Gatto Associates, LLC

Seesaw Syndrome

In ther new book, O he Seesaw Syndrome,ORex and Mickey Gatto propose tha appropriately
bdancing time will make our persond and professiond life more manageable and easier. Timeisa
traveling partner, not an enemy and, as such, can be a relaxing moment or a continualy stressful
event. It isourown choice. Weadl try to baance work, family and self but most often, one of
those three is up when it should be down, and al three down at the same time gets us nowhere,
just like aSee Saw. Thus we have the See Saw Syndrome in our lives. However, there are ways
to keep work, family and sdf baanced, some of which include multi-tasking, planning for
interruptions, and scheduling persond time, jus like you would schedule abusness meeting.

THOUGHT: Isittime managenent or self-management?

Timein the U.S. is viewed as a resource tha is scarce and musgt be wisely and efficiently used.
This view results in extreme impaience abou unantrollable delays (traffic jams, unexpected
visitors, etc.) and pushes us to try to fit in as many activities as possiblein aday (usudly from
an unredistic point). By contrast, many Eastern cultures view time as unlimited and unending, -
an inexhaudible resource. We are driven by our culture, and we dlow it to create in us certain
behaviors which are impdled by wha we consder to berationd thinking: time is morey; time
waits for no man, that( a waste of time, etc.

Common sense approaches to stopping the see saw in your life

Below are six points that are common sense approaches toward working with others to meet time
requrements. You may think you are daing dl of these things but do not review these points
from your perspective. Try to look at them from your boss, peer, or direct report@ point of
view.

THOUGHT: Often the mismanagement of timeis the mismanagement of communication!

1. ldentify what you want to accomplish.

Do you clearly state expectations?

Do you know desired end results and god s?
What will cause you to achieve what you want?
What are the possible outcomes?

What are the best/worst scenarios?

How much time do youguessit will take?

2. Beresponsble for achieving wha you want.
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Do you sharewha you are daing to accomplish expectations?

Do you work independently and have the self-confidence to act?

Do you reflect and use you persondity and individud communication, learning, and working
styles?

Do you initiate the action tha you fed will make you successful while meeting time
requirements?

3. Establish afocused direction dong with priorities.

Do you share your plan?

Do you know what is urgent versus what isimportant? If you know what isimportant and do
it, you will lessen Qaly crises.O

Set Priorities:

Focus on: jobresponsibilities; meeting busness and persond goal's, ongoing process.
Outline your responsibilities and striving to accomplish them.

Outline problems, specid meetings, crises. Youmust act now

for things such as the bossQinterruption, customer crises, accidents or safety problems.
Plan for interruptions. A ringing telephone acrisis for your boss or peer.

Unfocused time: Discussing issues; unrecessary meetings soda interruptions.

K K K K
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4. Do you develop dternative solutionsto come to agreement of time priorities?

Are you flexible to changing priorities?

Resolving conflict isaway to measure the strength of arelationship - conflict is very easy to see
between people; however, agreement needsto be discussed and established. Most often
agreement is taken for granted or assumed, and that isamistake. Explain why something

is beng accomplished and why something dseisnot. Explain the priority.

Establish thewin/win mentdity through setting time priorities.

5. Communicate by creating amutud understand (listen, then respond). If you do this, you will
not need to meet again to clarify.

Clearly identify thetopic to bediscussed.

Ask the other person to express hisshe needs

Bequiet and listen. Learn what the other person needs then express

your thowghts, bridging what you can offer viawork or time commitment.

Ask clarifying questions abou time requirements and commitments - expected results.

Do not leave and then say, Q should have asked, but he'she was upset

so | coud not bring it up. | should have said no. | should have pushed

the deadline back.O Do and say what is necessary thefirst time
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Establish trust. Be open, respectful and willing to listen. Do not goin

knowing theanswers, because you may not know theright questions. For example, when
working with acustomer, ask what thecustomer@ expectations are, what your expectations are,
and how you will blend the two.

6. Create Cooperation.

Share your ideas and get the time commitment fromal the people
invadved. Themore you and others work together, the better the
working relationship and outcome will be. If you and the others
discuss issues, ashaing will occur andless finger pointing will take
placeif atime problem arises.

TWO TYPES OF TIME

Controlled Time
Thisis time, which iscompletdy unde your own control. You have the discretion of how you
will use thetime.

Uncontrolled/Reactive Time
Time which isused at thedemand of others. Theteephonerings, your boss dropsin, an
employee stops by to ask questions.

If too much of thework day is based on uncontrolled time, your produdivity may dip. You
may aso bethevictim of:

distractions

interruptions;

endess meetings

work overload because you can®gget to it.

K K K K

Getting aHande on Controlling Your Time

To begin the process, you need to establish a bdance between controlled and uncontrolled time.
Fill in thefollowing chart with your daly work activities and theamourt of time each takes. You
may want to choose a paticular day and fill out the chart as the activities occur. At the end of
the day, decide whether each activity was Controlled Time Use or Uncontrolled/Reactive Time
Use.
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JO0RIRN A~

Activity

Total Hours

Controlled Unocontrolled Comment

Reading

Telephone&
Voice Mail

Lunch, Breaks

Crises

Interruptions

Planning

Drop Ins

Meetings

Computer time-
e-mail, etc

Unprodudive
time (soda)

BossOne=ds

Assist co-
workers

Correspondence

Othe

See Saw Syndrome

K K K K K K

mismanagement of communication; lack of focus on agreement
mismanagement of workload
mismanagement of interruptions (you need to plan for interruptions)

lack of agreement, expectations and clarity of what isto beaccomplished

lack of asserting your own viewpoint; not wanting to take arisk

not paying attention to where times goes; not controlling the time you can control
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Now, make alist of your controlled versus your uncntrolled activities, and theamourt of time
each took.

Controlled Activities Amount of Time It Uncontrolled Amount of Time It

Took Activities Took

Y our controlled time should be about 55% of the time in your schedue during theworking day.

ANALY SIS OF TIME

After reviewing your time assessments, draw some persond conclusonsand record your
responses to thefollowing questions.

1. Which part of each day was mos produdive? Which was least produdive? Why?
Produdive

l_anrodudive
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2. What are therecurring patterns of efficiency and of inefficiency?
Efficiency

mefficiency
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3. What do you do that may not be necessary? Wha is necessary?
Necessary

Unnecessary

4. How coud you éliminate some of the uncontrolled time activities?

5. How can you turn the uncontrolled time activities into controlled time activities?
List some specific uncontrolled activities and think about how to change them.

Activity 1:

Activity 2:

Activity 3:
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TOOLSFOR IMPROVING TIME MANAGEMENT

To successfully control your time, utilize thefollowing tools:
Focus onwhat needsto beachieved; focuson thegods and results.
Focus on performance standads

Focus on the big picture, not minute-to-minute changes.

Focus oninteractionsand requests by assodates and organizationd authorities,
and then prioritize them.

Focus on the trade off for performing one task versus ancther task.

Summary

Y ou can control the Seesaw Syndrome by finding thefulcrum in your life to create a balance of
work, family and self, making the chaices to establish the qudlity of life that you want. Togan
control of thetimein your life and stop the See Saw Syndrome, use the tools of prevention. You
need to use visuds that will clearly hdp you focustime toward reaching your goas for success.
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