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Listening in Communications and Time
—Friends or Enemies of Leaders?

John Selman

Abstract: This article mainly discusses two terms in university management-listening in

communications and time. It explores the reasons for not having enough time and offers the effective

tools in time management. It also explores the essential way in communications, that is, listening.
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I. How to manage time?

Now, let's talk about time. How often do you
say things like - I wish I had more time or there's not
enough time to do everything I need to do? How of-
ten do you have people tell you or hear them tell
someone else that they do not have enough time to do
something or use not having enough time as an ex-
cuse or reason why something was not done. My
guess is that everyone has used lack of time as an ex-
cuse and has heard others use the same excuse on
many occasions. ‘

Sometimes, when someone uses a lack of time
excuse with me, I might respond by saying something
like:

You have the same number of hours everyday
that Albert Einstein had? Or,

You have the same number of hours everyday
that Bill Gates has?

What is your problem?

1. Reasons for not having enough time

The problem, as we know, is in the way we
manage our time. Before talkihg about how we might
manage our time better, let's look at some of the rea-

sons we might not have enough time. I'll give you six
reasons.

The first reason is attempting too much at the
same time. You over commit yourself to doing too
many projects or trying to be in too many different
places. You either have a problem saying no when
people ask you to do things or you need to do a better
job of setting your priorities.

The second reason is what we call procrastina-
tion. You like to put things off. Perhaps, for some
things, you say - why does it today when I can delay
doing it until tomorrow or later. When you think
about putting things off, try to remember this - when
you put off until tomorrow what can be done today,
you lose today forever. You can never get the time
back that you could have used today but decided not
to use.

The third reason is that you cannot say NO -
some invites you to dinner, you go; there's an invita-
tion to a party, you go; your friends want you to go
the Club, you go; someone wants you to take a day
off from work to go somewhere, perhaps a sports
event or perhaps shopping, with them - maybe you
don't want to go, but you do not know how to say NO
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~ so you go anyway. After a while, not saying NO be-
comes a habit and you easily agree to do things that
you do not enjoy and wish later you had not done.

Some people do not have enough time for the
fourth reason and this is personnel disorganization.
They are disorganized, cannot make a plan for get-
ting through a day, their desks are a mess, they can-
not find things, they are late for meetings, and proba-
bly should have an assistant just to keep them orga-
nized. These people are also usually disorganized in
their personal life and not just at work.

The fifth reason why you might not have enough
time is because you make unrealistic time estimates.
You think you can do things faster than it is possible
for you to do them. When you have a project or a
task, take time to think about it before estimating the
time needed to complete it and try to be realistic
about how long it will take. If your boss gives you a
project today and asks you when you will finish it
and you say it will take two days, the will expect it
from you in two days. If it takes longer, he may not
be happy about hearing "not enough time" as an ex-
cuse. With people you supervise, help them develop
realistic time estimates with projects and tasks that
you give them to do.

The sixth reason why you might not have e-
nough time is lack of self-discipline. We talked ear-
lier about self-management being one of the impor-
tant management competencies. A lack of self-disci-
pline, like the other reasons for not having enough
time, has been around for a long time as a barrier to
work efficiency.

2. The''80~-20 rule"” in time management

We know the reasons but are not always suc-
cessful in finding ways to deal with them. About a
hundred years ago, an economist from Italy names
Pareto became famous .for something called the
"80-20 rule". It said that most people are efficient on-
ly during 20% of their time during the day and ineffi-
cient for 80% of the time. Some of you would say
this is still true; others of you would say it is true of a
few people. V

The "80 - 20 Rule”, also called the Pareto Prin-
ciple, says that there are certain results that people
want to get, in their personal life or professional life.
Many people are easily distracted and do not make
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effective use of time. They have trouble staying fo-
cused (concentrating) on what should be done. It's
easy for them to waste a lot of time or spend a lot of
time doing things that they would rather be doing
than what they should be doing. For example, some-
times, even some of you, when you should be work-
ing, let yourself be distracted and spend time having
long talks with your friends or checking the news or
sports on the computer or reading the newspaper.

You waste a lot of time and then realize that you
are accomplishing very little. As your time to do
something gets short, you become more focused on
what you are doing. You know that you must do it,
that you have only a little time left to do it, and you
usually get a little mad or frustrated with yourself be-
cause you know you have been wasting too much
time.

With time management, you can organize your-
self to ensure that you get the greatest benefits possi-
ble in the time you have. Most of us know what we
should do to manage our time. The problem is that
we either do not do it or we don't do it enough. Now,
we will review some things that most of you know
and talk about remembering to do them
3. Tools of time management

How to improve time management? A lot can
be done by just thinking about it and organizing
yourself. Already, you practice time management
some everyday, both at home and at work - what we
need to do is make your time management more ef-
fective. I am sure that some of you already do some
of these things that we call the tools of time manage-
ment. Important in all of these is self-discipline. You
must make yourself do it and avoid distractions as
mugch as possible.

One way to look at time management is to say
that you must plan your work and then work your
plan. You heard me use this expression earlier when
we talked about the functions of a manager. A plan
loses its meaning if you do not follow it. Now, let's
discuss some of the tools of timeé management.

3.1 Deciding your priorities - This helps you to
be sure you are spending your time on the right
things. What are the most important things that you
need to do? What things are urgent and have a dead-
line that you must meet.



3.2 Planning to solve problems or accomplish
tasks - Sometimes, we can call these action plans if
they are for your work. Think about each problem or
task and then plan how to best accomplish what you
need to do and then do it.

3.3 Make "To Do" lists and prioritize them -
This helps you to do the most important things first.
These lists are important and even the heads of some
large companies do them (or have their assistants do
them). Some people think they can remember every-
thing and don't bother with lists. Then, later, they
don't understand how they -could have forgotten
something. Do yourself a favor and made the "to do"
lists. They help.

3.4 Effective scheduling - This is planning to
make the best use of your time. When we talked
about what a manager does, the first thing we said
was that a manager plans. Planning an effective
schedule is important and a manager needs to make
action plans.

3.5 Personal goals - Never lose sight of your
personal goals and decide how these fit in with your
priorities.

3.6 Activity logs - Sometimes it helps to keep
personal records for several days or even a week on
how you spend your time. Keep records of every-
thing, what you do at work, what you do at home, the
other things you do. This will tell you how you really
spent your time and if you spent it effectively. Re-
view your activity log after a few days and you can
usually find ways that you could have used your time
more effectively. Then, apply this to your future ac-
tivities.

3.7 What is your time worth - We say time is
money. Look at your pay and look at what you have
done for your employer. Is the employer getting val-
ue for your time? If you were in your boss's position,
would you be satisfied with the work you have done.

If you remember these time management tools
and use them, you will be a better manager and a bet-
ter employee for your organization after you finish
your studies. Just as important, you will probably be
a happier person because you will know that you
have tried your best to manage your time efficiently
and you will have more time available to use as you
wish. This extra time for yourself is something that

all of us want.
IL. Listening in Communications

1. Listening

Communications are listed as one of the key
management competencies. We use the word recep-
tivity when we talk about some of the skills you
should have or develop to be a good leader and re-
ceptivity means listening to the ideas and opinions of
others. There is a difference between just hearing and
really listening to what is said. In a management en-
vironment or any situation where you work or have
contact with others, listening is important. Some-
times, not listening effectively to your employees,
co-workers, or customers can be the difference be-
tween success and failure.

Of all the communications skills, listening is the
one that usually gets the least attention but is just as
important as any of them. There has been a tendency
in business and in education to stress the speaking,
reading, and writing skills. Now, people are begin-
ning to realize how important listening is and some
say it could be the most important of all the commu-
nications skills not just as a management or business
skill but just as important at home and in your per-
sonal lives.

2. Listening blocks

One of the best ways to improve your listening
skills is to understand some of the common behaviors
you and others might have when you are not listening
effectively. These behaviors are called blocks. These
blocks are not always bad but you should understand
when and why they might be bad.

2.1 Rehearsing - This is when you are only part-
ly listening because you are thinking about and
preparing in your head what you might say next if
you must say something. This is like you are practic-
ing to yourself what to say next and you are not really
listening. When you think too much about what to
say next, you might find that the subject has changed
or you embarrass yourself by saying something that
has already been said. Some people can have an en-
tire conversation that they practice in their head and
they project ahead and try to imagine - I will say this
and he will respond by saying that and then this is
what I will say next.



2.2 Judging - Sometimes we judge people in ad-
vance and this can limit your listening ability espe-
cially when you judge them in a negative way. If you
prejudge someone as incompetent or not knowing e-
nough, then you usually do not pay attention to what
that person says. A basic rule of listening is that judg-
ments should be made only after you have heard and
evaluated what the person says.

2.3 Identifying - This means that you identify or
relate to what someone is saying back to your own
personal experiences. If someone tells you, for exam-
ple, about a toothache, you start telling about a terri-
ble toothache you once had; someone starts telling
about a bad teacher he once had, then you talk about
your experience with a bad teacher. You start your
story before the other person finishes his story and
this means that you have not listed to the other per-
son's story.

2.4 Advising - You think you are the great prob-
lem solver and can help anyone solve problems. You
do not need to hear more than a few sentences before
you think about the advice you should give. Then,
you start giving your advice and trying to convince
someone to do as you suggest. When this happens,
you might miss what is really important because you
interrupted the person before he finished.

2.5 Sparring - In fighting, sparring is like when
fighters practice - they hit back and forth but are not
trying to hurt each other badly. In management and in
personal relations, people spar when they argue back
and forth. You start arguing with a person who feels
you never heard him because you were so quick to
disagree. Your main focus is on finding things to dis-
agree with.

2.6 Being right - This means that you will do al-
most anything to avoid being wrong. You feel like
you must be right all the time, you don't listen to crit-
icism, and you cannot take suggestions to change.
You stop listening when anyone questions what you
say. You are willing to make excuses and to even
twist or change facts to make yourself look right.

2.7 Derailing - This happens when you get tired
or bored of a conversation or perhaps do not like the
subject. Instead of continuing to listen, you suddenly

change the subject. This is derailing.

2.8 Placating - This comes from the work - pla-
cate - and means to make calm. You always want to
be nice, pleasant, look to others like you are always
supportive of them, and you very much want people
to like you. You agree with everything. You may lis-
ten just enough to get a small idea of what is being
said but you are not really involved.

2.9 Dreaming - When we dream, and we usually
call it daydream because we are not sleeping, we are
thinking about other things - places we would rather
be, things we would rather be doing. It's like having a
television inside your brain and changing stations to a
more entertaining station.

3. Steps in improving listening

Like any skill, the first step to improving your
listening skills is to know and admit that you need to
improve them. You must know what you can do or
can stop doing so you can get better. The second step
is usually the most difficult and this is to make your-
self do the things that you need to do to improve your
listening skills.

Listening, if you do it effectively, can become
one of your most powerful communications tools -
not just for managers but for anyone.
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