"THERE IS A SERIOUS TENDENCY FOR TRAINERS TO OVERLOOK
THE IMPORTANCE OF MANAGEMENT MODELSIN PROVIDING
A RATIONALE FOR THEIR TRAINING PROGRAMS."

TIME MANAGEMENT:
FROM PRINCIPLE
f O PRACTICE

BY R. ALEC
MACKENZIE

When asked by the Training and
Development Journal editor to ad-
dress the principles and practice of
time management, I was both sur-
prised and pleased. My surprise
arose from the continuing neglect
of fundamental principles of man-
agement on practically all manag-
erial fronts. The pleasure lay in the
opportunity presented to expose
the problem bluntly to those best
positioned to do something about it
and to suggest a course of action
which could help rectify the situa-
tion.
A Wasteland of Neglect

My interest in principles of man-
agement dates back to my first
efforts te chart on one graph the
entire management process. The
results of this effort were publish-
ed in the Harvard Business Review
(“The Management Process in
3D"1) and later in the Training and
Development Journal under the
title “A Management Process Mod-
el for Training and Development
Directors.”2

/la

YHow many trainers can list the
managerial functions with
confidence that they have not

omitted several?”’

The American Society for Train-
ing and Development’s interest
then was to point to the great need

felt by training and development

practitioners for a model or ration-
ale for training programs. The suc-
cess of that model is due in no
small part to its continuing use in
management development pro-
grams.
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Yet, there is a serious tendency
for trainers to overlook the impor-
tance of management models in
providing a rationale for training
programs. Equally serious is the
tendency to overlook fundamental
principles which give meaning to
each of the functional areas com-
prising the management process.
It amounts to a virtual wasteland
of neglect!

I base this conclusion on a dozen
years of full-time effort in the
fields of research for extensive
writing and speaking, of conduct-
ing studies in organizations, of de-
veloping programs for foundations,
universities, and the largest man-
agement development association
in the world. I have presented
seminars on leadership and time
management in 23 countries, offer-
ing a continuing laboratory for ob-
servation and discussion of man-
agement practices and the under-
standing of management princi-
ples.

These discussions occur in sem-
inars with managers, outside sem-
inars with trainers, program direc-
tors and, of course, program parti-
cipants ever anxious to explore



specia problems. In addition, the
reading of everything you believe
to be important in the field keeps
you in touch with new develop-
ments and the trends which occa-
sionally bestir the tides of manage-
ment thought.

A growing conviction has emerg-
ed from this continuing involve-
ment in the field of management:
that management principles not
only are not understood by the
vast majority of managers at al
levels . . . they also are not under-
stood by the vast majority of
trainers! In fact, surprisingly few
persons in either category could
name a single principle of manage-
ment correctly. In seminars, |
have asked who can name one
principle of management. Rarely
does a hand go up to volunteer. In
one session of 300 chief executives,
| asked the question without ob-
taining a single response. In an-
other with 450 senior executives
and trainers the same question
elicited the same response.

Examination of the literature of
management is scarcely encourag-
ing. A recent text by a best-known
publisher on the subject — princi-
ples of management — contains
not a single reference to principles
either in the table of contents or in
the index. The book does deal very
effectively with the functions and
activities of management, while
totally neglecting the principles.
Thetitle appearsto have been cho-
sen because it would sell.

A recent article in one of the
most widely read management
periodicals refers to "the principle
d addition." The author does not
tell uswhat that principle is, and it
isquite clear from the context that
he is referring to the principle of
consolidation. Thus many authors,
encouraged by uncritical publish-
ers, are wittingly or unwittingly
engaged in worsening the waste-
land of neglect. The near bank-
ruptcy of knowledge and under-
standing in this arena should be of

"Management principles not only

are not understood by the vast
majority of managers at all
levels . . . they also are not
understood by the vast majority
o trainers!”

paramount concern to trainers.
They are surely well-positioned to
do something about it ... if they
would.

Responsibility of Trainers

What is the responsibility of
trainersin this appalling situation?

* To understand what a princi-
ple is and to identify the most im-
portant ones in each of the func-
tional areas of management.

» Torelate principlesto practice
and to understand why an under-
standing of principles is essential
to effective managerial perform-
ance.

» To understand why, contrary
to popular belief, there is nothing
n|10re practical than a sound princi-
ple.

» Contrary to the approach gen-
erally being adopted by trainers
today, since time and life are indi-
visible, to recognize that the man-

agement of time essentially is the
management of oneself and there-
fore ought to be approached from a
"mastery-of-the-principles’ view-
point.

A "principle,"” according to
Koontz and O'Donnéll, is "afunda-
mental truth applicable to a given
set of circumstances which has
valueinpredicting results.  Prin-
ciples have also been termed
fundamental rules; standards for
measurement; guidelines for con-
duct; and the basis for planning.

The most interesting and hel pful
definition of a principle is "the re-
lationship between a cause and its
effect.” Thisdefinition is most use-
ful since it explains the intensely
practical nature of sound princi-
ples. Let's examine two principles
that every trainer will instantly
accept, although few will be able to
identify the functional area of man-
agement in which they fall or state
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them precisely.

 Principle of Management De-
velopment: Results will tend to
vary directly with development
programs aimed at improving abil-
ities of managers in the present
position, at making them promot-
able, and at involving them in the
process.”®

* Principle of Reinforcement:
One of the most important requi-
sites of effective training and de-
velopment is reinforcing of lessons
learned through review and prac-
tice on the job.

These principles clearly fall
within the functional category of
"staffing."5Note that both princi-
ples state a cause and an effect.
The causes respectively are (a) de-
velopment programs aimed at im-
proving abilities of managers in
the present position, etc., and (b)
reinforcement of lessons learned
through review and practice on the
job. The respective effects are re-
sults that vary directly and train-
ing and development that is effec-
tive. The practicality of these prin-
ciples should be self-evident. Yet
trainers who are not familiar with
these precise statements will not
be able to use them for the most
practical of all possible results: the
persuasion of managers as to the
imperative need of effectivetrain-
ing and development and the justi-
fication to top management of a
training and development pro-
gram.

"No Wonder Budgets Are Cut!"

No wonder training budgets are
among the first to be cut. Who
wouldn't cut a budget which had
never been rationalized or justified
totheir satisfaction! Yet how many
trainers can present a persuasive
rationale for their program? How
many trainers can list the manag-
erial functionswith confidencethat
they have not omitted several?
How many can identify which func-
tional area of management is being
advanced by each of their training
programs? How many are follow-
ing the two above principles in
their own programs?

Let merelate avery sad experi-
ence in two Fortune 500 compan-
ies, each of which had spent in the
vicinity of six-figure budgets on a
time management program con-

38 — Training and Development Journal, July 1978

sisting solely of a series of semin-
ars mostly conducted for random
groups rather than functional
groups. | requested of each that
we run a follow-up study to de-
termine what results had been ob-
tained with all the money that was
being spent.

In one company where reluc-
tance was extreme, | offered to
run a one-day follow-up seminar
without charge for anyone who had
attended a previous seminar in an
effort to check results and to pro-
vide an opportunity for reinforce-
ment. My offer was refused in
both cases but requests for semin-
ars continued. In other words
these trainers believed they were
getting their points for the number
of people they ran through my
seminar, not for the results!

Contrast this reaction with a
more recent one of a head trainer
who, after a time management
seminar, observed: "There are
three things | particularly like
about this program. First, it is to-
tally reinforcing of all of our other
programs because it identifies time
wasters in eachfunctional area and
develops solutions, thereby im-
proving performance in all of the
functions of management. Second,
it can be implemented immediately
by the individual without waiting
for corporate approval. Third, the
individual can measure his or her
own progress with regular follow-
up assignments  which provide
extraordinary reinforcement  for
anyone who is really interested in
improvement.”

One of the most devastating con-
versations I've had with regard to
the wasteland of neglect problem
occurred recently with an experi-
enced trainer who had served with
national and multinational com-
paniesin the U.S. and abroad, ina
variety of training and develop-
ment positions. | told him of a new
position | had begun to take with
trainers inquiring about my pro-
gram . . . that | would refuse to
accept assignments to present
seminars without an agreement in
advance for afollow-up program to
measure its effectiveness and to
validate the guarantee of two
hours saved per day per partici-
pant. The response of this trainer



startled me, but confirmed my
worst suspicions. He said, "It's the
only way you'U ever get them to do
it. Notches on the belt is the name
of the game." By "notches on the
belt" he meant numbers of atten-
dees at seminars, of course.

The benefits of principles need
to be understood and appreciated
by trainers beforethey can hope to
become advocates. Koontz and
O'Donnell cite the following impor-
tant benefits of principles:

(1). Simplify the practice of man-
agement by identifying causal rela-
tionships applicable to different
situations.

(2). Avoid mistakes by utilizing
guidelines derived from the expe-
rience of others.

(3). Improve solutions by trans-
ferring lessons learned in terms of
fundamental principles to new sit-
uations.

(4). Improve effectiveness by
applying better solutions in less
time, saving needless research or
trial and error.

(5). Improve adaptability to
changing conditions by knowing
not only what to do — but why.

(6). Permit the teaching of
others by packaging experience for
easy transfer to others.

Why the Peter Principle
is Not a Principle

The perceptive reader will have
no difficulty in determining, on the
basis of what's been said above,
the reasons for rejecting the now
famous Peter Principle as a princi-
ple. It is one of many so-called
"principles’ which are really a mis-
use of the term, or so weakly sup-
ported as not to merit serious con-
sideration.

Professor Peter's assertion that
managerstend to riseto their level
d incompetence and therefore, ul-
timately, top levels in organiza-
tions will be filled by incompetent
managers is partly obvious and
partly absurd! It is obvious that
managerstend to rise in organiza-

"Professor Peter's assertion that
managers tend to rise to their
level of incompetence and
therefore, ultimately, top levels
in organizations will be filled by
incompetent managers is partly
obvious and partly absurd!"

tions and that every manager
could be said at a given point in
time to have a certain level of com-
petence. It's absurd to assume that
the level of competence of all man-
agers remains static and, there-
fore, that dl positions will ulti-
mately be occupied with incompe-
tent managers.

This conclusion ignores factors
which should be particularly sensi-
tive to trainers since they affect
competence levels . . . experience,
reading, training and development
programs, attrition through re-
tirement, departure for better
jobs, promotion to other depart-
ments and the refusal of promo-
tion. The real danger o so-called
"principles" isthat the obvious as-
pect of the true portion misleads

many people into uncritical accept-
ance o the absurd portion. The
end result may be a serious disser-
vice to the field of management.
One obvious result of uncritical ac-
ceptance o the Peter Principle has
been to encourage readers in the
conviction that their bosses were
over their levels of competence
and therefore they should be even
more critical of them.

Putting Time Management
Principles to Work
Over the years | have sought to
collect, formulate and catalog by
function a list of the fundamental
principles of management and time
management. By researching the
best-known texts in the field, |
have accumulated a list of more
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Function Name
Planning Priority
Organizing Consolidation
Staffing Orientation
Directing Delegation
Controlling Planned
Unavailability
Communicating  Brevity

Decison-Making Procrastination

than 100 such principles. Reducing
that list to those directly related to
time utilization, and adding a few
o my own, | now work in seminars
with alist of 59 Principles of Time
Management. An example of one
from each o the functions of man-
agement is found in Figure 1.

To demonstrate the practical na-
ture of sound principles partici-
pants in time management semin-
ars are given two assignments.

Figure 1.

Principle

For optimum results, time available
should be budgeted or alocated to
tasks in ordered sequence of priority.

Similar tasks should be grouped to
economizetime and effort by eliminat-
ing repetitive actions and interrup-
tions.

The more a person knows about the
work and its environment, the more
intelligently the work can be done.

A manager's effectivenesswill vary
directly with his or her ability to
delegate effectively.

Managers who plan for periods o
uninterrupted concentration achieve
better results.

Economy of words and actions
conserves time while promoting
clarity and understanding.
Deferring, postponing or putting off
decisions can become a habit which
loses time, causes lost opportunities,
increases pressure o deadlines and
generates crises.

The first is a team assignment
which requires the initial step in
solving the top time waster of a
team to be the identification of the
principles of time management
most applicable to that time wast-
er. Invariably, having identified
the most relevant principles, the
teams have no difficulty in identi-
fyingthe most important causes of
the time waster because the most
serious causes usualy result from

Figure 2.

Principle Action Item

Priority Get priority list approved by boss and use it to say
"No" to less-important requests for my time.

Consolidation Group activities into a "typical" day — dictation,
cals, quiet time, meetings, "to do" items. Advise
those significantly affected — secretary, boss, staff,
peers.

Orientation Orient organization to district goals and plans. Visit
five minutes with three employees per week until
entire staff covered.

Delegation Have C.B. write weekly report from now on instead of
doing it myself.

Planned Have secretary take all cals and implement a "quiet

Unavailability hour" for me immediately. When she needs catch-up
time arrange "quiet hour" for her using lunchtime
replacement or taking calls mysdf at low traffictime.

Brevity Describe or report results only, not activity. Avoid
temptation to show off verbally.

Procrastination Schedule difficult and unpleasant tasks first instead of

putting them off.
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the violation of one or more funda-
mental principles. Once the causes
are clarified, the solutions are gen-
erally self-evident. Like a problem
well-stated, it is half solved.

The second assignment in sem-
inars is for each participant to se-
lect from the 59 Principles the 10
most important to him or her indi-
vidually, and to identify one action
item suggested by that principle.
Typical examples of action items
selected by participants from Eng-
land, Canada and the U.S. for each
o the principles named in Figure 1
are found in Figure 2.

Reactions from participants and
trainersto this emphasis on princi-
ples and their practical application
in terms of "action items" varies
from one of interest and surprise
to astonishment and excitement.
The percentage dof attendees who
carry out the assignment over-
night ranges from 90 per cent to
100 per cent suggesting that they
tend to take it very seriously and
expect that it will have value for
them. When asked for their reac-
tionsto the assignment, typical re-
sponses will be: "Interesting . . .
Provided a reason for a lot of
things . . . Some new insights . . .
Reinforced some actions I've need-
ed to take."

A trainer in Seattle attending an
open seminar said she'd stayed up
till three a.m. working on the as-
signment. When asked why, she
responded that as she got into the
assignment she realized she was
finding principles to support most
o the actions she'd wanted to take
in the past year and not been d-
lowed to. She got so excited about
it that she couldn't stop.

Steps Trainers Can Take

Since trainers are in an ideal po-
sition to do something about the
wasteland of neglect of manage-
ment principles, what course o
action is open to them?

(1). Review the Management
Process Chart (Harvard Business
Review, Nov.-Dec., 1969) and de-
velop from it a rationale for your
training and development pro-
gram. Place each course offeredin
its appropriate functional area
(e.g., transactional analysis fdls
within the Communicating func-
tion). Understanding of the man-



agement process at all levels and
mastery of that process for senior
levels should be a categorical im-
perative. Career development pro-
grams should be keyed to the func-
tional areas of greatest importance
to the individual (a) in his/her
present job and (b) in the prepara-
tion for promotion.

(2). Review principles of man-
agement by functional area. The
book by Koontz and O'Donndl® is
best. Categorize these in appro-
priate functional areas (planning,
organizing, etc.). Discuss these
with speakers on various topics to
insure their understanding of and
willingness to present them and to
discuss practical applications of
them in their presentations. Train-
ers giving courses themselves
should base their presentations on
the fundamental principles involv-
ed, with practical applications be-
ing the focus of the entire pre-
sentation. Handout materials
should be reviewed for applicabili-
ty to both principles and practice
o management.

(3). Follow the Principle of Re-
inforcement in your training pro-
grams. Since this principle is uni-
versally recognized in the training
profession, but practiced very lit-
tle, take it seriously. Stop counting
"notches on the belt" and start re-
inforcing! Instead of booking five
seminars on a subject like time
management, book one seminar
and require of the presenter a fol-
low-up program to reinforce les-
sonslearned. At agiven point from
three to six months out, test the
results, measure the progress.
How much changed behavior has
occurred? How much of it has per-
sisted? What results can be ob-
served in controlling major time
wasters?

(4). Take performance auditing
seriously by requiring of your-
selves and speakers criteria for
measuring  effectiveness. (See
"Measuring Managerial Effective-
ness' chapter in New Time Man-
agement Methods for You and
Your Team, Dartnell, for method
d auditing effectivenessin control-
ling top time wasters.) A speaker
should be asked how to measure
improvement in his or her subject
areathree to six months later.

(5. lnswe that tune manage-
ment programs reinforce your
training program by reviewing the
functional areas covered by the
time menagement presentatiorn.
Avoid the "quickie" approach to
saving a few minutes here and
there with the cafeteria approach
o "hot tips." Remember, we waste
time whenever we do anything less
effectively than we could. Thus we
can instantly identify time wasters
in each functional area of manage-
ment.

Analyze the functional areas
covered by your time management
course. Insure maximum coverage
by that course to broaden the re-
inforcement of your entire pro-
gram. Be sure the subject is ap-
proached from the viewpoint of
emphasis on the fundamental prin-
ciples and practice o management.

Finally, to insure substantial
amounts of time saved aren't
wasted, you should require that
participantsfirst decide how they
plan to use time saved most pro-
ductively. By starting with funda-
mental principles and developing
"action items," there is amost no
limit to the number of practical ap-
plications one can identify.

Indeed, there is nothing more
practical than a sound principle.
Since our time isour life, when we
manage our time well, we manage
our life well. At work and in our
personal livesit's smply a matter
o putting into practice afew basic
principles we know so well, but
somehow continue to neglect.
Trainers should be leading the way
out o this wasteland.

©1978 — R. Alec Mackenzie

Dr. R. Alec Mackenzie, president of
Alec Mackenzie and Associates, Inc., has
been actively promoting the manage-
ment education and professional devel-
opment of senior executives through
publications, tape cassettes, films, sem-
inars and lectures throughout North and
South America, Europe and the Far
East. His seminars on Time Manage-
ment and Developing Leadership Skills
have been presented in 21 countries. His
publications include four books: Manag-
ing Your Time, Zondervan; The Credi-
bility Gap in Management, Van Nos
trand Reinhold; The Time Trap, Ameri-
can Management Associations; and New
Time Management Methods for You and
Your Saff, Dartnell.
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