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Time Management

Presenter Notes
Presentation Notes
Intro- Jill Thomas – I’m a reservist at 3AF now and I did five years as a reserve mil judge, former fed prosecutor and former active duty doing 3 yrs as a CTC and 3 as an ADC.  But now, I’m living semi-retired in Lisbon, Portugal with my spouse and dog. 

And, like many of you and probably the rest of the world, I’ve had to navigate time management issues and it’s not always easy.  As a human, we have to embrace that we are not perfect; we fall down; going inward to identify areas for growth is where it’s at, however.

Here, in this presentation, I’m just planting seeds; this is not meant to be a personal strategy session; dropping a stone in a water for the ripple effect; take any nuggets for YOU so that you can gain some insight into areas for growth, to see tips for improvement, and to actually practice brainstorming real-life scenarios at the end of the presentation with your deputy or supervisor.  Lt Col Bishop was the grand creator of these vignettes and they are on POINT! Take your time noodling.  It will be worth it.

Before we get started, I’m not managing the chat because I cannot do two things at once; we will get to comments/questions at the appropriate time.  





Why should you care?
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Presentation Notes
maybe, just maybe this will improve your work/life balance.



What happens when you’re 
overwhelmed?
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Work too fast – quality may degrade; miss things; fall through cracks; immunity goes down – get sick; grumpy and people may not want to be around you; disappoint others and bosses



What’s the hook?  
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The gift of hindsight - PERSPECTIVE - changes over time and you get to short circuit the time to gain perspective by not committing the same mistakes as I did/we did – basically it’s an early life hack to learn from others in the first instance – the following slides could have been taken from “dear diary/dear younger self, …here’s your chance to start anew/fresh/ask questions in advance to avoid disasters/learn from others before the train starts to go off the tracks – segue into second hook.  

HOPE for a more balanced life! 




Why listen to me?
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Listen to me because I’m not telling you what to do but just opening a discussion on creative solutions  
Because I’ve been in your shoes many times over a long career as JAG and as an AUSA and I feel your pain; I’ve also been a boss and mentor, so I have that perspective as well.
3. Why listen to me? Because I want you to have a well-balanced life.  When I was asked to do this, I was like did the universe smile upon me? This is a subject where I received praise from AF and civilian leaders – I went home at reasonable hours and got to live a life well-lived – we are all different, so I can’t just tell you my systems and have that work for you – not a one size fits all; not the smartest person in the room, but efficiency, optimism, and EQ were my superpowers; AND, due to my optimization, my spouse and I retired (semi as you can see I’m still doing reserve work) at the ripe young ages of 41 and 50), but personal finance is a different subject, but there are parallels to learning time management skills


		Sure you could just check this training off some task list; but I hope you don’t because I will often pause plug books that have helped me, etc.




TOPICS

◦ Survey Results
◦ The THREE problems
◦ Tips, Tricks, Hacks
◦Bosses’ Observations
◦Big Picture

Presenter Notes
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3 problems:  systems, them, and you

Tips are from colleagues and senior leaders

Bosses – what they see/how they want to help



SURVEY RESULTS
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22 responses from you, the audience

Through the survey, we heard you.  You asked us to address specific areas through the feedback/comment section of the survey – those will be sprinkled throughout OR the issue was crowdsourced and put into a tip, trick or hack




Question 1 –
avg hours / wk

11 said 51-
60 hours
6 said + 60
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22 respondents



Q2 
Overwhelm?

11 said 3
7 said 4
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4 of you are doing something right or your body and mind don’t talk to each other 



THE THREE PROBLEMS
Systems

Them
You
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Hearing the feedback – identified three main problems – systems – talk a little bit about; same for the “them” problem, but we are going to put the focus on where you have the most control – and that’s the you problem.  It’s within your locus of control for improvement and to adjust and adapt yourself in order to navigate those systems challenges, the boss/people problems, etc.  

These problems are the big picture problems – micro problems are underneath these headings.  Likely a time management issue is complex and there is not just one problem but a combo.  And, as such, the solutions are myriad and complex.  






Systems
Arcane Software

Administrivia

Rules & Procedures
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a.  Systems – arcane software; access to systems; admin and metrics – just know it’s like the titanic, but speak up -don’t be afraid to speak up about that systems problem to JAG school/your own leadership – how do you think they’ve been changed over time

		1.  find the workarounds – tech and other – optimize
		2.  you are not alone – others may have tips – have to ask/reach out

b.     
 That new JAGs haven't been given a lot of the foundation that is expected that we should know. 
My thoughts on this are:  1)  get resourceful e.g. when I was asked to do RAR packages, I asked for the best and brightest templates with the latest legal updates (don’t reinvent the wheel); when doing an Article 6 inspection, ask other offices who knocked it out of the park and take a look at their answers; 2) find experts in areas where you are lacking and ask questions (do some background research before reaching out); 3) find trainings on the topics you think you are needing/lacking and become the expert	
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Feel your pain!



THEM
Unreasonable boss 
– pile on

Clock watchers

Poor leaders
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Them problem (NOT a WORKSHOP on Managing Up) – what you can’t control, but may be able to plant seeds or develop managing up strategies –

BIG PICTURE:  – every single one of us has had a challenging boss and colleague and that won’t end when you leave the AF; It’s a person’s responsibility, however, to address the challenges we have; Goal here is to face/manage what’s in front of you – can’t go around the mountain; can’t turn back from the mountain; must climb it – it’s just better to accept what is than to fight gravity because it’s a recipe for crazy-making and frankly it wastes your precious time and energy.  So with that, some ways to consider the “them” problem.  
		1.  Talk to them – adulting 101 – you have incredible resources at your fingertips – please use them – this group of folks wants you to succeed and would be quite receptive to you reaching out for guidance – sure can bosses get cranky? Sure, however, his/her crankiness is not likely about you (book plug – the four agreements - one of them is “don’t take things personally”) – you have two choices in that scenario: 1) steel yourself it that’s your situation and ask anyway because it’s the way to face what is or 2) ask someone else who seems MORE receptive. For ex, Col Thompson….

BUT HERE – you may say my boss isn’t receptive or my sup is brusque/short with me.  Have you considered that It may be in how you approach the person – so soft skills may come into play.  You may need to work on communication skills/nuance/diplomacy – need ego stroking here – ever noticed that when you start with a compliment that person softens, more likely to be approachable; please understand all bosses were once in your shoes – they are human and most can be reasoned with – don’t forget those same managers have new bosses known as commanders so they’re managing up differently - 
		1.  Manage up problem example – only approached my boss in the afternoon; because contrarian, approached with solution I didn’t want, then he usually responded with his own solution (which matched or was similar to my original idea/ask) – this is exhausting but it is a solution
		2.  Setting boundaries – put in email – with style, nuance, diplomacy; this takes practice, but it is a solution to many problems
		3.  Wait until new boss/new PCS – what we know in the military is the constant is:  change is a comin!
		4.  Turn negative into positive – learn from the challenges; it develops grit and resilience (Dr. Meg Jay – Supernormal)
		5.  Creative ideas/solutions for office – approach boss with new ideas – scrum; identify your skills/strengths; and others’ ; then delegate accordingly
		6. Or the boss isn’t giving certain folks work to do because she/he doesn’t trust that person – promise you, this will come back to bite those folks in the AF and beyond (only hide so long)        What you can control is don’t become them later

ONE OF YOU WANTED TO KNOW:  What is Big JAG doing to either increase staffing or reduce workload?  Outside scope of training but it’s a great question – one that I would have no insight – mystery to all of us, but just know it’s likely to get worse – joined the military, not a corp or a business, so it’s hierarchal which means the boss is in charge – here, you just swallow the ego, and tighten your seatbelt



YOU
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Meat and potatoes:  AND the hardest part.  

If you look externally/outward – find systems that are backwards, bosses that are unreasonable, plate is always full

But Your real ability to respond is from within – develop your own capacities; competencies to respond – that’s where your power lies.

So, my thesis here is this:  you want change, you go inward, find your weaknesses, develop new strategies to address those deficits; execute new ways of doing thing – formula for success!

First, take the time to know where the kinks are.  Do a deep dive – it may not be what you think, so dig a little.  Second, be humble about improving – confident humility is a very strong virtue and will take you places.  Keep trying to improve – life really is more interesting if you pivot from “stuckness.”


YOUR OVERARCHING COMPLAINT - Plate is full – no bandwidth; no time; weekend work; night work; no balance
How to improve efficiency? How to get from A (too full) to B (more balanced) 

Because you can only control you, let’s start with you:  


You problem – first you have to want life to change and possibly drastically (Radical honesty with yourself; can only change you and plant seeds in others/systems).  Do it differently because it’s not working for you.  

Ask for help ask for feedback about your blindspots, use resources – colleague who never asked for help in her trial.  Pride got in her way.  Wasn’t the office’s fault – she created the mess when she didn’t have to.

Iterate, get creative - Think Again by Adam Grant; create new habits – Atomic Habits by James Clear

If you’ve got this all dialed in, this talk isn’t for you.  Somehow, I think that there is always more to learn.




THE TOP IDENTIFIED HURDLES  

◦ Self-care
◦No system
◦Personality/habits – e.g. procrastination; perfectionism; 
workaholism; ideas person v. task master
◦ Lack prioritization
◦ *Medical problem related to focus
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Here is where we bring you to the table for a discussion; think about other ways of doing things haven’t thought of; take a nugget from it; start to turn the mirror on yourself for growth.

Don’t let any of your liabilities take you down!
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Biggest problems – 
Owen

Jill – too much sugar in the bag; tech problems – not a one size fits all approach  My FIX:   “NO” is a COMPLETE sentence and I’m a work in progress (practicing)

When you’re looking inward, is the job a mismatch in terms of its demands and your strengths? The answer may be yes.  Meanwhile, as a responsible adult/JAG, dig into yourself to ask, what is my ability/capacity to respond to my current circumstances?  What’s my system in place to handle the load?



TIPS, TRICKS, HACKS



Self-Help
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Pre-req to work/life balance -  Self-care – Boundaries – put mask on first – health improves; sleep improves; mood goes up = energy levels go up; This theory can be applied in so many ways – for example, personal finance/investing – one simple and rule for everyone is PAY YOURSELF FIRST – why? Because when you sock it away early – it will compound and you’ll have more money later – If you learn nothing else from this, please employ a self-care routine for yourself – it will be your force multiplier in LIFE and WORK.  Col BT, what is included in your self-care routine?




Need a system
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 Lack of system hacks – What is a major contributor to time management? Systems in place – failing to plan is your plan to fail – know yourself and work with yourself


Playbook you design for yourself – follow it like a recipe/formula – just flexible enough to handle emergencies – otherwise, stick to what is working

Asana (explain); 
White boards; sticky notes; scrum (next in line; doing and done); Trello board

Get creative – experiment and test like a scientist
			



Personality/habits – Deep Dive
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 1.  Perfectionism – B work possible? KNOW thyself.  Read When by Daniel Pink – when to do your best work; when to do creative/strategizing work; when to spend 5 minutes on an email and when to plug your heart and soul into something (if you don’t know, you ask and you will pick it up over time); judges hand down worse sentences in the afternoon; surgeons perform best in the morning – 

Big Ideas by Daniel Pink – cognitive abilities fluctuate over the course of the day; innovation and creativity are greatest when we are not at our best – Inspiration Paradox; if you’re stuck in the middle of a project, he recommends picturing one person who’ll benefit from your efforts – it will deepen your dedication.  

E.g. - Training – do it in the late afternoons (Friday when dead) – do it the week it comes out as a requirement or shows up in my tasker; be on the front end as it relieves anxiety about it hanging over your head

		2.  Workaholism – Capacity at 85%; only 24 hours in a day.  Time is a spatial relations problem (efficiency is one thing but number of hours other part of the equation)

Task oriented or strategist – ideas person? Harness the power of your strengths and team up with your yin

4.   Look, lawyers have control issues – of all people, we should want to control our lives rather than our life controlling us…flip that script! the only way is through a plan and creating new systems/habits.  James Clear, Atomic Habits

			



Prioritize
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Part of your system must contain a prioritization / triage strategy (factually, not all tasks are created equally and thus the response to those tasks are necessarily not equal):  Once you have developed the system/created new habits - DEPLOY your system to tackle it:  It may not work out of the gate; try something different and new until something sticks – there will be a struggle/tension – normal, give yourself grace to experiment

e.g. Email system to triage/address all emails - Podcast

NEED HELP – ASK FOR IT!  Don’t let pride or fear stand in your way!  ASK BOSS FOR PRIORITIES and ASK WHICH ONES CAN SHIFT/DELEGATE for that month – when court is over – check on team/follow up with the work that got shifted or delegated	

How to prioritize?  1) What your boss tells you; 2) the ones with deadlines (between competing ones, ones with most scrutiny or military justice



Wrap – up:  TIPS, TRICKS, HACKS  
◦ 1.  Know when your best time to work is

◦ 2.  Block out time on calendar 

◦ 3.  Put your mask on first

◦ 4. FOCUSED meetings with timers/agendas (SCRUMS?)

◦ 5.  Close your door - – no interruptions; turn off notifications (phone, email)

◦ 6.  Don’t spin wheels; ASK when in doubt (get clarification/guidance)

◦ 7.  When asked for expertise, give direction with specificity and focus – lead by example (verbal 
efficiency, e.g. BLUF

◦ 8.  Tech hacks – use platforms to fullest extent to maximize efficiency

◦ 9.  Administrivia – do them on groggy days or Fridays – be nimble and flexible re scheduling these
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The tips/tricks/hacks/fixes
		1.  know when you work best – morning?
		2.  block out time on calendar
		3.  mask on first – food, exercise, sleep, play (Design your life- Bill Burnett/Dave Evans) – ted talk, free class, book
		4.  focused meetings with timers – scrums?
		5.  close your door for focus – feel free to use stickys to let people know what’s happening – writing appellate brief
		6.  HACKS - turn off notifications on cell and desk; put phone away (try different things to see if they improve your situation); Intermittent fasting – time saver, waist saver, money saver
		7.  Don’t spin wheels because afraid to ask – do a little research so you can ask intelligent questions about the project or if completely clueless, ask for guidance – if you are someone with expertise, focus on the call of the ask so you can give direction with focus for the person and not waste time – don’t be wishy washy – lead by example when it comes to being verbally efficient – good practice for a litigator anyway
		8.  Technical hacks/tricks – - use the platforms to the fullest extent and give feedback to holders of that
		9.  Administrivia – do it on groggy days – be nimble and flexible re schedule
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Best Hacks:
Owen/BT
Jill – just do it Nike (eat the frog/don’t put it off); don’t overthink it and don’t procrastinate – no stomping around – just attack; 80% is a winner (100% for courts; 75% for absorbing the trainings) – just can’t care about everything (great podcast – afford anything/but not everything); also, when court is assigned, begin immediately – do not WAIT!!! Naming conventions are superb



TIPS, TRICKS, HACKS 
FROM COLLEAGUES
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Anyone like to unmute themselves and expound upon their tip?

In writing from the survey – want you to see what others are doing – cross-feeding to you





Tips, Tricks, and Hacks – Part 1
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Close door – minimize interruptions



Tips, Tricks, and Hacks – Part 2
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Clear calendar – create space to do the concentrating type of work



Tips, Tricks, and Hacks – Part 3
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Post-it notes
Google doc of red, yellow, green – co-counsel can see what’s happening – easy system to navigate the to-do’s and who they are assigned to; (last trial example)



Tips, Tricks, and Hacks – Part 4
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Ask boss for what to attack first
Productive Habit App – explain?



Tips, Tricks, and Hacks – Part 5
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White boards – love them



BOSSES’ 
OBSERVATIONS
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These were simply observations by the people who interact with you and want you to be your best self; they know your struggle and they care – they know because they were in your shoes once and they still have bosses too

And as an aside, the inordinate amount of time these leaders put in, first, to talk about how to develop you as future leaders and, second, to execute strategies in order to do so is astounding and inspiring.  





Overwhelm based on:

Email No system
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OUT OF THE GATE, biggest feedback/observations were “ask for what your priorities are until you are able to figure it out on your own!”
Developing a system and muscle memory skills of addressing work priorities – get one in place – life will change
Shutting doors/turning off phone/email more until you feel out of the woods/can breathe again; block your time on calendar; can’t get there without self care routine in PLACE
Email system – whole podcast on this with excellent advice and I learned a few tricks! Impressive!  – folders 1) “to be processed and then check/address them on certain day/blocked time;” 2) don’t move emails until dealt with, for example.  3) Check only twice per day for example.  Other examples of how to tackle email? Owen? 





Overwhelm based on:

Plate is full Pressure-prompted
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Prioritizing what’s important, not just urgent –if it’s a court, recognizing that duties need to be divided/split/shifted/addressed/delegated
Less time on small/less important tasks like sending an email - not everything needs 100% effort
Spend less time on loud shirts/CCs – focus on office/boss priorities EX:  Realizing that not all task masters are created equal—a question from a SSgt on fundraisers or private orgs is not the same priority as the task your SJA just gave you, so be able to quickly triage what needs your attention now and what can wait.  




LEAN ON THEM 
(AND OTHERS)

YOU ARE 
NOT AN 
ISLAND!

Presenter Notes
Presentation Notes
1.Learn to assert boundaries on those who may be taking advantage – NO is a full sentence

NOTE:  it’s not efficiency to work 60+ and it’s not a professional obligation/expectation, so practice balance.  Bosses aren’t impressed – something’s just out of whack.  Please don’t burn yourself out at the expense of “looking good.”  I get it – some people just love to work – and that’s fine, no judgment, but others are barely keeping their head above water.  But asking for help is not a weakness – it shows you’re an adult and you’re not trying to do this on your own.  

EX. Can move cases /shift workloads around as they’ve done because we are all on the same team – you’re truly not an island!  There are folks who have the time/space to fill in when there is a surge – use this to free up your full plate.

3.Also, bosses understand that you are being asked to be SMEs in multiple areas without an abundance of knowledge or experience – but to ensure your work is excellent, ensure you seek that assistance out from other SMEs or other resources before trying to be that SME

4.Ask about how to communicate to agency heads/commanders, etc. outside of the office – don’t assume your comm style is what is expected/wanted…remember the military is a different org than other places you’ve worked and it takes time to learn the language and culture – take the time to do so.  EMAIL editing story JT. 



BIG PICTURE
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Let’s talk big pic and philosophy

Everything related to you/your systems/lack thereof - All fixable/changeable

-   Worth the effort – start now!



YOU GOT THIS!
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	a.  Read/research – Radical Candor – leadership book by Kim Scott if you want to become a different boss than you already have – be the change; flip the script (Daniel Pink’s drive); Ted talks; Design Your Life Bill Burnett
	b.  Learn from others – iterate; iterate; iterate – Think Again, Adam Grant – we are all a work in progress (emphasis on “in progress”)
	c.  Work on your own fear – fear of failure (perfectionism); fear of change; fear of judgment (workaholism); fear of asking for help (too self-reliant); – your behavioral changes usually changes others around you
	d.  ADD/ADHD – work on getting help – professional; pharmaceutical; holistic – whatever you need
	e.  Take control of your self care routine and put-up boundaries to ensure you are carving that time out – you may have to reduce in other areas to ensure it happens (remember time is a pie chart – only have so much of it so spend it wisely).  If you nail this one area, other areas start to fall into place!
			



NOT THE END…
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Let’s end on a positive note – it is the end of my presentation, but not the end of the story on Time Management

The optimist in me says that everything will be alright:

I will figure out a way to cross feed your feedback/thoughts/ideas/irks to the bosses so at the very least you’ve made yourself heard – no guarantees, but no big change happens without planting a small seed. So email me with those areas that you want to seriously cross-feed.
Remember clean up your side of the street …can control what you do, but not others – seize that control.
Can we do even a deeper dive on this topic? Is it worth it?  You can get this presentation in writing, but is it worth going a little deeper because I believe we just scratched the surface in only 60 minutes? I’m open for topics or I’m open for one on one consultation to help you develop a strategy to “beat” the “virus” of overwork feeling – of course, with my boss’s concurrence.  

Questions?  areas of concern/interest?
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