TIME ROBBERS EXERCISE
I use a Time Robbers exercise that asks delegates to identify their time thieves, whether they are Self Imposed (S.I.) or Imposed by Others (I.B.O.) and the reason for the time robber. It's really important to identify the reason, so we get a solution that fits e.g. someone plagued by interruptions during the working day could be from casual visitors at the work station or it could be because the office is noisy with team members having loud conversations across desks.
I ask the delegates to record their time robbers on laminated 'brick like' cards (see end of this document for a template) and build a 'Time Robber brick wall' by blu-tacking to wall (you can end up with up to 30 'bricks' from a group of 6 or 7 delegates - most bizarre time thief I've ever come across are 'Hangovers' and ‘Facebook’!).
After some theory, we go back to the bricks and ask delegates to choose the ones they want solutions for. Delegates work in small groups completing flipcharts of solutions (encourage them to discuss detail e.g. if you need to get a message across to someone who wastes time for you, then what words would you use?; if it's interruptions at the desk, what body language would you use?; if you need to influence the boss, exactly how would you do that? etc).
Once flips are done, I ask groups to visit flipcharts and critique other groups' work with a flipchart pen, then we discuss. 

Finally, post workshop, we type up the flips and send them back to delegates, to feed into their action plans (please see following pages for a template and completed solutions for a workshop I ran a few years ago). 
The exercise is visual, gets people on their feet, and discussions can be become very lively when people start challlenging suggested solutions.
TIME ROBBERS at Work and What We Can Do About Them 

Introduction

The Time Management workshop includes a range of tips, tactics and processes to help manage time. The ‘Time Robbers’ Exercise looks at the typical time thieves at work and the solutions that could reduce or eliminate the robber. Feedback from delegates is detailed below.

We hope you find this helpful in setting an action plan of change as a result of the workshop.

Possible Solutions

Where time robbers are common to other organisations, feedback has been merged with comments from delegates who have also tackled this exercise on past courses.

S.I. = Self Imposed

I.B.O. = Imposed By Others

	Time Robber
	Cause
	S.I. / I.B.O.
	Possible Solutions

	Colleagues not doing their share of work
	Unfair work allocation

Peaks and troughs
	I.B.O.
	· Regular team/manager workload reviews

· Discussion amongst peer groups. Responsibility to each other to pull weight

· Tell people the effect of this  - have actual examples of where you see it as unfair

· Sharing information on schedules, busy times and spare capacity

· Working as group not individuals

· Give team awards and encourage accountability

· Encourage ‘mini secondments’ for team members to work alongside each other for multi-skilling

· Have a regular slot during team meetings for discussion around how we work together – the goods and the not-so-goods




	Time Robber
	Cause
	S.I. / I.B.O.
	Possible Solutions

	Interruptions
	Helping others (knowledge sharing)
	I.B.O. / S.I.
	· Ensure full training throughout teams – encourage manager to set up a ‘coaching plan’ for multi-skilling across the department – say a hour per week

· Fully documented processes and knowledge bases (e.g. FAQ’s/ procedures issued on email / held on internet/intranet)

· Identify knowledge gaps at appraisal time

· At recruitment, peer involvement in creating job specs

· Keep interruption to a minimum – avoid eye contact; don’t prolong the conversation with minor details

· Tell people the effect of their behaviour

· Assess interruption there and then – say “I can give you 5 minutes now or perhaps we can meet later?”

· Use appropriate body language e.g. no eye contact, stand up (it lets them know that you want to be quick about the interruption), look at screen/documents to indicate you’re busy, move any empty chairs away from desk (it’s not an invite to sit down and get comfortable)



	Constant revisions of brief
	
	I.B.O.
	· Tighter brief – ensure team queries the brief

· Keep decision makers to a minimum

· Final signed off copy only for brief

· Educate the client

· Impose higher charges for charges

· Only produce work required

· Impose maximum number of revision stages and deadlines for each. Be assertive when it is challenged

· Insist on full proof read 

· Use change control process which has penalties regarding delivery of final product




	Time Robber
	Cause
	S.I. / I.B.O.
	Possible Solutions

	Reports
	Produced for no (understandable) reason – take ages to produce!
	
	· Challenge assertively: Are they necessary? – better planning

· Ask for benefits

· If needed, is there a better way? Offer a solution

· Check all information is correct before compiling

· Get training on software which produces report. Make a list of aspects of the software you are not sure about, then secure some time with an expert to help you

· Produce summary bullets

· Are deadlines realistic? – review with person asking for report

· Question whether you need to contribute

· Share workload: delegate



	Repetition
	Re-hashing the same advice more than once
	I.B.O.
	· If lack of training then re-evaluate content / hold refresher courses

· Check availability of information – make sure it’s widely available (intranet?) and known about

· Challenge the enquiry – perhaps direct them to the information source rather than have to waste time explaining

· Encourage individual to ask other members of the team for advice and to increase confidence in own ability and decisions

· Have designated ‘knowledge experts’ within the team

· Let individual know it’s ok to make mistakes (as long as they learn from them) and ok to try out new ways where appropriate



	Doing favours for people
	Can’t say no (eager to please; assertive and passive; habit forming)
	S.I.
	· Be more assertive and self aware – use step 1 (e.g. “I’d love to help however; I can see you’re busy however…) but then clearly state your situation. Try to offer something e.g. I could do it for you at the end of the week; Have you tried Jo, she’s good at that)

· Positive delegation – offer another solution

· Favour for favour = balance

· Define reason for favour

· Don’t beat yourself up because you can’t help – you are only human and have a difficult day job to do too




Other Popular Time Robbers
	Time Robber
	Cause
	S.I. / I.B.O.
	Possible Solutions

	Meetings which don’t start on time
	Bad time keeping of colleagues - Having to wait before starting a meeting
	I.B.O.
	· Start without them

· Set a finish time beforehand, and stick to it

· If very late, call them to rearrange

· Make them wait

· Stress beforehand that timekeeping will be tight

· Stress ground rules – starting promptly

· Agenda to be sent out prior to meeting with key objectives and what is to be achieved – and start time emphasised

· Ring the characters up 10 minutes before start of meeting to remind them

· Say to chairperson: “Would it be a good idea if we started on time otherwise it wastes all of our time

· Explain impact of being late to the colleague: ‘I appreciate you’re under pressure Joanne, however it’s disruptive to everyone else if you’re frequently late to my meeting. What do you think?’

· Take some ‘reading’ work in with you – the waiting time then becomes more productive

· Is there a better time to run meeting that ensures people can attend on time?



	Perfectionism
	Taking too long to complete tasks
	S.I.
	· Better planning (Look at problem; how can it be achieved?; Action; Review)

· Prioritise so that spend more time on tasks that are highly important

· Only produce work that is required

· Talk to boss about the exact standards required and why

· Set yourself a target time to complete and stick to it

· Reward yourself if you hit the time target (e.g. a coffee; bar of chocolate)




	Time Robber
	Cause
	S.I. / I.B.O.
	Possible Solutions

	Stress Busting  -tips and techniques to reduce stress in job
	Mismatch between Amount of work and ability to cope with level of stress 
	S.I. / I.B.O.
	· While driving ion, relax, don’t think about work

· Take your breaks (and get out of the immediate work environment to take them)

· Attempt to have different tasks during day to keep variety/remain alert

· Avoid dehydration

· If you feel you are getting angry or frustrated, get up and go away for a while if you can

· Take your lunch break away from desk – go for a walk

· Go home on time  -accept that you can’t be perfect and achieve all of own personal standards

· Take a deep breath – don’t forget to breath out!

· Allow a few minutes to gossip

· Imagine the stress creator in just their socks! (grim but fun)

· Think of the worst thing that can happen if a piece of work doesn’t get done – it’s not that bad!

·  Be assertive in your communication – talk about how you’re feeling to trusted colleagues – ‘a problem aired is a problem shared’

· Accept that there are some things that you can’t change



	Butterfly Jobs
	Lack of prioritisation
	S.I.
	· Up to date job description – understand what makes you effective in the boss’s eyes

· Create daily task list to prioritise – get into habit of re-checking list at same time every day

· Understand your current workload

· Be prepared to say no, and say it assertively

· Take regular ‘time out’ breaks

· Allocate specific ‘time out’ breaks

· Allocate specific time for a job and stick to it

· Reward yourself for achieving task e.g. choc bar

· Divert phone and minimise disruptions

· Go to a different office to work at times

 








www.abctrainingsolutions.biz – loads of course materials to download


