Stress Reduction Strategies

We are going to go over a couple strategies that, if reasonably mastered, can reduce stress in your management careers: time management and delegation.

Time Management

Take a couple minutes and re-read the section on time management in your text.

Procrastination

Time management is pretty closely tied to procrastination. Many of us have a tendency to put off what we don't want to do. The problem with putting things off is that we still have to do them, and all the time spent procrastinating, the odious task is still hanging over our heads being worrisome and creating stress. We are less able to enjoy the activities we do in the meantime because we feel guilt and dread over not having done the thing we didn't want to do. It’s like putting off a trip to the dentist because you know he or she is going to pull your wisdom teeth. You can’t enjoy the time because those wisdom teeth are growing into your jawbones. It’s best just to deal with it and move on.

There are very few people who are naturally eager to do things they don't like. Those that seem to just jump in and get something done don't necessarily enjoy doing it. But they do it, and then they can play without guilt and worry. They treat themselves better than those of us who try to play first and then play catch-up. 

Can you remember a parent telling you to “do your chores and then you can go out and play”? It's the same now. Only we have to be our own taskmaster and force ourselves to do our work first. That is called discipline. Most of us are not naturally disciplined. Discipline is practiced until it becomes stronger and easier. Each time we do what we are supposed to do NOW, it feels good when we accomplish something, and it gets easier to force ourselves to do what we are supposed to do the next time. Pretty soon it becomes a habit - - that is, a habit to force ourselves to do what we are supposed to do first. The choice is whether or not to force ourselves. If we don't, we are more stressed and the quality of our lives is not as high as it could be. It's the getting started that is usually the hardest part. Once started, a momentum usually gets going which helps us to continue. 

It is not wrong to take time off and put work aside. We just need to make sure we are not putting work aside too much and allowing ourselves to be hurt by our own procrastination. This is something we have control over. We can choose to not procrastinate. It takes an effort, but the effort is well worth the sense of accomplishment and the guilt-free playtime that follows.
Time Mgmt. Activity 

I would like you to take a few minutes and make a list of your priorities as of this week and for the entire semester. Put them in order of importance. You might have things on your list like studying for a test, writing a paper, organizing an event for a club, working out, spending time with a significant other, and so forth. You will not be sharing this list with me or your classmates so make it real. 

Will your current priorities help you to meet your semester-long priorities? What is the single most important thing in your life? Is it on your priority list? Are you satisfied with your progress for meeting priorities? Jot down the deadlines for each of the priorities. Also, jot down the actual amount of time each of the priorities will probably take to meet. Do you have time to meet all your priorities? Are there any priorities that should have been on your list? Are there any priorities that should not be on your list? Make any adjustments to your priority lists that will make them more realistic. 

I want you to keep a time log of everything you do and how much time you spend at each activity for the next 72 hours. Keep a notepad with you at all times and jot down exactly what you are doing and the time. Be extremely specific. At the end of the 3 days, you will put all the activities into categories, like eating, sleeping, watching TV, writing a paper, spending time with a good friend, etc., and put the total amount of time spent on each of the activities. You will then compare the activities you spent time on with the activities on your priority list. Are they the same? And which activities did you spend the most time on? Does the amount of time you spent on each activity match up with the priority you gave the item on your priority list? Did you spend time on activities that weren't on your priority list? Did you waste time? 

Reevaluate your priority list. Make any adjustments that make it more realistic and then put together a schedule of how you will spend your time that is in line with your priorities. Balance in our lives in a necessity, so be sure to schedule time for fun and relaxation. 

Follow your new schedule for the next 72 hours and then analyze how it felt and how well it worked. Was it difficult to follow? Were you able to successfully follow it? Does it need any adjustments? 

We do not necessarily have to walk around with written schedules, but most of us have so much to do and limited amounts of time to do it in. If we waste time on things that are not priorities, we will find ourselves unnecessarily stressed and our lives unnecessarily painful.

Delegation
Sometimes our responsibilities are impossible to meet because there isn't enough time, yet they still have to be met. That's where delegation can come in. We can assign the responsibility to someone else! Of course, we have to make sure it's appropriate to hand off the responsibility, and we also must make sure the person has the capability, time, training, and authority to successfully meet the responsibility. I would like you to take a couple minutes and reread the section on delegation in your text.
Delegation Review
Delegation:  The process of assigning responsibility and authority to employees to accomplish an 
objective.

Benefits of Delegation:

More Time and Less Stress


Develops Employees' Capabilities

Demonstrates Trust and Confidence

Obstacles to Delegation:

I can do it better and faster mindset


Don't trust employees to be able to do it

Fear they may be able to do it better


Some employees may not want additional responsibilities

Priority Determination Questions:

Do I personally need to be involved?


Is the task my responsibility?


Will the task affect my department?


Is quick action needed? 

Steps in Delegation:

1.
Tell why the task is important


2.
Define results wanted


3.
Define authority


4.
Agree on deadline


5.
Ask for feedback


6.
Set up controls

We cannot do everything ourselves. Management has evolved over the past couple decades to a form of Leadership where we allow our employees to take on more responsibility. Our role is to enable employees to be successful at what they do. Allowing and preparing our employees to take on more responsibility enhances their capabilities. Their jobs become more meaningful and they often feel more appreciated and necessary. And, of course, delegation gives us more time for things that need our personal attention.  

We may not want to delegate some tasks because we think we can do them better and faster, and showing someone else takes time. How often have we heard others or ourselves say, "I can do it faster myself"? Taking time to show our employees how to do something, though, relieves us of the responsibility forever after, and shows that we trust our employees. But, perhaps, we don't trust our employees. If that is the case, why did we hire them? Or, if we didn't hire them, is there anything we can do to help them become more trustworthy or competent?

Some managers are threatened by the good work of their employees. Rather than enable employees to do their best work, some managers actually are jealous and fear their employees' success. Their fear fosters mediocrity. You remember from Chapter One, Lau Tzo said that the best leaders are those whose existence is barely known to those he/she leads. He/she acts without unnecessary speech, so that the people say, "It happened of its own accord". 

Some of our employees may be afraid of failing if given additional responsibilities. If they are incapable of what we are delegating, we must, of course, not delegate the task to such employees. If, however, the employee is capable, but fearful, we can give the employee training to assure that he or she feels confident when performing the task. And we make sure that other employees know that this individual is now responsible for the task and that they are to be cooperative. 

Not everyone is eager to take on more responsibility. Those who are should be given it along with the tools to be able to do it successfully. Others are just happy plugging along at their jobs and might resent more work without some type of incentive.

Once we decide to delegate, we have to look at our to-do list to determine levels of priority and which items can be delegated. We can do this by questioning each item with:

1.
Do I personally need to be involved with this task because of my unique knowledge or skills? (Yes or no)

2.
Is the task within my area of responsibility, or will it affect the performance or 
finances of my department? (Yes or no)

3.
When is the deadline? Is quick action needed? (Yes or no)

We can delegate those items that do NOT need our personal attention. We, of course, must have someone to delegate to. This person must have both the time and capability to do the task. "Yes" to all three of the questions means that the task is of highest priority and we had better get on it right away. If the task doesn't really affect our department or the deadline is way off in the future, the priority is low and we would be better off spending our time on higher priority tasks.

Delegation Activity

Here's a worksheet to help us decide which activities on our to-do list can be delegated and to determine the priority of each. 

Delegation/Priority Worksheet

TO-DO LIST








#1
     #2           #3


	Delegate only if the answer to question #1 is NO.

High Priority:       Yes Yes Yes

Medium Priority: Yes Yes  No  or  Yes No Yes

Low Priority:        Yes  No  No
	Involvement Needed?
	Responsibility?

Performance?

Finances?


	Quick Action Deadline?
	Priority

	Activity  (List your activates and answer Yes or No to   

                Questions 1, 2, & 3 for each activity.)
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	

	
	
	
	
	


We list everything we have to do and then for each item on the list, we write in Yes or No for each of the questions: Is our involvement necessary? Is it our responsibility or will it affect our department? Is quick action necessary?

Now, I would like you to transfer your time management adjusted priority list - - or write all the things you have to do on the form in the spaces provided. Go through each of the items and ask the three questions for each. Any that you answered "No" to question #1 - - No personal involvement necessary - - please jot down who the item may be delegated to if possible.
Steps in Delegation
Once we decide it is appropriate to delegate a task and find a person capable and willing to take responsibility for the task, we must take the following steps to ensure the task is completed successfully.
1.
Tell why the task is important

2.
Define results wanted

3.
Define authority

4.
Agree on deadline

5.
Ask for feedback

6.
Set up controls

Adults need to know why something is important or they will not do it. We need to tell them what we want them to do, show them how to do it, let them practice it or explain it back to us, so that we can make sure they really know how to do what we want them to do. We set and agree on a deadline for when the task is to be completed. We make sure that any employee who is affected by the task understands that the person we have delegated the task to has the authority, and that they need to be cooperative. 

Even though we delegate a task to an employee, we, as management, are still responsible for the task being completed correctly and on time. To assure this, we set up controls where we check that it is being done as it is supposed to be done. Employees who are less capable need to be checked on more frequently. We help them to succeed. Practice and success builds confidence.

We can delegate in our personal lives too. You made lists of your priorities for the Time Management exercise. Obviously we can't delegate studying or writing papers, but we can delegate some things that don't really need our personal touch. If we are supposed to take a dish to a party, we can get some kind of takeout food instead of preparing it ourselves. If we want it to look more personal, we can take it out of the container and put it on one of our nice serving dishes. When we're in management we can hire people to clean our houses, do our laundry, or do our yard work. That's delegation.

