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|. Preface

f all the training experiences you have

had, how many have affected 1/3 of

your day, 1/3 of your stress, 1/3 of your
communication?

AST Lean-Bail Management softwand
traininghelps you savabouthalf the time you
spend on amail by applyingLearand other
smartworker processes and techniques to the way
you manage email inMS Outlook.

The ASOutlookaddi n, toget her wi
e-mail management method, will more than double
your effectiveness withreail and drastically

reduce stress.

No userdés guide.

Well, almost. One of the basic tenants of Atrendia
Streaming @chniques (AST) is that one should not
need a manual in order to understand the AST
method. And although we still believe this to be
true, one can not ignore the fact that many of our
clients request such a manual. We have been
reluctant to produce thimanual, choosing instead
to labor intensively in order to make AST simpler,
easier and more intuitive by squeezing the process
into two simple steps; prioritizing and planning.
Andstillour clients want a manual!

And for good reason. AST is not justoatb
understanding how to physically use Outkaoid
other work tools) in a smarter way; it's about
understanding how we processed information in
the past, how we are able to process information
today (especially with the reconfiguration of your
Outlook) and, perhaps most importantly,
understanding our resistance to change.

Love like you've never
Dance like nobody's watching,
Live like its heaven on earth,
Manage your e

Sing like no one's listening,

been hurt,

-malil as if your job depended upon it
- because it often does.

- Twain/Hoffman

So we acquiesce and justify the writing of this
handbookas not just a list of instructions for the
novice user, but also as an opportunity for us to
share more of the philosophy limth AST.

The more sophisticated our probisoiving tools
become, the more practical our work becomes. But
don't worry, were quite a ways off from the day
when we can lean back in our leather recliners and
push a little toggle button to the left or teethight
every so often in order to solve the world's
problems.

Even though AST clears away ambiguity and
crehtes Abtettere ordei & Oyeur life (two major
ingredients in attaining happiness, interestingly
enough), you are still saddled with making dozens
if not hundreds of decisions regardingmail
alone!

Because the first step of AST requires clearing
away unwanted or useless materiugain Lean
Management terms), you are suddenly confronted
with a thick concentrate of issues that you can not
escape fron. Worse, the most importanand
often the most difficult are at the top of the list
(Your high priority items) making it even more
difficult to procrastinate. And while it can be a
comfort to have all your most important actionable
items neatly arraged at the top of your list so
that you don't miss any important matters, it can
also initially feel heavy. In time, however, you will
come to realize that the benefits greatly outweigh
the liabilities.

The great news is that you are now in control.
Even if it does feel heavy and at times impossible,
you can now possibly for the first time get a
clear picture of what you need to do about the
dozens or hundreds of dozens of mails in your
inbox Even better, you can now plan when to do
each action aerding to your priorities and
schedule.



Although AST might initially feel like a home-run
solving all your problems with one swing of the
baseball bat- you will come to find that like all
things of high quality, AST takes time to master.
Understandinghe method is indeed quite easy,
but mastering AST takes time and practice. If you
maintain a steady practice of AST, you will find
that much of what you might have considered to
be extra administrative or planning work (writing
in Next actios and Whenwill develop into your
most important time and streswing tools.

AST is flexible so that you can revert to your old
way if you like. Hopefully you'll see that the
benefits of prioritizing and planning your mail
outweigh the instant gratification yoeceive by

the old hunt and peck method, which easily hides
the wasting of time and energy.

One of the most important features of AST is the
fact that you can, and should, go home from work
everyday with an emptyinbox For some, that
may sound quixotigut the fact is that even for
the most burdened -mail maniacs this is an
achievable pursuit. But first, you need to know
why having an emptynbox at the end of each
day is so important which we'll get to later in this
manual.



A Personal note

| started developing Atrendia Streaming Technique&Sdrin 1998. At that time | was a consultant in the
music industry and had to deal with an impossible amounnafl® contacts, tasks and appointments. In the
music bione has to keep their fingehs as many pots as possible in order to create or find success every
now and then. In order to do this one needs to be either extremely organized or extremelyahatkyost

often it requires both.

Michael Hoffman, CE®@frendia

| struggled with Microsoft Outlook for years befdreame up with a
system that | felt was so good that I, upon the urging of several business
consultants, decided to commercialize it.

Probably the biggest godsend and major contributor to Atrendia's
success is the fact that | am not a software progesipmor do | have
any machinations of becoming on€his has contributed to Atrendia's
success twiold:

1) because | didn't know how to program | didn't invent a new piece of
software that would compe with the Microsoft behemothstead we
created an add-in that simplifies a simple mdiguration and adds a
toolbar.

2) having no other choice but to use Outlook as a framework (I tried
other competing products but found Outlook to be by far the most
superior), | was forced to find simple solutimnghe challenges of

prioritizing and processing my daily workloadot based upon creating a lot of confusing bells and leist
but by making just enouginganicchanges to Outlook to enable me to create an unbeatable solution based

upon solid philosdyical principles.

WARNING: This is our first editiarf this handboak We will continue to improve upon it, bather than

wait for a more polished versieve opted to publiskt with all its holeand blemishes order to meet #

demand of our clients. So we apologize in advancéeobvious errors and lack of clarity in some areas.

At the same time we encourage you, the reader, to take an active part in helping us. Your corrections and
suggestions are always warmly welcomgdimmm . Why dondét most?manual s
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A. What is Atrendia Streaming
Techniques (AST)?

Atrendia Streaming Techniques (AST) was born of
the systematic refinement of task actioning and
prioritization. By analyzing the how, why and
where of conmunications and actioning failures, in
conjunction with studying the texts of various
authors on the subjects of time management and
personal development, we have come to several
fundamental conclusions regarding digital/analog
organizational techniqueélthough one can find
numerous books dealing with the use of Outlook on
a technical level, only recently has the fact that it is
not enough to teach us the nuts and bolts of
Outlook begun to surface in management circles.

The central mission with ASTtasdevelop a
psychological awareness of our motivational
needs; turning action stumbling blocks into stepping
stones, and freeing Outlook users from the bonds
of task drudgery and amail slavery.

In oder to make it simpl& reconfigure and add
new featuresto Outlook we created an addn
that takes care of all the technical procedures so
that you, the normal user, can enjoy the best way
of managing your enail without having to bena
Outlooknerd.

Nature can teach us a lot, especially about flow, if we listen fgréndia Streaming Techniques (A
bases its philosophy on the premise that getting things done quickly and properly in priority order is ar
understanding the condegf following the path of least resistance, like a natural stream through a f
Streams take time to move past obstacles, but they eventually finddirereatntally.

AST eliminates redundanciessuch as refing mails and making decisions over and over again by encouraging

you to make at least some sort of decision each time something crosses yourpgtgtsicatiioing something to
bring you closer to your goabtreams move naturally and physicallyggidhe out of their way.

AST helps you to accept digital technolody y

replacing

ool d school 6

anal

(0]

enabled techniques. By taking advantage of possibilities such as sorting by fields, adding reminders, dragging and
dropping, filtering etc., we enter the digital age and its great advantagiseams adapt to their circumstances.

Incremental managementlaving systems in place that allow you to record small bits of information quickly and
easily save you from keeping ligisyour head and free your mind up for analysis. Breaking down projects into

building blocks helps you navigate even the largest projects with elegance.



B. What makes AST so much better
than other methods?

Thereare three key advantages that AST hasrove
competing methods:

First, it was initially developed by a usenot a
developer. We've all heard the phrasH:it can

be imagined, it can be builiut far too often
software development companies design new
applications because they think that tleayne up
with a great idea rather than answering a critical
need. In contrast, every aspect AT is based
upon the needs of the user, with the ambition being
to help him or her manager her day with the most
productivity, the least amount of stress and in
harmony with themselves, their organization and

trainers, office assatts, key account managers,
consultants, designers, etc. and most importantly,
by our clientele. One person or even an incredibly
sophisticated team of experts can't come close to
the synergistic collaboration between our
employees and the thousandsA@&T users all over

the world.

Third, we recognize and appreciate the theories,
practices, methods and techniques of the greatest
philosophers and business gurus that we have and
continue to borrow from in order to form the core
of AST While the influencesf Stephen Covey,
David Allen andLean Management represent
perhaps the most visible contributions to AST, many
other philosophers, psychologists, prestigious
business men and theorists have all made

the business community. Pretty high ambitions! Butcontributions t&ST, and continue to do so.

for Atrendia there is no other way.

Second, ASTis constantly improved and updated
- not only by our R&D department, but by our



) great, and most importantly, you would be directly
D. AST requires change. There are no (perhapsmortally!) effected.

two ways about it.
We often run into clients who want a new system 1he problem that we face today in large
but are unwilling to adapt to it. While they seem organizations is that we either don_t appreciate or
to grasp thebenefitsof using AST, they are so ~ aré not directly effected by missed or late

entrenched in their way of working withmeil correpondences, appointments and tasks until it's
that they havertou bl e | eavi ng t @ lag-sand even thep ye dpp't necessarily
their insecure system. relate the problem to our dOwn incompete.

| 6m sure that we can al Youpul py the hapdy phrasedid the Best | | me s
our life when we have felt the same way. Maybe ~could!(even if it's in your own head), and yes,
it had to do with leaving a bad relationship or ~ Maybe it was the bestou couldnusteunder the
pulling out of one investment in order to iniest  Ccircumstances, buhether you accept it or nahe
another. Bad or even mediocre seemed better Circumstances have changed.
than the insecurity of something unproven. Add to _ _ _ o
that the work ofdjustingo something new. As Jim Collins points out in his bddkpd to
Grea, Good is the enemy of greatCollins is not

So we can see that adapting to AST or any new attacking Good He is mer_ely pointing out that_
method requires change, and change requires good or_whajtever you consider your pest to be_ in

work and energy. Thgood news is that the pay a certain circumstance, can deceive you into

off for that investment is nearly immediate, and if ~accepting a level that is inhibits you from

you are sincere about wanting to increase your Decoming truly great. Good will allow you to
effectiveness in the way you handle mail there is compete for_ a period of time, but Great will insure 3
no way to avoid some kind of change. your futureinways hat Good coul dnot

If we keep his ideal in mind, we can at least avoid
the most obvious pitfalls of mediocrity.

1. Why give up the "freedom" to Unfortunately, mediocrity, like racism, hides
manage Outlook any old way discretelyin places that we normally effortlessly
you want? enjoy; humor in the case of raciamg habit in the

case of mediocrity.

Youwere previouslhusing a system of managing
e-mails that you more or less tagst Butdo you
ever remember havingiissed an important mail
because you either forga@bout it in yourinbox
pile? Perhaps you created a calenddem in
order to specifically remember to respond to
someone- and you missed itt Maybe you
transferred a maito your Taskextion, but forgot
to check itri time because your not used to
checking yautasks like you do your-email.Is that
what you cdltrust? Is that whabu call freedom?

If you're in a race to New York from L.A. And you
show up dead last because you decided to go by
horse (because you are an expert equestrian)
instead of by Ferrari, you could say you did your
best, but you would have den ignoring your
surroundings and circumstances. Assuming that you
knew that sports cars existed and that some other
contestant might drive a sports caruywould

have to be quite stubborto attempt to win with

even the dstestracehorse available to gu.

If you want to continue with the way you have
Good is the Enemy of Great® always managed youinbox, don't read about or
experience AST because you will lose your
favorite excuse: "l did my bestfActually you
never know what your best really is because it's
always in front ofyou) While you can't be
blamed for not knowing a better way to do your
work if you do invest time in exploring those
areas, you'll have a pretty difficult time explaining
to yourself or anyone else how you can say you
were doing your best when you knewatrleast

Over the course of many years of managing your
inbox you have come to believe that you are
doing the best you can under the circumstances.
Maybe you are. But even if you are, you nded
change the circumstances because it's just not good
enough. If you wera guest on a submarine and
the captain said to you, "Don't worry, this
submarine only sinks once a month", you would
probably change your circumstancesand be

back on land in &lash. The risk would be too

! Collins, From Good To Great 2 |bid.
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heard about a better method, technique or way of

doing somethingand didn't at least investigate it. Or

Where is your level of gpoddor Ot he bebWd. you

cano? don't have the timeé
have too many other projects going on

Here are some pretty bold statements that might (That focus on 1/3 of your day?)...

give the reader a bit of a jolt: have tried similar systems before and they
don't work...

e Missig even one -nail in a month isn think our ways good enagh...
our book, a disaster even if you receive use another company for that kind of
150 mails per day. training.

e Taking care of normal priority mails  Ironically, one of the most common pitfalls for new
before you have actioned your high  AST usersis that they think that they get too many
priority mails is at best unprofessioaat mails in order for AST to help them effectively.
at worstjob endangering. This is often because, for perhaps the venst fi

time they are able to actually see how ineffective

they are. Their first impulse is to blame the new
system because they think
their troubles instead of understanding that a
system is only as good as its caretaker.

e Spendingevena minute searching for a
mail you "thought" was in a particular sub
folder is subkstandard.

¢ And not being able to view only the mails
that you have planned for today, in
priority order, with clearnext actios
noted for each one is sirgpamateurish
and old fashioned.

While AST @y be a far better method it will take
some time to mastein just a few weeks your old
methods will seem as antiquated to you as they do
to any AST user. Until then, however, you will be
required to adapt to these new habits in order to

I f you think that wedre reé:%vletrr]]egblg)tayéog. tough on you th
you may want to rghink or review your

circumstances. The effects of AST begin i mm

With all the various solutions on the market its easy
to become cynical, butnce you have tried AST
for30daysy oudl I see that it i s

Get on top of the mountain where you have
visibility .

You can't possibly understand your limitations until
you have lookedupon them from the top of the
next mountain.SeasonedA\ST users have climbed
that mountain and many are just as amazed that
not everyone has adopted AST as early adopters
of the mobile phone were whehneir friends and
colleaguesasked them, "What do yooeed that
for?"

Youdl I under st and rdinmg basi
and within the first week
how you manage your mail than you ever have,

but youdl |l need at | east
transformation that will take place. It will dawn on

you that you:

e Dondét miss any mail s
I'tdos natur aynicilo be a bit e Have comple control over younbox
e Go home most days with an empipox

Many prospective AST users never get ¢ongxt Are able to batch your work so that you can

mountain because oynicism avoid multtasking
e Have less stress
It's probably... _ e Start applying the AST philosophy of first
Anothersystem that our employees will use prioritizing and then thinking about what
for two weeks and then drop... actions you will take,ral when, to other things
too complicatede besides email

too much admin.

for people who are more disciplined than
we are...

for nerds...
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Without a framework we can't create synergies

You are not alone. You are part of a larger

organization....

It may not be your own most significant personal
reason for adapting AST, but the truth is that as an
empoyee or a larger organization you need to
collaborate and communicate at the highest level
possible in order to maintain the level of
professionalism that is expected of you and that
you expect of your colleagues.

You didn't improve too much with your old
system

Think about it. How much have you improved in the
last year- or years- in managing your
e-mails?

For most people n
much has fundamentally changgé?g/

in the way they have handled , = @

theirinbox As a matter of s
fact, most people M/ -}
have about the
same number of - g
e-mails in their

inbox today as g ’

they did a year ago! A

Why is that? Because we have subconscious
acceptance levels. For some, having more than
twenty mails in theimbox is over the top, for
others a few hundred is their limit and yet others
have no problem keeping tens of thousands-of e
mails in theimbox

Fun fact: The most mails that we

have seen in amboxto date is
25,000!

So what's wrong with that? Well, let's just say it's
easier to focus on ten mails than ten thousand
just 50 Although that seems logical enough many
people will defend thie idiosyncratic systems of
managing email with thousands of mails in their
inbox hundreds of folders, sdblders and sub
subsub folders to their death. But the question
that they will always have a problem with is: How
much have you improved in trestl year - or
years- in managing your-enails? The truth is: not
much if any. That's a problem. Becauseé has
changed dramatically in the past year and will
continue to change and grow exponentially in the
years to come. If you think you can vitagut until
anothermessagingnedium takes over before you
are willing to adapt a "best practice", think again.
The world will not wait for yotY.our circumstances
are a changind.

AST not only helps you manage your mail better, it
gives you thgossibity to get better at managing
your mailon a daily basisvhich is something your
previous way of working with-mail probably did

not provide room for. You can't get better at
prioritizing your mails consistently, coming up with
uniguenext actios and panning when you will
action a mail if your current system doesn't provide
the configurations and methodology needed in
order to carry it out.

12



2. Change, even minor change, can be disorienting
How adaptable are you to change®Pry saying the Color, ndtd word, out loud:

White

Green

Blue

lI. Getting in control of your
Inbox

What would you say
if | told you to forget
about getting control
over yourinbox and
instead gave you
tools that would
allow you to
prioritize that which
was most important
to YOU? If you have
those tools and knew
how to use them
properly, yourinbox
would be just another
area to maintain not control. Control is a tricky
word because when all is said and done, there are
just too many variables in life to really gain
control of anything. It's really a matter of
balancing what you can put up with and what you
can't put up with, so in the end it's about what you
prioritize. Prioritization is not always proactive in
our contreles world. Sometimes things are
prioritized all by themselvedut we can either
leave things up to nature (default) or we can
design our work methods.

Yellow

Black

Red
Orange

Brown

A. Handling E-mail is Project
Management

Email handling can be thought of as a project that
you perform eery day - several times a day.
And like many other project management methods,
e-mail handling is best managed by adhering to a
stepwise process.

For many, the thought of processing mail with strict
or even ANY guidelines can be inhibiting at best
and a turnroff at worst. This is quite normal and
understandable since you have been handing e
mail for many years without any uncomfortable
restrictions and quite welor so you thought)so
there may not be a feeling for the need to
conform to a partical methodology. Hopefully,
however, since you are reading this text, you are
either curious about a new method or tired of the
methods you currently use to manage yoox

Whether you realize it or not you manage your
inbox according to a method you method.
While a small minority of the readers of this text
have adopted a "best practice" routine from
another source or painstakingly developed your
own, the overwhelming majoritare basically
surviving in the-mail jungle. And now would be a
great time to describe that method whatever
method you use.

13



Even if you don't feel that you have a particular way of processing your mail, write down a few lines of how
you usually process your mail here. By doing so, you will then have the opportunipate goor current
method with AST.

Presented below areavious projectnanagement matric@xluding Atrendia Streaming Techniques (AST)

PMBOK Pland Do & Checkd Act Cycle OODA Loop AST

Initiate Plan Observe 1 Prioritize
Execute Do Orient 2 Pan

Monitor and Control Check Decide Do

Close Act Act Delete/File/Replan
B. Discipline

Truths of discipline

x  You will never have a nice lawn if you mow it once a month.

x You will never play scales on a musical instrument evenly if you don't ntlaémaioy practicing
them slowly, evenly and often.

x Youdl | never develc
relationship with your children if you only pay
attention to them on the weekends.

x You will never have control over your
inboxif you clean it once aveek

Because -enail has become such a central

element in how we communicate today, you
will never reach your potential as an

administrator (whether over yourself or
others) if you don't regain control over your
inbox

Stephen  Covey  describes  discipline
ingeniously using tiew of the farmg

8 Covey, Stephen R., First Things First

14



. . these alerts (some with a beeping sourad®

L Intem;%téolgii(rgggpigﬁrt]giiz bombar_ded_with useless informatibjust in case

something important comeslinwe could attach

Most people think that tstne sortefansechanish tha& waoulkcasurebeir g et
all their mails is because they get too much mail. efficiency with and without these alerts, they would
Perhaps if you are getting upwards of 20300 probably sing a different tune.
mails per day. The real clhengeto overcomes
not the volume of mails but the way in which you .
react to them. Redundancies

A redundancy occurs when you repgaurself.

If you took a good look at how you handled mails ~ Redundancy iy far, the number one timeaster
before using AST, you probably worked in a way N €mail management. Reading and re
that was filled with interruptionr®dundancieand analyzing the same mail five or six times before it
without any real stem of prioritizing. So how is finally deleted or filed is a terribleand easily
could you possibly know what kind of volume you remediedwaste of resources and time.

could handle if your system was mgtimized? . . .

Whether you get 20 or 200 mails a day is nearly If you think about it, that is exactly what you dav
irrelevant because if you have an optimized way ~ Peen doing with many maiis the past. @ add

of handling mail you can proces82in the time it insult to ijury it is usuallythe more complex mails
takes some people to process 20. not the easy onegshat you are required to re
read and reanalyze.

Interruptions Developing the discipline of writingNext action
and When can save you half the tideor more
that you used to spend managing your mail.
Unbrtunately it is not until you have adopted and
integrated AST that you will feel this tisavings.
This is because you will continue ieeal and re
analyze mdls as you used to until yaise the
Next actionand When columnsonsistently You
simplywill not build up the habit of seeing your
Next actioncolumn as a checklist. Besides re
reading and reanalyzing mails, here are some
other common redundancies:

An interruptionfor our purposess anything that is
not planned. There is a false belief held by some
that certain interruptions, like a qujodp-up that

lets you know when someone &ai/ed on Instant
Messenger can actually relieve stress by giving
you a break from all that hard concentration.
Nothing could be further from the truth.

It is when we are fully concentrated that we
experiencefreedom fromstress. Interruptions of
any kind only serve to create stress.

Calling a person two or three times rather than

Every now and then we meet a client who prefers oNnGE

0 You haven 0Nextaciomadumy o ur

to batch your work.

Cleaning yourlnbox
Seasoned AST users never clean out their
Inbox they maintain it constantiaizen

Multi-tasking
To be able to muliask when necessary is
a good merit b u t it ods better

overview of the various sks that you
need to accoplish (théext actionlist) in

order toavoid doing a lot, but not getting
much completed.

not have their enail notifier suppressed because
they want to keep informed of what is happening
in theirinbox While that may sound innocuous,
there is a huge tradeff for keeping that kind of Suppressing interruptions and  removing

monitoring in effectReople who continue to use  redundancies is a great first step, but what about

Lack of Prioritization
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those 20 or 50 mails & we do is nd only greatly overlooked it is of pandemic

have to take action on? If we proportion. Not getting toeverything you planned
donot prioriti zfertoddy e ofiermmavoidat@en tPutting your less
ones, then, at the end of the important priorities in front of your most important
day, we run the risk of priorities in not only illogical, it is the silent kilier
completing lesser important many organizations today.

tasks in lieu of what we should

have prioritized. Judging from

mo st pleboeslthis sue
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C. Preview and Prioritize i atheoretical perspective

If you lack the iron and the fizz to take control of your own life
gods will repay your weakness by having a grin or two at your ex
Shoul d y ou fail t o pil ot y 0

inappropriate port you find yourself docked.
i Tom Robbins

Hul?

That 0s right: i n order t
prioritize prioritizing.

1. Pain and Pleasure Principle

We are guided by two basic stimuli in life: Pain and
pleasure.They are why we do most things.

We eat because we get hungry (pain) @dause we

like chocolate (pleasure). The Pessimist vs. the optimist

We dress because we need to stay warm (pain)or The pessi mi st says: oOBut wt
because we like to impress our clients (pleasure). to prioritize? What if you lack the skill in pushing

We finish a report becauysoursfe'm;etooond négurth@(Ss?é) w
be upset (pain) or because we feel great satisfaction The opti mi st says: o0But AN

in getting tle final results (pleasure). To the pessimist we say: |

We jog on the weekends because we want to stay in  yourself;, it's aboutfinding a reason for pushing
shape (pain of feeling bad about ourselves) or  yourself.
because we love the feeling of accomplishimmping

faster than last week kasure). To the optimist weay: prioritization is a process that

you get better at. For most of us, it is a slow and
Hopefully you get the point. painful process- but not as painful as NOT
prioritizing- and thereinlays the golden nugget of
wisdom. If you have the proper mirgkt, you can

But what happns i f we candét sreoee mbuhtdinong shovelfol &t b time.| Yy
positive result in carrying out a painful taskPat if

we dondt see or feel thé(vpa N\ﬂgﬁ § e%k?us
satisfaction in the near futureé®hd what if a task overvvhelmed’Wha? the world s not p ecfg 0
causes too much anxiety? you just stop or do you find a way forward

_ eventually?
We procrastinate. It's really a matteof your ROAS rate of acceptance
Some of usre experts in this. Worse, some of us  Some people can adjust quicker to making positive
dondot even know just howchanges i theirdivestha®others but no@méeiti s .

instantaneously.
Many seklhelp books about getting yourself If we return to our analogy of the stream, we know
organized pontificate about mastering the that a streambs cnotrstopgant ma
implementation of tasks and qiiizing. reflect upon interruptions created by stones or

PRIORITIZINGTHAT § THE SECRET T®EAT branches in its path. Neither should you.

MANAGEMENT SKILLS! Prioritizing is one dhe most important parts of AST.
We &1 | they are RIGHT ! A vialiniskmay have the ultimate goal of playing the
Tchaikovsky Violin Concetiat before e can play
such a demanding piece she Hasmaster her
reading of music, scales, arpeggios, bowing

The problem is that in order to prioritize, you have to
prioritize prioritizing.
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technique, vibrato and above all- the art of
practicing.

A client recently relatedhat he had started to
practice the violin again after a fiftegyear hiatus. It

was frustrating because his fingers were not in shape,
his scales were out of tune and his stamina was at an
all time low. And yet, he was already looking for an
orchestra to play in. Why? Because he knew that
eventually he would get backanshape because he
had mastered those things once before.

So, what does all this have to do witmail? Just

like the violin, prioritizing mail requires practice
before you stop squeaking (Pain!!), but once you have
mastered it, just like remembertmmyv to play scales

on a violin, you'll have it for the rest of your life.

2. Urgent vs. Important

Stephen Covey describes the difference between
urgency and importance extremely well in his
highly recommended bookhe 7 habits of Highly
Effective Peopleusiy his famous urgent vs.
Important  Quadrant and rather than
paraphrasing Mr. Covey, | suggest that you buy or
borrow his book to get more acquainted with these
concepts. In general, you should think of priority
as being something connected with your eoyip
values and urgency as something connected with
the timewindow of opportunity or loss. There is a
big difference between standing in line to
purchase your favorite magazine at the airport
and missing your flight home. Both have a certain
amount ofurgency, but one has clear priority over
the other.

The most common mistake people will make
regarding prioritizing will be confusing importance
with urgency. Just because you want to do it
today doesn't mean that you should give the item
a red (high prority¥lag. Red flags are only for
highly important mails. Similarly, mails that you
put off for several weeks are not necessarily
flagged green since they may be very important
but can not or should not be acted upon until the
distant futureThe best &y to think about this is to
imagine yourinbox once your mails have been
prioritized and planned. All the mails planned for
today wil | be easily vi
signal urgent mails as both urgent and important.
That 6s | i keFrgsted Rlakeslg s ug

4 Covey, Stephen R, The 7 Habits of Highly Effective
People

3. Time spent prioritizing

There are two secrets about prioritizing that need
to be exposed. First, the amount of time one
should spend prioritizing and second, that
prioritizing only helps if it is done consistently.
Although stating apecific amount of time or ratio
is not possible, one can generalize that most
people, do not spend enough time prioritizing.
The simple reason is that it is difficult to measure
progress in prioritizationlt is purely analytical
and therefore not onlyequires critical thinking but
also a great amount of patience and self
confidence because the results of prioritizing are
difficult to measure on a mintlg-minute basis.

You are the only person who will really know if
you spend fifteen minutes or tlwours prioritizing
every day. This then begs the question: How much
prioritizing is right for me?

The quick response is: First double the time you
now spend prioritizing.

Every job is different, but in general, the more
planning that is involved in yowork, the more
time you need to spend prioritizing.

Tip: Change vyour attitude from thinking of
prioritization as a luxurjor those who have the
timeto a necessitthat is more important than any
other tool in your belt

Not only do we need to spdnmore time
prioritizing, we have to do it consistently.

Followers of AST never clean out theioox
because it is always being maintainedVe
practice this same flow idea with prioritization.
Rather than once a week, we prioritize daily and
hourly. Som people are naturally prone to be
good at taking time to prioritize and others need
more practice.

Tip: Find the joy and excitemei
and happiness and glory an
ecstasy of being consistent. It dt
not nave to be boring, predictabl
or dreary. But it is ofter

demanding, fulfilling and at its bes
energizing.
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4. Prioritization suggestions

a. Adding to your pile must upgrade the pile by
solving challenges and adding value

b. The more resources used, the morential
benefits they should bring

c. One must be willing to let go of things
especially new things, if they do not meet the
criteria of the company's core values and meet
minimum priority levels.

d. The more you procrastinate, the more you
should ask vyourself why you are
procrastinating.

e. Synergisticor synergycausing projects/tasks
should, by far, have higher priority than non
synergistic projects/tasks.

5. Believe in the process and
focus

Steven Covey writes that happiness is the fruit of
the desire and ahily to sacrifice now for what we
want eventually.But sacrifice doesrhave to be

all that difficult. The trick is to grease the wheel of
sacrifice. We can do this in two ways: one, trust
and believe in the process and two, focus on the
moment withoallowing yourself to be distracted.

6. Prioritizing in your inbox

If you think about it, it takes the same physical time
and nearly the same amount of mental energy to
either delete, archive or prioritize a mail as it does
to ignore it and click on the nemtail. But the
difference between making a choice or ignoring or
avoiding your choices and clicking on the next mail
- especially at an early stage has meaningful
repercussions.

By not taking action you have added stress and
weight to your pile simplpecause you are now
aware of more to do without having done
anything to move forward with it. The great
challenge presented here is the fact that these
additions to your pile are so small and incremental
they are only noticed when you feel stressed or
loaded up with too many things, and not each time
you miss out on an opportunity for preventing it.
For this reason, it is of the utmost importance that
you understand the concept. I'm sure that we have
all experienced getting angry with someone, not
becaus they were the cause of all your
frustration, but because they represented the last
drop or the last straw on the camel's back. Each

® Covey, Stephen R., The 7 Habits Of Highly Effective People

mail represents a small drop, and by not taking a
small action from the very beginning, you are
adding small drops to yowpile - constantly. You
don't feel each drop, but at some point you will
feel the weight at which point you will have to
repeat much of what you already did by -re
reading and reanalyzing the same mails over and
over again- adding even more to your pileThe
worst part is that is that you are only conscious of
the resulting pain and not the slow incremental
process of how you got there. So the key to
acquiring success in this area is build in an
understanding of what the benefits to prioritizing
and decidingnext actios (see Planning).

Benefits:

First things firsiThe most important benefit you
receive from prioritizing is the fact that you will do
the most important things first. Since we never
have enough time to do all the things we want to
do, it just makes heaps of sense to at least do the
most important thindsefore the lesser important

things Important to you. Important to your
company.
Less mai | That 6s

actually receive less mail. What happens if you
senda mail to someone? You usually get a mail
back. What happens if you wait to send the mail?

You dondt receive a mai
nothing to reply t@ unless you wait too lonmn
which case they wild]l
mai |l 26 mai l

Using this logic, we can actually slow down the
number of mails that we receive from senders who
are lower on our priority list.

The intention here is not to slow down the process
or taunt your colleaugebut to prioritize other
activities that are moremportant, and as a fringe
benefit you will also be slowing down the number
of lesser important mailsat you normally receive.

The opposite of this would be to answer every
mail as fast as you could without paying attention
to your priorities. (Fairlycommon in most
organizations.) This is a surefire way to not only
delay taking care of what you value the most, but
also to increase what you value least.

The bottom | ine is that
so sticking to your priorities is the only way t
make sure that the most important people in your
life (including yourself) are put at the head of the
line

19

right

send



We prioritize subconsciously all the time. We actions, psh it forward to another date or delete
wondt i ntenti omaealdmgeting r r iitbesaude & was notlonger aelevant.

in order to answer a low priority @nail. We

probably wonot answer a THe obetter pyou become yat im@Eeménting lthis t
takes a good ten minutes to answer at the end of method the quicker you will be in recognizing

the day on a Friday. | wiich nmils tshouldh de deleted withoait going n Kk i
This is a low priority, so | should wait; instead we through the entire process of pushing thail

have our minds set on other priorities that are forward only to end up deleting it.

directy pressing upon
us: theboard meeting;
the Friday afernoon
cocktaild or yoga?

During a seminar, | asked Erik Rudder, Senior
VP, Strategy at Microsoft, how many mails he
currently had in his inbox. He said that he had
. . coincidentally just checked and had 7.700. After
inbox, ~we So.”!et!me a laugh from the audience he defended himself
UCEQUENCIEUNEEIRE | ) <aying that he had a good memory, so | agke
one part of the_ picture. him if he knew his mail in priority order, and he
We get tunnel vision. said that he just sorted by From: and looked for
Bill (Gates).

When we are in our

The inbox is a
connection  with  thg
outside world, and thu
needs careful
gatekeeping. Many of
us have become bette
at deleting unwanted
mail early in the
process, but very fe
people have put enoug
thought into how muc

While his answer drew another laugh, the fact is
that most of us can't rely on looking for mails
from one particular person in order to gaye our
priorities.  We could easily set up a rule in
Outlook that would give particular email
senders an automatic red (high priority) flag.
The problem is that not every mail from every
important person is considered to be high
priority. This is why we take the two to three
. seconds to view the sender, subject line and
t'me. and resources the perhaps a quick glance at the contents of the
put into mails that have mail before deciding on the priority. Mr.
RO IEY | Rudder's system might be adequate for him
priority, ~ not  being (though I doubt it), but many of us want to make

cogniscent of 'ghe _fac sure that we do first things first, and not just

put those matters o
hold and work on other
matters that they rate as

Hopefully, those whan

the past proclained: |

have to answer all my

mails anyway, so why

bother prioritizinghow

have a better
understaning of the two
principles of oritization

in the inbox First,you
probabl y wonot an:¢
all the mails you initially
think youol |l ar
second, if you lift your

head out of your inbox

youodl l find t h
are many more
pressing matters

confronting you than

less important mails,

and if you dono
the highly impoant

mails from the rest,
youodr e probabl
doing your job as well

as you could be.

If you are responsible
for at least one
subordinate, then you
know that one of the

being more important.Once you become more most important things you can do as a manager is
familiar wi t h AST, y 0 uh@lp that persomcus brotheirspiies. Answér e
advantages of prioritizing in combination with  all your mail in a timely fashion is great, but not at
settinga due date in the When column. Instead of the expense of putting less imporant things inf
working on lesser priority mails, you will give them front of more important ones just because they
a green flag and filter them out by assigning a  happen to show up in your inbox.

date in the future where you can either decided to
prioritize it by carrying out the necessary next
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D. Process and Plan 1 atheoretical perspective

| want lots of choices.
But once I've decided on one choice, | don't wandigirbeted by lots of choices

*

Not to plan is planning to fail.

*

Planning IS doing.

1. How to action e-mail

1. Delete

Delete any mails that are either spam,
advertisementsranot necessary for you to keep or
action as soon as possible. Reviewing this type of
mail a second or third time is a careless waste of
time and energy.

2. Quickly answer or forward

If a mail takes less than two minutes to answer,
then answer it immedidyeand delete the original
mail if no further action or tracking is necessary.
Before replying to the mail, however, you should
ascertain whether or not the mail is important
enough to categorizbeforereplying to it. Mails
that have categories assignetiefore being
replied to will retain their categories on the

response stored in the Sent items. This allows you

to sort your Sent items folder by category and
find the important mails that you have sent.

3. Enter a notation of who, what and when

Mails thattake longer than two minutes to answer
or mails that require more information before
responding should be processed witheat action

and action date. By assigningNext action(who

and what in as few words as possible) and When
you avoid reading and angzing the same mail
over and over again, which is the number one
timewater in email management. Once you have
the necessary information for this mail, you should

delete it. As in the case of quickly answered or
forwarded mails, important mails should be
categorized in advance of replying or forwarding
them.

4. Archive in the AST Archive folder

A mail that you would like to store and that does
not require a response should be categorized and
archived in the AST Archive folder. Any mail that
is worth arclving is worth categorizing with one or
several categories. Included in these types of
mails are newsletters, progress reports, CYA
(Cover Your Ass)ails and any other mail that you
feel will be helpful to you in the future.

The Newsletter

One of the bggest timewasting culpritsis the
newsletter. The ROI in most newsletters is quite low.
At the same time they can be a visdurceof
information. What to do? One suggestion is to
create a rule for each subscription that sends the
newsletter automattly to your AST Archive with
the category Newsletter. This way you can check
your newsletters once a week without them
interrupting your day. Another method is to take a
quick glance and see which article(s) are
interesting and make a quick note in thext
action column, so that when you come to that
newsletter in the future you will remember what it
was you wanted to investigate. Whatever method
you choose, remember t
generally get a high priority rating, so in the event
that you have some time pressure, delete or
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archive them immediately. Giving them a Next
acti on lisimeaninglesse a d 6

5. Mail with attachments

Replies to mails containing attachments will not
include the attachment. If you would like to include
the attachrant then forward
the mail, instead of replying
to it. In this case you will have
to fill in the email address of
the person  you are
responding to. If you would
like to reply without the
attachment you may either
delete the original mall
containing the tsachment
after you have replied or
categorize and store it in your
AST Archive. You may also
save the attachments to your
hard drive and delete the
mail.

A

stream i s

actions or tracking small.

Assuming that the mail in question is not a project
mail (a mail requiring several tasks, for which we
use the Task section in Outlook), you may respond
to the mail and then, rather than deletingadd a

Next actionand Whenin order to keep track of
what is needed next.

7. Mail when you initiate the thead that
requiresnext actiors or tracking

In the event that you start a thread and have to
keep track of whether or not the person(s) you sent
it to either replies or carries out the actions that

] o i constantly
6. Mail requiring a series of once it reaches a roadblock; it dasmethinghowever

you have requested, you should Cc: or Bcc:
yourself on thenail. You will then receive apgo

of the mail in youtnbox at which point you can
notate thenext actionor what you are waiting for
and when you would like to be reminded by
entering a date in the When column.

Delete, File or Delegaté if
you possilly can

The best and quickest way to
act upon a mail is to delete it,
file it or delegate it. We can
do this with many of our
mails. While that may sound
obvious, how many mails do
you have in youmbox right
now that could be acted upon
in this waynsteadof having
acted upon thenas soon as
you couldyou willcontinue to
re-read those mails as many
times as it takes to finalto
come to theconclusiorthat
you sbuld delete, file or
delegate it.

The Law of the Threshold

ThelLaw of the Thresholstates that even a small
thresholdor obstaclecan prevent you from moving
forward or trip you up if ya fail to recognize its
significanceor negotiate it poorly. This is especially
true when you are pushing something hekie a
mai | t h a tallyykmmow hoa to meSpond toke
Most of theobstaclesve encounter are not larg
they are long; they are not heavy, they are many.

The key to keeping flow is to keep focusedttosn
verynext actiorso that you are not overwhelmed by
the overall scopefdhe issue. Naturally we have to
pay attention to the big picture as well, but not when
we are in theoperational modef getting things done.
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