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主题广告牌



把12周当一年，效率狂飙一整年


每
 年12月常常是销售业绩最佳的月份，企业为了达成年度目标，总是马力全开，卖力冲刺。然而，为什么一年只拼一次？如果能改变周期，让它一年发生4次，会有什么样的结果呢？

企业习惯以“年度”为范围设定目标。问题是，在年初，由于距离目标期限还早，难免会拖延懒散，工作效率下降。

通过计划设定具体目标和完成期限，原是为了让人们更加专注且卖力工作。如果“Dead Line”能产生激励效果，何不试着改变时间周期，将一年分成4个计划周期，制造4次冲刺的机会呢？

本书作者提出的“效率 12 周”分期计划概念，正是为了让你对于达成目标产生一种迫切感，促使你摒除杂务，集中精力在最重要的事务上，也是成就卓越的全新机会。

任何伟大的点子都要靠实践。仔细想想你失败的经验，你肯定明白，知道不等于做到，有做不等于有效。美国有65%人口超重或过胖，光是市面上谈论瘦身的相关书籍就有近4.6万本，应该已经找不出什么尚未被人知晓的保持体重秘方，但瘦身产业价值达600亿美元，依旧欣欣向荣。事实证明，大部分的人都是知道却做不到。你真正的挑战不是缺乏知识、才智、努力和运气，也不是提不出想法或策略。虽然这些都很重要，但“执行”才是关键！而且必须是“有效率的执行”。

“效率 12 周”不需要高深的技巧或学问。无论你想提升企业绩效，还是改善个人的收入、社交生活、身心健康等，你只要贯彻执行，确保每周达成85%的目标，一年下来，效果就会像复利一样极速狂飙。







第 1 部 “分期”的概念 
英



别再用年度来思考，现在就开始把每个月、每一周及每一天都当回事。本书所谓的“分期”就是把一年分成4段为期12周的循环，然后在个别期间专注达成卓越成果。忘了一年有12个月——你要把12周当作一年。以下十个原则会促使分期的做法起到促进生产力的作用：
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原理1周周都重要

年度目标的问题，是在一年刚开始时，会让人觉得遥不可及。在最初的几个月很容易变得懒散，因为你认为以后还能迎头赶上。如果你丢开年度思考模式，转而专注在接下来的12周要达成最多的成果；你会展现出比其他状况下更强烈的意图及热情。没有任何东西比截止期限更具激励效果，所以要把期限挪近一些，然后开始努力。











大师观点



“全盘了解后所学到的才重要。”

──约翰•伍登，美国篮球史上的传奇教练



“空有盘算是无法为你建立名声的。”

──亨利•福特，福特汽车公司创办人



“12周当一年最棒的一点，是截止期限总是近到无法忽视它。它提供的时间范围长到足够让你完成工作，但又短到让你产生一种迫切感和行动倾向。当截止期限迫近时，我们的行为自然而然就会不同。我们比较不会拖延，我们会减少或排除无效的活动，而且更专注在那些重要的事物上。”

——布莱恩•摩伦和迈克尔•列宁顿









原理2建立感性连结

想在人类各种活动领域达成更多成就，真正的关键是拥有和你有关的美好愿景，并且在情感上产生连结。如果你对于未来的愿景比眼前的现实更伟大，你就可以努力做些必要的改变，让它开花结果。











大师观点



“如果你打算创造一项突破——如果你想更上层楼——就必须超越恐惧、不确定性和不舒适感。在遇到困难时，是你的个人愿景让你坚守阵营。美好的个人愿景会让人产生热情。”

──布莱恩•摩伦和迈克尔•列宁顿









你的事业愿景不会单独存在，而是和你的个人愿景一致。首先，你必须在自己人生所有重要的层面——精神层面、人际关系、家庭、收入、生活方式、健康和社群——表明哪些事物是你想要的。在你厘清自己独特的个人愿景后，接着就可以创造符合并且能实现个人愿景的事业和职涯目标。全部协调一致后，你就可以怀抱着承诺和热情，努力把事情完成。











大师观点



“在每项不可能的成就背后都有一个梦想家，怀抱着不可能的梦想。”

——罗伯特•K•格林里夫，美国管理学者









原理3拟定你的计划

在12周的期限间内要达成以往一年完成的相同成就，是一项大胆的目标。要达成这个目标，你必须完成一份书面计划，3个原因如下：

■ 书面计划可以减少错误。

■ 白纸黑字的妥善计划可以节省时间。

■ 思考周密的计划可以提供焦点。











大师观点



“我们并不是在探讨季度计划——记住，那也是过时的年度思考模式。以12周为限的计划中，每12周都是各自独立的；每12周就如同全新的一年，这也是成就卓越的全新机会。”

──布莱恩•摩伦和迈克尔•列宁顿









要拟定你的12周计划：

1．为接下来的12周找出3项总体目标。心中明白如果自己完成这些事，就会产生成就感，因为自己正朝着长期愿景稳定地迈进。

2．针对12周的个别目标，详细说明要运用哪些战术来达成目标。确保你的战术具体、可行且包含完成期限，以及适当的责任归属。

[image: 499_22C]




原理4一次执行一周计划

一旦你拟出自己的12周计划，接下来就必须采取一致且持续的行动让它实现。有追踪执行才会有成效，最好的进行方式就是建立一份和你的12周计划一致的每周计划。

实际上，你的每周计划只需要简单设定几段时间，让你可以心无旁骛地操作那些构成自己整体目标的战术。一份妥善的每周计划包括下列要素：

■ 一个每周计划时段，用它来检视前一周达成的进度，并且厘清自己下一周要采取的战术。

■ 一次5分钟快速计划时段，在每天的开始，用来检视自己的优先任务和规划当天的活动。

■ 一份时间计划，根据自己的策略和优先任务，安排从事各项活动的地点和时间。











大师观点



“一盎司的行动胜过一吨的理论。”

——拉尔夫•沃尔多•爱默生（编注：美国19世纪杰出思想家）



“这份12周计划包含为了达成12周目标，必须执行的所有战术。每项战术都要在指定的一周完成，这些战术就是借由掌控你的每日活动，来驱动你的每周计划。每周计划纯粹就是12周计划的衍生——本质上，就是12周计划的1/12。”

——布莱恩•摩伦和迈克尔•列宁顿



“光忙碌是不够的；蚂蚁也很忙碌。问题在于：我们到底在忙些什么？”

——亨利•戴维•梭罗（编注：美国自然主义作家）









原理5评量会带动成果







大师观点



“计算分数是竞赛的核心所在。我们追踪分数、做出评量和统计以决定成功与否，并且找出哪些领域需要改进。在一场运动赛事中的任何一个时间点，每位选手、教练和观众都很清楚知道他们队伍的状况。这些信息提供了决策的基础，引导决策达成更好的表现、赢得胜利。

“换句话说，计算分数让我们了解自己的做法是否有效。疏于记录分数是企业界太常发生的事，而少了一些客观的评量，我们就无法确实知道自己的成效。就像在体育运动上，评量驱动事业的进展。”

——布莱恩•摩伦和迈克尔•列宁顿









如果你真的想提升自己的绩效水平，就建立一张每周计分卡，用来追踪每周必须完成的重要任务，以便达成12周整体目标。每周针对自己完成活动的百分比评分，就能帮助你追求卓越。
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注意你的每周计分卡必须和整体的12周计划及每周计划密切结合。计分卡是针对你在每周计划的执行结果所提供客观的评估。在使用每周计分卡时，你必须不留情面、诚实和坦率，它才能发挥价值。





原理6胸怀大志

把价值一整年的成就装进区区12周当中，关键就在于如何有目的地善用你的时间。研究证明，即便是时间有限的忙碌专业人士，每个工作日也会浪费近两个小时来应付一些突发事件。要增强你的生产力，就必须对时间的使用更用心。

与其专注在如何阻隔干扰，不如采取更积极的方式。每周固定腾出时段，专心处理策略性的重要任务。要达成这个目标的好方法是在你的行程表中安排下列3种时段：

■ 3小时的策略时段。这是一段不受干扰的时间，你要把电话和网络都关闭，集中你全部的智慧和创造力以产出突破性的成果。对大多数人来说，每周只要有一次策略时段就够了。

■ 缓冲时段，用来处理较不重要的活动。根据你的需求，每天30分钟的缓冲时段可能就够了，或者你可能需要早上一个小时和结束时一个小时才够。借由把这类活动集中到一个缓冲时段，你就可以掌握自己的一天。

■ 突破时段，同样是3小时。你要利用这段时间替自己充电。在这个排定的时段，你要离开办公室，做些有趣的事。

借由缓冲时段、策略时段和突破时段的混合安排，建立每天和每周的行程，你就可以致力于扩大个人整体表现的时间。每周增加一点点，你就会看到它对整体成果产生的直接影响。





原理7承担自己的结果







大师观点



“当责不是在看结果；而是责任归属。”

——布莱恩•摩伦和迈克尔•列宁顿









当责通常被视为承担不良的后果，但是从12周当一年的观点看，当责是指不论在什么样的情况下，你都必须承担自己的结果。你做了选择，要站出来找到提升生产力的方法。

要显著提升自己的表现，就必须摆脱任何等待的想法，例如等候经济复苏、等待公司生产更好的产品或是有更好的定价；相反的，你应该努力去做自己可以控制的事——也就是你的想法和行动。











大师观点



“唯一能要求你对任何事负责的人就是你自己，如果想要成功，你必须在心理上做到诚实和勇敢，去承担自己的想法、行动和结果。”

——布莱恩•摩伦和迈克尔•列宁顿









原理8许下伟大的承诺

要达到并持续成为绩效卓越的人才，你必须更善于遵守承诺——不论这些承诺是对于自己还是他人。绩效卓越的人才不会偶然产生——他们积极、有系统地突破所有障碍，实现了不起的成就。要达成12周计划，你也必须这么做。











大师观点



“除非你去承担义务，否则只是答允和承诺；而不是计划。”

——彼得•德鲁克，现代管理学之父



“我们的承诺最后会塑造我们的人生。它们会支持健全的婚姻、创造延续的关系、导引我们的成就，并且协助塑造我们的品格。如果你表明要靠自己的力量把事情完成，而且绝不会预留退路，这样确实会产生不可思议的力量。”

——布莱恩•摩伦和迈克尔•列宁顿









提高生产力的关键就是彻底的投入：

1．对于你为何想要得到结果，要有一个清楚且令自己信服的理由。

2．了解那些可以产生你所要结果的核心行动，并且加以执行。

3．计算成本——并且愿意付出必要的牺牲。

4．贯彻执行自己的承诺，而不是为了自己一时的感受。

原理9当下的表现

奥运选手并不是靠比赛的热度才有伟大的成就。他们的伟大来自他们决定付出辛苦训练的代价，把所有精力投入训练并且付出必要的牺牲。在他们参加奥运比赛时，不过是在验证自己已经付出的代价。

同理，要完全发挥12周当一年的理念，你必须选择做那些能够让自己变伟大的事。运动员把它称为“活在当下”或是“投入当下”，而它所代表的事实是，他们投入当下，把干扰放到一边，并专注于表现。要产出卓越的成果，你就必须不惜一切投入当下，而且保持下去。选择去做那些你必须做的事，让自己变伟大。











大师观点



“让我觉得意义深远的，是伟大和平凡之间的差异，在每天和每周的基础上来看是微小的，然而，长期下来的成果差距却是巨大无比的。对业务员来说，伟大和平凡的差异，就是每周多2到3个约见，每天多5或10通电话，在每周45个小时的工作时间中抽出3小时努力打拼自己的事业。

“对经理人或领导者来说，则是每天多对一个人的杰出工作表达肯定，把一件任务委托出去而不是亲自处理，每周花3个小时进行策略性的优先项目，对奋斗不懈的人给予口头赞美和鼓励。这些差异在每天或每周来看似乎并不重要，但是长期下来，它们就会变得十分重要。“

——布莱恩•摩伦和迈克尔•列宁顿









原理10刻意寻求不平衡

很多人都说要过一种平衡的人生，但事实上，你并不会真的想在自己人生的每个领域花费相同的时间。让生产力达成突破的关键，就在于刻意安排自己的时间、精力和努力要花在哪里和怎么花。











大师观点



“想在工作和生活达成平衡是不可能的事。你只能在工作和生活中做选择，当你做出选择，就会产生结果。”

——杰克•韦尔奇（编注：1981~2001年通用电气公司总裁）









要向前迈进，你就必须寻求并创造一些刻意的不平衡。每次当你开始一段新的12周周期时，选择生活中一些关键领域为焦点，做出显著的改善。你不但可以借此改善自己的收入目标，也可以瞄准私人关系、社交生活、个人心灵福祉和身体健康等。这些领域的每个项目不是让你充满活力，就是让你精疲力竭。把12周计划法运用在生活的各个领域，而不只是职业生涯。

既然一年有52周，如果你以12周为一个周期，每一季就会有一个第13周。利用这周预先对下一个12周进行规划。如果一切顺利的话，你就可以选择在第13周度假。好好运用，如果你赚到了一段假期，将是非常愉快的事。











大师观点



“这套12周当一年的方法，至少提供了4次机会，让你认可并庆祝自己的进展和成就。专注在12周当一年的方法，可以避免自己冲过头，并确保每个星期都很重要。”

——布莱恩•摩伦和迈克尔•列宁顿















Part 1 The "Periodization" concept 
中



It's time to discard annualized thinking and start working like every month, every week and every day counts. Periodization is to break the year into four distinct 12-week cycles and to focus on achieving exceptional results within each individual period in its own right. Forget about a year being 12 months — you define it as 12 weeks. The 10 principles which make Periodization work as a productivity booster are:
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Principle 1 Make every week count

The problem with annual goals is they feel like they are an awfully long way away at the beginning of the year. It's easy to slack off for the first few months because you figure you can make it up later. If you discard annual thinking and instead focus on getting the most achieved in the next 12 weeks, you'll be working with more purpose and passion than you otherwise would. There's nothing like a deadline to get you motivated so move that deadline closer and get to work.











Key Thoughts



"It's what you learn after you know it all that counts."

— John Wooden



"You can't build a reputation on what you're going to do."

— Henry Ford



"The great thing about having a 12 Week Year is that the deadline is always near enough that you never lose sight of it. It provides a time horizon that is long enough to get things done, yet short enough to create a sense of urgency and a bias for action. It's human nature that we behave differently when a deadline approaches. We procrastinate less, we reduce or eliminate avoidance activity, and we focus more on the things that matter."

— Brian P. Moran and Michael Lennington









Principle 2 Connect emotionally

The real key to achieving more in any sphere of human activity is to have a compelling vision that you relate to and connect with at an emotional level. If you have a vision of the future which is bigger than your present reality, then you can get to work making the changes which will be required to bring it to fruition.











Key Thoughts



"If you're going to create a breakthrough — if you're going to reach the next level — you will need to move through fear, uncertainty, and discomfort. It is your personal vision that keeps you in the game when things become difficult. A compelling personal vision creates passion."

— Brian P. Moran and Michael Lennington









Your business vision won't exist in isolation but will be aligned with your personal vision. You have to rest articulate what you want in life in all the dimensions that count — spiritual, relationships, family, income, lifestyle, health and community. Once you clarify your unique personal vision, you then create business and career objectives which align with and bring about your personal vision. Get that alignment right and you can work with commitment and passion to get stuff done.











Key Thoughts



“Behind every impossible achievement is a dreamer of impossible dreams."

— Robert K. Greenleaf









Principle 3 Develop your plan

To achieve as much in a 12-week period as you previously did in a year is an audacious goal. To achieve it, you'll need to work to a written plan for three reasons:

■ A written plan reduces mistakes.

■ A good plan committed to paper will save time.

■ A well thought out plan provides focus.











Key Thoughts



"We're not talking about quarterly planning — remember, that's part of the outdated annualized-thinking model. With 12-week planning, every 12-week stands alone; every 12-week is a new year and a fresh opportunity to be great."

— Brian P. Moran and Michael Lennington









To develop your 12-week plan:

1. Identify three overall goals for the next 12 weeks. Have the mindset that if you achieve these, you will feel successful because you're making steady progress towards your long-term vision.

2. For each 12-week goal, specify the tactics you will use to achieve that goal. Make sure your tactics are specific, actionable, include a due date and have assigned responsibilities where applicable.
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Principle 4 Execute one week at a time

Once you develop your 12-week plan, you then need to take consistent and ongoing action to make it happen. Execution comes about when you follow up and the best way to do that is to develop a weekly plan which aligns with your 12-week plan.

In practice, your weekly plan simply sets out blocks of time when you will work uninterrupted on the tactics which make up your overall goals. A good weekly plan will also incorporate these elements:

■ A weekly planning session where you review the progress made the previous week and figure out which tactics you will action in the coming week.

■ A quick 5-minute planning session at the start of each day where you review your priorities and plan that day's activities.

■ A time plan where you allocate where and when you will undertake activities which are aligned with your strategies and priorities.











Key Thoughts



"An ounce of action is worth a ton of theory."

— Ralph Waldo Emerson



"The 12 week plan contains all of the tactics you need to execute in order to achieve your 12 week goals. Each tactic has a designated week for completion, and these tactics drive your weekly plan by dictating your daily actions. The weekly plan then is simply a derivative of the 12 week plan — in essence a one-twelfth slice of the 12 week plan."

— Brian P. Moran and Michael Lennington



"It's not enough to be busy; so are the ants. The question is: What are we busy about?"

— Henry David Thoreau









Principle 5 Measurement drives results







Key Thoughts



"Scorekeeping is at the heart of competition. We keep track of scores, measurements, and stats to determine success and identify areas for improvement. At any point during a sporting event, every player, coach, and fan knows exactly where their team stands. This information provides a base of knowledge to guide decisions that lead to better performance and success.

In other words, scorekeeping lets us know if what we're doing is effective. Too often in business we fail to keep score, and without some objective measure, we cannot know for certain if we are being effective. Just as in athletics, measurement drives the business process."

— Brian P. Moran and Michael Lennington









If you really want to boost your performance levels, develop a weekly scorecard where you track how you're doing on the critical activities that you need to accomplish each week to achieve your overall 12-week goals. Scoring yourself on the percentage of activities you complete each week will help you strive for excellence.
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Note that your weekly scorecard needs to align closely with your overall 12-week plan and your weekly plan. The scorecard gives you an objective measure of how well you've executed your weekly plan. You have to be brutally honest and transparent in using the weekly scorecard in order for it to have value.





Principle 6 Be purposeful

The key to packing a year's worth of achievements into just 12 weeks is to be intentional about how you use your time. Studies have shown that even time-strapped busy professionals waste nearly two hours of every working day by reacting to things that crop up at random. To supercharge your productivity, you need to become more intentional with your time.

Rather than focusing on trying to block out interruptions, take a more positive approach instead. Block out regular time each week which you can dedicate exclusively to your strategically important tasks. A good way to do this is to take your schedule and allocate three different blocks of time:

■ Strategic blocks are 3-hours long. This is uninterrupted time where you turn off your phone and the Internet and focus all your intellect and all your creativity on producing breakthrough results. For most people, one strategic block per week is all that's required.

■ Buffer blocks are where you deal with low-value activities. Depending on your needs, one 30-minute buffer block per day may suffice or you may need one-hour in the morning and one-hour at the end of the day for this. By grouping together these activities into a buffer block, you take control of your day.

■ Breakout blocks are also 3-hours long. You use this time to recharge your batteries. This is scheduled time where you get away from the office and do something fun.

By building your daily and weekly schedule with a mix of buffer blocks, strategic blocks and breakout blocks, you can work to expand your overall performance time. Increase that every week and you will notice an immediate impact on overall results.





Principle 7 Own your results







Key Thoughts



"Accountability is not consequences; it's ownership."

– Brian P. Moran and Michael Lennington









Often accountability is equated with bad results but from a 12-week year perspective, accountability means you own your results regardless of the circumstances. You make the choice to stand up and ways to boost your productivity.

To significantly boost your performance, you have to put aside any thought of waiting for the economy to pick up, for your company to come out with a better product or better pricing and instead get to work on what you do control – your thoughts and your actions.











Key Thoughts



"The only person who can hold you accountable for anything is you, and to be successful you must develop the mental honesty and courage to own your thinking, actions, and results."

— Brian P. Moran and Michael Lennington









Principle 8 Make great commitments

To become and then stay a high performer, you have to get better at keeping your promises — irrespective of whether those promises are made to yourself or others. High performers don't become that way by accident — they aggressively and systematically pull out all the stops and make great things happen. To pull off a 12-week year, you'll need to do the same.











Key Thoughts



"Unless commitment is made, there are only promises and hopes; but no plans."

— Peter Drucker



"Our commitments ultimately shape our lives. They support sound marriages, create lasting relationships, drive our results, and help build our character. There is just something incredibly empowering about knowing if you say you're going to do something that you can count on yourself, that you don't need to hedge your bets."

— Brian P. Moran and Michael Lennington









The key to being more productive is to be fully committed:

1. Have a clear and personally compelling reason why you want to produce results.

2. Understand the core actions which will generate the result you want and take them.

3. Count the costs — and be willing to make the requisite sacrifices.

4. Follow through and act on your commitments, not your feelings of the moment.





Principle 9 Perform in the moment

Olympic athletes don't achieve greatness in the heat of competition. They become great when they decide to pay the price to train hard and then put all their effort into the training and the sacrifices which are required. By the time they get to the Olympic Games, all they're doing is confirming the price they've already paid.

In a similar vein, to fully utilize the 12-week year philosophy, you have to choose to do the things which will make you great. Athletes call this "getting into the zone" or "playing in the zone" and reflect the fact they are present in the moment, have put distractions aside and are focused on performing. To deliver greater results, you have to do what it takes to get into the zone and stay there. Choose to do the things you need to do to become great.











Key Thoughts



"What I find profound is that the difference between greatness and mediocrity on a daily and weekly basis is slim, yet the difference in results down the road is tremendous. The difference between greatness and mediocrity for a salesperson is two or three extra appointments a week, five or ten more calls a day, three hours out of a 45-hour workweek spent working on their business.

For a manager or leader, it's recognizing the good work of one more person each day, delegating a task instead of doing it themselves, spending three hours of their week on strategic priorities, giving verbal praise and encouragement to someone who's struggling. On a daily and weekly basis these differences seem minor, but in the long run they are significant."

— Brian P. Moran and Michael Lennington









Principle 10 Seek intentional imbalances

Loads of people talk about leading a balanced life but the reality is you don't really want to spend equal amounts of time in every area of your life. The key to achieving leaps in productivity is to be purposeful about where and how you spend your time, energy and effort.











Key Thoughts



"There's no such thing as work-life balance. There are work-life choices, and you make them, and they have consequences."

— Jack Welch









To move forward, you have to seek and create some intentional imbalances. Each time you start a new 12-week period, choose a few key areas of your life to focus on and make significant improvements. You can do this not only in your income goals but also in your personal relationships, your community life, your personal spiritual well-being, your physical health and so on. Each of these areas are either energizing you or draining you. Use the 12-week plan approach in all areas of your life, not just your career.

Since a year consists of 52 weeks, if you go on to the 12-week cycle, you will have a 13th week every quarter. Use that week to plan ahead for the next 12-week cycle. If everything is going well, you might choose that 13th week to be a vacation. Use it well. If you've earned a break, it will be highly enjoyable.











Key Thoughts



"The 12 Week Year presents, at a minimum, four times as many opportunities to recognize and celebrate your progress and accomplishments. Focusing on a 12 Week Year keeps you from getting ahead of yourself and ensures that each week counts."

— Brian P. Moran and Michael Lennington











第 2 部 如何把12周当一年 
英



想在12周内达成一整年的成果，你需要一套卓越的执行系统。这套12周当一年执行系统全靠3条法则、5项操练和1个周期：
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很显然地，你必须进入高绩效模式，并且始终保持下去，才能把12周当一年。 这套12周当一年的概念奠基于3条法则：

1．当责——不论有什么干扰、不利的情况或其他任何因素，你都必须愿意承担你造成的结果。要真正担起责任，你必须持续问自己：“我现在还可以再做些什么，才能得到我需要的结果？”

2．承诺——你必须许下承诺并贯彻执行以实现这些承诺，特别是你对自己许下的承诺。实际上，承诺就是愿意对自己未来的行动和成果负责。12周当一年要求你承诺会贯彻始终并且产出必要的成果。

3．当下的完美——你必须做出深思熟虑的选择，只从事所有必要的工作，成为高绩效人士。你要在成果得以证明自己的承诺之前，先允诺要追求完美。你得选择那些可以让你朝着正确方向前进的事物，并且放弃那些无用的事物。

当责、承诺和当下的完美会为你的个人和职业生涯，奠定成功的基础。











大师观点



“我们发现顶尖杰出人士——不论是运动员或是企业专业人士——之所以伟大，并不是因为他们的想法高人一等，而是因为他们更遵守纪律。12周当一年是一套执行系统，通过厘清和专注在最重要的事物，以及一种刻不容缓的迫切感，协助你每天都拿出自己最好的表现。如此一来，每天都有更多重要的事情被完成。当你一天接着一天不断实行——一周接着一周又一周——效果就会像复利一样，仅仅在12周内，你就会提升到一个非常不同的高度。”

——布莱恩•摩伦和迈克尔•列宁顿









虽然这些法则构筑了良好的基础，要进行12周当一年，你还必须强化自己的能力，有效且贯彻执行。换句话说，要达成更多成就，你还必须更善于运用下列5项操练，让你的知识和技巧得到最有效的发挥。





依序说明每项操练如下：

操练1愿景

如果你拥有一个令人信服且吸引人的愿景——并且与你的个人目标相符——你就能持续努力下去，让好事发生。











大师观点



“要让你的愿景帮助你克服改变造成的不适，你必须清楚知道你想在人生中营造出什么。大多数人首重他们的事业或职业生涯，但事业只是人生的一部分；事实上，只有你对人生的愿景才能为你的事业带来原动力和关联性。”

——布莱恩•摩伦和迈克尔•列宁顿









挑战自己，怀抱一个伟大的愿景。历史告诉我们，那些成就任何耀眼事迹的人，都拥有怀抱伟大梦想的胆量，然后努力让这些梦想成真。你要拥有一个让自己喘不过气的愿景，因为它是如此伟大。











大师观点



“不管你觉得自己做不做得到，你都是对的。”

——亨利•福特（编注：福特汽车创始人）









发想愿景是一项思考的练习。
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■ 当你开始设想某个了不起的事物时，它似乎看起来毫无可能性。想要有所进展，就要问“倘若？”这会让你有机会产生新的想法。

■ 一旦你觉得自己的愿景事实上可行，接着你就要问：“我可以怎么做？”这可以让一份可行的计划成形。

■ 接着你就可以问：“我该如何做？”针对要做的事订出具体的计划。





要创造一份激励人心的12周当一年愿景，可以尝试下列3步骤：
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■ 和其他人分享你的愿景——这样做会强化你采取行动的责任感。

■ 写下你的愿景并随身携带——每天都要加以检视并反复承诺要完成它。

■ 每天花几分钟检讨你的进度——每天都要非常刻意地往前推动。

■ 确保你写下来的是有意义的东西——那是你的愿景，而不是其他人对你的期望。要对你的愿景产生情感。

■ 确保你的愿景大到可以鼓舞自己——它必须刺激你去完成一些了不起的事，并且要用热情和承诺过生活。





操练2计划

要增强你的生产力，你必须有一份有效的计划，厘清并专注在真正最优先的项目。建立一份以行动为基础的12周的书面计划可以增加你的成功机会，因为它能够促进稳健的执行习惯。

你的12周计划必须非常实际才能产生作用。内容涵盖的目标和战术必须：

■ 具体且可以评估

■ 可以描述成功的样貌

■ 正面表述法

■ 实际但又大到足以让你发展及成长

■ 具体地指派专人负责

■ 锁定时间——具体限定完成期限











大师观点



“今天的一份好计划胜过明天的一份完美计划。”

——乔治•巴顿（编注：二次大战期间战功彪炳的指挥官）









在你开始研拟自己的12周计划时，思考自己要如何回答以下两个问题：

■ 有哪些行动会让你备受困扰？

■ 你可以并且要做什么来克服这些困扰？

大多数人都知道自己应该根据书面计划完成工作，但是却因为他们相信自己根本不会去使用，而不愿意花力气去写出来。这种想法从一开始就是错误的。你必须努力打造一份精心撰写的12周计划，借此激励自己发挥最好的表现。

有的人则是误以为自己没有足够时间做计划。这个想法也是错误的。无数的研究证明， 事先拟定一份完善的计划，可以把完成工作的时间减少20%或更多。 事实上，你计划得越多，你就可以节省越多的时间，反之则不然。
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■ 确保你的12周计划和你的长期愿景相符——它要和你的愿景联结，而且也是愿景的延伸。

■ 保持简单——专注于12周周期的3个优先项目，然后再重新评估，找出3个必须专注的新领域。要做出艰难的选择，从生产力的角度达成事半功倍的效果。

■ 让你的计划有意义——针对你觉得重要的目标来发展计划，而不是其他人觉得重要的项目。

■ 如果你身处于一支团队，就要让每个人在研拟计划的过程中发言——让你的团队成员协助你选择目标和任务，这样他们才会有参与感，因而愿意承担责任。





操练3流程管控

流程管控的重点在于准备好每天会使用的工具、系统和支援架构，配合你为了最优先目标采取的行动。你必须建置支援架构和流程，才能每天完成具生产力的事。

12周当一年系统有两项关键的流程管控：
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■ 书面计划可以把你一周的工作加以组织与聚焦。简单就好——写下并安排执行符合目标的行动项目的时间。利用你的每周计划掌管每一天，确保该做的事情确实完成。

■ 不要尝试单独进行。研究证明如果你独力进行，成功的机会大约是10%；如果你得到同侪的支持，那么成功的机会是80%。要做到这点的最佳方式是建立这样的循环：

[image: 499_23-2C]




1．当你每周在进行的时候，根据行动是否符合12周书面计划来打分数。追踪自己执行计划的成效。对于你未来的成功，这项分数会是一个有力的指标。

2．在纸上详细计划下周的活动。在你对前一周的成就和挑战仍然印象鲜明的时候，进行这项作业。

3．和一小群对你的长期成就有兴趣的同侪定期会面。对这个团体要担起贯彻执行和言而有信的责任。和他们讨论哪些具有良好的成效，哪些则没有。对于这个团体提供的任何不错的诀窍和技巧，随时准备好加入计划之中。你也会鼓励其他人有所表现。

就你所设定12周目标而言，这些具有野心的极致目标如果想要有任何一丝实际的成功机会，唯一的机会就是建立一种每周的习惯，记录自己过去一周的得分，为下一周做计划以及从你的同侪小团体中得到热情的挹注。

■ 总是在纸上计划自己未来一周的活动——这样做就会产生你所需要的动力。

■ 不要假设每周都会一样——要一直寻找机会，把可以扭转战局的事物整合到你的行动中。

■ 不要脱轨——专注执行你在12周计划中设定的战术，不要在过程中尝试加入新战术。

■ 每天参考你的书面计划——利用它追踪你在进行的活动。

■ 谨慎并周密的观察你的例行活动——把握每次的机会，考虑周详地加以提升。











大师观点



“如果你要做的是自己有能力完成的事，你也不能完全只靠意志力来完成。流程管控运用工具和事件来创造支援架构，它会强化并且在某些状况下取代意志力。拳王迈克•泰森曾说，每个人都有一个计划，直到他们的嘴巴被击中为止。流程管控就是一套帮助你执行计划的工具和事件，即使是在你的嘴巴被击中的时候。”

——布莱恩•摩伦和迈克尔•列宁顿









操练4评量

评量和计分确实是12周当一年的动力。它是现实之锚。你需要周全的领先指标及落后指标。评量是一种反馈循环，它显示你是否在生产力上表现出可以量化的飞跃。

对于你的任何一项12周目标来说，你应该坐下来弄清楚有哪些领先和落后指标可以采用。这两种指标的差异在于：

■ 领先指标是在执行过程的初期就必须出现的事物。它们就是为了产生自己想要的成果必须采取的行动。例如，如果你想要减轻体重，你吃了多少食物和做了多少运动，就是领先指标。它们会影响你最后得到的结果。

■ 落后指标就是结果。大多数人都很自然地擅长追踪落后指标，但是最好的成长机会是来自于领先指标。当你可以对结果进行评量的时候，通常因为太迟而无法做任何改变来影响结果。











大师观点



“整体而言，评量的频率越高，效果就越好。例如，每季评量通常比年度评量好。年度评量是在12个月的期间只提供一次反馈，然而如果你想提升成效却又一年才进行一次评量，那么整年中都不会有反馈来帮助你判断自己的行动是否有生产力。同样的，每月评量也会比每季评量好。它们提供了更频繁的反馈。每周进行又比每个月好，而每天做通常也会比每周做好。”

——布莱恩•摩伦和迈克尔•列宁顿









如果你对于自己的每个目标都知道该采用哪些领先指标及落后指标，然后每周就自己的行动追踪每一项指标，你就可以在监看自己进度的同时，还有时间进行修正。进行这项作业可以使用一份工作表或是文书软件的简单表格，喜欢的话也可以用一张纸就好。建立一张计分卡，追踪你计划战术的达成率。







大师观点



“你所能得到的最有效领先指标，就是对自己每周实施行动的评量。评量实施行动是极其重要的。我们发现，如果你每周都至少执行该周应完成行动的85%，你就很有可能在12周结束时达成你的目标。”

——布莱恩•摩伦和迈克尔•列宁顿









■ 当你每周都和你的一位好伙伴或是一小群同事一同检视得分状况的时候，这种方式会产生最好的效果——另外，你还必须承诺，每周只求小幅进展，而不是想要一步登天。 ■ 记住，每周执行85%的成绩已经相当不错了——不要因为没有达成100%而感到挫败。只要持续努力，每周试着平稳地提升执行程度就可以了。

■ 让评量作业简短且不复杂——在每周同一时间进行。你每周多半只需要花15分钟或更少的时间完成计分。

■ 利用数据传达给你的讯息来进行改变——不要因为自己分数不佳就放弃这套系统。追踪你的领先指标，找出造成表现不佳的根本原因，然后进行必要的改变。厘清造成差距的原因是否是由于计划不切实际，还是执行不佳，视需要加以改变。

■ 总是根据书面计划工作——这是12周当一年不可或缺的一部分。你必须根据书面计划工作才可能成功。

■ 不要把活动量混淆为生产力——它们是不同的个体。把最重要的活动优先列出来，在从事其他事情之前先完成它们。





操练5时间运用

一项简单而不容否认的事实是，如果你无法控制自己的时间，你就无法控制自己的成果。 想要成就更多，你就必须始终意图明确地运用自己的时间。











大师观点



“对于无法达成更多他们有能力做到的事，我们的客户通常会提到的阻碍之一就是时间不够。时间不够是如此普遍的理由，以至于它像真的一样；但更常见的是，它只是一个遮掩其他真正阻碍的烟幕。事实上，让你无法做出杰出表现的，大多不是因为时间不够，而是你安排时间的方式。”

——布莱恩•摩伦和迈克尔•列宁顿









根据一项在2005年进行的研究结论，一般专业人士有28%的时间浪费在突发的干扰。如果你能够善用自己的时间，减少甚至消除这些干扰，你的个人生产力就会突飞猛进。

成就卓越的人士会发挥他们的强项，彻底利用自己的独特能力。如果你可以把更多时间花在自己最擅长的事，花更少的时间在其他事物上，你理所当然就会得到更多产出。那么，你该如何做到这些？运用先前已经讨论过的构想：

1．每周排定一个15分钟时段，用来记录你前一周的得分、进行下一周的计划，安排责任归属。

2．每周至少排出3小时的时段，用来检视自己的业务，而非实际操作。把它定为你的策略时段，并且安排在自己工作量较轻松的时候。利用这段时间完成一些关键的行动。

3．每天排出1到2个缓冲时段，为时30分钟或1小时。利用它们尽快处理好你的电子邮件、电话和其他干扰事件。

4．还要在每周排定3小时的突破时段。利用这段时间从事某些有趣或富创意的活动。这段时间是用来防止精力耗尽，也让你有机会发展全新的热情。

5．最后，在剩下的行事历上，填上你必须进行的其他重要活动。

此外，在你要执行自己想做的事之前，在纸上先把整个星期的架构做好是极度重要的。虽然你看来似乎并没有多少时间，但是如果你没有先在纸上理清楚，那么实际作业时也不会成功。一定要确保自己会先进行那些最重要的活动。











大师观点



“每年赚100万美元的人的工作量，并不是每年赚10万美元的人的10倍。事实上，有时候他们工作的时间还更少——只不过他们会用不同的方式工作。事实是，如果你不愿意改变自己目前分配时间的方式，你就无法得到突破。要有不同的结果，你就必须用不同的方式做事，而且还要做不一样的事。”

——布莱恩•摩伦和迈克尔•列宁顿











Part 2 How to structure and execute a 12-week year 
中



To achieve a year's results in just 12-weeks, you will need a great execution system. The 12-week year execution system is based on 3 principles, 5 disciplines and 1 cycle:
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Obviously, moving to a 12-week year will require that you get into and then stay in high performance mode all the time. The 12-week year concept builds on a foundation of three principles:

1. Accountability — you have to be willing to own the results you generate regardless of distractions, unfavorable circumstances or anything else. To be genuinely accountable, you have to keep asking yourself: "What more can I do right now to get the result I need?"

2. Commitment — you must make promises and then follow through and keep those promises, especially those you make to yourself. In practical terms, commitment is the willingness to own your future actions and results. The 12-week year requires you to commit to follow through and deliver what's needed.

3. Greatness in the moment — you have to make the deliberate choice to do whatever is necessary to become a high performer. You commit to becoming great long before the results show that commitment. You choose to do those things which will move you in the right direction and to forego what will not.

Accountability, commitment and greatness in the moment form the foundation for success at both the personal and professional levels of your career.











Key Thoughts



"We have found that top performers — whether athletes or business professionals — are great, not because their ideas are better, but because their execution disciplines are better. The 12 Week Year is an execution system that helps you operate at your best each day by creating clarity and focus on what matters most and a sense of urgency to do it now.

As a result, more of the important stuff gets done day in and day out. When you put together day after day after day — week after week after week — the result is like compound interest, and in just 12 weeks you can be in a very different position."

— Brian P. Moran and Michael Lennington









While those principles form a good foundation, to work the 12-week year you must enhance your ability to execute effectively and consistently. In other words, to achieve more, you have to get better at applying these five disciplines in a way which leverages your knowledge and skills to best effect.





Taking each discipline in turn:

Discipline 1 Vision

If you have a compelling and engaging vision — which is aligned with your personal goals — you'll be able to make a sustained effort to make good things happen.











Key Thoughts



"For your vision to help you to push through the discomfort of change, you must be clear on what it is you want to create in life. Most people focus primarily on their business or career, but your business is just part of your life, and it is actually your life vision that gives traction and relevance to your business."

— Brian P. Moran and Michael Lennington









Challenge yourself to have a big vision. History shows those who achieve anything spectacular had the audacity to dream big and then work hard to make those dreams reality. Have a vision which makes you gulp a little because it is so big.











Key Thoughts



"If you think you can or think you can't, you're right."

— Henry Ford









Developing your vision is a thinking exercise.
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■ When you first set out to envisage something great, it will seem impossible. To move forward, ask "What if?" This gives you permission to entertain new ideas.

■ Once you can accept your vision is in fact feasible, you then ask: "How might I?" This will lead to a workable plan emerging.

■ You can then make concrete plans about what to do by asking: "How will I?"

To create a motivational 12-week year vision, try this three-step exercise:
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■ Share your vision with others — doing so will enhance your responsibility to act.

■ Write down your vision and keep it with you — review it every day and recommit to achieving it.

■ Take a few minutes each day to reflect on your progress — be very intentional about moving forward every day.

■ Make sure what you write down is meaningful — that it's your vision and not one that someone else wishes on you. Connect with your vision emotionally.

■ Make sure your vision is big enough to inspire you — it must challenge you to do great things and to live your life with passion and commitment.





Discipline 2 Plan

To supercharge your productivity, you'll need an effective plan which clarifies and focuses on those items which are genuinely top-priority. Developing a written action-based 12-week plan increases your odds of success because it fosters solid execution habits.

Your 12-week plan needs to be very practical in order to be effective. Fill it with goals and tactics which are:

■ Specific and measurable

■ Descriptive of what success will look like

■ Stated positively

■ Realistic but big enough to make you stretch and grow

■ Assigned to someone specifically

■ Time-bound — which specify a due date for delivery











Key Thoughts



"A good plan today is better than a perfect plan tomorrow."

— George Patton









As you start developing your 12-week plan, think about how you will answer two questions:

■ What actions will you struggle with?

■ What can you do and what will you do to overcome those struggles?

Most people understand they should work from a written plan but don't bother to write one down because they believe they won't use it anyway. That's awed thinking right from the outset. You should work to craft such a well-written 12-week plan that it motivates you to do your very best work.

Others fall into the trap of assuming they don't have enough time to plan. That idea is also .awed. Numerous studies have shown developing a good plan beforehand will reduce the time it takes you to get things done by 20 percent or more. The reality is the more you plan, the more time you will save, not vice versa.
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■ Make sure your 12-week plan aligns with your long-term vision – that it connects with and is an extension of your vision.

■ Keep it simple — focus on three priorities for a 12-week cycle, then reevaluate and identify three new areas to focus on. Make tough choices in order for less to become more from a productivity perspective.

■ Make your plan meaningful — build it around the goals that matter to you and not those which someone else thinks are important.

■ If you're working in a team, give everyone a voice in developing your plan – have your team members help select your goals and targets so they feel ownership and therefore responsibility.





Discipline 3 Process controls

Process controls are all about putting in place tools, systems and support structures which you use each day to align what you do with your top-priority objectives. You need to put in place support structures and processes which will enable you to do productive things every day.

The two key process controls of the 12-week year system are:
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■ A written plan will organize and focus your week. Keep it simple — write down and schedule when you will do action items which align with your goals. Use your weekly plan to manage each day and ensure the right things are getting done.■ Don't try and go it alone. Studies have shown you have about a 10 percent chance of success if you go it alone but an 80% chance of success if you enlist peer support. The best way to do that is to set up a cycle something like this:
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1. As you go through each week, keep score on how well your actions match your 12-week written plan. Track how you do at executing what you plan. This score will be a powerful indicator of your future success.

2. Plan your next week's activities in detail and on paper. Does this while the successes and challenges of the previous week are still fresh in your mind.

3. Meet regularly with a small group of peers who are interested in your long-term success. Be accountable to the group to follow through and do what you said you would do. Discuss with them what's working well and what's not. Be prepared to incorporate into your own plan any worthwhile tips and techniques the group may suggest. You encourage others to perform as well.

The only way you will ever have any realistic chance of meeting the ambitious stretch goals you set as 12-week targets will be to get into a weekly routine where you score your past week, plan the coming week and get a shot of enthusiasm from a small group of your peers.

■ Always plan your coming week's activities on paper — doing so creates the momentum you need.

■ Don't assume every week will be the same — look for opportunities to integrate game changers into what you're doing all the time.

■ Stay on track — focus on executing the tactics you already have in your 12-week plan rather than trying to add new tactics as you go along.

■ Refer to your written plan daily — use it to track the activities you're doing.

■ Look carefully and thoughtfully at your routines — make deliberate choices to upgrade those at every opportunity.











Key Thoughts



"If you are going to achieve what you are capable of, you can't leave it up to willpower alone. Process control uses tools and events to create support structures that can augment, and in some cases take the place of, willpower. Mike Tyson said that everyone has a plan until they get hit in the mouth. Process control is a set of tools and events that help you work your plan, even when you get hit in the mouth."

— Brian P. Moran and Michael Lennington









Discipline 4 Measurement

Measurement and keeping score really drives the 12-week year. This is the anchor of reality. You'll need comprehensive lead and lag indicators to be in place. Measurement is the feedback loop which signals whether you're making a quantum leap forward in productivity or not.

For each of your 12-week goals, you should sit down and figure out what lead and lag indicators are available. The difference between the two types are:

■ Lead indicators are the things that need to happen early in the execution process. They are the actions you need to take to bring about the results you want. For example, if you're trying to lose weight, how much food you consume and how much exercise you get are lead indicators. They will influence the results you ultimately generate.

■ Lag indicators are results. Most people are reasonably good at tracking their lag indicators but the opportunity for growth is the greatest with lead indicators. By the time you're measuring results, it's usually too late to do anything different to influence the outcome.











Key Thoughts



"In general, the more frequent a measure is, the more useful it is. For example, quarterly measures are typically better than annual measures. Annual measures provide feedback only once over a 12-month period, but if you are trying to improve a result and you only measure it once a year, there's no feedback throughout the year to help you determine if your actions are productive or not. Similarly, monthly measures are better than quarterly ones. They provide more frequent feedback. Weekly is better than monthly, and daily is often better than weekly."

— Brian P. Moran and Michael Lennington









If you figure out what the lead and lag indicators are for each of your goals and then track how you're doing on each indicator week by week, you will be monitoring your progress while there's still time to do something about it. You can do this by using a spreadsheet, a simple table in Word or even a sheet of paper if you prefer. Develop a scorecard which tracks how often you execute your planned tactics.











Key Thoughts



"The most effective lead indicator you can have is a measure of your weekly execution. It is critical that you measure execution. We have found that if you execute a minimum of 85 percent of the actions due in your weekly plan each week, you are very likely to hit your goals at the end of the 12 weeks."

— Brian P. Moran and Michael Lennington









■ This approach works best if you review your score each week with a buddy or a small group of peers — and if you commit to making a little progress each week rather than trying to get there in one step.

■ Keep in mind a weekly score of 85 percent execution is actually pretty good — don't get frustrated if you don't hit 100 percent. Just keep working at steadily trying to raise your level of execution every week.

■ Keep your evaluation sessions brief and uncomplicated — do it at the same time every week. Most weeks, it will just take you 15 minutes or less to keep score.

■ Use what the numbers are telling you to make changes — don't abandon the system if you don't score well. Track your lead indicators, identify the underlying causes of performance breakdowns and make the necessary changes. Clarify whether shortfalls are the result of having an unrealistic plan or poor execution and change as required.

■ Always work from a written plan — this is an integral part of the 12-week year. You have to work from a written plan to set yourself up for success.

■ Don't confuse activity with productivity — they're two different entities. Prioritize your most important activities and do them before you do anything else.





Discipline 5 Time use

The simple and undeniable truth is if you are not in control of your time, you're not in control of your results. To do more, you need to always be applying your time with clear intentions.











Key Thoughts



"One of the barriers that our clients often cite when explaining what keeps them from achieving more of what they are capable of is a lack of time. The lack-of-time reason is so common that it seems very real, yet more often than not, it is a smokescreen that covers over the real barrier. In fact, what most often keeps you from being exceptional is not a lack of time, but the way you allocate the time that you have. "

– Brian P. Moran and Michael Lennington









A study carried out in 2005 concluded that 28 percent of the average professional's time is wasted on interruptions that crop up randomly. If you can master your time use and cut down on or even eliminate those interruptions, your personal productivity will soar.

Highly successful individuals work to their strengths and take full advantage of their unique capabilities. If you can use more of your time to doing what you're best at and less of your time doing other stuff, it stands to reason you will produce more. So how do you do that? Apply the ideas already discussed:

1. Every week, schedule a 15 minute session where you score your previous week, plan your coming week and account to your peers.

2. At least once a week, schedule a three-hour block of time where you work on your business, not in it. Call these your strategic blocks of time and schedule when your work activity is typically the lightest. Use that time to accomplish some key activities.

3. Every day, schedule one or two buffer blocks. These are 30 minutes or an hour long. Use them to get through your e-mails, phone calls and other interruptions as fast as possible.

4. Also schedule a 3-hour breakout block of time each week. Use that time to do something fun and creative. This block of time prevents burnout and gives you an opportunity to develop new passions.

5. Finally, fill the rest of your calendar with all the other important activities you need to be doing.

Again, it's crucial that you construct your week on paper before you try to execute what you want to do. It will seem like you don't have much time left over but if you can't get it to work on paper first, it won't work out in actual practice either. Just make sure you're getting the most important activities in first.











Key Thoughts



"People earning $1000000 per year aren't working 10 times harder than people earning $ 100000. In fact, they are sometimes working less — but they are working differently. The fact is, you won't reach a breakthrough if you are not willing to change how you currently allocate your time. To get different results, you will have to do things differently and do different things."

—Brian P. Moran and Michael Lennington











延伸阅读




启动人生梦想的时间导航

想要达成计划，实现梦想，我们需要的不只是一张梦想地图，还需要一个导航器，让你定时回报坐标，确认有无偏离航道，不断修正、导回正途。

每天一睁开眼，仿佛还来不及计划，变化已经开始追着我们跑。明明知道该做什么，却总是莫可奈何又该怎么办呢？这时千万记得提醒自己，事有轻重缓急，事先做好分配、做好取舍，不要被无谓的事情干扰；学会在适当的时机说“好”，用坚定语气说“不”；“做”和“不做”都是同样重要。





每天18分钟让人生变得不一样

每天只要18分钟，就可以省下好几个钟头。关键是按照轻重缓急安排一天的计划，然后每隔1小时重新调整重点，如此便能不断学习在职场提升更高的效率。

方法1 以 3个步骤定出一天的轻重缓急

[image: 499_28C]




方法2 列出18分钟操作表单
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方法3 采用“3日规则”

如果有事情连续 3 天列在待办清单，却排不进日程表，请做下列其中一个动作：
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规划个人时间管理

要彻底做好时间管理，目标是要设计出一套完全符合自己需求的方法。就因为每个人都是独特的，针对自己量身定做的时间管理方法，反而会让人觉得自在愉快，效率十足。

采取下列几个步骤，就能够做好更充分的准备，根据过去成功的做法规划时间管理方法，而不是漫无目的胡乱规划。

步骤1 从目前有效的方法出发

在自己目前管理时间的方法之中，总会有几个做法对自己来说是有效的。花点时间记下这些有效的做法，思考要怎么在生活其他层面，扩大运用并加强这些技能。

步骤2 惯用的时间管理方法

思考自己偏好用什么方法进行下列几活动：

■ 工作／运动时，喜欢自己一人还是跟其他人一起

■ 安排行程表习惯排满，还是喜欢排松，留有余裕

■ 喜欢周详计划还是临时起意

■ 喜欢压缩工作完成期限，还是预留很长的前置作业时间

■ 喜欢在宁静的环境中工作，还是习惯播放音乐

■ 喜欢动脑想还是习惯动手做

步骤 3 个人精力的自然循环与能量来源

有些人在早上工作最有效率，有些人则是越夜越起劲。找出自己工作最有效率的时间，运用自己专用的时间管理方法，安排时间进行重要工作。

步骤4 个人的远程目标

能够清楚看见自己的远程目标，就不会受到日常杂务的干扰，流程并不复杂，只需要经过下列两个方法：

1．陈述自己的人生目标，问自己以下两个问题：

•我希望10年后的生活会是怎么样？

•我现在可以朝哪一个目标努力？

2．根据远程目标，明确制定出每年要进行的活动

针对每一项人生目标，列出自己在未来一年可以进行的工作，让自己最后能够达成上述人生目标。





延伸内容部分选自：《微时间管理术》（大师轻松读系列）、《别再看时间的脸色》（大师轻松读系列）。
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