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What I cut, what I automated, and what failed before any of it worked
You commented OPS. Here's the breakdown.

In June and July | worked four hours a day. Twelve to four. Family of five, three autistic children, and a schedule that
was never going to bend around my calendar. So | stopped asking it to and shrank the window instead.

Six clients signed inside it.

The constraint wasn't a strategy. It was a response. But it did one thing no productivity system ever did for me: it made
the busywork impossible to hide.

Part 1: The first version of this failed

| want to start here, because the four-hour day did not work the first time | tried it.

What | did at first was take the same job and compress it. | still sat on every sales call. | still did the build work. | still
spent my mornings digging through client files, call recordings, and work docs trying to figure out what actually needed
my attention that day.

Four hours didn't make that possible. It just made it fail faster.
Two things had to leave the building before the window worked at all:
The volume of calls. Not the calls themselves. The number of them | personally sat on.

The hunting. Me searching for what needed doing is not judgment, it's retrieval. It ate the window before the real work
started.

If you take one thing from this document, take that. Cutting your hours fixes nothing on its own. It just shows you what
has to go, and then you still have to go do it.

Part 2: What I cut

1. Closing calls. My appointment setter took over closing. That was the single biggest change. The only calls | take
now are onboarding and planning. The pipeline didn't shrink. My seat in it did.

2. Manual posting. Every post moved onto a scheduler. Content ships on its own cadence whether | open my laptop or
not.

3. Manual review. | stopped reading everything myself. Al reads the applications, the files, the recordings, and the work

docs, finds the patterns, and hands me daily action items. | decide. | don't dig.

Notice none of those are tools. They're seats. Each one is a place | used to sit that | no longer sit in.

Part 3: The four blocks

Four hours, four blocks, in this order. The order is the whole point: information first, decisions second, hands last.



Block What happens

1 Read the sales reports my Al generated from the call recordings

2 Review onboarding forms from closed clients and let the Al start the build

3 Go through the daily action items my Al flagged and decide what's real

4 Hands on the work: the things that need me there to click, review, or improve

Block 2 is the one people ask about. The build framework was trained on how | actually scope and structure a client
build, so a closed client's onboarding form turns into a started build without me starting it. I'm reviewing a draft, not
facing a blank page.

Block 4 is deliberately last. If | start with my hands, | never get to the thinking. Every version of my day that began with
hands-on work ended with me not knowing what happened in my business that week.

Two days a week are client calls only. Same window, still twelve to four. Calls run an hour each, stacked back to back,
and whatever is left goes to helping my team get caught up.

That's the part I'd underline. The window never moved on my heaviest client days. | sized the calls to fit four hours
instead of stretching four hours to fit the calls.

Part 4: What I automated

Here's what actually runs without me. Not a tool list, a job list:

What runs What it does while I'm gone

Daily publish Posts go out

Weekly idea refresh Content ideas regenerate

Weekly research Research pulls and gets written up

Keyword watcher Catches comment keywords across accounts
Auto responder Replies in DMs on a one-minute cycle

Daily briefing Action items on my screen before | sit down
Email-to-CRM sync Engagement lands on the contact record

Plus the two that carry the whole day: sales reports generated from call recordings, and the build framework that turns
an onboarding form into a started build.

Look at that list again. Most of it doesn't do my work. It tells me things. That's the part people get backwards.

Automate what informs you before you automate what you do. Until the information shows up on its own, you're the
one going to fetch it. That's where the hours actually go.



Part 5: The test

Here's the question | ran everything through, and the one worth running against your own business this week:
Does this need me in the room?

Take each of these and answer honestly. Not "could someone else do it" but "does it happen when I'm not there."

Happens without you?

A new lead gets answered and qualified
Every lead gets followed up on schedule
Work gets scheduled, assigned, confirmed
Finished work gets a review request

You find out something broke within a day

Anything you answered no to is your next build. Not the interesting one. The load-bearing one.

Everything that needed me in the room fell apart within days of me not being in the room. Everything running on a real
system kept moving. Four hours didn't cause that. It just showed me which was which, faster than | could ignore.

If your business falls apart the week you step away, that isn't a you problem. It's a systems problem, and systems
problems are fixable.

The Do-It-Yourself Checklist

Print this page. This is the whole thing, compressed.



Done Do this

O Pick your window. Actual hours, on the calendar, not an intention

| List every recurring seat you personally sit in this week

a Mark the ones that are retrieval, not judgment. Those go first

| Move one call type off your calendar to someone else

| Automate one thing that TELLS you something before automating anything you DO
| Get your posting on a scheduler so content ships without you

O Put the information block first in your day, hands-on work last

a Turn your recordings into reports you read instead of calls you re-listen to
| Size your meetings to your window instead of stretching the window

| Run the five-row "needs me in the room" test above

a Build the lowest-scoring one. The load-bearing one, not the fun one

O Step away for a week and write down what broke. That's your next list

Want help finding what to cut?

This is the self-serve version of what | do as a Fractional CAQ. | find where a business leaks time and money, then build
the systems that plug it, so the owner stops being the thing holding it together.

Book a free audit call: systemshifthg.com/contact

Or reply to the email that sent you this. Tell me which block of your day is the one you can't protect. | read every one.
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