S “Will teach you how to spend all your time more
ctively, and will deliv toth bottom line for you and your
cmpayMa ge yl lh ld adit”

e One Minute Manage

T
Organized
EX@@@KE Ve

NEW WAYS
TO MANAGE TIME,
. PAPER,AND
y - PEOPLE

tephanie Winston

‘Author of the national bestseller,

| ﬂ;.;,:;.lGettmg Organized




BOTH BUSINESS LEADERS AND THE PRESS PRAISE
THE ORGANIZED EXECUTIVE

“Practical and wise...immensely valuable to all those who wish to
achieve maximum efficiency and creativity in their work.”
—Sarah S. Kovner, chairperson of the
board, First Women’s Bank

“Will double my productiviéy”
~Anthony Nicholas;:vice-president,
Kitibank
“Literally hundreds of idea to’hﬂp people mbusmess
—Allan Ke ,Inc.
and co-author of Corporate Cultures
“My productivity skyrocketed after reading The Organized Execu-
tive”
—Marilyn Machlowitz, Ph.D., management consultant,

lecturer, author

“Strong ideas for plugging costly leaks due to inefficiency.”

—Booklist
“Belongs in all business librariesand on the bookshelves of profes-
sionals in any field.” —Library Journal
“A useful and lasting referencg]l —Success
“Full of good, practical advice.” =—Miami Herald

“Extremely useful...should be read by every manager. It’s the kind
of book you will read and keep forever as a ready reference.”
—Michael LaBoeuf, professor of management,
University of New Orleans and author of
Working Smart: How to Accomplish More
in Halfthe Time



OTHER WARNER BOOKS BY STEPHANIE WINSTON

Getting Organized: The Easy Way to Put Your Life in Order



The
Organized

Executive

A PROGRAM FOR
PRODUCTIVITY:

NEW WAYS TO MANAGE
TIME, PAPER,

AND PEOPLE

Stephanie Winston

O

WARNER BOOKS

A Warner Communications Company



Acknowledgment is due to the following:

Cartoon from The Wall Street Journal (p. 36) reprinted by permission of
Cartoon Features Syndicate; the card “How to Get Ready to Instruct,”
“How to Instruct,” (p. 251) reprinted by permisssion of The Goodyear Tire &
Rubber Company; line drawing of Franklin ACE Computer System by Ian
Colliety (p. 305) reprinted by permission of Borgers Computers.

Warner Books Edition

Copyright © 1983 by Stephanie Winston

All rights reserved. =
This Warner Books edition is published by arrangement with

W.W. Norton & Company, Inc., 500 Fifth Avenue, New York, NY 10110

Warner Books, Inc., 666 Fifth Avenue, New York, NY 10103
0 A Warner Communications Company

Printed in the United States of America
First Warner Books Printing: January 1985
109876543

Library of Congress Cataloging in Publication Data

Winston, Stephanie.
The organized executive.

1. Paperwork (Office practice)—Management.
2. Executives—Time management. 3. Office management.
L Title.
HF554715W56 1985 658.4'093 84-22056
ISBN 0-446-38 384-8 (US.A) (pbk.)
0-446-38 385-X (Canada)(pbk.)

ATTENTION: SCHOOLS AND CORPOR ATIONS

Department, Warner Books, 666 Fifth Avenue, New York, NY 10103.

ARE THERE WARNER BOOKS YOU WANT
BUT CANNOT FIND IN YOUR LOCAL STORES?

our complete catalog of Warner Books.

Warner books are available at quantity discounts with bulk purchase for educational,
business, or sales promotional use. For information, please write to: Special Sales

You can get any Warner Books title in print. Simply send title and retail price, plus 50¢ per
orderand 50¢ per copy to cover mailing and handling costs for each book desired. New
York State and California residents, add applicable sales tax. Enclose check or money
order—no cash, please—to: Warner Books, PO Box 690, New York, NY 10019. Or send for




To my family






Contents

Preface

1 The Organizing Principle

Organizing Audit
Which Reorganizing Program Fits Your Needs?

Part]1 PAPERWORK

2 The Paperwork Crisis:
A Solution in Five Stages

Peter Jenks: A Case Study in Handling Paper

The TRAF Technique

The Daily Routine: With Secretary and Without

Following Up and Following Through

Digging Out From Under

Setting Up Your Office: Tips for Ease of
Performance

Summary: Five Steps to End Paper Build-up

1I

17

23
25

35
36
40
43
48
54

56



8| cCoNTENTS

3 Streamlining Paper: Shortcuts for Overload 61
Reports Overload 62
Forms and Standardization Procedures 67
Time-Saving Tips 74
Reading Expeditiously 76
Summary: Reducing Paper Overload 79

4 The Fine Art of Filing 82
File Logic: The Classification Process 85
Reorganizing a Filing System 91
File Maintenance and Update 99
Special Filing Problems 101
Summary: A Four-Step Filing Program 10§

PartII TIME AND TASK MANAGEMENT

5 Shaping Your Workday: Crisis Management

or Cool Control? 13
What to Do: Identifying Tasks and Priorities 6
When to Do It: Scheduling and Allocating Time 131
Summary: Five Action Steps to Increased

Productivity 136

6 Mastering the Timewasters 138
Anti-Interruption Strategies: Your First Line

of Defense 138
Diagnosing Interruptions: Your Second Line

of Defense 145
Streamlined Meetings 148
On the Road: Business Travel 154

Summary: Charting Timewasters and Solutions 159



9 | Contents

7 Efficiency and Your Work Profile

Procrastination: A Problem/Solution Approach
Finding Your Optimum Work Style

Realizing True Efficiency

Getting the Most from Five Minutes

Summary: What Is Your Personal Work Profile?

Project Management

Project Design and Control: Overview

Project Design and Control: Execution

Specialty Tickler Systems

Summary: The Seven Stages of Project Management

Time Evaluation: From Objective to Reality

Measuring Day-to-Day Mastery: An Eight-Step
Process

Designing a Personal MBO Profile

What Do You Want to Do with Your Life?

Summary: Three Analyses of Productive Time

Part II THE ART OF BEING A BOSS

10 Managing Staff

11

The How-To of Effective Delegation

Taking Aboard New Staff: A Cost/Benefit Formula
Managing Your Boss

Summary: Delegation Checklist

On Secretaries: The “Team of Two”

The Executive Secretary
Sharing a Secretary

164
172
175
178
181

186
187

195
204

205

206
212
223
226

233

235
255
257
259

261

261
275



10 | coNTENTS

12

The Word Processor/Administrative Assistant Option
The Paraprofessional
Without a Secretary: For Freelancers
and Independent Professionals
Summary: A Guide to Boss/Secretary Teamwork

Tools of the Trade: From Calculators
to Computers

Tapes, Telephones, Typewriters, and other Gadgetry
The Electronic Office
Summary: Equipment Rundown

Schedules Appendix

Office Appendix

Office Supplies Checklist
Office Deployment Checklist
Office Products Guide

Bibliography
Index

276
280

281
282

288

289
298
309

311

321

321
323
324

329
335



Preface

This book answers two kinds of questions about getting organ-
ized. The first are nuts-and-bolts questions: How do I take
control of paperwork, manage a hectic schedule, get more
done in less time, set up an effective filing system, delegate
effectively to my staff? What are some innovative ideas for
making the most of available resources? For these purposes,
The Organized Executive is a straightforward reference, a
source of “how to” information.

The second and more fundamental question is, “How can
I conduct my daily professional life so as to achieve maxi-
mum productivity in a way that is consistent with long-term
goals?” While the answer partly involves practicing and
changing habits, the issue is also one of personal values. The
Organized Executive explains why many managers feel out
of control and the basic attitudes contributing to this percep-
tion. Equally important, the book offers new ways to think
about time, paper, and people so that potential productivity
can be translated into a coherent program.

My own experience as director of the firm The Organizing
Principle forms the background for the book. Our diverse
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experience in areas relating to managerial productivity has
made it possible to pinpoint the specific areas in which organ-
izing is crucial, and to recognize the steps toward effective
management in a variety of situations, whether personal or
professional.

In turn, I would welcome planning or organizing counsel
from the experience of my readers. If you will write to me
c¢/o W. W. Norton & Company, Inc., 500 Fifth Avenue, New
York, N.Y. 10110, all correspondence will be read with inter-
est and appreciation.

Many people have cooperated during the process of translat-
ing a collection of ideas into this book. Marnie Winston
Macauley’s incisive review of the first-draft manuscript set
the stage for much of its later development. Norma Fox and
Nancy L. Lane were always ‘“on call” to provide guidance
and criticism. The publication Boardroom Reports was a
fertile source of ideas, and I am grateful to Boardroom’s
publisher, Martin Edelston, for his encouragement and sup-
port.

Special thanks go to other people who were kind enough
to offer advice, comments, or information: to Carlton D.
Burtt of Equitable Life; Peter Jablon of Millimeter magazine;
Martin H. Jaffe; Debra Knight; Nina Liebman; John Mer-
son; Charles J. Moxley, Jr.; Karen Olson; Lewis Wunderlich;
to Dorothy M. Cook of Norton, and to my typist, Jean
Meyer, who expertly translated lines and arrows into clear
copy. A private acknowledgment is offered to family and
close friends for their indulgence and good will during the
writing.

To my editor, Carol Houck Smith, grateful appreciation
as always for patience, a fine eye, a firm hand, and unwaver-
ing faith that it would all come right. My agent, Susan Ann
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Protter, for the second time round, is an ally and friend.
Most particular thanks go to Sharon Morgan, editor/con-
sultant, who blasted out, shaped, organized, rewrote, and
clarified the ideas expressed here, and whose generous contri-
bution enhanced this book in every way. And finally, thanks
to my clients for sharing their questions and concerns with
me. This book is, in large part, the distillation of their experi-
ence.

Stephanie Winston

New York City
August 1983
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