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While it’s supposed to be rejuvenating, taking time off can be quite stressful when you’re
worried about work the whole time. Whether it’s returning to an overflowing inbox or concern
for how your colleagues are getting on without you, stressing while away from the office (or
worse, not taking time off!) is detrimental to your wellbeing. 

This episode guide includes an overview of five principles to help you effectively prepare for
your time away. It also includes tips and a template for communicating tasks and
responsibilities effectively to your team members so there's no confusion.
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PRINCIPLE #1: Coordinate Calendars With Your Team

Create a shared calendar where everyone can input their planned vacation days.
Encourage people to check the shared calendar before booking or requesting any official
vacation time.
Review the shared calendar once per month as a team to ensure it's up to date.
Make it a team norm that approximately one month from the start of a vacation, the person
will send a calendar invite for the days they’ll be out of the office so that everyone
remembers and can plan accordingly.

Taking time off puts an extra burden on team members who are picking up your responsibilities
while you’re out. Other than holidays, when work tends to slow down, avoid multiple people
taking time off simultaneously.

Tips for coordinating calendars with your team:
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Use this template to keep track of tasks that may need to be completed while you’re gone:
https://bit.ly/time-off-task-tracker.
Review prior task lists to help identify tasks that need to be done each day, week, or month.
Make notes of the activities you do each day for 1-2 weeks prior to vacation in order identify
tasks and responsibilities you may do unconsciously.
Review your calendar for meetings scheduled during your time away.

What meetings will happen without you? Do you need to do anything in advance for
those meetings?
What meetings will you send a colleague to in your place? What do you need to do in
advance to prepare that colleague or let others know of your replacement?
What meetings will you reschedule?
What meetings will you cancel? 

Review projects that are in-process.
What tasks may need to be done while you’re out? 
What deadlines may need to shift because you won’t be here?
What can you do in advance to make it easier for your team to continue without you?

What decisions do you make or provide approval for? 
Review the list of tasks, responsibilities, 

What will you do ahead of time?
What will you delay and instead do 

What will you hand off to another 

What will you keep and do while 

Scrambling to make sure key tasks are covered while you’re out is both stressful and
unnecessary. Instead, start planning well ahead of time so that you’ve got ample opportunity to
identify tasks, assign team members to help out, and ensure they’re set up for success.

Tips for planning ahead:

       meetings, and authority you have and 
       decide:

              when you return?

              team member?

              you’re out?

“The first few days after your return

from vacation can be overwhelming.

Your inbox is overflowing, you’ve got

so much to catch up on, plus your

normal workload. Remember, not

everything needs to happen on day

one.”

PRINCIPLE #2: Plan Ahead
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https://bit.ly/time-off-task-tracker
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Some folks want or need to fully go off the grid, while others prefer to stay connected to varying
degrees. There is no right way to be on vacation, so do what feels right for you. 

PRINCIPLE #3: Determine Your Out Of Office Availability
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Fully Unplugged Fully Working

Fully Unplugged: You are completely unavailable. If something is an emergency, there is
someone else in the organization who has complete authority to step in and make decisions
on your behalf.
Emergencies Only: You are generally unavailable. Only in cases of a true emergency should
you be contacted.
On My Terms: You are generally unavailable. People may contact you in passive ways e.g.
sending an email or Slack message, but they shouldn’t expect a response. You’ll take the
initiative to check in when you feel like it, but otherwise, you shouldn’t be contacted unless
it’s an emergency.
Asynchronous or Unscheduled Connection: You are available through asynchronous
communications e.g. email and Slack, with a plan to check in and respond to the most
important messages every 24-48 hours. 
Scheduled Connection: You are making yourself available at scheduled times for both
asynchronous and/or synchronous communications e.g. texting, phone or video calls in
addition to email and Slack. 
As Needed: You are available to your team on an “as needed” basis. They can reach out via
text or phone call, or coordinate with you to schedule time to talk.
Fully Working: You’re not really taking time off but rather working from anywhere in a less
structured way. People can communicate with you as they normally would.

Emergencies Only

On My Terms

Asynchronous or
Unscheduled
Connection

Scheduled
Connection

As Needed
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Reflect on your past vacation experiences and ideal situation.
To what extent do you enjoy or find it stressful to be fully disconnected?
What’s the minimum connection you can have to feel relaxed while on vacation?
Do you prefer to have more or less structure to your communications with your team
while away?

Will you be in a different time zone? How might that impact your availability?
Will you have access to wifi - consistently, occasionally, rarely? How might that impact your
availability?
How comfortable are your team members making decisions and taking action while you’re
away? 
Are your team members doing things that are new to them where questions might arise or
support might be needed?
Who else in your organization can step in for you with confidence in case of an emergency? 
If you plan to be available in certain circumstances, make a list of when you’d like to be
contacted and/or when you would not like to be contacted. 
Provide guidance as to whether your team should err on the side of contacting you or not
contacting you when they aren’t sure.

Tips for determining your out of office availability:

PRINCIPLE #4: Think Carefully About Assigning Work

Remember, what is easy or fast for you may take someone else longer because it is
unfamiliar to them or they haven’t yet developed the necessary skills.
Try not to overload one person. It’s a balancing act of assigning tasks according to skills,
capacity, and level of responsibility. 
Ask your team members if there are tasks that they are most comfortable with or excited
to try. This both opens the door for untapped potential and generates buy-in.
For meetings, consider who might benefit from meeting colleagues in other departments,
more senior leaders, or clients. How might this help advance their career?
Always ask for agreement from the task assignee. You want to ensure they are on board
with taking on the additional work. If they’re not clear about the work or don’t feel capable,
it’s likely to cause issues which could have been avoided.

Who takes on which tasks and responsibilities can feel totally obvious or extremely nerve-
wracking. Before assigning any work, be thoughtful about who has what skills, who would
benefit from trying new things, and who might have hidden talents to tap into. 

Tips for carefully assigning work:
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Block time on your calendar during the first day/week of your return so you’ll have time to
clear out your inbox and attend to urgent tasks.
Schedule meetings with your team members and key stakeholders with the objective of
getting brought up to speed on what you missed and closing the loop on any outstanding
decisions.
Ask your team members to prepare a written, video, or audio message recapping their
takeaways, completed tasks, and open questions/concerns which they can deliver to you
the morning of your re-entry. 
Remember you don’t need to be fully up to speed and 100% back up and running on day
one. Focus on the most important and urgent things first, and give yourself a few days or
even a week to ramp up.

The week of your return can feel like a tidal wave knocking you down. After a few days of rest
and rejuvenation, you’re getting slammed with all the work you missed. To make that re-entry as
smooth and gentle as possible, start planning and preparing for it before you leave.

Tips for a smooth re-entry:

PRINCIPLE #5: Plan For Your Re-Entry

“We all have different levels of

comfort with our team members,

different expectations from our

bosses or clients, and different

definitions of what it means to unplug.

Do what feels right to you.”
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BONUS TIP:

Document your processes as you work. This
makes it easier for you to onboard a team
member in the future. Plus, by having your
processes documented, they can revisit and
refresh their memory whenever needed
without having to bother you.

Check out Episode 136: Easily Document
Processes and Procedures with Owen
McGab Enaohwo and get a discount on
SweetProcess software at
https://www.sweetprocess.com/accounts/
signup/webinar/MAMIE/.

https://www.sweetprocess.com/accounts/signup/webinar/MAMIE/

