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[1] You said the report would take two hours. It took five. The gap was not small. It was more
than double. You were not being dishonest, and you were not being lazy. You have probably
said something similar before, about a different piece of work, and been wrong in the same

direction.

[2] Making a plan is still the right thing to do. A rough plan tells you when to start, and
starting is most of the battle. Starting late is the expensive mistake. People who make no plan
at all do not finish earlier; they finish later, and they worry the whole way. So this is not an

argument against planning.

[3] The trouble is where the number comes from. When you guess, you imagine the work going
well. The picture in your head is a picture of a good day. You picture yourself sitting down,
opening the file, and writing. You do not picture the printer failing, or the missing page, or the

message that pulls you away for twenty minutes.

[4] Those interruptions are not unusual. Something like them happens almost every time. You
remember the report. You do not remember the printer. They feel unusual because each one is

different, so none of them is the thing you expected, and you do not add them up.

[5] That is not a criticism of you. The fix is not to try harder at guessing. It is to stop
guessing. Look at how long the last three reports actually took you, and use that number

instead. Your memory of the work is optimistic. Your record of it is not.

[6] So write down the finish time for one task this week. Just the time, nothing else. One line
a day is enough. In a month you will have something better than confidence. You will have data

about yourself.
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