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The Time Audit: Activity Analysis

The Time Audit — Analyzing
Your Activities

Principle #14: The Time Audit — Analyzing Your Activities

The Complete Implementation Guide

This white paper is a companion to Chapter 14 of The 50 Factor by Scott Scully. The book tells the story. This guide gives you the
step-by-step playbook to audit where your time actually goes — and reclaim the 40-60% of your week that's being spent on work that
shouldn't be yours.

Why This Principle Matters

Time blocking (Principle #12) is the prescription. The time audit is the diagnosis. Most founders skip the diagnosis and go straight to
blocking — then wonder why their blocks keep getting invaded by work that shouldn't be on their calendar in the first place.

Here's what most founders discover the first time they do a rigorous time audit: 40-60% of their calendar is work that should be
delegated, automated, or eliminated. They're running reports that an analyst should own. They're sitting in meetings that their
managers should run. They're making decisions that fall within their VP's authority. They're answering emails that their assistant
should triage.

The gap between the job you have and the job you should have is visible in the audit. And closing that gap is how you free up the
strategic capacity to actually grow the company — instead of running it.

The Four-Column Audit

Take two full weeks of your actual calendar. Not your ideal calendar — your real one. Every meeting, every task, every "quick
question," every email session, every fire drill. Print it out or pull it into a spreadsheet. Then, for every single activity, assign it to one of



four columns:

Column 1: Keep

Work that only you can do. Strategic decisions that require CEO judgment. External relationships where your personal involvement is
irreplaceable — key clients, investors, board members, strategic partners. Culture-setting moments — the recognition you deliver
publicly, the accountability conversations that set the standard, the all-hands where you cast vision. This should be 80%+ of your
week. In the first audit, it's usually 40%.

The test: If you were hit by a bus tomorrow, would this task not get done — or would it just get done differently? If the answer is
"differently," it belongs in the Delegate column, not the Keep column.

Column 2: Delegate

Work someone else should be doing — either because it's in their role description or because it would stretch them into their growth
zone. This is the biggest column in most founders' audits, and it's the most uncomfortable one — because the founder knows they
can do it faster and better. That's not the point. The point is whether it's CEO-level work. If it's not, it belongs to someone else.

Before you delegate, ask three questions:

Capacity. Does the person have the time? Most "capability failures" are actually capacity failures. The person can do the work — they
just don't have space for it because nobody removed anything from their plate when you added something.

Context. Do they understand the business reason, the stakeholders, and the history? Delegation without context is abdication. If you
hand someone a task without explaining why it matters and who it affects, you haven't delegated — you've set them up to fail.

Authority. Can they make the decisions the task requires? If they need to come back to you for every decision point, you haven't
delegated — you've created two jobs instead of one.

Column 3: Automate
Repetitive, rules-based work that technology should handle. Report generation. Meeting scheduling. Data entry. Status update

compilation. Invoice processing. If you're doing the same thing the same way every time, a tool should be doing it.

Most founders dramatically underestimate how much of their week is automatable. A 30-minute daily report that could be auto-
generated by your CRM costs 10 hours per month of CEO time. A scheduling process that requires 5 back-and-forth emails costs
hours per week that a scheduling tool eliminates.

Column 4: Eliminate

Meetings, reports, and tasks that have lost their purpose. They exist because they used to matter and nobody stopped them. The
weekly status meeting that could be a Slack update. The monthly report that nobody reads. The approval process that exists because
of one bad incident three years ago.

The eliminate test: Stop doing it for 30 days. If nobody notices, it didn't need to exist. If someone does notice, you can always start it
again — but most of the time, the silence tells you everything.

Most founders are shocked by the size of this column. The accumulation of purposeless activities is invisible until you deliberately look
for it.

The Mindset Shift

The goal of a time audit is not efficiency. It's not about cramming more into the week. It's about freeing up strategic capacity — moving
your Keep column from 40% to 80%-+ of your time so you can do the work that only you can do.



The difference between a $5M CEO and a $50M CEO is not how hard they work. It's what they work on. A $5M CEO runs the
business — answering questions, making decisions, putting out fires, attending meetings. A $50M CEO builds the business — setting
strategy, developing leaders, building partnerships, and creating the systems that run the business without them.

The time audit is how you make that transition — one delegated task, one automated report, one eliminated meeting at a time.

The Delegation Trap

Delegating and then micromanaging is not delegation. It's creating two jobs instead of one. When you hand something off, accept that
it will be done differently — and differently doesn't mean worse. If the outcome meets the standard, the method is theirs to choose.

The hardest part of delegation for most founders is letting go of quality control on tasks that aren't CEO-level. Yes, the report might
look different than how you'd format it. Yes, the email might use phrasing you wouldn't choose. But if the information is accurate and
the client is served, the founder's formatting preference is not worth $500/hour of CEO time to enforce.

The delegation coaching cycle: Delegate - let them do it - review the outcome (not the process) - give feedback once - let
them adjust — repeat. Within 3-4 cycles, most people are producing work that meets the standard without oversight. The investment
of 4 coaching cycles saves years of doing it yourself.

Running the Audit: Step by Step

Step 1: Collect two weeks of real data. Print your calendar. Add anything that happened off-calendar: the hallway conversations, the
"quick" Slack threads, the email sessions. Be honest. If you spent 45 minutes on LinkedIn, write it down.

Step 2: Categorize every activity. Keep, Delegate, Automate, or Eliminate. For each one, write a one-sentence rationale. "Keep:
investor relationship meeting — only | can represent the company at this level." "Delegate: weekly sales report — Marcus should own
this as VP Sales." "Eliminate: Monday morning team status call — can be replaced by async Slack update."”

Step 3: Calculate the split. What percentage of your two weeks fell into each column? The typical first audit: Keep 35-45%, Delegate
25-35%, Automate 5-10%, Eliminate 10-20%.

Step 4: Act immediately on the Eliminate column. Cancel every meeting, stop every report, and kill every task in this column today.
Not next week. Today. If nobody notices after 30 days, it didn't need to exist.

Step 5: Pick three items from the Delegate column. Run the three-question test (capacity, context, authority) for each one. If all
three pass, hand them off this week. Coach through the first cycle. Let go.

Step 6: Pick three items from the Automate column. Research the tool. Implement it this month. The cost of a $30/month software
tool is trivially offset by the hours it saves.

Step 7: Re-run the audit every 90 days. Work creeps back in. New meetings accumulate. New fires appear. The quarterly audit is
the maintenance routine that keeps your calendar clean.

Warning Signs Your Calendar Needs an Audit

e < You end the week exhausted but can't point to strategic work you completed.
e < Your team escalates things to you that someone else should own.
e < You attend recurring meetings out of habit, not value.

e < You're the bottleneck on decisions that don't require your judgment.



e < Your direct reports wait for you before acting on things in their own function.
e < You say "l don't have time for strategy" — when the real problem is that other people's work is consuming your time.

e < You feel indispensable — which is flattering and dangerous.

Common Mistakes and How to Avoid Them

Mistake #1: Auditing once and never again. The quarterly rhythm is essential. Work creeps back in constantly.

Mistake #2: Delegating without the three questions. Capacity, context, authority. Skip any one and the delegation fails — and you
conclude that "it's faster to do it myself," which is the trap.

Mistake #3: Keeping work because "l do it better." Of course you do it better. You've been doing it for 15 years. The question isn't
whether you're better at it. The question is whether it's worth $500/hour of CEO time.

Mistake #4: Not eliminating aggressively enough. The 30-day silence test is your friend. Kill it. See what happens. Most of the
time: nothing.

Mistake #5: Automating before delegating. Sometimes the best automation is another human who already works for you and has
the capacity. Don't buy a tool when a person can handle it.

Quick-Start Checklist

v [0 Print your last two weeks of calendar (include off-calendar activities)

v [ Categorize every activity: Keep, Delegate, Automate, Eliminate

v [ Calculate the percentage split across all four columns

v [ Eliminate everything in the Eliminate column today

v [0 Pick 3 Delegate items, run the three-question test, hand them off this week

v [ Pick 3 Automate items and implement the tools this month

v [0 Block time on your calendar for the work that moves from Delegate/Automate/Eliminate to strategic capacity
v [0 Schedule the next audit in 90 days

v [ Make your direct reports run the same audit on their own calendars




Implementation Tools

Ready-to-use templates for this Growth Factor

bEYE  Time Audit Worksheet
Columns: Activity, Duration, Category (K/D/A/E), If Delegate: Who?, If Delegate: Capacity?, If Delegate: Context?, +2 more

ﬂ Delegation Readiness Checklist

The three questions for each item

90-Day Audit Calendar
Columns: Quarter, Audit Date, Keep %, Delegate %, Automate %, Eliminate %, +2 more

a Automation Opportunity Finder
Common CEO tasks that tools can handle

90-Day Audit Calendar
Columns: Quarter, Audit Date, Keep %, Delegate %, Automate %, Eliminate %, +2 more

This is Principle #14 of 50. Time blocking (#12) tells you what your calendar should look like. The time audit (#14) tells you what it
actually looks like — and closes the gap. Together, they transform the founder's most valuable resource from a liability into a strategic
weapon.

Get the book: The 50 Factor by Scott Scully

The Indispensability Trap

Most founders feel indispensable — and they're right, in the worst possible way. The reason you're indispensable is not that nobody
else can do the work. It's that you've never created the conditions for anyone else to do it. You haven't delegated with context. You
haven't given people the authority to decide. You haven't built the playbooks that codify your judgment.

The time audit reveals this. When you look at your Delegate column and see 30% of your week, the uncomfortable question is: why is
this still on my calendar? And the honest answer, most of the time, is: because | never trained someone else to do it, never gave them
the authority, and never let go.

Indispensability feels like strength. It is weakness. An indispensable CEO is a company that can't grow past the founder's personal
capacity. Every hour you spend on work that isn't CEO-level is an hour you're not spending on the work that only you can do — and
an hour you're preventing someone else from growing.

The time audit starts the unraveling. It shows you exactly where you're clinging. It forces you to name the work that should belong to
someone else. And then the delegation process — with the three questions as guardrails — begins transferring that work, one task at

atime.

The 90-Day Rhythm

Time audits are not one-time events. Work creeps back in. It always does. New meetings accumulate because someone schedules
them and you accept. New reports get added because someone asks for them and you build them. New fires appear because the
business evolves and nobody updated the delegation agreements.



The quarterly audit is the maintenance routine. Every 90 days, you print your calendar, run the four columns, and clean house. The
Eliminate column always has something in it — because entropy is constant. The Delegate column always has new items — because
the business has grown and what was CEO-level work at $5M is no longer CEO-level work at $10M.

The audit cadence also trains your team. When your direct reports know you audit quarterly, they start auditing themselves. They ask:
is this work mine, or should it move? The discipline cascades the same way time blocking cascades — because the CEO models it
visibly.

The Financial Case for Your Time

The math is unforgiving. If your company does $10M in revenue and you work 2,000 hours per year, your time is worth $5,000 per

hour in revenue responsibility. Every hour you spend on a $25/hour task is a $4,975 misallocation.

That's not an argument for arrogance — it's an argument for discipline. The tasks in your Delegate and Eliminate columns have a real
cost, measured in the strategic capacity they displace. The partnership you didn't pursue, the hire you didn't make, the market you
didn't research, the leader you didn't develop — all because your calendar was full of work that belonged to someone else.

The time audit makes this cost visible. And visibility is the first step toward change.
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