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ABOUT THIS FRAMEWORK

What Is the Weekly Admin Audit?

The Weekly Admin Audit is a structured, 90-minute review of your recurring admin tasks using the 4D

Decision Tree. Unlike a vague "productivity review," this audit has one job: find the high-friction, low-value

work buried in your schedule and eliminate it.

Why This Matters

Admin work (invoicing, status reports, expense reports, scheduling, process documentation, data entry,

meeting prep) feels productive but often isn't. It fills your calendar and steals focus time. Most leaders

never stop and ask: Do I actually need to do this?

The audit forces you to ask that question systematically. Result: you delete redundant tasks, batch time-

consuming ones, automate routine ones, or delegate repeating work. Hours reclaimed. Friction eliminated.

localnerds.co/fifc2026 Local Nerds  |  Page 1



How It Connects to the 4D Decision Tree

The 4D Decision Tree forces every task through four decisions:

1. DELETE — Is this task actually necessary? Kill it if the answer is no.

2. DELEGATE — Can someone else do this better or faster? Hand it over (or automate it).

3. DELAY — Does this need to happen this week? Batch it or schedule for later.

4. DO DIFFERENTLY — Can this be done in 1/3 the time? Restructure, template, or simplify.

This audit is where you apply those decisions to your actual task list.

What You'll Discover

The monthly software audit that reports to nobody — DELETE

The Friday expense report that takes 45 minutes and waits 2 days to be processed — BATCH or

DELEGATE

The status report you send to two people when one email would suffice — CONSOLIDATE

The invoice process that has 5 manual steps — AUTOMATE 3 of them

The meeting prep where you spend 30 minutes finding slides — TEMPLATE it

localnerds.co/fifc2026 Local Nerds  |  Page 2



IMPACT ANALYSIS

The Before/After: Time Reclamation Example

Task Before After Time Freed

Invoicing 45 min (scattered) 15 min (batched + templated) 30 min/week

Status Reports 30 min (two versions) 15 min (one template) 15 min/week

Expense Reports 45 min (manual) 5 min (delegated + photos) 40 min/week

Software Audit 30 min/month (deleted) 0 min (nobody read it) 2 hrs/month

Meeting Prep 2+ hrs (8 meetings) 40 min (template + AI) 1.5 hrs/week

Total Time Freed Per Week: 5-7 hours

This is not hypothetical. This is what happens when you systematically apply the 4D tree to your actual

tasks.
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DECISION LOGIC

Decision Logic for Each Task Type

1. Recurring Admin Tasks (Invoicing, Status Reports, Timesheets, Receipts)

Question 1: Does anyone act on this task's output?

→ No? DELETE it.

→ Yes? Go to Question 2

Question 2: Can this be templated or automated?

→ Yes? DO DIFFERENTLY. Build the template.

→ No? Go to Question 3

Question 3: Can someone else do it?

→ Yes? DELEGATE.

→ No? Keep it. Optimize the process.
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2. Occasional/Project Tasks (Reporting, Audits, Meetings, Reviews)

Question 1: Does this happen more than once?

→ No? Do it once, well.

→ Yes? Go to Question 2

Question 2: Can this be a recurring, batched process?

→ Yes? DELAY until you can batch.

→ No? Is it truly necessary this time?

Question 3: Could you skip this cycle without consequence?

→ Yes? DELETE.

→ No? Do it. Look for leverage.

3. High-Friction Tasks (Long, Complex, Annoying)

Question 1: What makes this hard?

→ Ambiguous? DO DIFFERENTLY: Write a clear checklist or brief once, use it forever.

→ Too many steps? DO DIFFERENTLY: Reduce or automate steps.

→ Waiting on others? DELEGATE or restructure timing.

The goal: Even if you keep the task, cut friction by 50%.
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REAL-WORLD EXAMPLE

Walkthrough: How to Read the Example Audit

# Task Frequency Time Decision Action

1 Monthly

software audit

Monthly 2 hrs DELETE Nobody reads this. Reclaim 2

hrs/month (24 hrs/year).

2 Client invoicing Mon + Thu 1.5

hrs/wk

DO DIFFERENTLY Create invoice template. Freed: 1

hr/week.

3 Weekly status

report

Every

Friday

45 min CONSOLIDATE Use one-page template. Freed: 30

min/week.

4 Expense reports Weekly 45 min DELEGATE + DO

DIFFERENTLY

Snap receipt photo + describe

project (3 min). Freed: 40

min/week.

5 Interview

scheduling

As-needed 2

hrs/mo

DELEGATE Handoff to HR person. Freed: 2

hrs/month.

Key Insights: Two tasks deleted. One consolidated. Two templated. One delegated. Total freed: 5-6

hours/week.

Notice the pattern: You don't work harder. You DELETE the pointless. You TEMPLATE the repetitive. You

DELEGATE the interruptible. You BATCH the scattered.
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EXECUTION

How to Run Your Own Audit (90 Minutes)

Step 1 (15 min): List Your Recurring Tasks

Write down every recurring admin task you do. Include everything: reports, emails, data entry, scheduling,

invoicing, filing, updates. Don't filter yet.

Step 2 (5 min): Categorize by Frequency

Mark each task: W (Weekly), BW (Bi-Weekly), M (Monthly), Q (Quarterly).

Step 3 (30 min): Ask the 4D Questions

For each task, run through the decision logic above. Write your 4D decision next to each task.

Step 4 (20 min): Estimate Time Impact

For each task you're changing, estimate: How much time does it take now? How much will it take after

your change?

Step 5 (15 min): Assign Owners & Deadlines

For each change, assign who will implement it and by when.

Step 6 (5 min): Commit to One Action This Week

Pick the single highest-impact change and do it this week.

Pro tip: Don't try to make all changes at once. Audit once. Implement one change per week. By month 2,

you've reclaimed significant time.
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YOUR TEMPLATE

Your Weekly Admin Audit Template

TASK AUDIT WORKSHEET

# Task Freq Time 4D Decision Action

1 ________________________ ___ ___ ___ ___

2 ________________________ ___ ___ ___ ___

3 ________________________ ___ ___ ___ ___

4 ________________________ ___ ___ ___ ___

5 ________________________ ___ ___ ___ ___

6 ________________________ ___ ___ ___ ___

7 ________________________ ___ ___ ___ ___

8 ________________________ ___ ___ ___ ___

9 ________________________ ___ ___ ___ ___

10 ________________________ ___ ___ ___ ___

Legend: Freq (W/BW/M/Q) | Time (minutes per occurrence) | 4D Decision (Delete/Delegate/Delay/Do

Differently)
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TIME FREED SUMMARY

Total time freed per week: __________

Total time freed per month: __________

ITERATION

Week 2 Refinement: What to Look For

Task takes longer than expected

You keep forgetting to use the new template/process

Someone else resists the delegation

You freed time, but it filled up with other work

Cross-References & Next Steps

AI Prompt Library for templates

4D Decision Tree handout for full system

Delegation Checklist

Time Block Strategy handout

This audit is not one-and-done. Run it quarterly.
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AI PROMPTS

AI Companion Prompts for Your Audit

PROMPT 1: DESIGN A TEMPLATE FOR [TASK]

I need to create a template for [task name] that I do [frequency]. Currently it takes [time]

because [pain point]. Please design a template that includes [what it should include] and reduces

the time to [target time]. Make it fillable and include all standard fields. Here's an example of

my current process: [paste].

PROMPT 2: CREATE A DELEGATION BRIEF

I want to delegate [task] to [person name/role]. Currently I [how you do it]. Can you write a brief

that explains what needs to happen, success criteria, and the step-by-step checklist? The person is

[their skill level/background]. Keep it simple and assume they've never done this before.
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PROMPT 3: OPTIMIZE PROCESS STEPS

I do this process [frequency]: [list each step with time]. It takes [total time]. Can you identify

which steps could be combined, eliminated, or automated? Show me a streamlined version that does

the same thing in less time. Assume I can use templates and AI tools.

PROMPT 4: DRAFT A STATUS REPORT / EMAIL / PROPOSAL

I need to draft a [report/email/proposal] to [recipient/audience]. Here's the context: [key info,

deadlines, decisions]. Use this template: [paste template if you have one]. Make it [tone]. Include

[specific requirements]. I'll customize it before sending.

Key rule: The more specific you are in the prompt, the better the output. Don't be vague. Paste examples.

Share context. Give constraints.
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CONCLUSION

The Real Win

You have a choice. Every task on your list is something you inherited or added unconsciously. You've

never actually questioned it.

The 90-minute audit forces you to question everything. For each task, you ask: Do I actually need to do

this? Can I do it better? Can I delegate it? Can I kill it?

Most leaders never do this. They just keep working. They get busier. They feel more productive. But

they're not, they're trapped in tasks that don't matter.

This audit changes that. It gives you permission to delete. It gives you a framework to delegate. It gives

you 5-10 hours back per week.

But here's the deeper win: You take back control of your calendar. You design how you work instead of

accepting how you've always worked.

Your challenge this week: Run the 90-minute audit. Pick one change. Do it. Report back.

Questions? Visit localnerds.co or ask during the workshop.
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