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What we now think of as “time management is a child of Taylorism.
Before Taylorism, workers weren’t thinking about time. When most of
the population was working on farms, they weren’t deciding what to do
and when to do it based upon the movement of a stopwatch hand. They
were asking themselves when the sun would rise or set, when it would
rain, or when the first frost would come. When would the cornstalks be
up to your knees or waist or chin? These questions were not questions
of seconds or minutes or even hours. They were questions of days and
weeks and sometimes months or years. Most of the day, most people
didn’t even know what time it was.

Taylor’s big contribution to productivity was that he thought of time
as a “production unit.” Add more time, get more output. Add more work
within that time, get more output. What Taylor did was fill the available
time with the most efficient movement possible. When he taught those
movements to every worker in the steelyard or in the factory, it made
them more productive.

Today, we still think of time as a “production unit.” This attitude is so
ingrained in our culture that we're hardly aware of it. It’s the “water”
that we, the fish, swim in. We wake up to an alarm - we’ve tweaked our
wake-up time so that we can wake up as late as possible, and still get to
work on time. As we drive to work, our navigation system calculates
exactly how long it will take - given the traffic conditions - for us to
arrive. At work, we diligently fill out our time sheets, so our employer
can bill clients for our time. If you're reading this book on an e-reader,
there’s probably an estimate at the bottom of the screen telling you how
long it will take to finish this chapter. Everything around us is set up
with the assumption that time is extremely valuable. That whatever
your goal, if you reach it in less time, that’s a good thing. That if you
spent time on something, that means you performed a valuable service.
“Time is money,” as they say.

But there’s something we’re forgetting when we treat time as if it
were money. Even Taylor knew this fundamental truth. It’s that any
“production unit” has its limits. Exploit any resource enough, and you’ll
eventually stop getting benefits.

Taylor was filling his workers’ time with efficient movement. But
Taylor noticed that if he tried to fill all of his workers’ time with
efficient movement, he didn’t get what he expected. If he wanted to get
a full day out of a worker who was moving chunks of iron in the yard,
Taylor needed not only to prescribe movement to that worker — Taylor
also needed to prescribe rest to that worker.

So, at some point, time was no longer the only resource for Taylor to
optimize. Taylor had to leave some time empty to truly get optimal



output from his workers.
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The flrst time I heard this, I was 1ncred1b1y confused Today is
Wednesday, so - eight days — you mean next Thursday? To a clock-time
person, the appointment is in seven days. Seven rotations of the earth
separate right now from the time of the appointment, a week from now.
But from an event-time perspective, it'’s not seven days - it’s eight:
Today is an event, which has not yet ended. There are six days — each
day its own event — between now and the day of the appointment. The
day of the appointment is also an event. That’s one, plus six, plus one -
eight. One week from now is eight days. The appointment will take
place in eight days.

This isn’t what the Beatles were talking about when they sang Eight
Days a Week. That song was inspired by a limo driver who proclaimed
to Paul McCartney that he had been working hard. “Eight days a week”
was his way of saying he was giving “a hundred and ten percent.” When
event-time cultures think of a week as having eight days, it’s because
they're actually viewing each day as an event. It’s a refreshing thought,
really: Today counts.

When a culture is following event-time, it can be confusing and
sometimes aggravating to someone used to clock-time. You can’t believe
you have to stand in a line for twenty minutes just to buy an avocado.
Everyone else in line is thinking, What'’s the big deal? You'll get there
when you get there.

When I experience the “temporal switch,” I switch from a clock-time
perspective to an event-time perspective. I find that my internal
dialogue changes. I'm telling myself, “Things may not work out the first
time you try them, but they will work out eventually.” As Colombians
are wont to say, {No pasa nada! Literally: Nothing will happen. What
they mean is, Stop worrying, it will work itself out. With this laissez-
faire attitude, you can’t be concerned with what time something
happens or how long it takes. You'll drive yourself crazy, because
nothing will happen on-schedule.



These observations about different approaches to time can come off
as politically incorrect. If any of this sounds judgmental to you, ask
yourself: Is it because you think one approach is better than another?
There’s the problem!

In fact, a study by Tamar Avnet and Anne-Laure Sellier found that
both clock-time and event-time approaches can lead to good outcomes.
It depends what you're trying to accomplish.

CREATIVITY IS A MAZE,
NOT A JOGGING PATH

If you're trying to be efficient, clock-time is the way to go. Like moving
chunks of iron, if you're stacking bricks, Frederick Taylor’s approach to
timing movements will get the wall up faster. It’s a clock-time approach.
But if you're trying to be effective, event-time is the way to go. If you're
trying to think of the perfect gift for your wedding anniversary, getting
it right is more important than doing it quickly.

Avnet and Sellier’s study also demonstrated that clock-time and
event-time approaches aren’t strictly cultural. Most of us change our
approach based upon what we’re trying to accomplish.

When you're looking for your Creative Sweet Spot, it’s better to have
an event-time approach. Why? Back to the basic building block of
creativity: the insight. Remember that insights come in an instant. You
go from not having the solution to having the solution. As John Kounios
said, the emphasis is on “sudden.”

As you're trying to solve a word triad, you're thinking divergently.
While thinking divergently, you're thinking of words that are only
remotely associated with each of the cue words. This will take you
down some of those dead ends in the maze we talked about.

The mental processes behind solving the pine, crab, sauce word triad

might look like this.
tree ciilia barbecue
Ta._ grass + king legs :
B K i : ’.-':,CI{.':W 3
wood - = - pl_ne\ crub‘/suuce
: apple l
cone . E cocktail

rock snow



While these word triads can be solved through insight, not everyone
who solves these triads uses insight to do it. Some subjects report using
an analytical process — and their brain activity reflects this difference.

Word triads are a good microcosm for the creative process, but
strictly analytical problems are different. The difference between a
word triad like this and a strictly analytical problem can tell us
something about why an event-based time orientation might be better-
suited for creative thinking.

If you solved one of these word triads through an analytical process,
that process would be more like the deliberate, step-by-step process we
walked through together. If you first thought of a word that went with
pine, and that word happened to be apple, when you deliberately tested
apple with the other cue words of crab and sauce, you would have
arrived at your solution. That would be an analytical process. You could
use a similar process, thinking of every single word you could that went
with each cue word, then carefully testing the combinations, and you
could also arrive at a solution.

Some problems will never be solved through insight, but instead will
mostly be solved through analysis. If I asked you to calculate the odds of
drawing a King or a Queen from a deck of cards, you wouldn’t solve that
through insight. You would follow an analytical process: First you
would calculate the number of Kings and Queens in a deck of cards,
then you would count the cards in the deck, then you would calculate
the odds.

If you happen to be a math whiz, and the odds of drawing a King or
Queen simply appears in your mind, that’s not the same as insight. That
would simply be intuition. Your deep experience in solving math
problems may help you solve them almost instantly.
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Two years later, my plan bore fruit. It came to me on a mild July day, as
I was sitting at a picnic table on the porch of Noble Tree Coffee. Is this
real? I asked myself. I did a quick search on the web. Nothing. I checked
to see if the website domain I wanted was available. It was. My breath
quickened. My heart pounded. My hands shook. I said to myself, This is it.
It was my Big Idea.
It had started with a feeling. A feeling that I had more thoughts than I
could hold in my brain. I sensed that something in there was worthwhile.
I had an inkling that if I gave myself the time and the space to explore
those thoughts, I would find something unique. My Big Idea.
To begin, I cashed out a good portion of my retirement account. For the
next year, I turned down every freelance gig and every job offer. I even
turned away a Facebook recruiter — an opportunity that may have been
worth millions. I didn’t want any distractions. I needed to sort through
what was in my mind.
Eventually, that desire for space and quiet — and cheaper rent - drove
me out of San Francisco. I needed to isolate myself from whatever the hot
new trend was in startups and tech. None of it would help me find what I
was looking for.



Jonathan was right. For much of that first year of working on my own
in San Francisco, I was up until 4 a.m. But, I was still getting plenty of
sleep. I had simply shifted my schedule. From midnight to 4 a.m., I did a
solid block of focused work. When I did lose focus, there were no
distractions for me to escape to.I'd hit refresh on my email inbox or my
social media accounts, and there were no updates — aside from the
occasional tweet from someone on the other side of the globe. In the
middle of the night, everyone was asleep - even in Silicon Valley.

At 4 a.m., I'd transform my tiny room from a place for working into a
place for sleeping: Turn off the lamp, tuck my chair under my desk, and
wrap the shoji screen around the desk. Go to bed, and sleep until noon.
Tomorrow, I'd work from one cafe after another until they were all
closed. Then I'd transform my bedroom back into an office to do it all
again.

I didn’t have a name for it at the time, but I was building a Creative
Cycle. A Creative Cycle is a repeatable progression of focus and release.
You're intentionally doing the Preparation, and providing the Incubation.
By repeating this pattern, you eventually achieve Illumination. Then, you
can do the Verification necessary to bI‘lIl your work into the world.
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When cars were first being made, each car was made by hand. One
car might look like the next car, but they were actually quite different.
Because the parts were made by hand, you couldn’t switch one part out
from one car with the same part from another car. There were tiny
differences in the dimensions of the parts. These differences didn't add
up to much when comparing parts, but when comparing cars, they
made a big difference. One car of the same model would be bigger or
smaller than another car of the same model. If one part was smaller on
one car, then the rest of the parts needed to be smaller, too - so the
entire car was smaller.

Now, parts on cars are interchangeable. The production process is
standardized, so the people designing the cars aren’t touching the final
product. They have to make the production process part of their design
considerations. Each individual car may lack that hand-made touch, but
the cars are more affordable.



In moving my podcast production from the front burner to the back
burner, I had to make lots of compromises. At first, I wanted to arrange
every episode by feel - maybe the intro music would start in one place
in one episode, and at another place in another episode. But to make
production efficient, I eventually had to standardize the placement of
the intro music.

The hardest thing to let go of was being able to record intros as
episodes were published. If I had a personal update or something to
promote in my business, when I was recording a fresh intro each week I
could simply slip my announcement into that week’s intro. Now that I
batch episodes on a monthly basis, I can’t do that. When I'm recording
an intro, it might be a whole month before it’s actually published.

Making that compromise has costs, but the trade-off is worth it. I get
more work done with less energy. One could argue it reduces quality,
but in some ways it has improved quality. It forces me to be more
organized. Instead of flying by the seat of my pants, I now have
designated slots within the intros in certain weeks of the month for
making certain announcements. Some weeks, I thank the supporters of
the show, other weeks, I thank listeners who share the show on social
media, still other weeks, I showcase what listeners are creating.

The compromises you make depend upon the goal of what you're
creating. If I were creating an industry news podcast, it wouldn’'t make
sense for me to batch production on a monthly basis. I'd make
compromises in other ways, such as by standardizing my process for
deciding what news to cover. I might even choose those standards so
the news I'd cover wouldn’t be outdated on a weekly rogiuctlon cycle.
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