BY WAILTER KIECHEL Il

BEAT THE CLOCK

Traditional advice on how to manage your time
doesn’t comport with executive reality.

@ Treatises on how an executive should
manage his time almost inevitably begin the
same way: with the stern admonition that
time is the one thing you can’t get more of.
Consider, for example, the first three sen-
tences of Alan Lakein's How to Get Control of
Your Time and Your Life, probably the most
widely circulated guide to the subject: “Time
18 life. It is irreversible and irreplaceable. To
waste your time is to waste your life, but to
master vour time is to master your life and
make the most of it.”

Business men and women eat this stuff up.
The hot gospel message raises the prospect

| of redemption—you can be saved if you

| heavy managerial th

learn to plan better, organize better—but
only after it has strummed about every chord
of guilt that can be sounded in anyone even
moderately imbued with the good old Amen-

| can work ethic. Most executives feel they
| should be handling their time better. The la-

ment of John Mowrey, American Motors'
vice president in charge of product planning,
is representative: “Time management is
probably the major problem in my life.”

The cruel irony is that much of this execu-
tive fretfulness is unwarranted. A lot of the
guilt comes from measuring one's own
seemingly miserable performance against
ideals that, when examined in light of the
best research on how executives actually get
things done, simply don't hold up.

On its face, nothing in the conventional
wisdom seems particularly exceptionable.
You may know the drill: Decide what you
want to accomplish and list what you'll have
10 do to reach these goals. Assign priorities
1o both goals and activities. Review the rank-
ings constantly, making sure vour daily what-
to-do list is in accord with them, and then
work hardest at the A items. Since vou can't
possibly get any serious work done in fits
and starts, block out healthy chunks of time
0 smngl ndedly address vour major proj-
ects. Do evervthing that vou can to avoid be-
L interrupted. ularly during those
vou've set aside for
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sent can almost always wait until later.

The only problem with this regimen is that
you probably have to be what psychologists
call an obsessive-compulsive to keep to it—
in fact, an obsessive-compulsive working on
another planet. A current joke accurately
summanzes the typical experience of an ex-
ecutive trying to live up to such an ideal: he
comes to work with a list of 11 things to
do and goes home with a list of 14, including
the original 11.

In the mid-1960s, certain academics got
the bright idea of looking at how managers in

fact spend their time. Henry Mintzberg, now
a professor at McGill University, did the pio-
neering work. What he discovered in a study

of chief executives of five organizations was |

a hyperkinetically far cry from the big-blocks-
ofvoolly-deliberative-time model. Perhaps
his most widely publicized finding was that
the top dogs spent half their time on activi-
ties 1o which they devoted less than nine
minutes

These brief bouts of activity were not pre-
cious moments frittered away—they were
often the time when executives
plished the most. The research of Professor
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John Kotter of the Harvard Business School,
summarized in his 1982 book, The General
Managers, explains why. After closely ob-
serving 15 better-than-average general man-
agers in action, Kotter concluded that his
subjects got work done not by giving orders
or churning out reports, but mostly by talk-
ing to people—asking questions, making re-
quests, maybe prodding a bit. These conver-
sations often consisted of nothing more than
a two-minute encounter in the hallway or on
the phone. The good manager sees opportu-
nity where his lesser counterparts see only
interruptions. Kotter found that his subjects
did not plan their days in great detail; instead
they reacted to events and people.

IS RESEARCH left the Harvard profes-

sor with some rather unconventional
views on how to manage time, “The two big-
gest tools,” he says, “are a good agenda—a
clear notion of what the hell you're trying to
do, not just today, but tomorrow, next
month, next year, and how they all tie togeth-
er—and a good network of relationships with
the resources you need to implement that
agenda.” A list, he stresses, is not an agenda.
“When you say, 'Make a list'—boom, you're
bringing it down to the mechanistic.” That's
not the way these guys do it. An agenda, ac-
cording to Kotter, is “more like a big, com-
plex map, constructed over time."”

Even if you are a rabid proponent of what
is currently called management by wander-
ing around—get out of your office, chat up
the troops, listen, learn, and inspire (no, no,
not your Patton imitation; your Omar Brad-
ley)—there will probably come a day when
vou have to schedule a meeting or two. The
secret here, savvy time managers say, is not
to book too many on any given day. James
Treybig of Tandem Computers is about as
accessible a chief executive as you'll find—
he usually has an open door and he keeps a
calendar outside it that any employee can use
to sign up for an appointment, He also goes
home around six most nights, he says, taking
no work with him. The key is maintaining a
healthy amount of what Treybig calls, a little
redundantly, “disposable free time.” By
booking only half the day with appointments,
he leaves time for lots of interruptions and
spur-of-the-moment meetings.

In avoiding overbooking, it helps to sched-
ule as far in advance as possible those meet-
ings you know you're going to have to have
next quarter or even next year. James Tap-

The good
manager sees
4 opportunity
where his
lesser
counterparts
see only
interruptions.

pan, a group vice president of General
Foods, plans all major events six to 12
months in advance. Tappan also always
keeps about him a file with a list of all meet-
ings for the next day, a schedule of all trips
and appointments for the next two months, a
schedule of the locations of all major events
he’ll attend in the next 12 months, a six-
week schedule of staff activites, and a
six-week schedule of what the other mem-
bers of the company’s operating committee
will be doing. Mr. Tappan does not, as they
say, mess around. He reports rhat he has
plenty of time for unplanned interaction.

There are a few other tactics that a manag-
er who values his interactive time can em-
ploy. Get help sorting out that atavism of the
computer age, paperwork. John Mowrey of
American Motors has his secretary do the
triage for him, consigning anything that
comes in to one of five folders—red for
“hot," to be read immediately; orange for
material that needs his attention today; yel-
low for what has to be read this week; white
for weekend reading; and black for docu-
ments requiring his signature. If you discov-
er you still need a little time for that seem-
ingly precluded diversion, thinking quietly to
yourself, try sneaking in early, before any-
one else is ready to interact.

The co-worker who will really drive you
crazy with his interactive demands—and
most upset your management of time—is
the workaholic, particularly if he or she s
your boss. Blessedly, true workaholics, the
kind who put in 70 hours or more and like
it—however secretly—are rare.

Academics and psychologists offer this ad-
vice for dealing with a workaholic boss: As
soon as it becomes apparent that he's going
to routinely keep you there until 10 or 11 at
night, go to the misguided soul. Tactfully ex-
plain that his ways are not yours, that you
value your personal life and can get your

work done before the sun goes down. The
problem with this advice: [t assumes that the
workaholic doesn't necessarily want you to
grind away the same way he does and, in-
deed, workaholics sometimes say as much.

Don't believe it. While in the abstract he
may applaud the value you attach to your life
outside the office, what he in fact values is
the work that’s getting done. [t is, after all,
what he has chosen to give the bulk of his
time to. H. Michael Hayes, a professor of
business at the University of Colorado at
Denver, admits that he was a workaholic in
the years he spent in the employ of General
Electric. Did it bother him when his subordi-
nates failed to put in the same long hours
that he did? “Yes," he confesses. “I'd think,
‘What's the matter? They're not interested
in the job?" "

Real live managers understand this. Their
advice—the correct advice—is to decide
whether what you'll get out of slaving away
can possibly be worth it and, if it can't, to
dust off your résumé.

F THE WORKAHOLIC is your subordi-

nate, your alternatives are easier. At the
magnanimous extreme, vou may dispatch
him on a mandatory vacation, as Treybig of
Tandem savs he might do. At the other ex-
treme, you may have to think seniously about
firing him, particularly if he has subordinates
of his own. Sure, sure, he really tumns the
stuff out, but he may also keep everybody
else—including you—from effectively man-
aging time. The collective misery may not be
worth his output. Philemon Marcoux is chair-
man of AWI, a start-up electronics company
in Silicon Valley. Contrary to what you might
expect at an entrepreneurial venture, he re-
ports that he has no workaholics working for
him and doesn't want any. “[t's not heaithy,”
he says.

What the workaholic has forgotten, and
the would-be manager of time should always
keep in mind, is what one might be doing out-
side the office. Possibilities include walking
out in the weather of sunlit days and storm;
watching the seasons change; seeing chil-
dren grow and maybe even helping the proc-
ess along; talking in candlelight, perhaps
over a meal, with attractive persons, possi-
bly including one’s spouse; and being there
to solace a troubled friend, or child, or aging
parent, If vou consistently choose work over
these alternatives, then you really do have a
problem managing time. a
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Tandem Computers, Inc. has announced the addition of word processing
capability for its Nonstop distributed processing superminicomputer systems.

T-Text, an option for Tandem's 6530 terminals, consists of special editin
b} )

keys, a8 word processing controller board for the terminal and host software. It

reportedly eliminates the need to learn complicated sequences of control

- characters. T-Text enables users to create, edit and print documents by pressing

editing, function and object selection keys, the vendor said.

Documents created using T-Text can be distributed via the vendor's electronic
mail to any combination of users, either locally or through 2 worldwide network,

the vengor said.

T-Text 1s said to provide menus for creating, formatting and printing
documents, or for listing documents and printing status. Other menus enable
users to set edit and print profiles to an automatic default.

The T-Text terminzl {s available factory-installed or as a field upgrade.
terminal package, factory-installed, is priced at $400. Pricing for host
software is $1,000 per processor for 3 one-time license fee.

Tandem Computers, 19333 Vallco Pkwy., Cuperting, Calif. 95014.
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Zitel, Tandem Out-of-Court Settlement

SAN JOSE, Calif. — Zitel Corp. here and Tandem Computers,
In(l?..fCupertino. Calif., said last week they have reached an

of the settlement, or whether any systems over the Tandem-compatible
payments are involved. The dgree-  boards because they were ‘‘not as
ment ended over a Year of litigation. attractive in terms of the long-term
Robert Pape. vice-president of Strategy,” Mr. Pape said.
finance at Zitel, 3 maker of memory He noted Zitel has purchased the
boards and other board-leve] pro- NEMS 1o the Motorola Series 3000
ducts, said the settlement immediate-  (Zitel's Systems 93 and 94) and to the
ly dismisses Tandem's trade secrets  Intel Series 90, another mass nemory
lawsuit and Zitel's counterclaim of  S¥Stem. He reported that during fiscal
restraint of trade against the main-  1983. which ended last September,
frame manufacturer. Zitel received from the sale of
¢ Tandem-compatible boards about
Nelther party admitted any wrong- $612.000, less than 8 per cent of the
doing.”" Mr. Pape said. company’s $11 million in total sajes
Trade officials declined lurther last year,
comment. Cable Data, which reached a mutual
Tandem'’s original complaint, which ~ 28reement with Tandem in court 2
was filed in April, 1983, charged Zite] Tonths 1 ey sued for its purchase
and Cable Data, z Sacramento pro-
ducer of on-line processing systems
for cable television networks, with
misappropriating trade secrets.
Several months later Zitel filed a
counterclaim accusing Tandem of
restraint of trade, in part relating to

its maintenance policies, which
limited its support to those customers

who bought both the memory boards

and mainframe from the Cupertino “ G

company, according to Mr. Pape.

He said Zitel had marketed '
Since 1982 to OEM suppliers of

Tandem-compatible memory boards

memory-intensive applications and
special-purpose computer systems.
The San Jose-based firm, however,
last October terminated that product
line. The company still provides sup-
port for the existing product base, Mr,
Pape added.

Zitel chose other mass memory

e N M 3
Ned™  Tandem Adds Upgrade to Line
< I5 CUPERTINO, Calif. _ Tandem In addition, USETs must pay a one-time
Dh l‘i Computers, Inc., has added a word software licensing fee of $1.000 per
){4 processing software hardware up- NonStop processor. Tandem said it

b\"‘ grade for its Non-Stop computer Jine. will start shipping the upgrade this
¢ 3 The software/controller boarg com- month. :

bination, called T-Text, was developeq ~ Tandem said the software offers

by Tandem for use on terminals cop. Standard editing funetions and enables

TX syt NO0-SI0p I and Nonsiop, N0nSp system users. 1o gieics

TX -systems, The package lists for t€Xt via jts Transfer/Mail  and

i networking features. T.Text also lets
:loo when Il?staljed on Tandem's 653X users produce letter quality copies of
ne of terminals at the factory, or for documents with Tandem's 5530

$850 when installed as a field upgrade. printer,
i e o T
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06/11 TANDEM COMPUTERS OFFERS

(DJ) ENHANCEMENT TO NONSTOP SYSTEMS

CUPERTINO CALIF -DJ- TANDEM
COMPUTERS INC. ANNOUNCED AN ENHANCEMENT
OF ITS NONSTOP SYSTEMS ENABLING THE
INTEGRATION OF A WORD PROCESSING
CAPABILITY T-TEXT INTO ITS
DISTRIBUTED ON-LINE TRANSACTION
PROCESSING ENVIRONMENT.

T-TEXT AN OPTION FOR TANDEM”S 653X
ERGONOMIC TERMINALS CONSISTS OF
SPECIAL EDITING KEYS A WORD PROCESSING
CONTROLLER BOARD FOR THE TERMINAL AND
HOST SOF TWARE.

FIRST CUSTOMER SHIPMENTS OF T-TEXT
WILL BE JUNE. IT IS AVAILABLE FOR
NONSTOP II AND NONSTOP TXP SYSTEMS.
THE T-TEXT TERMINAL PACKAGE IS
AVAILABLE FACTORY-INSTALLED OR AS A
FIELD UPGRADE.

U.S. PRICING FOR THE TERMINAL
PACKAGE FACTORY INSTALLED IS $400.

N TNDM 01/01 AJ
2/2
U.S. PRICING FOR HOST SOFTWARE IS A
ONE-TIME LICENSE FEE OF $1 000 PER
PROCESSOR.
9 29 AM
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Tandem boss aims to
set up Lloyd’s network

by John Riley

LLOYD’S of London is to de-
velop an extensive data processing
network by 1988 and recenty
hired Tandem Computer’s UK
managing director, Peter Hermon,
10 Set It up.

Hermon has taken over as head
of systems and communications at
Lloyd's, and will develop and
implement Lloyd's computing and
telecommunications strategies.

At the same time, Hermon, who
joined Tandem only a few months

ago, remains a consultant and non-
executive director of that com-

y.
Precise details of Lloyd's new
network are sketchy, bur it will be
integrated into the new Lloyd’s
building, due to open next year.

Tandem jonal director for
North-west Europe and Her-
mon's former boss, John Louth,
refuses to speculate on Tandem’s
chances of landing contracts from
Lloyd's.

“It is not fair to assume a corre-
lation of Tandem's business with
Lloyd's,” he says. “It is premature
to speculate on computer plans.”

Louth, who has taken over Her-
mon's former job in addition to his
European responsibilities, says
Lloyd's contacted him about re-
leasing Hermon and that negoua-
nons were conducted in a “very
professional and gentlemanly”
manner,

In his short time at Tandem
Hermon had made a significant
contribution, says Louth: “He
helped us gear up for the next five
years and set plans in motion. He
has set up a strucrure, with
contacts and by taking on people,
and we will implement his plans.”
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BY WAILTER KIECHEL Il

BEAT THE CLOCK

| half-hours or hours that

Traditional advice on how to manage your time
doesn’t comport with executive reality.

® Treatises on how an executive should
manage his time almost inevitably begin the
same way: with the stern admomtion that
time is the one thing vou can't get more of,
Consider, for example, the first three sen-
tences of Alan Lakein's How to Get Control of
Your Time and Your Life, probably the most
widely circulated guide to the subject: “Time
is life. It is irreversible and irreplaceable. To
waste your time is to waste your life, but to
master your time is to master vour life and
make the most of it.”

Business men and women eat this stuff up.
The hot gospel message raises the prospect
of redemption—you can be saved if vou
learn to plan better, organize better—but
only after it has strummed about every chord
of guilt that can be sounded in anvone even
moderately imbued with the good old Ameri-
can work ethic. Most executives feel they
should be handling their time better. The la-
ment of John Mowrey, American Motors'
vice president in charge of product planning,
is representative: “Time management is
probably fhe major problem in my life.”

The cruel irony is that much of this execu-
tive fretfulness is unwarranted. A lot of the
guilt comes from measuring one's own
seemingly miserable performance against
ideals that, when examined in light of the
best research on how executives actually get
things done, simply don’t hold up.

On its face. nothing in the conventional
wisdom seems particularly exceptionable,
You may know the dril Decide what you
want to accomplish and list what you'll have
to do to reach these goals. Assign priorities
to both goals and activities. Review the rank-
ings constantly, making sure your daily what-
to-do list is in accord with them, and then
work hardest at the A items. Since you can't
possibly get any serious work done in fits
and starts, block out healthy chunks of time
10 single-mindedly address your major proj-
ects. Do everything that you can to avoid be-
Ing interrupted. particularly during those
vou've set aside for
heavy managerial thinking and decision-mak-
ing. Your secretary can intercept telephone
calls; the petty annoyances that they repre-

REstaw AL Tt Nanay | Perry

sent can almost always wait until later.

The only problem with this regimen is that
vou probably have to be what psychologists
call an obsessive-compulsive to keep to it—
in fact, an obsessive-compulsive working on
another planet. A current joke accurately
summarizes the typical experience of an ex-
ecutive trying to live up to such an ideal: he
comes to work with a list of 11 things to
do and goes home with a list of 14, including
the original 11.

In the mid-1960s, certain academics got
the bright idea of looking at how managers in

fact spend their time. Henry Mintzberg, now

a professor at McGill University, did the pio-
neering work. What he discovered in a study
of chief executives of five organizations was
a hyperkinetically far cry from the big-blocks-
of-coollv-deliberative-time model. Perhaps
his most widely pubhczed finding was that
the top dogs spent half their time on activi-
ties to which they devoted less than nine
minutes.

These brief bouts of activity were not pre-
cious moments frittered awav—they were
often the ume when executives accom-
plished the most. The research of Professor
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John Kotter of the Harvard Business School,
summarized in his 1982 book, The General
Managers, explains why, After closely ob-
serving 15 better-than-average general man-
agers in action, Kotter concluded that his
subjects got work done not by giving orders
or churning out reports, but mostly by talk-
ing to people—asking questions, making re-
quests, maybe prodding a bit. These conver-
sations often consisted of nothing more than
a two-minute encounter in the hallway or on
the phone. The good manager sees opportu-
mty where his lesser counterparts see only
interruptions. Kotter found that his subjects
did not plan their days in great detail; instead
they reacted to events and people.

[S RESEARCH left the Harvard profes-

sor with some rather unconventional
views on how to manage time. “The two big-
gest tools,” he says, “are a good agenda—a
clear notion of what the hell you're trying to
do, not just today, but tomorrow, next
month, next year, and how they all tie togeth-
er—and a good network of relationships with
the resources you need to implement that
agenda."” A list, he stresses, is not an agenda.
“When you say, ‘Make a list'—boom, you're
bringing it down to the mechanistic.” That's
not the way these guys do it. An agenda, ac-
cording to Kotter, is “more like a big, com-
plex map, constructed over time,"”

Even if you are a rabid proponent of what
is currently called management by wander-
ing around—get out of your office, chat up
the troops, listen, leamn, and inspire (no, no,
not your Patton imitation; vour Omar Brad-
ley)—there will probably come a day when
you have to schedule a meeting or two. The
secret here, savvy time managers say, is not
to book too many on any given day. James
Treybig of Tandem Computers is about as
accessible a chief executive as you'll find—
he usually has an open door and he keeps a
calendar outside it that any employee can use
to sign up for an appointment. He also goes
home around six most nights, he says, taking
no work with him. The key is maintaining a
healthy amount of what Treybig calls, a little
redundantly, “disposable free time.” By
booking only half the day with appointments,
he leaves time for lots of interruptions and
spur-of-the-moment meetings.

In avoiding overbooking, it helps to sched-
ule as far in advance as possible those meet-
ings you know you're going to have to have
next quarter or even next year, James Tap-

The good

manager sees
% opportunity
where his
lesser
counterparts
see only
_ ' interruptions.

pan, a group vice president of General
Foods, plans all major events six to 12
months in advance. Tappan also always
keeps about him a file with a list of all meet-
ings for the next dav, a schedule of all trips
and appointments for the next two months, a
schedule of the locations of all major events
he'll attend in the next 12 months, a six-
week schedule of staff activities, and a
six-week schedule of what the other mem-
bers of the company’s operating committee
will be doing. Mr. Tappan does not, as they
say, mess around. He reports that he has
plenty of time for unplanned interaction.

There are a few other tactics that a manag-
er who values his interactive time can em-
ploy. Get help sorting out that atavism of the
computer age, paperwork. John Mowrey of
American Motors has his secretary do the
triage for him, consigning anything that
comes in to one of five folders—red for
“hot,” to be read immediately; orange for
material that needs his attention today; yel-
low for what has to be read this week; white
for weekend reading; and black for docu-
ments requiring his signature. If you discov-
er vou still need a little time for that seem-
ingly precluded diversion, thinking quietly to
vourself, try sneaking in early, before any-
one else is ready to interact.

The co-worker who will really drive you
crazy with his interactive demands—and
most upset your management of time—is
the workaholic, particularly if he or she is
your boss. Blessedly, true workaholics, the
kind who put in 70 hours or more and like
it—however secretly—are rare.

Academics and psychologists offer this ad-
vice for dealing with a workaholic boss: As
soon as it becomes apparent that he's going
to routinely keep you there until 10 or 11 at
night, go to the misguided soul. Tactfully ex-
plain that his ways are not yours, that you
value your personal life and can get your

work done before the sun goes down. The
problem with this advice: [t assumes that the
workaholic doesn't necessanly want you to
grind away the same way he does and, in-
deed, workaholics sometimes say as much.

Don't believe it. While in the abstract he
may applaud the value you attach to your life
outside the office, what he in fact values is
the work that’s getting done. It is, after all,
what he has chosen to give the bulk of his
time to. H. Michael Hayes, a professor of
business at the University of Colorado at
Denver, admits that he was a workaholic in
the years he spent in the employ of General
Electric. Did it bother him when his subordi-
nates failed to put in the same long hours
that he did? “Yes,” he confesses, “I'd think,
‘What's the matter? They're not interested
in the job?" "

Real live managers understand this. Their
advice—the correct advice—is to decide
whether what you'll get out of slaving away
can possibly be worth it and, if it can't, to
dust off vour résumé.

F THE WORKAHOLIC is vour subordi-

nate, your alternatives are easier. At the
magnanimous extreme, you may dispatch
him on a mandatory vacation, as Treybig of
Tandem says he might do. At the other ex-
treme, you may have to think seriously about
firing him, particularly if he has subordinates
of his own. Sure, sure, he really turns the
stuff out, but he may also keep everybody
else—including you—from effectively man-
aging time. The collective misery may not be
worth his output. Philemon Marcoux is chair-
man of AWI, a start-up electronics company
in Silicon Valley. Contrary to what you might
expect at an entrepreneurial venture, he re-
ports that he has no workaholics working for
him and doesn’t want any. “It's not healthy,”
he says.

What the workaholic has forgotten, and
the would-be manager of time should always
keep in mind, is what one might be doing out-
side the office. Possibilities include walking
out in the weather of sunlit days and storm;
watching the seasons change; seeing chil-
dren grow and maybe even helping the proc-
ess along; talking in candlelight, perhaps
over a meal, with attractive persons, possi-
bly including one's spouse; and being there
to solace a troubled friend, or child, or aging
parent. If you consistently choose work over
these alternatives, then you really do have a
problem managing time. a
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Sys. 6es;gn;m
In Tandem Pack

LONDON (FNS) — Systems De-
signers Ltd. (SDL). of Fleet,
Hampshire, has signed an agreement
with Tandem Computers for SDL ap-
plications packages and customer
specific services for Tandem Non-
Stop systems.

The company said it also is nego-
tiating with Information i
Corp. of Dallas to obtain exclusive
European rights to market the finan-
c{;é software packages produced by
IPC.

"The agreements will consolidate
our position in established markel
areas and greatly help our drive into

l:ismsmumsmmmm'-wm
of Tandem hardware in the UK.
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Treatises on how an executive should manage his time almost inevitably begin
the same way: with the stern admonition that time is the one thing you can't get
more of. Consider, for example, the first three sentences of Alan Lakein's How
to Get Control of Your Time and Your Life, probably the most widely circulated
guide to the subject: "Time 1s life. It is irreversible and irreplaceable. To
waste your time i5 to waste your life, but to master your time is to master your
life and make the most of it."

Business men and women eat this stuff up. The hot gospel message raises the
prospect of redemption -- you can be saved if you learn to plan better, organize
better -- but only after it has strummed about every chord of guilt that can be
sounded in anyone even moderately imbued with the good old American work ethic.
Most executives feel they should be handling their time better. The lament of
John Mowrey, American Motors' vice president in charge of product planning, is
representative: "Time management is probably the major problem in my life."

The cruel irony is that much of this executive fretfulness is unwarranted. A
lot of the guilt comes from measuring one's own seemingly miserable performance
against ideals that, when examined in light of the best research on how
executives actually get things done, simply don't hold up.

On its face, nothing in the conventional wisdom seems particularly
exceptionable. You may know the drill: Decide what you want to accomplish and
A list what you'll have to do to reach these goals. Assign priorities to both

goals and activities. Review the rankings constantly, making sure your daily
whatto-do 1list is in accord with them, and then work hardest at the A items.
Since you can't possibly get any serious work done in fits and starts, block out
healthy chunks of time to single-mindedly address your major projects. Do
everything that you can to avoid being interrupted, particularly during those
half-hours or hours that you've set aside for heavy managerial thinking and
decision-making. Your secretary can intercept telephone calls; the petty
annoyances that they represent can almost always wait until later.

The only problem with this regimen is that you probably have to be what
psychologists call an obsessive-compulsive to keep to it -- in fact, an
obsessive-compulsive working on ajother planet. A current joke accurately
summarizes the typical experience of an executive trying to live up to such an




Services 0! iview . ¥l
PAGE 6

& 1984 Time Inc., Fortune, June 25, 1984

ideal: he comes to work with a list of 11 things to do and goes home with a list
of 14, including the original 11,

In the mid-1960s, certain academics got the bright idea of looking at how
managers in fact speed their time. Henry Mintzberg, now a professor at Mcbill
University, did the pioneering work. What he discovered in a study of chief
executives of five organizations was a hyperkinetically far cry from the
big-blocksof-coolly-deliberative-time model. Perhaps his most widely publicized
finding was that the top dogs spent half their time on activities to which they
devoted less than nine minutes.

These brief bouts of activity were not precious moments frittered away --
they were often the time when executives accomplished the most. The research of
Professor John Kotter of the Harvard Business School, summarized in his 1982
book, The General Managers, explains why. After closely observing 15
better-than-average general managers in action, Kotter concluded that his
subjects got work done not by giving orders or churning out reports, but mostly
by talking to people -- asking questions, making requests, maybe prodding a bit.
These conversations often consisted of nothing more than a two-minute encounter
in the hallway or on the phone. The good manager sees opportunity where his
lesser counterparts see only interruptions. Kotter found that his subjects did
not plan their days in great detail; instead they reacted to events and people.

HIS RESEARCH left the Harvard professor with some rather unconventional views
on how to manage time. “The two biggest tools," he says, “"are a good agenda -- a
clear notion of what the hell you're trying to do, not just today, but tomorrow,
next month, next year, and how they all tie together -- and a good network of
relationships with the resources you need to implement that agenda.”™ A 1list, he
stresses, is not an agenda. "When you say, 'Make a list' -- boom, you're
bringing it down to the mechanistic." That's not the way these guys do it. An
agenda, according to Kotter, is "more like a big, complex map, constructed over
time."

Even if you are a rabid proponent of what is currently called management Dy
wandering around -- get out of your office, chat up the troops, listen, learn,
and inspire (no, no, not your Patton imitation; your Omar Bradley) -- there will
probably come a day when you have to schedule a meeting or two. The secret nhere,
savvy time managers say, is not to book too many on any given day. James Treybig
of Tandem Computers 1is about as accessible a chief executive as you'll find -~
he usually has an open door and he keeps a calendar putside it that any employee
can use to sign up for an appointment. He 3lso goes home around six most nights,
he says, taking no work with him. The key is maintaining a healthy amount of
what Treybig calls, a little redundantly, "disposable free time." By booking
only half the day with appointments, he leaves time for lots of interruptions
and spur-of-the-moment meetings.

In avoiding overbooking, it helps to schedule as far in advance as possible
those meetings you know you're going to have to have next quarter or even next
year. James Tappan, a group vice president of General Foods, plans all major
events six to 12 months in advance. Tappan also always keeps about him a file
with a list of all meetings for the next day, a schedule of all trips and
appointments for the next two months, a schedule of the locations of all major
events he'll attend in the next 12 months, a six-week schedule of staff
activities, and a six-week schedule of what the other members of the company's
operating committee will be doing. Mr. Tappan does not, as they say, mess
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around. He reports that he has plenty of time for unplanned interaction.

There are a few other tactics that a manager who values his interactive time
can employ. Get help sorting out that atavism of the computer age, paperwork.
John Mowrey of American Motors has his secretary do the triage for him,
consigning anything that comes in to one of five folders -- red for "hot," to be
read immediately; orange for material that needs his attention today; yellow for
what has to be read this week; white for weekend reading; and black for
documents requiring his signature. If you discover you still need a little time
for that seemingly precluded diversion, thinking quietly to yourself, try
sneaking in early, before anyone else is ready to interact.

The co-worker who will really drive you crazy with his interactive demands --

and most upset your management of time -- is the workaholic, particularly if he
or she is your boss. Blessedly, true workaholics, the kind who put in 70 hours
or more and like it -- however secretly -- are rare.

Academics and psychologists offer this advice for dealing with 3 workaholic
boss: As soon as it becomes apparent that he's going to routinely keep you there
until 10 or 11 at night, go to the misguided soul. Tactfully explain that his
ways are not yours, that you value your personal life and can get your work done
before the sun goes down. The problem with this advice: It assumes that the
workaholic doesn't necessarily want you to grind away the same way he does and,
indeed, workaholics sometimes say as much.

Don't believe it. While in the abstract he may applaud the value you attach
to your life outside the office, what he in fact values is the work that's
getting done. It is, after all, what he has chosen to give the bulk of his time
to. H. Michael Hayes, a professor of business at the University of Colorado at
Denver, admits that he was 3 workaholic in the years he spent in the employ of
General Electric. Did it bother him when his subordinates failed to put in the
same long hours that he did? "Yes," he confesses. "I'd think, 'What's the
matter? They're not interested in the job?' "

Real live managers understand this. Their advice -- the correct advice -- 15
to decide whether what you'll get out of slaving away can possibly be worth it
and, if it can't, to dust off your resume.

IF THE WORKAHOLIC is your subordinate, your alternatives are easier. At the
magnanimous extreme, you may dispatch him on a mandatory vacation, as Treybig of
Tandem says he might do. At the other extreme, you may have to think seriously
about firing him, particularly if he has subordinates of his own. Sure, sure, he
really turns the stuff out, but he may also keep everybody else -- including you
-- from effectively managing time. The collective misery may not be worth his
output. Philemon Marcoux is chairman of AWI, a start-up electronics company in
Silicon Valley. Contrary to what you might expect at an entrepreneurial venture,
he reports that he has no workaholics working for him and doesn't want any.
"It's not healthy," he says.

What the workaholic has forgotten, and the would-be manager of time should
always keep in mind, is what one might be doing outside the office.
Possibilities include walking out in the weather of sunlit days and storm;
watching the seasons change; seeing children grow and maybe even helping the
process along; talking in candlelight, perhaps over a meal, with attractive
persons, possibly including one's spouse; and being there to solace a troubled

LEXIS NEXIS LEXIS NEXIS




e

Services of Mead Data Central
L J
PAGE 8

& 1984 Time Inc., Fortune, June 25, 1984
friend, or child, Or aging parent. If you consistently choose work over these
alternatives, then you really 0O have a problem managing time.

GRAPHIC: Illustrations 1 and 2, nO caption, ILLUSTRATIONS BY MARC ROSENTHAL
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DOW JONES STOCK QUOTE REPORTER SERVICE.
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06/12 TANDEM COMPUTERS - ZITEL CORP
(DJ) SETTLE LITIGATION
SAN JOSE CALIF -DJ- TANDEM
COMPUTERS INC. AND ZITEL CORP. SAID ALL
LEGAL ACTIONS BETWEEN THEM HAVE BEEN
SETTLED BY MUTUAL DISMISSALS.
DETAILS OF THE SETTLEMENT WERE NOT
MADE AVAILABLE.
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CUPERTINO CALIF -DJ- TANDEM
COMPUTERS INC. ANNOUNCED AN ENHANCEMENT
OF ITS NONSTOP SYSTEMS ENABLING THE
INTEGRATION OF A WORD PROCESSING
CAPABILITY T-TEXT INTO ITS
DISTRIBUTED ON-LINE TRANSACTION
PROCESSING ENVIRONMENT.

T-TEXT AN OPTION FOR TANDEM”S 653X
ERGONOMIC TERMINALS CONSISTS OF
SPECIAL EDITING KEYS A WORD PROCESSING
CONTROLLER BOARD FOR THE TERMINAL AND
HOST SOF TWARE.

FIRST CUSTOMER SHIPMENTS OF T-TEXT
WILL BE JUNE. IT IS AVAILABLE FOR
NONSTOP II AND NONSTOP TXP SYSTEMS.
THE T-TEXT TERMINAL PACKAGE IS
AVAILABLE FACTORY-INSTALLED OR AS A
FIELD UPGRADE.

U.S. PRICING FOR THE TERMINAL
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U.S. PRICING FOR HOST SOFTWARE IS A
ONE-TIME LICENSE FEE OF $1 000 PER
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