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Abstract

In today’s changing management environment, 3 high premium is placed on
acting quickly and keeping pace. The most carefully made business decisions
can become irrelevant and even disastrous If managers take too fong time to
make them. Time 1s the least known, least analysed, Jeast utilized and least
m.naged of all the factors of production. However, time utilization is an issue
which is fundamental to Jjob performance and productivity. Though difficult to
define precisely, time cannot be changed, compressed, expanded, or re-or-
dered and because of this, time must therefore be used in the most optimum
way possible. This involves time planning, delegation, and control of interrup-
tions to simplification of personal communication. The value of time also deter-
mines not only the importance of time but also the cost of time. *Time wasted
is naira wasted” The Pareto principle and the Parkinsons’ law and other ele-
ments are important determinants of the value of time. Styles of time manage-
ment to a large extent affect the managers’ time in an organization. The
suggestions, which are made, based on practical experience and discussions
with professionals are good fips for more effective time utilization. This paper
therefore recommends that time utilization should not pe isolated from other
activities of management. There must be a balance for improved performance
and productivity.

Introduction

Time utilization is an issue which is fundamental to job performance and produc-
tivity. Effectiveness at work is a function of the individual’s utilization or manage-
ment of his or her time. To Drucker (1974:70) time is “man’s most perishable re-
source”. The single most important resource that we allocate from one moment to
another is our own time. Time is therefore a unique resource. The supply of other
resources can be increased but the supply of time is completely inelastic. Since
time is a limiting factor, for an individual to be known as an effective manager
depends largely on how he/she utilizes his/her time.

Time utilization in management essentially means effective planning, sched-
uling, making sound decisions, implementing and assessing activities in an orga-
pization to cnsure goal accoraplishment. The hallmark of an offective professional
MANBRET rests on us ability to manage time effectively.

Tie objective of this papet is o attempt to cxamine the existing approaches
i dirme wiilteaticn apd suggist ways of ensuring opumum and effective utilization
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of available lime so as to obtain maximum productivity and enhance the managers’
effectiveness in the conrse of carrying out his tasks. With careful planning, effec-
tive time management, more rational appointment etc, this objective can be achicved.

The Meaning of Time

Websler Dictionary defines Uime as “the period during which aclion, or a
process continues”. Often we hear comments, as Agbato (1990:99) put it “Twish I g
have more time”, “time waits for nobody” or “time will tell”. It may be difficult to
say what exactly time is. It is when one attempt to explain to another person what
time is that one may come to terms with the inadequacy of his knowledge of time.
Despite the difficulty in defining time, it is obvious that time i3 irreversible, it is
successive and it is also transitive. Time cannot be changed; neither can it be
physically stopped, compressed, expanded or even reordered. Time to many people
is a moment when opportunity is at its highest. According to Maiturare (1998),
such people put great emphasis upon good timing. The time when opportunity is
most favourable has special significance to many. Advertising managers for ex-
ample, tell us that there is nothing as powerful in industry as an idea whose lime

has come. If you can learn to recognise the right moment when it comes, and act
before it goes away, the problems of life become simplified.

Time is simply “a measure or yardstick of seconds, minutes, hours, and years™.
When they think of time, they see aclock ora calendar; it has only one dimension
i.c. during. This is the shallowest concept of time. No great masterpicees were
created by those who gave importance to this concept. Tpe L'mgcdy of ﬂn:; con-
cept of time is that it destroys initiative, discourages creative impulse, gnd fia;‘:l“;
nothing to fill the time allotted to it. 1f we havea full week to performa task, ‘da .
uake a week. 1f we are given ten days for its ;:mpie;mn, 1:1“"“ consume ten 4ayS,

ie5 o rwenty days, it will take twenty-days an S0 on.
o 1m;:crt;ny?be one’s views about time, one will al§o concede ﬁla:i;vho- '
evpr is important, time is also important to him. Time and atutuc!egs w\_vardsf n?a::: i
¢iosely related. This relationship has bn_)ught about _the reonentat:ion 0 :
ives away from the older view oftime as uz.lhml_th, C_heap- and reoccuITing
w those attitudes that characterize us today that ume 15 limited.

The Use of Time

The starting point for improving one's utilization of tin‘\c is to appreciate what
his or her working time is worth (i.e. the cost of time). To Malt.uranc ( Wg) suriom:z- .
ful people spend their time doing things tt_xat people who fai} are ;I;Wll u;:%lm u‘) ;
The average person fifds it casier to adjustto the hardships © mrmg 2 hawi
spend the time adjusting o the sacrifice that lead tf’ success. 1t means hl Lt ,‘
goals and destinations in life unless there is a tune schedule attache ) ‘
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Umily then we can start moving towards these goals and arrive at the destination.

People generally fall mio two categories: first there is the disenchanted group,
which is atways gong to start something tomorrow. Then we have that wonderful
group which 15 ready to g0 right now o1 them there 1s nO (OMOTTOW. The first
group has both lomorrow and time to kili. But kilting time is not just a crime its
murder! 1f one must Kill it. one should work it to death” Whenever somebody say;
“1 don’t have time™, all that the person is Saving1s that, there are othet things more
important to him. Each day must be fitled with things to he proud of Unless we are
reads Lo atart right now, regardless of our good intentions, this time tomorrow, this
(e next week, this time ten years from now we will stili be bogged down.

Time management should be a chalienge to all. The proper usc of time deter-
mines the failure or success of the average personnel today even more than his
knowledge of his or her product, service or profession. The proper organization of
time is certainly on¢ of the first itcms on any formula for success. The most diffi-
cult task ever found among groups is that of eetting people t0 organise their time.
o at the beginning of the week

This is why cvery individual must spend some U

planning, in detail, the exact schedule for that week. It is with this in mind that we

can identify and discuss the various issucs in time management
Optimum Utilization of Time

Time cannot be stored or amassed. 1f time is allow od to pass without serving
any purpose, it hecomes a resource lost forever. For an effective management,
there are certain basic issues that must be considered. Boonc and Kurt (1990:188?
identificd some of the hasic iss1es a8 planning, organising. Arecting, and control
ling, Others are delegation, simplification ete

(a} Tims Planning
& ot of peopls often compiain that they don’t even have the time 1o plan OT WOrs®
still that they do not even control their own time notio 1alk of planning it. The oni}
way L0 save me is to find littie me 10 pian The components of pianned tim’
include quarterly objechives, weekiy plans and dailv activities
What 15 csserdint whe Wo talk of quarierly objectives 1510 list major objec-

fves for the guartes Then peide cach obimclive indicate ihe start date, due and
-".fsur‘;mriﬂtﬁ naimhes of davs oF nsars for eomnletinn The maor objective i the
P e O0Wis Y PrATnAT Y SRR TICRIS B OTOET R G ITE R R Lt ver 1THS iy
L oopechivrh WIS ARSH Cuano HTOTUNTR, B TITIOTIE an § et DastL, Unce Yo
time 15 pianned, you Al surcly noy weste e on thinking of wpat 10 d0. YO ¥
gefinilcly have 8 deadline on all vou de you will casity know whether you are
warking acuording 10 plan hence you €an measure performance.
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(b)  Delegation
According to Nwachukwu (1980:84), delegation is the organizational process that
permits the transfer of authority from superior to subordinate. Tt is the process
whereby superiors assign dutics to subordinates and give them the authority to
carry out these tasks. Without delegation, personal effectiveness of the superiors
and the subordinates are left redundant. Delegation increases motivation of sub-
ordinates by actually making their task more interesting and challenging. Many
superiors shoulder the work best done by subordinate, and that takes a lot of his
time. For any delegation to be effective the following points must be noted: -
() The superior must express confidence on the general abilities of the sub-
ordinates '
(i) The superior must realise that at the beginning, little mistakes must occur,
so the subordinates must be encouraged to learn from the mistakes
(i) The superior must avoid giving a subordinate responsibility without ad-
equate authority.
(iv) There must be an established feedback procedure to monitor results.
Effective delegation therefore, does not come easily and there is no doubt
that it is an important skill in its own right, carrying with it a number of specific
requirements. These include identifying whether delegation is really nceded, what
to delegate, how to delegate, and when to delégate. Delegation is a way of doing
less 1t saves time for the delegation officer. Indeed, delegation saves time and is
one of the basic and most important issues in time utilization.

7

(c)  Control of Interruptions

Interrupting elements in any organization are visitors, telephone calls, and inad-
equate delegation etc. Visitors who are not in that day’s programme constitute a
major time wasting clement. A way to discourage drop-in-visitors is by standing
up and meeting them at the door and announcing that you are too busy and eithwur
schedule a meeting with them or tell them that you can only spare them five
minutes. The telephone constitutes another time waster. Here a plan could be
developed to screen delegate or consolidate calis. in calling out, you must orgamisc
yourself and be prepared to talk. You should aiso enquire from the person you arg
calling the best time to call him. Keep the lengths of the call to a minimum.

() Meetings

Mectings if necessaiiv prolonged could become a major time wasting element o
an organization. Meeting should be designea w mee. @ specific purpose and
thould never be called simpiy because 1its iime (o have a meeting. The agenda of
the meeting must be clearly stated and issues discussed promptly without digres-
sion. Meetings should be arranged prior to natural breaks to reduce the tendency
to “fill the time available™ or i¢ drag on endlessly.
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{8}  Segmentation

This element of time management requires that you separate the controllable time
and the time that is not at your control. The uncontrollable time is the time con-
sumed responding to events and people with their respects, demands, and prob-
lems. Itis also referred to as job-imposed time, required time, fixed time or response
time. On the other hand, there is the time a manager can control - called control-
lable time, sell-imposed time, disposable time and discretionary time. For anyone
to be effective in whatever one does, there is the need to make available more of
this controflable time.

{f Isolation

The most definite form of separation is physical isolation from the normal work-
wlace. The manager may have more than one office. What is involved here is an
ctfort to consolidate chunks of uninterrupted time in order to think more deeply
about organizational problems. Another alternative is to use one office but insists
that at some time no one sees you. There must have been noticing notices on
some doors such as ** no visitors before 10.00am, 2.00pm™ etc though this is hardly
followed. This is because such withdrawal creates personal animosity. The asso-
ciate who calls with a matter that is important to him may be offended when he is
denied entry before the time stipulated on the door.

(@) Simplification

This technique suggests that the individual should present his matter in a simple
form. It saves a lot of time since the listener or the reader may not require further
explanation that may waste a lot of time simplification of personal communication
either oral or written helps managerial process. Grouping outgoing communica-
tion and incoming communications save a lot of time, Handling correspondence
only once and responding immediately makes a lot of sense

The Value of Time in Organizations

We often speak of the value of time, its importance and cost. Yet we seldom
calculate the cost of time in a meeting or a workshop. If we come up with a naira
figure per minute we will realise that for every minute we waste we lose that much
money. This plages a heavy burden of responsibility on the organizations to plan
every minute of the activity in an optimal way.

If we learn to calculate the cost per minute for all our activities we will realise
the tragic waste of the organizations sources when we misuse the time spent
during conferences seminars, and meetings. Gathering and organizing people are
very scrious matier that requires time. good decision and resources In Irying to
fdetermine the value of time, its importance and cost, i is important to bricfly
disonse fwo imporiant time tamers, These are seen in (a) the Parsto principle and
i the Parkinson law
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(a) The Parelo Principle

The Pareto Principle, (also known as the 80/20 concept) states that “the significant
items in a given group constitute relatively small position of the total items in a
group™. In other words, “80% ot onc’s goals can be achieved in 20% of one’s time
ifone works on those tasks that are critical to the completion of the overail project
and avoid those that contribute little to the outcome”. The manager is expected to
apply this principle by recognizing and listing the 20% of the items that are likely
o yield 80% of the expected results. e should then act on them first,

() The Parkinson Law

The Parkinson Law, according to Parkinson (1986) in Mullins (1986:389) is the law
of “Rising Pyramid” i.e. “work expands so as to fill the time available for its comple-
tion”. Under this law, it is generally recognised that: “it is the busiest person who
has time to spare™. Managers are therefore, required to set deadlines for each job
and work toward the deadline.

Inclusive in the value of time, are time wasting elements. To Agbato (1990:100)
some of the time wasting elements includes: wrong emphasis on priority, ineffec-
tive (or no) delegation, fear of being wrong, ineffective meetings, interruptions,
failure to be systematic or orderly, poor communication. pride. fatigue etc.

Time Management Styles

People m the professional jobs differ greatly in their time management styles
and approaches. Some evolve time habits suited to their persons. values and atti-
tudes as opposed to others. Same have greater job demands on their time than
others. However, it is pertinent to examine some typical characters and their attitude
totime management. To Maiturare (1998) some of the typical characteristics are:

(8] The Workaholics

Under this style, individuals work non-stop throughout the day regularly into the
cvening and weckends. They have few strong interests outside work and belicve
that the job is also a hobby. They consider that cveryone clse should work just as
hard. The workaholic does not make a good manager. Where a manager must set
pricrities, a workaholic must do everylhing. A manager must be patient in gaining
the commitment of others, in order to multiply his efforts. But the workaholic has

ligle or no patience with others and works uncndimg hours to make up for their
pereeived lack of commitment,

(b)  The Wiling Horse

Heisthe type similar to the workaholic, he cannot say no to a request, Fach day 16
filled 10 over flowing; trylng to meet all requests and the result is sometimes that
jobs get done but quality and productivity often suffer. As with ail willing horses
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there is a danger that excessive strain wil break them.

(c) The Efficiency Experts

The efficiency expert may have been trained in work-study using a stop watch at
somie stage in his career. He rushes eut from ene job to the next and takes pride in
handing six jobs at the same time.

(d)  The Procrasunator

He always puts off making decisions and needs mounds of irformation and further
facts before any decision can be taken. He is often articulate and difficult to put
down and sometimes gives the impression that the purpose of work is to ensure
that nobody can ever possibly prave him responsible for any mistake. If you
procrastinate, the work keeps piling up. You do not know what tomorrow will
bring. A good practice is to do any task on the spot if it takes five minutes or less.
Ifit takes more than five minutes, schedule it according to its priority. This golden
rule can make you a great achiever in life.

(e) The Crisis Manager

This is someone who works continually from one crisis to the next. As he is ruled
by the Morning Post and the Telephone. Firefighting” and mushroom time man-
agement also describes this style. The crisis manager never has time to plan work
to avoid panic; he rushes jobs because he is too busy dealing with crisis. In most
works situations, ¢his style is debilitating and should be avoided.

Gl The Socialist

The type spends a lot of time chatting with everyone willing to listen. He often
finds reasons to go far a walk around the premises and keep in touch with a wide
range of contacts. He is highly active on the grapevine and in organised social
events. All these management styles affect the manager’s time in organizations.

Suggestions on how to Utilize Time Effectively

An investment on time should yield the best pokitive return. It is suggested
here that managers should utilize their time effectively by doing the following: -

a. Develop a time log. Plan your day each moming by writing down the

things to do and check them off as they are done.
. Learn to say no to time wasting activities,

¢.  Always have a pencil and paper or a small notebook in your pocket so
that you can jot down plans and ideas during spare time.

d.  Avoid a late start,

¢ Planrest times,

L Enforce self-discipline.
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g Utilize spare time by reading, memorizing, or doing something constructive,

h.  Always give clear instructions to subordinates,

L When you make an appointment, be sure that both parties understand
the exact time.

J. Ensure regular maintenance of equipment,

k. Adjust your traveling time to the distance involved, making reasonable
allowance for the unexpected, so that you will arrive at the appointed
time,

L Avoid people who are thoughtless and selfish enough to steal your time,

m Do not make a trip in person if you can accomplish the same through a
letter or a telephone call.

n.  Avoid excessive management of past.

Delegate effectively. Do not take valuable time from own business or
profession to do a job that could be done better by others at much less
cost.

Conclusion

management such as leadership, delegation, coordination, planning ete. Time utj-
lization needs to be balanced against potential benefits. One of such potential
benefits is to enable managers not only to be successfu| but also to be good
planners %d leaders — the essential ingredients needed for improved performance
and productivity in organizations.
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