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PROCESSING AND PRODUCING

1. THE DILEMMA

· OH HAPPY DAY

· TWO INFORMATION SOURCES

· MORE, MORE, MORE



· NEVER THE TWAIN SHALL MEET

2. PROCESS AND PRODUCE
· THE BATTLE BETWEEN PROCESSING AND PRODUCING


· HOW TO PROCESS 

· HOW TO PRODUCE 

WHAT YOU WILL LEARN IN THIS CHAPTER

· HOW THE INFORMATION AGE IS CAUSING YOU TO BE UNPRODUCTIVE

· HOW TO TELL THE DIFFERENCE BETWEEN PROCESSING INFORMATION AND PRODUCING WORK

· WHY YOU SHOULDN’T COMBINE PROCESSING INFORMATION WITH PRODUCING WORK

MYTHS OF THE OFFICE

“MULTI-TASKING IS ALWAYS PRODUCTIVE.”

1. THE DILEMMA

OH HAPPY DAY

Another workday. Today will be different though. I will not allow myself to be pulled in a thousand directions, interrupted every eight minutes and forced to leave work again at an ungodly hour, feeling as if I didn’t get anything done. I have finally created some time in my office to work on that important project that I never seem to get to. Finally, some time to myself. 

8:00 a.m. I start working on the stack of papers on my right. 

8:02 a.m. Two minutes go by and the phone rings. I stop working on my project. (Of course I answer the phone, I have to.) Someone wants something so I begin to assemble the information.  

8:10 a.m. Eight minutes later, a co-worker walks in. I stop working on my mail-out from my phone call and start working with my co-worker on a mutual project we both started a week ago. 
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8:20 a.m. Ten minutes later my Vice–President calls. She must see me immediately. I excuse myself and meet with her. 

9:20 a.m. An hour later I am finally back at my now covered desk of scattered files and papers when the phone rings. One of my biggest clients has an emergency so I leave immediately.  

11:20 a.m. Two hours later I am back in my office working on one of the scattered files on my desk. I’m not sure which one.

11.30 a.m. Ten minutes later another worker drops off something. Interrupted again. Finally something fun that won’t take long to do. It is not real important that I do it but hey, I need something fun once in a while. 

The rest of my day continues the same way. I start working on something and I’m pulled off it by an interruption. It’s time to leave. Somehow, I haven’t been able to get back and finish that project. For that matter, I never seem to have anytime to ever work on important things. 

Why does it seem as if you can never complete a task? You start one thing and another interrupts you. Then you start working on that one, get interrupted again and don’t finish it. You no longer dare dream of working on important tasks. You would be overjoyed if you could just finish your tasks.

TWO INFORMATION SOURCES

Years ago there were basically two sources of information in the office: the telephone and paper. If someone called on the phone, they either got you or they didn’t. There wasn’t any voice-mail or call waiting. A simple piece of paper was the other source of information. Things were fairly simple.

Today, think how many sources of information there are in your life; easily over a dozen. I’m talking about all those memos, newsletters, magazines, CDs, e-mails, faxes, beepers beeping, cellular phones ringing, PDAs, car phones, voice mails to check, computer files to look at, over night delivery to your home, contact managers to review and who knows what other technology in the future that will cause even more information sources to drive you nuts. 

The ratio of time we spent on Processing information in the past was fairly low and the time spent Producing work was high. Today our Processing time is rising 
incredibly fast due to the many information sources we must Process information from. The result of spending more time Processing means less time Producing.
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MORE, MORE, MORE

The more technology you have, the more information sources you will have. The more information sources, the more interruptions. The more interruptions, the more time you spend on Processing information. The more Processing time, the less Producing time. The less Producing time, the less you get done. The less you get done, well, you know what happens from here on.

By using more and more technology, we set ourselves up to be constantly interrupted. Each new piece of technology is a separate information source that we need to process information from. This puts us into the Processing mode which means we are not Producing which is how we get results and make money, keep our job and sail into the sunset. Whew.

Here is the flow:

The more technology

(
The more information sources

(
The more Interruptions

(
The more processing time

(
The less producing time

(
Less output

Less output simply means you produce less, which you will hopefully not list under your achievements on your next resume. Less output provides your choice 
of living with the following. Please choose only one work life as more than one may have damaging results to your life and sanity.
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A. A rushed, hurried up, frenzied, got to get it all done but know I can’t get it done, work life. (If you are lucky, you’ll live to 50. If you are over 50, stay close to home.)

B. Complete burn out which allows you to start your new career as a piece of toast. (It’s okay if your father is a baker or candlestick maker.)

C. Longer work hours including weekends. (I vaguely remember my family. Two or three kids weren’t there? A wife too I think.)

D. Getting fired for lack of production. (I like to change jobs every 6 months anyway.)

E. Losing your company. (There goes my life savings!)

Great choices aren’t they. Have a nice work life.

By the way, how is your work life?  Do you run your day or does your day run all over you? Do you feel in control or out of sorts? At the end of the day do you feel as if you really got something of importance done? Or do you feel like most people today: overwhelmed, out of control, too much to do with too little time to do it in, constant interruptions. If you are not in control today, imagine or maybe you would rather not, what your life will look like in the next couple of years when information will be pouring into your life.

NEVER THE TWAIN SHALL MEET

The individuals who will succeed in the Information Age will be those who understand the delicate and subtle relationship between Processing and Producing. Knowing when to process information and when to produce work and never combining the two activities.

Many people combine the two and then wonder why they can’t get anything done. They constantly shift back and forth from Producing to Processing.  It’s like eating steak and potatoes at the same meal and expecting the acids in your stomach to break them both down equally. One is meat needing a certain acid and the other is a starch needing another. So much for the meat and potatoes meal.

2. PROCESS AND PRODUCE

THE BATTLE BETWEEN PROCESSING AND PRODUCING

Let’s look at the two key components that your workday revolves around: Processing and Producing. We Process information and we Produce work. 
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Choose both at the right time and in the correct proportion and your day goes well. Process more than you Produce and your output is lowered considerably. Excessive Processing allows you to spend a lot of time and effort looking at a lot of information but not accomplishing much (Produce). Produce without Processing and you feel anxious about what you haven’t done. Obviously many tasks will slip through the cracks if you are not up with all of them. Recognizing the difference between Processing and Producing, not mixing them and balancing them are the keys to having a successful workday.

1. PROCESS 

What does Process mean?  As I stated we are now in the Information Age. Information enters our lives at dizzying speeds. Processing simply means examining, deciding on, categorizing and prioritizing information. Information from all sources–digital, paper, verbal and any other crazy form that will be possible in the future. Processing allows you to see the big picture, the entire scope, the big show. It puts you in control and allows you to act proactively rather than always having to play catch-up. It can also sink you if you do it too frequently.

Back in the Civil War, armies depended on their cavalry to be their eyes and ears. If the cavalry didn’t scout ahead, the army was at a great disadvantage. Imagine if one side had observation airplanes and had the advantage of seeing for miles around. The war would have been over almost before it had started.

When you have too much to do during the day or you are overwhelmed, what typically is the last thing you do? The thing that is most important to do first, which is Processing information. Going through your In Box, opening your e-mail and listening to your voice mail. Why don’t you do it first? Because you feel as if you don’t have enough time to do it. You already have too much to do. After all, haven’t you been told year after year to produce! 

You are not paid on how much you Process but rather on how much you Produce and that’s where the problem occurs. When you Produce before you Process, you are putting the cart before the horse. It still will work, the horse sometimes can push the cart but generally the cart veers off to the side and the horse doesn’t really much like it. It is a lot easier and quicker with the horse in front pulling. If you don’t believe me ask the horse.

When we are under the gun to get work done especially regarding urgent tasks or tasks on deadlines, we tend not to take the time to Process the information.  Instead we jump right in and start working (Produce). As a result we feel out of control due to the fact that we haven’t processed (Process) the information coming into our life. We don’t know everything that we need to do. The rule is to Process first, then Produce.  
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HOW TO PROCESS (INFORMATION)

Processing

The following are the ways to Process information.

Daily

1. Go through your In Box, voice mail and e-mail 3 X’s a day.

Process all information that comes into your office three times a day regardless of the technology or form it comes in. Open all your e-mails, listen to your voice mail and go through everything in your In Box. Do this first thing in the morning, right after lunch and late afternoon. Why do it three times a day?

1. It allows you to handle urgencies. If something is urgent or time sensitive you have a window of three or four hours to handle it in.


2. It’s easier. The bigger the pile the less you want to do it. Aren’t you more willing to go through two inches of paper a lot quicker than two feet of stacked paper. Some of us have this interesting belief if we don’t do anything, the pile will just go away. Reality dictates the larger the stack the less chance you will go through it.

Weekly

2. Review everything in your Action Categories on your last workday of the week.

Once a week, generally Friday, you need to reacquaint yourself with every task you intend to do by looking at all the tasks you need to do that will be in your Action Categories. Action Categories will be covered in Part 3. Think how you feel when you are left out, when you don’t know what is going on. Most people feel out of control and most people hate that feeling. When you look at all your tasks, it makes you aware which puts you back in control. The key is a shift in your thinking from looking at a day to an entire week. We will go into more detail in a later chapter on both of these.

2. PRODUCE

The second component of your day is to Produce. What is to Produce? Produce simply means to accomplish work or create results, production. That is what you are paid for. Producing is not checking your e-mail or your voice mail. It isn’t answering the phone.  Producing means accomplishing actual work, getting something done.
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HOW TO PRODUCE

You need to work from each of the following three areas every day. Action Categories will be covered in depth. The following is an overview, which will allow you to see the big picture.

1. To Do’s. 

Characteristics: 

· Important.

· Impactful.

· Big return on time spent on it. 

· One task to do. 

· Can be done before it is due. 

· Doing it increases your efficiency.

Most people rarely work on these because they believe they don’t have enough time to do them.

As part of the system you are learning:

Work on your 1-5s, which are made up of your top five To Do As in your Quiet Time (QT) at the same time every day.

2. Tickler. 

Characteristics: 

· Must be and can only be done today.

· Follow-ups. 

· Reminders. 

· Tickets for a certain date. 

· Phone calls to be made on a specific date. 

· Urgencies. 

· Materials for an appointment or meeting on a specific date.

· Items to take with you on your trip on the date you are leaving. 

It is not for what most people use it, putting the task in a few days before it is due.

As part of the system you are learning:

Work on all items in the today’s date folder in your Tickler Action Category.

3. Routine To Do.

Characteristics: 
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· Repetitive tasks done daily, every other day, every couple of days, weekly or monthly.

· Maintenance tasks. 

· Similar tasks that you can batch together. 

Most people hate to do boring, repetitive tasks. Many flit from one to another at an interruption’s notice. Most would rather never do them. Similar tasks in your home life would be getting a good night’s sleep; eating well; exercising, taking out the garbage. You know, those mundane activities you live for, that make your life complete.

As part of the system you are learning:

Look through every folder in your Routine To Do’s. Choose specific folders to work on with at least three tasks in the file so you can mass-produce whatever you are working on.

REMEMBER THESE CONCEPTS
· Process before you Produce.
· The more information sources you have, the more interruptions you will have.
· Your day is broken down into Processing and Producing.
· Processing includes:
· Voice mail, e-mail and in box, 3x’s a day,
· Review all your action categories, 1x a week
· Producing includes:
· Working your Tickler, Routine To Do and To Do Action Categories every day.
THINGS TO AVOID

· Starting on one task, allowing yourself to be interrupted, then working on another.
· Processing and Producing at the same time.
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