是主持会议或是参与会议，都必须要求开会要有价值。就算无法达成你的要求，这样做或许可以让其它人不再要求你参加没有意义的会议。

2．不必要的报告以及备忘录

有时候，你会被指派接替别人撰写报告这种费时的工作，但是因为这份报告长久以来一直都存在，所以没人质疑这份报告的价值。

调查一下，到底有谁真正会看你写的报告，如果大家还是认为这份报告很有帮助，那很好，继续写。不过，如果根本没有人会看，直接问你的老板，还有没有必要写这份报告，还要想出一套说法，向老板说明为什么你认为应该废除这项工作。你的老板应该会表示赞同，除非还有一些其它的考虑，是你不知道的。

3．人

如果你不善加处理，别人可能会占用掉你大部分的工作时间，例如：


	浪费时间讲电话

	突然到你办公室找你

	因为一些小事要求跟你会面

	正事办完以后，还留下来一直聊天

	发电子邮件给你讲一些琐碎的事情



要避免这些事情降低你的生产力，可以采用下列方法：


	学会起身、面带微笑地伸出手说：「很高兴跟你讨论，不过我还有其它事情要处理。」然后继续工作。

	在电话中，你可以说：「我不吵你了，你一定还有其它事情要做。」然后挂断电话。

	必须处理过多的电子邮件，干脆忽略这些邮件，就算是寄件人会问：「你有没有收到我上一封信？」也一样。对方很快就会了解你的意思。



最重要的是，要主动积极地控制时间，不要把太多能够发挥生产力的时间，浪费在没有实效的活动上。

4．拖延

人拖延事情的理由千奇百怪，而且常常十分复杂。有时候，拖延是因为你把一项项目或活动看得太重、想得太久。一段时间之后，单是去想要怎么执行这项项目，就会让你无法承受。

一种有效解决拖延的方法是，在时程表中挪出一段时间，完成该项活动。

如果你发现，连这种最温和的方法都无法做到，试试看下列几个方法：


	答应自己，只花10分钟处理这项项目（你甚至可以用手表或是定时器，计算你真正花在这个项目上时间）。开始进行之后，你可能会发现自己乐意继续做一个小时以上，甚至可能会想一鼓作气完成这项项目。但是如果你只能忍耐10分钟，至少你离完成又更接近了一些。



这个方法之所以有效，道理很简单：拖延常常是因为不跨出第一步，只要开始进行，你通常会发现，一路把工作做完，其实没那么难。

5．完美主义

要挤出完美主义者要求的那最后10％的质量或是其它要求的条件，花费的努力通常会占整体努力的50％以上。许多工作狂都是完美主义者，这使得他们不容易在适当的时间下班回家。

大多数项目几乎都不会要求完美。要免于过度追求完美，可以实行下列方法：


	遵循80/20法则——也就是说，就大多数项目来说，80％的价值来自这项项目20％的成果。因此，找出那20％的成果是什么，全力创造这20％的成果，忽略其它80％、只具有边缘价值的成果。这样，你的生产力就会大幅提升。

	想清楚下列3种质量有什么差别：
	专业质量

	可接受的质量

	勉强及格的质量







之后，每当你接手一个计划，先问自己要达成什么样的质量。试着达到专业质量没有什么不对，只不过是要确定，自己没有白费力气在无谓的事情上。无谓的事情对个人，或是对职业生涯没有帮助。

6．等待别人赴约

如果你的工作伙伴开会时常迟到，或者你的朋友总是无法准时赴约，接受戴尔·卡内基的建议，为自己的时间设立「停损点」。

时间停损点的作用如下：


	如果你有一场会议是在上午10点，如果到了10点10分或是10点15分都还没有人出现，就自行离开。午餐可以有10或15分钟的弹性，但还是要限制自己损失的时间。你的同事和朋友很快就能学会守时。



可能要让一、两个会议流会，才能让大家了解你的态度，不过这么做可以为自己在每周的行程之中，多挤出一、两小时，这些时间可以用来创造价值，不必浪费在等待上。

7．花太多时间准备报告与简报

有些企业文化非常注重你做简报的方式，你怎么介绍自己的发现跟建议，与发现跟建议的内容一样重要。这么一来，要不就是害得有生产力的员工，必须熬夜或是利用周末准备幻灯片、一遍又一遍练习简报，要不就是害得他们费尽心思找合适的字体，只为了让书面报告美观。这一切当然都会造成组织庞大的损失。

问自己下面这个问题：


	我的上司真的这么看重这些努力吗？或者这只是同僚之间的竞争？



注意自己花时间准备书面报告跟简报数据，到底是为了什么。如果真的有必要呈现出「世界级」的成果，就尽管去追求。然而，如果没有理由非这么做不可，那么把时间用在其它事务上，会比你不断修改自己整理的资料，更有实质意义。

8．等待其它人完成他们的工作

如果其它人没能依照约定完成自己的工作，持续客气地提醒他们你交办的事项，直到他们达成你的要求为止。

态度要友善、有礼貌，但是一定要坚持，直到他们履行自己的责任为止。别人可能会把你看成是严苛的监工，但是你会获得自己希望得到的结果。

对你来说，什么事最重要？


	确实达成目标

	成为受所有同事欢迎的人



如果你希望别人拿生产力来评量你的表现，而不是拿人缘来评量，那么你应该采取的态度就只有一种。提醒其它人他们答应你要做到的事情，直到他们做到了为止。



MAIN IDEA





中文



Getting better organized is the key to accomplishing more for most managers in business. Yet the steps to becoming better organized are rarely complex or difficult. In fact, most managers already know intuitively what they should be doing to achieve more. The challenge lies in putting into active practice the ideas, strategies and techniques of organization.

Effective and productive managers are constantly watching out for ways they can cut through the clutter, focus on critical issues, organize and streamline their paper handling systems, avoid time wasters and manage projects well. These are the basic elements of the agile and effective manager's toolkit.


"Whatever else I may or may not be, I have never been a conformist, at least not in the sense that I consider conventional wisdom infallible. Quite the contrary. I have often found that there is nothing more flawed and unreliable than conventional wisdom. This, it has been my experience, applies in all spheres of human endeavor."

—Paul Getty

"Achievement must be made against the risk of defeat. It is no achievement to walk a tightrope laid flat against the floor. Where there is no risk, there is no pride of achievement and consequently no happiness."

—Ray Kroc

"Nothing in the world can take the place of persistence. Talent will not; nothing is more common than unsuccessful men with talent. Genius will not; unrewarded genius is almost a proverb. And education will not; the world is full of educated derelicts. Persistence and determination alone are omnipotent."

—Calvin Coolidge





Eliminating Mental Clutter　
中文



Main Idea

One of the main impediments to achievement is often clutter-unnecessary details that add no value but are a drag on productivity. By eliminating the clutter, many managers will immediately become much more productive.

The steps to eliminating clutter are:


	Know the culprit behind the clutter

	Identify your goals and objectives in life

	Make goals specific and measurable

	Stretch!

	Be flexible

	Focus on your contribution at work



Supporting Ideas

Clutter slows you down. And it's not just the paper you can't find or the file box you trip over or the trouble you have deciding what to do next. It's the mental clutter that precedes these mishaps.

The clutter in your life takes many forms-from too much paper to things misplaced to too much to do. And it's all a symptom of deeper reasons.

Clutter can be caused by:


	An inability to make a decision

	A desire to be liked by all, giving rise to the inability to say "no"

	It could be the great joy some get in building mental castles that somehow never get built in the real world



Clutter is also a function of a myth: You'll have more time later. "Later," however, is always worse. You've left so many things undone that the time crunch deepens and becomes overwhelming.

To eliminate clutter:

1. Know the Culprit Behind Clutter

Before you can get out from under clutter, you must identify what you want to do with your life. You must create goals.

What does that have to do with clutter? Everything. Many people afflicted by clutter have no grand plans. They live day to day and believe life is something to get through, not take control of. As a result, everything that happens is of the same importance, and decisions are hard to make.

2. Identify Your Goals and Objectives in Life

Take out a piece of paper or sit at the computer and write down your goals in life. Come up with one or two explicit, key goals for each of these areas, keeping in mind that some goals may fall more than one category:


	Family/Friends

	Work/Professional

	Community/Volunteer

	Education/Intellectual

	Hobby

	Leisure/Travel

	Sports

	Spiritual

	Financial



3. Make Goals Specific and Measurable

The goals you list should be specific and measurable. ("I will break 80 in golf by the end of the year 2000.") Such specificity leads to fulfillment in the areas you deem important. The goals can help you define the purposes in your life and thereby organize it most efficiently. Most importantly, they can help you decide among the dozens of alternatives you face each day.

For example, if you're going to break 80 in golf, you know you have to play and practice. If the choice is to go out and chip a hundred balls or watch television, you'll know what to do.

4. Stretch!

If the goals you come up with aren't too challenging, try again. It's only by stretching, by getting out of our comfort zones, that we grow and learn to handle more of what life throws at us. And it's only by stretching that we achieve the truly worthwhile in life.

5. Be Flexible

Review your goals frequently, and don't have too many. Furthermore, don't be afraid to change your goals. As you and your values change, so should your goals. They should encourage you to excel, not handcuff you. Review them yearly to ensure that they still fit.

6. Focus on Your Contribution at Work

In addition to personal goals, you need on-the-job, results-oriented goals that reflect the contribution you can make. To succeed at work, and organize your time to do so, you must know what your superiors' expectation sare. If you're at all fuzzy about what you should be contributing, perhaps your boss's thinking is fuzzy. Have her clarify your job by identifying the results she expects. Focusing on results focuses you. That reduces clutter, mental and physical, to a minimum. You'll work faster.


Key Thoughts

"I once made a list of thirty five goals. Because I'd made progress in only a few areas, my list depressed me eventually. I ended up burying it in a file cabinet. Now I have six key goals. Rather than depressing me, the list energizes me."

Jeff Olson

"I recommend to you to take care of the minutes; for the hours will take care of themselves."

Lord Chesterfield

"You've got to have goals. A goal is simply a dream with a deadline."

Harvey Mackay Author

"The key to success is to concentrate on what you have, not on what you don't have."

General Frederick Franks

"We must learn to honor excellence, even to demand it in every socially accepted human activity. The society that scorns excellence in plumbing because plumbing is a humble activity and tolerates shoddiness in philosophy because philosophy is an exalted activity will have neither good plumbing nor good philosophy. Neitherits pipes nor its theories will hold water."

John W. Gardiner





Excluding the Unimportant　
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Main Idea

Simplify your life wherever possible by:


	Rejecting or keeping at arm's length the unimportant

	Taking one thing at a time

	Concentrating your efforts

	Aiming to contribute productively

	Focusing on today, not tomorrow

	Using the power of "No"



Supporting Ideas

A key aspect of getting organized is to simplify your life. You went a long way toward doing that by identifying what is important to you-your goals.

Once you've done that, you simplify your life by:

1. Rejecting or keeping at arm's length the unimportant

"Will I join the school board? Gee, I'm sorry but I already have a couple of volunteer positions, and I can't handle any more. Thanks for thinking of me, though!"

Cut down on the sheer number of activities you get involved in. Don't worry if you feel you've cut out too much. You can always add things back, especially if you realize some activities were more important to you than you thought.

2. Taking one thing at a time

Sometimes that means pushing away co-workers who waste your time. People will take advantage of you if they know you're always available at their whim. Don't encourage their poor planning by giving in-unless, of course, a direct superior wants something.

A good way to do one thing at a time? Clear your desk of everything but the task at hand. One task. Then tackle it until it's finished.

3. Concentrating your efforts

Studies have shown that high achievers frequently have a special talent for knowing precisely, on a daily basis, what they could do to contribute to the firm. And then doing it first. Not after drinking a cup of coffee and reading a trade magazine. Not after setting up their social calendars. Not after attending to easy things on their to-do lists.

If all you ever did was concentrate on the most important tasks, and forgot about all the rest, you'd never lose a job. You'd be far too valuable. You know, or should know, your priorities at work. Make sure they land at the top of your to-do list.

4. Aiming to contribute productively

Develop your own contribution chart to assess what you should be working on and to highlight the time wasters.

Divide your activities each day into four categories:

[image: no188_22e]


1. Contribution Activities

These are the activities you've identified as critical to the success of your organization (or whatever major projects you're working on in any area of life). They may include hiring someone for a key position, selling, training a new employee, working on a special project, planning for the near future, thinking up new products, revamping processes or procedures, or grinding out the work you were hired to do.

2. Cannot Wait Items

Items in this column include such things as the task the boss just handed you with a tight deadline, everyday problems that demand attention, or a crisis.

3. Can Wait Items

This column is for things you need to get around to, but that aren't pressing. They may include cleaning out your files, handling paperwork, or staying in touch with colleagues. Find time to attend to them, or they'll turn into a logjam. This column can also include important items, like getting ready for a speech or planning for next year, but shift them into the "Contribution" column as deadlines approach.

4. Time wasters

Things you should push away from you, fast: inconsequential work you could avoid, dealing with much of your email and many of your phone calls, drop-in visitors, and things like television, complaining, or playing games at your computer.

The more you stay in the "Contribution" column, the farther you'll go in your career.

5. Focusing on today, not tomorrow

Once you have your priorities set, even if they are big and important ones, get down to work. You know the cliché: "Every journey of a thousand miles begins with a few small steps."

Focus on doing what you need to do today well. Tomorrow will take care of itself-if it's built on a solid foundation of solid achievements.

6. Using the power of "No"

Say no to the things and people that aren't important to you. Having to add tasks and activities to your day at the behest of others complicates your life enormously, especially if they are long-term. Suddenly you've lost control of what you want to do and are doing what others want done-to make their lives easier.



Cutting the Project Fuzz　
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Main Idea

For most people, organizing your work effectively will fall into two main areas:


	Being able to complete projects on your own successfully

	Being able to manage a team project effectively



Supporting Ideas


1. Completing Your Own Projects Successfully


How can you get work done on time? Have a system.

For example:

Say your boss walks in and tells you she wants a feasibility study on entering the Mexican market by the end of next week.

To complete this project, you should follow these steps:

1. Define the assignment in your own words

First, sit down with a piece of paper or your word processor and define the assignment in your own words. Do you know:


	What a feasibility study entails?

	What should be included?

	How wide a scope your boss wants?

	What kind of conclusion your boss is looking for?

	Why your boss wants the study? (The answer to that establishes a context for the work.)



Don't run to your boss's office for answers. Instead, read as much as you can and look around for information from your work mates first. Part of carrying out a project involves helping define or flesh it out.

2. Outline briefly how you'll do the work

Next, briefly outline (on paper) the information you're going to need and how you're going to get it.

3. Check with the boss to make sure you're on track

At this point, write a short memo for your boss (or have a quick meeting) that covers what you believe are the key issues and how you're going to tackle the assignment. This gives her a chance to say, "Yes, sounds right," or "No, I was more interested in……"

4. Plan your work in detail

Now go over your outline again and make a work plan from it. You'll need to gather information, analyze it, draw conclusions, and present your findings. Don't skimp at this stage-time spent planning is among the most productive work you can do. Take your to-do list and calendar and create time for doing those tasks. Then do them.

5. Do the work

6. Review the work

Always conduct a post-assignment review:


	Where were the problems?

	How could I have avoided them?

	Could I have done better or worked faster?

	Should I have talked to other people?



That way, you can learn from your successes (and failures) on how to complete projects more successfully the next time round.


2. Managing a Team Project Effectively


The basics for organizing a project expand on those for doing an assignment. But you have to do more planning to stay on schedule, and you also have one other potential complication and/or resource-other people.

For example:

Let's say your boss asks you to lead a project team to prepare a bid for a $4 million government contract. The deadline, he says, is two months.

To manage a team project, the key steps are:

1. Define the assignment in your own words

Put down on paper what needs to be done and what results the company wants. The more you plan and organize at this point, the more time and energy you save down the road.

2. Outline how the work will be done

Focus on the key issues like:


	What's the sequence of actions?

	What other functions are involved?

	How much research needs to be done?

	Start at the final goal and work backwards.



Identify the people whom you'll need to help. Don't worry about whether they are available just yet-that's an issue you can work through with your boss.

3. Review with your boss the plans made thus far

Prepare a memo, and clarify any lingering issues. If you have to redefine the project well into it, you'll waste time. Ask your boss to help you obtain the people you have identified as the best suited for working on the project.

4. Meet with everyone on the team

Refine the plan as a group. Outline what needs to be done and ask for input. Make sure everyone agrees to the plan.

5. Set the key milestones

Milestones are simply deadlines for each stage of the project. Milestones are essential for keeping on track. Assuming the deadlines are reasonable, hold them to be inviolable. Projects lose steam quickly when you (or anyone else) keeps missing deadlines.

6. Send out a follow-up memo setting everything out in writing

After the meeting, write a memo that clearly defines the schedule of events and who is responsible for what, and when. Consider getting a software program that can do Gantt charts or something similar.

7. Let everyone do their work

8. Provide regular feedback on progress

In your planner or calendar, mark down the milestones. Also, set a regular meeting schedule with the group to ensure things run smoothly. Set aside time for checking progress.

People have a way of going off and doing their own thing after agreeing to the plan. In some cases you'll have the authority to get people to do your bidding, but more common these days is the team of peers.

9. Review the project

Meet with the boss again to review the project. For important projects, schedule regular status meetings with your boss. Bosses can inform you of changes, for one thing, and they can use their clout to get more resources or changes.



Get Rid of the Time Dragger　
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Main Idea

Planning to accomplish the important things in your life requires four tools. And the first of them you can probably dispense with after a day or two. The tools are:


	A time log

	A to-do list

	A desk or pocket calendar with space for appointments

	Deadlines



Supporting Ideas

The four tools are:

1. A Time Log

The first thing to do to gain control of your life is to discover where your time goes. If you want some fun, sit down now and guess where it goes, hour by hour, throughout the day. Your mind will tell you quite briskly that you spend a goodly amount of time prospecting, coaching new hires, planning, staying in touch with key customers, or whatever else your key duties are. Your time log will tell you otherwise.

It will tell you, for instance, just how much time you spend discussing the market with your broker. It will tell you how much time that nonsensical phone call from a superior wasted. It will tell you how many items, most of them both pressing and unimportant, stood between you and that one truly important call to a vendor.

Keeping a log is simple. Keep a small notebook or piece of paper near you at all times. Note how you use your time from minute to minute.

For example:

10:08　José popped in to discuss marketing plan

10:31　Finished memo on expanding into Utah; check e-mail

10:36　Call from Jim on the road; needs documents faxed

10:49　Back to e-mail

11:01　Finished e-mail; sort regular mail

11:08　Connie called about dinner date

11:14　Looked at mail and skimmed trade magazines

11:45　Lunch with Hector

And so on. This process will be excruciating at first, but stick with it. It's important. You'll find how many interruptions you get, how many could be avoided, and how little time you worked on the important things-the areas in which you can contribute.

You'll see that it wasn't necessary to take Connie's call, especially once she started talking about a boyfriend; that José's twenty minutes on the marketing plan could have taken ten, and he should have set up a time to do so first; that Jim, notoriously disorganized, called you to fax documents because he knew you'd be there and that you'd do it (but you could have delegated the job); that you spent more time than you should have looking at your mail because you didn't want to start something before lunch; etc.

Keep a log for a day or week, however long it takes you to realize that if you're to get organized and contribute in meaningful ways, you have to gain some control over your day. And that means finding blocks of time in which you can work undisturbed.

2. A To-Do List

Now that you know how little time you spend on the things that really need doing, take five minutes every morning to plot your day and week. Even better, do it the night before.

Most people keep a to-do list in some form. If you don't, start. You can't plan your day without one.

Keep a two-part to-do list. On the top, list all of the mundane things you have to do or schedule.

On the bottom, keep a list of the long-term important things. These may be a mixture of work-and home-related items:

If you're not sure where something fits, look back at your contribution chart for help categorizing it.

3. A Desk Or Pocket Calendar

Now block out time on the calendar to take care of your "to-do" items. You may have to build your day around appointments with others or meetings. Put those down first. Then make appointments with yourself. Make long appointments to get the long-term things done. Schedule one or more short periods to do things like open the mail or return phone calls.

Leave the rest of the time free for the inevitable unplanned events, both important and not important, that will intrude.

Lump similar tasks together whenever you can. Read all your e-mail once a day for fifteen minutes, for example. Return phone calls twice a day, in the morning, and late in the afternoon.

Don't try to plan more than 60-70 percent of your day. It probably won't turn out the way you imagine. Leaving a third of the day free recognizes organizational realities, that you will face a crisis, socialize a bit, put out a fire or two, or suddenly have to write a five-page fact sheet the boss wants on his desk by noon.

Avoid interruptions. The important thing about the long appointments you schedule with yourself is that no one interrupt. Try closing your door. Let your secretary or voice mail system take all phone calls. Hide in an unused room. Stay home or go to a neutral site to do your work.

If you really can't keep people away from you, then get up early in the morning to work at home and come into the office as late as you can without arousing uncharitable thoughts in others. Or come in two hours before everyone else. That's far preferable to doing work at home each evening or on the weekend, save that time to spend with your family, attend to personal matters, and recharge your batteries.

4. Deadlines

Giving yourself deadlines and adhering to them as though the Almighty set them does wonders for organizing your time. Suddenly it becomes easy to say no, easy to fend off phone calls or unannounced visitors.

The truth is, you're not working that much harder or longer. You're not lugging your briefcase home each night. You are simply concentrating on important things that crowd out the unimportant.



Conquering the Paper Pile　
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Main Idea

The way you handle all the paper that comes into your life will have a significant impact on your productivity. In essence, the elements of an effective system for handling paper are:


	Being able to clear your desk

	Organizing the paper you keep into files

	Keeping your files in alphabetical order

	Handling incoming paper efficiently

	Dealing with your reading pile

	Cleaning out your files periodically



Supporting Ideas

You can't get things done efficiently if you don't have a system for handling and storing paper and other documents that come across your desk. It's important to be able to put your hands on papers quickly, and to be able to switch gears quickly and start working on something else when you need to.

To do so, you need to keep related papers together. And you need to know how to find them.

Some experts say, "You should be able to put your hand on any piece of paper in your office in ten seconds or less." Some people probably can, but you don't necessarily have to achieve this. Close is good enough in paper handling. As long as you can put your hand on anything in a minute or so, you're doing fine.

Some ideas on how to handle paper effectively:

1. Being Able to Clear Your Desk

To do your best work, and to focus solely on the task at hand, you need to be able to clear your desk at a moment's notice. This provides a huge psychological boost, and gives you space to organize your thoughts logically and efficiently.

Being able to clear your desk quickly requires that you handle all paper in one location. Not one office, but one desk and an adjacent filing cabinet. You need a "commandcenter" to force you to deal with inefficient piles-Otherwise, how can you work at your desk? -and to limit the number of places paper can be.

2. Organizing the Paper You Keep into Files

All that is required to organize your paper is:


	A filing cabinet (or two)

	A box of manila folders

	A box of hanging folders

	Some labels



Go through all your loose paper. Put related items in a manila folder. Type or print neatly the folder's contents on a label. If you need a series of folders for a particular project or subject, then group them together into a hanging file.

Unless you're now working on that folder or you work on it regularly, file it in the filing cabinet. If the file is going to grow, give it its own hanging file. If not, put it with other files that relate somehow. Call it something that you'll remember and that will remind you of what's inside.

3. Keep all files in strict alphabetical sequence

When naming files, don't follow anyone's suggestions but your own. Name them something descriptive and distinctive that will stick in your mind. If you ever have trouble finding a file, either fix it well in your mind or rename it.

You also need a place to put files you're working on or those you consult frequently. Buy a file rack that stands on the desktop. Quite handy, they come in wire or plastic format, and in various sizes. A desk rack keeps all the files you need for that day or that week within easy reach.

4. Handling Incoming Paper Efficiently

To handle new paper, first get a big garbage can. Second, stick a Post-it note to your desk that says "Go ahead-toss it." Your objective now is to try and deflect most of the paper that comes into your life.

As you go through your mail, memos and reports, ask:

■ "Do I really need to read or act on this?"

If not, dump it immediately.

■ "Do I really need to keep this?"

If not, dump it.

■ "Should someone else have this?"

Send it on its way.

■ "If I need to keep it, must I keep it for a short time or permanently?"

If it's for a short time, put it in a file on your desk called "Current" or something similar. If it's too bulky, like a magazine or a report, have one (and only one) reading pile. Go through both your current file and reading pile frequently and prune items from them as they lose value. If you need to keep an item for a longer time, create a file for it or file it with others of a similar nature.

■ "Do I need to act on this now?"

Do so if you must, but very few things should fall into this category. If not, put it on your to-do list and file it where you'll remember it.

At times you'll agonize over whether you need to keep something or not. Ask yourself, "What could happen if I don't keep it?" About 80 percent of the time, you'll realize the paper is not all that important, or that it's replaceable. If you're not sure, throw it into your current file. Time has a way of helping clarify the importance of things.

5. Dealing with the Reading Pile

Every manager seems to have a foot-high pile of magazines, newspapers, newsletters, and briefings. As the reading pile grows, so does the urge to banish it to the recycling bin in one fell swoop. Don't. There's gold in that pile. You just need to know how to find it. The secret is to read selectively. Pick up a magazine and analyze the table of contents. Circle the articles you want to read, then go directly to those pages only. If you have to put the magazine down, be sure to consult the contents when you pick it up again.

If you're really overwhelmed, try the brute-force method: Take a pile of magazines and give yourself a certain amount of time to get through them. Find the articles you want to read and cut (or rip) them from the binding. Staple the pages and put the article into a manila folder. When time is up, recycle whatever is left over. Before long, you'll have a custom selection of reading that's both pertinent and useful.

6. Cleaning Out Your Files Periodically

Once a year, set aside a morning to go through your filing cabinet and desk drawers. Get rid of paper you don't need. A good rule of thumb: If you haven't looked at it for a year or more, dump it. Take the opportunity to revise your filing system, too. Eliminate little-used categories, and add new ones or sub-categories. A tip-off that a change is in order: Files that are either anorexic or obese.

This yearly ritual also results in finding buried treasure, paper you thought you lost, good ideas you'd written down and forgotten about, and reminders of past successes.

Slightly more often-say, every six months-go through your computer files and perform the same chore. This job takes more vigilance than cleaning out your paper files. That's because paper never bulges out of a computer, and with a good "find" function you can usually find anything you need.

But you're getting organized, remember? And getting organized isn't a one-off tool. It's a way of life.



Keep Away from the Great Time Wasters　
中文



Main Idea

The eight great time wasters in business are:


	Meetings

	Unnecessary reports and memos

	People

	Procrastination

	Perfectionism

	Waiting for others to arrive for appointments

	Excessive preparation time on reports and presentations

	Waiting for other people to complete their assignments



Supporting Ideas

Simply put, to increase your own personal effectiveness, reduce the amount of non-productive time spent on the time wasters.

Some ideas on how to achieve that in each area:

1. Making meetings more productive

Many meetings are necessary. Some are useful. At least half are neither. Most are so poorly run that whatever value they may have had soon disappears. And once people get together, it takes great effort to separate them.

Don't automatically give in to those who try to cram their meetings into your schedule. Every time you get invited to a meeting, ask:


	Do I have to attend?

	If I must attend, can I limit the time I spend there?

	What can I do to ensure an effective meeting? (For instance, ask for an agenda so you can prepare. If there's not a goal for the meeting, talk to the person organizing the meeting and ask them for a clear, concise objective.)



In the meetings you lead, and the meetings you attend, demand value. If nothing else, people might stop asking you to attend senseless meetings.

2. Unnecessary reports and memos

Sometimes you inherit the time-consuming job of producing a report that's been around so long nobody questions its value.

Do some research into who actually ends up reading whatever you are producing. If people still find the report useful, great-keep going. If no one reads it, however, ask your boss directly whether it still needs to be done. And be prepared to explain why you think it should be scrapped. Your boss should react favorably-unless there are additional considerations to take into account that you're not aware of.

3. People

People can take up an enormous part of your day-if you let them-with:


	Wasted time on the telephone

	Visiting your office unannounced

	Requesting appointments with you for no good reason

	Staying socializing long after business has been conducted

	Sending you e-mail on petty subjects



To avoid these drags on your productivity:


	Learn to stand up, smile broadly, stick out your hand, and say, "Great talking with you! Now I've got some other things to attend to." And then move on.

	On the telephone, say, "I won't keep you any longer. I'm sure you have things to do," and hang up.

	To deal with excessive e-mailers, ignore them-even when they ask, "Did you get my last message?" They'll soon get the message you're sending.



Above all, be proactive in keeping control of the amount of productive time spent on non-productive activities.

4. Procrastination

The reasons people procrastinate are numerous and often quite complex. Sometimes, procrastination is the result of allowing a project or activity to loom too large in your mind for too long. After some time has passed, the mere thought of tackling the project overwhelms you.

One effective way to deal with procrastination is to set aside time in your planner to finish the activity.

If you find you can't take even that modest step, try this:


	Make a commitment to yourself to work on the project for ten minutes only. (You can even use a watch or timer to keep track of the actual time spent.) Once you get into it, you may find yourself happy to continue for an hour or more. You may even decide to finish it altogether. But if you can stomach only ten minutes, at least you're that much closer to completion.



The reason this technique works is simple: Procrastination is often the inability to get started. Once you do, you'll often find it is relatively easy to keep moving until the task is completed.

5. Perfectionism

It often takes 50 percent or more of the total effort to squeeze out that last 10 percent of quality or whatever it is perfectionists want out of a situation. Many workaholics are perfectionists, making it hard for them to get home at a decent hour.

Perfection is rarely required in most projects. To overcome the tendency to worry about perfectionism:


	Live by the 80/20 rule-namely, that for most projects, 80 percent of the value will reside in 20 percent of the project. Therefore, identify that 20 percent portion, do that and ignore the marginal-value 80 percent. That way, your productivity soars.

	Make the mental distinction between:
	Professional quality

	Acceptable quality

	Passable quality







Then, each time you undertake a project, ask which level of quality you're aiming for. There's nothing the matter with trying to achieve professional quality-just make certain you're not doing that in areas that won't ultimately add value to your personal or professional life.

6. Waiting for others to arrive for appointments

If you're in a situation where you have to work with people that constantly show up late for meetings, or you have friends who are always running late, do as Dale Carnegie suggests and put a "stop-loss" order on your time.

Here's how a stop-loss order works:


	If you have a meeting at 10:00 a.m., leave by 10:10 or 10:15 if no one shows up by then. Give your lunch date ten or fifteen minutes, but limit your losses. Your co-workers and friends will soon learn to respect the clock.



It may take a missed meeting or two for the message to get through, but doing this can create an extra hour or two in your schedule every week-that can be applied to building value rather than waiting around.

7. Excessive preparation time on reports and presentations

Some corporate cultures place as much emphasis on how you present your findings and recommendations as they do on the findings themselves. As a result, otherwise productive workers spend late nights and weekends touching up slides, practicing presentations endlessly, or tinkering to find just the right font for their reports. All of this comes at a huge cost to the organization, of course.

Ask yourself:


	Do my superiors really value such effort? Or is it a competition among peers?



Be aware of the reasons why you're spending time on preparing your reports and presentation materials. If there is a valid need to deliver a "world-class" result, by all means work on doing so. If there's not a viable reason, however, you'll achieve far more by moving on to new areas than by endlessly reworking everything you put together.

8. Waiting for other people to complete their assignments

If others are lagging in their commitments to you, keep reminding them pleasantly of your requirements until you get what you need.

Be nice, be courteous, but be persistent until they fulfill their obligations. You may become known as a hard taskmaster, but you'll get what you want.

What's most important to you?


	To actually accomplish your goals

	To be liked by everyone you work with



If you're going to be judged by your productivity rather than by your popularity, there's really only one approach you can and should take. Remind people about what they've promised you until they deliver.
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