Time Management
Tip Sheet for Principals

Finding enough hours in each day to be an effective principal is always a challenge.  This is a collection of tips from colleagues and other sources.  The purpose of sharing these ideas is to provide suggestions that will help you find more time to focus on being the instructional leader in your building.  

· Delegate responsibility in your building.  Work to increase capacity of staff members to be leaders in your school and use their strengths to complete some tasks.  Principals do not have to be in charge of everything. However, it is important to monitor the tasks you delegate, then evaluate the results, and give credit to those who carry out the responsibilities effectively. 
· Have your secretary go through your Pony and U.S. mail to organize it into folders that enable you to read through quickly. Consider color-coding them. For example, you can have an action folder, a reading folder, a principal signature folder, and a folder for your approval. By having mail organized for you, you can grab a folder, take it with you while you are out of the office and go through it quickly. Then return folders to your secretary so she can follow up quickly as well without having to resort items.

· Rely on your secretary to help you with certain tasks. Consider using the Breakthrough Coach Course ideas and adapting them to meet your needs, to work on eliminating the paper and clutter in your office and improve efficiency.

· Handle a piece of paper only once. Follow the “3 D’s Rule: Delegate it, Dump it, or Do it.”
· When doing informal observations and walkthroughs of the building, use your Blackberry to send feedback to staff.  You can immediately send an email to the staff member and to yourself. Or use your Blackberry to take notes so you can write personal notes or emails after the school day. 
· Plan and schedule a brief meeting each morning with your assistant principal(s).  In this manner you can plan the day, divide responsibilities and develop a focus for the day.  Also consider setting aside time at the end of each day to debrief the day and discuss any follow-up or impacts from the events of the day.

· Keep a stack of index cards or notepads on your desk.  Every day, put at least four or five positive feedback statements in staff members’ mailboxes. Have your secretary copy the notes for their files and, in middle and high schools, copy the resource teacher and assistant principal. These will be useful when completing evaluations. 
· Schedule time to be visible during lunches (and recess in elementary schools.)  Alternate periods during the week so you are visible at each one several times during the week. The most important time to be visible is during the first or last 10 minutes because those are the transition times. The last 10 minutes is when your visibility can help prevent behavior management problems.

· In middle and high schools, schedule time to be visible at team practices, sports, and other extracurricular activities.
· Schedule two solid days each week (or an amount of time you find manageable) that are designated as “coaching days.” These times are devoted to classroom visits and are only interrupted by emergency situations. Do not allow phone calls or appointments to be scheduled during those times, except in emergency situations.
· Create satellite offices throughout the school.  For example, set up a desk in the hallway where you can work on paperwork, yet, still be visible to staff and especially students.  

· There are times you simply have to close your door and complete your work. (E.g., writing teacher observations).  Even though you have an open door policy, teachers will understand the need to close your door once in a while to complete your work.

· Check email before school, during lunch, and before leaving for the day.

· Use a “To Do List” and set priorities. 
· Organize phone calls in a prioritized order to be returned by the end of the day.  Of course, there are some calls that need to be returned as soon as the message is received.

· Keep a file or folder for each committee, regular meeting, event or newsletter.  This keeps pertinent information at hand for quick access. Set up similar folders on your computer.
· Put Post-It notes on your computer screen to remind you of urgent things that must be completed.  Remove them as the tasks are completed.

Additional Resources:

The Break-Through Coach, by Malachi Pancoast
Time Management for School Administrators by Dr. Ivan Fitzwater
Finding Time, an article from NAESP’s Communicator
