THE COMPLETE GUIDE TO TIME MASTERY FOR

CLAIMS MANAGERS

A Neuroscience-Based Workbook for Understanding and
Optimizing Your Time.



o
—

Workbook Use & Copyright
Notice

This workbook is for personal use only. By accessing or using this
material, you agree to the following terms:

No Copying or Reproduction:

This workbook may not be copied, reproduced, or distributed in any

form, whether digital or printed.

No Editing or Altering:
Content may not be modified, rewritten, extracted, or repurposed
for any other materials, programs, or publications.

No Resale or Commercial Use:
This workbook may not be sold, shared, or used for commercial
purposes, including coaching, teaching, workshops, or client work.

Personal Use Only:

All materials are intended solely for the individual who received
them directly from Starkey Leadership. Any other use requires
written permission.

Intellectual Property:

All content, structure, design, and language within this workbook
are the intellectual property of Starkey Leadership and may not be
used outside the scope of this program.
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-~ WELCOME TO
THE WORKBOOK

Claims management is cognitively demanding work. You're
constantly switching between complex files, making
high-stakes decisions, managing relationships, and
navigating emotionally charged situations. Your brain is
working overtime—and traditional time-management advice
rarely accounts for how the brain actually functions.

This workbook uses neuroscience research to help you work
with your brain, not against it. You'll discover:

e How your brain responds to different types of work

e Why some tasks drain you more than others

e How to create conditions for your best thinking

e Strategies that reduce mental fatigue while increasing
effectiveness
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The SCARF® Connection

Throughout this workbook, we'll reference the SCARF® model—five key drivers that
shape your brain’s threat and reward responses: Status, Certainty, Autonomy,
Relatedness, and Fairness.

Your sense of importance and
competence

Your need for predictability and
clarity

Your sense of control and choice

Your connection with others

Your perception of fair treatment

When these needs are met, your brain shifts into a ‘toward’ state—creative,
collaborative, and efficient. When these needs are threatened, you move into an
‘away’ state—defensive, reactive, and less effective.
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MODULE ONE

START WITH AWARENESS

Building Certainty and Autonomy Through Data

The Challenge:

It starts with understanding where your time actually goes.
Most people dramatically misjudge this—research shows
we're often off by 25-50%, and claims managers in
particular underestimate how much time is lost to
interruptions, email, and “other people’s work.”

Your Brain on Uncertainty:

When you don’t have a clear picture of your time, your brain
interprets that uncertainty as a threat, creating a low-level
stress response that quietly drains energy and impairs
decision-making throughout the day. This module helps you
replace guesswork with data so your brain can relax into
clarity and control.
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EXERCISE 1.1: Current State Assessment

STEP ONE: Gut Check (5 minutes) Before looking at any

data, estimate your typical week:

Meeting Hours:

Deep Work Hours:

Email/ Communication:

After-Hours Work:

Administrative Tasks:

06



EXERCISE 1.1: Current State Assessment

STEP TWO: Data Reality Check (15 minutes) If you have

access to Microsoft Viva Insights or similar tools, review

your actual data for the past month:

Actual Meeting Hours:

Actual Focus Time:

After-Hours Activity:

Collaboration Hours:

Actual Administrative Tasks:
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~ Reftlection Questions:

What surprised you most about the comparison?

Where was your estimate most accurate? Most off?

How does seeing this data make you feel? (Notice any SCARF® reactions)
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EXERCISE 1.2: Collaboration Analysis

Who Consumes Your Time? (10 minutes) List your top 5 collaboration partners and
estimate weekly interaction time:

Role Alignment Scale: 1 = Not aligned with my core role, 5 = Essential to my core role

Coaching Questions for Reflection

Use these prompts to deepen your awareness and connect your data to
meaningful insights:

e What does your week actually look like when you see the data?
» Which collaboration patterns serve your role best?
* Where might you have more choice (Autonomy) in how you spend your time?

Key Insights to Capture

Write down your top three awareness takeaways from this exercise:
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MODULE TWO

THE TWO-WEEK TIME STUDY

Creating Certainty Through Structured Observation

Why Two Weeks?

Your brain needs patterns to make sense of information. One
week might be atypical, but two weeks reveal true patterns
while being short enough to maintain focus.

The Categories
Research shows that claims managers work typically falls into
these categories:

e (@ Core Job Responsibilities
Other People’s Work (OPW)

“ Operational Noise

% Strategic / High-Value Work

=] Administrative / Mandatory
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EXERCISE 2.1: Time Study Setup

Week One Preparation:

1. Set 3 daily reminders on your phone (10am, 2pm, 5pm)

2. Create a simple tracking method (phone notes, small
notebook, or digital tool)

3. Commit to logging every 30-60 minutes

Time Block Activity Category Energy Level Notes
1-5

8:00- 9:00am

9:00-10:00am

10:00-11:00am

11:00-12:00pm

12:00-1:00pm

1:00-2:00pm

2:00-3:00pm

3:00-4:00pm

4:00-5:00pm

If you find you are working after hours, track that time too!

Energy Level
1-5

Time Block Activity Category Notes

IT



(End of Week 1)

EXERCISE 2.2: Mid-Study Check In

Pattern Recognition Questions:

Use these prompts to help you spot early patterns in your time, energy, and
ownership of work:

1 Wthh category is consuming more time than you expected?

TYPE YOUR ANSWER HERE

2 When during the day do you feel most and least energized?
TYPE YOUR ANSWER HERE

3 What tasks are you doing simply because you’ve always done

them—not because yOU’I'C the right owner?

TYPE YOUR ANSWER HERE

ADJUSTMENT OPPORTUNITY:
4 Based on your Week 1 observations, identify one small change

you want to test in Week 2:

TYPE YOUR ANSWER HERE
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EXERCISE 2.3: Two-Week Analysis

(End of Week 2)

Calculate Your Time Distribution:

SOLG 60-70%

Responsibilities

Other People’s 5-10%
Work

Operational

Noise 15-20%
Strategic High 10-15%
Value

Admin/ 5-10%
Mandatory

Deep Dive Questions:
j

1.Which tasks are truly essential—and which are just habits you've carried
forward?

2.Where are you stepping into work that actually belongs to someone else?

3.What patterns do you notice in your energy levels throughout the day?

Key Insights:

What are your top 3 discoveries from this time study?
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MODULE THREE

IDENTIFYING YOUR TIME THIEVES

Protecting Autonomy + Fairness Through Boundaries

Understanding Time Thieves:
Time thieves aren’t just inefficiencies—they're patterns that

activate your brain’s threat response, increasing stress and
reducing your cognitive capacity.

Time Thief #1: Other People’s Work (OPW)

The Neuroscience:

Taking on OPW often comes from healthy instincts—wanting
to help (Relatedness) or wanting to be seen as capable
(Status). But when you absorb work that isn’t yours, it
undermines your Autonomy and can create Fairness issues,
ultimately draining your cognitive capacity.
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EXERCISE 3.1: OPW Audit

Identify Your OPW Patterns: List tasks you regularly do that might belong to someone
else:

Impact on My

Task Original Owner Why | Do It Core Work

Common OPW Trigeers in Claims:

e “|l can do it faster myself.”
e “They asked me because I'm the one who knows how.”
* “It feels easier than taking the time to explain it.”

Boundary Scripts:

Practice these responses:

e “| can support you in thinking this through, but this one stays with you.”
e “Let me connect you with the right person who owns this process.”
e “I'm happy to review your approach, but you'll need to do the actual work.”

TIME THIEF #2: Cognitive Switching & Fragmentation

The Neuroscience: Every time you switch contexts, your brain has to “reload” the
new task. This switching penalty drains cognitive efficiency and can cost 15-25
minutes of productive focus every single time you shift gears.
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EXERCISE 3.2: Switching Audit

Track Your Switches for One Day: Every time you switch from one type
of work to another, make a tick mark:

Morning Switches

Afternon Switches

Total Daily Swithes

High Switch Activities:

e Email checking throughout the day

e Jumping between different claim files

e Responding to instant messages/calls immediately
e Moving between different software systems

Brain Friendly Alternatives:

Batch similar work (all calls in one block, all emails at set times)

Time-block by work type (claims review 9-11am, correspondence 2-
3pm)

Use transition rituals (30-second breathing between different files)

TIME THIEF #3; Emotional Load & Decision Fatigue

The Neuroscience: Neuroscience: Claims work involves high emotional and
cognitive load. Each decision depletes your mental energy, and emotional situations
require additional recovery time.
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EXERCISE 3.3: Energy Drain Assessment

Rate these activities by how much they drain your mental energy. With 5
being very drained (1-5):

e Difficult claim conversations:

« Complex file reviews: __

« Conflict resolution:

* Email management: __

« Administrative tasks:

* Team meetings: __

Recovery Strategies by Energy Level:

High-Drain Activities = Need 5-10 minute recovery

Short walk or step outside « Brief mindfulness/breathing exercise « Physical
movement or stretching

Medium Drain Activities = Need 2-3 minute reset

Look away from screen * Drink water mindfully « Quick positive self-talk




EXERCISE 3.4: Personal Time Thief Action Plan

My Top Three Time Thieves:

1.
2.
3.

For Each Time Thief, Choose One Strategy:

Time Thief #r1:

o Strategy:

e When I'll implement 1t:

Time Thief #2:

o Strategy:

e When I'll implement it:

Time Thief #3:

o Strategy:

e When I'll implement it:
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MODULE FOUR

Creating Reward States for Peak Performance

The Science of Habit Formation:

Your brain loves predictable patterns because they reduce
cognitive load. Well-designed habits create positive SCARF®
states: Certainty (predictable routine), Autonomy (chosen
behaviors), and Status (sense of competence).

HABIT #1: Morning MIT (Most Important Tasks)

Daily Practices:

The Neuroscience: Your prefrontal cortex (decision-making
center) is strongest in the morning. Setting clear priorities
reduces decision fatigue throughout the day.
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EXERCISE 4.1: MIT Practice

For the next week, start each day by writing;
Today’s 3 Most Important Tasks

1st Most Important Task: 2nd Most Important Task:

3rd Most Important Task:

MIT Guidelines:

e Choose tasks that align with your core role
e Include at least one high cognitive task
e Be specific (not “work on Johnson file,” but “complete

Johnson liability analysis”)
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* Weekly MIT Reflection:

How often did you complete all 3 MIT's? What got in the way?

How did having clear priorities affect
your day?

HABIT #2: Strategic Batching

The Neuroscience: Batching similar tasks reduces
cognitive switching penalties and allows you to build
momentum in one type of thinking.
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EXERCISE 4.2: Design Your Batching System

Identify Your Batchable Work:

* Communication Batch: All emails, calls, messages

* Review Batch: File Reviews, document analysis
e Administrative Batch: Reports, data entry, system updates

* Strategic Batch: Planning, process improvement, learning

Create Your Ideal Daily Template:

8:00-9:00am

9:00-11:00am

11:00-12:00pm

1:00-2:00pm

2:00-3:00pm

3:00-4:00pm

4:00-5:00pm

HABIT #3: Focus Then Flex

The Neuroscience: Cognitive capacity follows natural rhythms. Most
people have peak focus 2-4 hours after waking, with a natural dip in mid-
afternoon.
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EXERCISE 4.3: Optimize Your Energy Allocation

Map Your Natural Energy Pattern:
For one week, rate your energy/focus every 2 hours with 5 being the
most amount of energy (1-5 scale):

Time Block Monday Tuesday Wednesday Thursday Friday Average

8:00

10:00

12:00

2:00

4:00

Align Work With Energy:

e Peak Hours -~ Complex analysis, difficult conversations, strategic thinking
e Good Hours - Routine reviews, email, and administrative tasks

* Low Hours - Filing, organizing, simple communications

HABIT #4: Cognitive Load Management 2



EXERCISE 4.4: Cognitive Load Management System

The Neuroscience Deep Dive:

Your working memory is like your brain’s “desktop.” It can only hold 3-5 items
at a time before performance starts to decline. When claims managers try to
juggle multiple complex files simultaneously, several things happen:

e Decision quality decreases — the brain starts relying on shortcuts
e Stress hormones increase — cortisol disrupts focus and memory

formation
e Switching penalties compound — each task switch costs 15-25 minutes of

efficiency
e Error rates climb — details get missed or confused between cases

STEP 1: Cognitive Load Assessment
Current State Audit: List everything you're actively working on right now (not
just today, but ongoing):

Complexity Scale: 1 = Routine/Simple, 5 = Highly
complex/Emotionally demanding 25



— o«
W ot

Calculate Your Load

Total active items:

Items rated 4-5 complexity:

Items over 5 days in progress:

Red Flags:

X More than 5 total active items

X More than 2 high-complexity items (4-5 rating)
X Items lingering over 10 days without progress
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STEP 2: The Two-Task Rule

Active Work Limit: Commirt to Working on a maximum of 2 Complex

tasks simultaneously.

First Task:;

Why this one?

Second Task.

Why this one?

STEP 3: The Parking Lot System

Everything else goes in your “Parking Lot”- visible but not active:

High Priority Parking Lot (next in line):

Medium Priority Parking Lot (can wait):
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STEP 4: Load Management Rules

The “One In, One Out” Rule:
Before taking on a new complex task, you must either:

[ ] Complete one of your current active tasks
OR

] Move one current task to the parking lot

The “Completion Trigger”:
When you finish an active task, resist immediately filling the slot.

Ask yourself:

* “Do | have mental energy for something new right now?”

« “What's the most important item in my parking lot?”

* “Would a simpler task be better for my current energy level?”

STEP 5: Weekly Load Review

Every Friday, assess your cognitive load management.
Weekly Reflection Question:

1.“What did | do this week that aligned with my core role?”
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MODULE FIVE

LEADER'S GUIDE TO PROTECTING TEAM
BANDWIDTH

Creating Brain-Friendly Environments

The Leader’s Role in Cognitive Health

As a leader, you significantly impact your team’s SCARF®
states and cognitive capacity. Small changes in how you
structure work can dramatically improve team effectiveness
and reduce burnout.
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EXERCISE 5.1: Team OPW Assessment

STRATEGY #1: Reinforce Other Peoples Work (OPW)

Boundaries

Observe your team for one week and note:
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% EXERCISE 5.1: CONTINUED

A

Common OPW Patterns to Watch For:

High performers taking on tasks from struggling team members

Experienced staff doing work that should develop junior staff

Team members covering for absent colleagues beyond
reasonable limits

People volunteering for everything to be seen as helpful

[eader Actions to Reinforce Boundaries:

e Publicly redirect OPW: “Thanks for offering, but this belongs with
[appropriate person].”

e Acknowledge boundary-setting: “| appreciate you keeping clear
role boundaries.”

e Address root causes: If someone consistently can't handle their
workload, address the underlying performance issues.

e Model boundaries yourself: Don’t take on work that belongs to
your team.
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EXERCISE 5.2: Task Value Audit
STRATEGY #2: Remove Low Value Tasks
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£ % EXERCISE 5.2: CONTINUED

A

Action Decisions:

Eliminate, Automate, Delegate, Streamline, Keep

Questions to Ask About Each Task:

“What would happen if we stopped doing this?”
“Who actually uses this output?”
“Is there a simpler way to achieve the same result?”

“Could technology handle this instead?”

Quick Wins — Tasks to Eliminate First:

Reports that no one reads or acts on
Meetings that could be emails
Redundant approval processes

“We've always done it this way” activities with no clear purpose
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EXERCISE 5.3: Meeting Efficiency Assessment
‘ STRATEGY #3: Optimize Meeting Load

~Audit your team’s meeting calendar.
~Ask your team to send you a screenshot of their meeting

insights.

Current Meeting [oad:

e Average meeting hours per person per week:

e Number of recurring meetings:

e Average meeting size (attendees):
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1% EXERCISE 5.3: CONTINUED

Meeting Optimization Strategies:

The 25/50 Rule

e Change 30-minute meetings to 25 minutes
e Change 60-minute meetings to 50 minutes

e Gives people transition time between meetings

The “Required vs. Optional” Framework

e Mark attendees as Required (decision-makers) or Optional (FYI only)
e Send Optional attendees the summary instead

e Limit required attendees to 7 or fewer when possible

Meeting-Free Zones

e Protect 2-hour focus blocks for the team
e Implement “No Meeting Mornings” or “Focus Friday’s”

e Batch meetings into specific days when possible
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 EXERCISE 5.4: Communication Norms

STRATEGY #4: Set Communication Expectations

~Establish clear expectations about after-hours and urgent

communication.

Response Time Expectations:

e Urgent (same hour):

e Standard (24 hours):

e |Low priority (3-5 days — with an acknowledgement in the first 24
hours and an expected completion timeframe):

After-Hours Policy:

e True emergencies only:

e No response expected:




EXERCISE 5.5: Leadership Modeling Assessment
STRATEGY #5: Model Focus and Prioritization

~Self-Assessment:

How well do you model brain—friendly behaviors?

Rate yourself (1—5 scale):

| protect my own focus time and don't interrupt others during
theirs:

e | batch my communications rather than sending scattered
messages:

e | clearly prioritize requests and explain urgency levels:

e | avoid sending non-urgent emails after hours:

e | acknowledge when team members set good
boundaries:

e | regularly eliminate low-value tasks from my own work:
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% EXERCISE 5.5: CONTINUED

Leadership Actions to Implement:

Visible Focus Time:

e Block calendar time for deep work and honor it

e Use “Do Not Disturb” signals when focusing — this can't be
all day

e Share your MIT (Most Important Tasks) with your team

Transparent Prioritization:
e Explain why certain tasks are priorities

e Show your decision-making process for saying no

e Regularly communicate what you're not doing and why

Boundary, Reinforcement:

e Praise team members who protect their cognitive capacity

e Address team members who consistently violate others’
boundaries

e Create systems that support good boundaries rather than
requiring heroics



v EXERCISE 5.6: Team Bandwidth = ¢

Protection Plan

Choose your top 3 strategies to implement:

Strategy #1:

Implementation date:

Strategy #2:

Implementation date:

Strategy #3:

Implementation date:
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MODULE SIX

Sustaining Change Through Measurement and
Reflection

Tracking Your Progress

The Science of Sustainable Change

Your brain needs evidence of progress to maintain new
behaviors. Without tracking, you'll likely revert to old patterns
within 30-60 days. This module helps you create
measurement systems that reinforce positive changes and
provide early warning when you're slipping back into
ineffective habits.
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EXERCISE 6.1: Progress Dashboard
STRATEGY #1: Monthly Time Health Check-Ups

Create a simple monthly baseline scorecard to track your key

Metric

Month 1

metrics:

Month 2

Month 3

Month 4

Month 5

Time On
Core Work

Time On
OPW

Weekly
Focus
Hours

Hours
After Work

Daily MIT
Completion

Energy
Level

Monthly reflection Questions:

e “What's working better than it was 30 days ago?”

e “Where am | slipping back into old patterns?”
e “What external factors are impacting my time management?”

e “Which strategies need adjustment rather than abandonment?”



EXERCISE 6.2: Pattern Recognition

This Months Time Challenges
Track recurring challenges to identify systemic issues:
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<7 EXERCISE 6.3: Habit Strength Assessment
STRATEGY #2: Habit Maintenance System

-Rate how automatic each habit feels

(1—5 scale, where 5 = completely automatic).

Daily Habits:

Morning MIT setting:

Strategic batching:

Focus time protection:

Energy-based task allocation:

Daily Habits:

Time study review:

OPW boundary maintenance:

Task value assessment:

Progress reflection:

Habit Reinforcement Strategies:

Habits rated 1-2: Need environmental cues and accountability
Habits rated 3: Need consistency, focus, and obstacle removal
Habits rated 4-5: Maintain with periodic check-ins
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°7 EXERCISE 6.4: Obstacle Management Plan

Identify your most common derailment patterns.

My Top 3 Progress Killers:

Early warning signs:

Recovery strategy:

Early warning signs:

Recovery strategy:

Early warning signs:

Recovery strategy:
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EXERCISE 6.5: Mental Energy Tracking
STRATEGY #3: Cognitive Load Monitoring

Monitor your cognitive capacity to prevent burnout.
Weekly Energy Assessment:

Morning Energy |Afternoon Energy | Evening Energy

(1-5) (1-5) (1-5) Notes

Day

Monday

Tuesday

Wednesday

Thursday

Friday
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EXERCISE 6.5: CONTINUED

ENERGY PATTERN ANALYSIS:

Best energy days: What made them different?

Worst energy days: What patterns contributed?

Recovery indicators: How do you know when you need a break?
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__EXERCISE 6.6: Workload Sustainability Check

—Monthly assessment Of‘yOlll’ capacity.

Type “YES” or “NO” to answer the questions below:

Workload Indicators:

Working after hours more than 2 days/week: __
Feeling overwhelmed more than 3 days/week: __
Skipping breaks regularly: _

Difficulty concentrating on complex tasks: _

Irritability or impatience increasing:

If you answered “Yes” to 2+ indicators — take action:

Review your OPW boundaries

Eliminate 2-3 low-value tasks

Increase focus time protection

Consider a workload conversation with your manager
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EXERCISE 6.7: Progress Wins Documentation
STRATEGY #4: Success Celebration and Motivation

~-Your brain needs Status rewards to maintain motivation.

Monthly Wins to Celebrate:

Time management improvement:

Boundary success story:

Energy/focus enhancement:

Work quality improvement:

Quarterly Major Achievements:

e Q1:

o Q2:

e Q3:

e Q4:




EXERCISE 6.8: Impact Measurement

—Track th€ broader foGCtS ofyour time management

improvements.

Type "“REDUCED,” “SAME,” or “INCREASED” in response to

the questions below.

Professional Impact:

Quality of work output:

Stress levels:

Job satisfaction:

Relationship with manager:

Team collaboration:

Personal Impact:

e \Work-life boundaries:

e Evening/weekend energy:

e Qverall life satisfaction:
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- EXERCISE 6.9: Quarterly Strategy Review

STRATEGY #5: Continuous Improvement Process

-Every 3 months, assess and adjust your approach.

What's Working Well?

What Needs Adjustment:

New Strategies to Try:
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EXERCISE 6.10: Annual Time Management

Evolution

Once per year, take a Comprehensive look at your growth.

Area

Year-Over-Year Comparison:

Last Year

This Year

Change

Weekly
Focus Hours

After-hours
Work

Stress Level
(1-5)

Work
Satisfaction
(1-5)

Energy Level
(1-5)
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EXERCISE 6.11: Your Personal Sustainability
Plan

Choose your top 3 tracking strategies to implement.

Strategy #1:

e How often I'll review:

e Implementation date:

e Strategy #2:

e How often I'll review:

e Implementation date:

e Strategy #3:

e How often I'll review:

e Implementation date:
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EXERCISE 6.11: CONTINUED

Accountability Partner:

(Someone who will check in on your progress monthly)

Progress Review Schedule:

e Weekly: Quick habit check-in (5 minutes)
e Monthly: Full dashboard review (15 minutes)
e Quarterly: Strategy adjustment session (30 minutes)

e Annually: Comprehensive evolution assessment (60
minutes)
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Progress isn’t linear. Expect
setbacks, celebrate small wins, and
focus on long-term trends racher

than daily fluctuations.

Your brain is designed to revert to
familiar patterns, so consistent
measurement and gentle
course-correction are essential for

lasting change.
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THANK YOU

Thank you for completing this handbook. By applying these tools, you're modeling
the kind of clarity, boundaries, and focus that help teams thrive.
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