ChIIPing Away at Over Commitment: 
How a Change Integration and Implementation Plan can Focus Efforts, Streamline Workloads,
and Improve Job Satisfaction


Tools for ChIIPing Away Your Workload





The Circle of Influence is a good way to visually define where your meetings, task forces, programs, and other “time users” fall in relation to your mission.  The closer they are to the mission, the more likely that you should be spending time on them.  The circles can represent dollars, time, occurrences, periods of the year.  In our example, we placed all our meetings on the circle first then defined the circles as periods of time.  The farther from the mission, the less likely we needed to attend meetings on a regular basis.  
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Mission Critical Quadrant - Rate each of your jobs, tasks, or programs that you spend time on by whether they are Mission Critical or not and by whether they are Urgent or not.  Depending on where they fall ask yourself the following questions about them:
Not Urgent/Not Mission Critical Quadrant

· What is there about this task that you felt made it need to be done? (If it doesn't need to be done, ax it)
· Is this something that needs to be done?  If you quit doing it, what impact would it have? (If it doesn't need to be done, ax it)
· Who is the "customer" for whom you performed this task and can it be negotiated with them? (If it doesn't need to be done, ax it)
· Is anyone else also doing this?  If so, can it be combined?
· Is this a vegetable or dessert?
Urgent/Not Mission Critical Quadrant
· What/who made it urgent?  
· Is this something that needs to be done?  If you quit doing it, what impact would it have? (If it doesn't need to be done, ax it)
· Who is the "customer" for whom you performed this task and can it be negotiated with them? (If it doesn't need to be done, ax it)
· Is anyone else also doing this?  If so, can it be combined?

· Is this a vegetable or dessert?

Urgent/Mission Critical

· What makes this task mission critical?

· Are you doing it at the right time of day for your energy rhythms?  (Does it align with your brain power needs?)

Not Urgent/Mission Critical

· What makes this task mission critical?

· Are you doing it at the right time of day for your energy rhythms?  (Does it align with your brain power needs?)

Planning your time around Mission Critical tasks:

 

1. Place the urgent/mission critical tasks first on your daily schedule.  That does not mean they have to be done first thing in the day, it means they get first priority on your time, whenever is best for the task.  

2. Place the not urgent/mission critical tasks on your schedule.  This is where you will begin with your best energy time.  

3. Place the urgent/not mission critical tasks on your schedule - vegetables before dessert.

4. Place the not urgent/not mission critical tasks that still remain (you might have axed some in the initial questions) - vegetables before dessert.  

Grandma’s rule:  Eat your vegetables (they are good for you or the organization) before your dessert (the things you just love doing, for whatever reason, but with little “nutritional” value to you or the organization).
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