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recommend a vendor. Pricing, features, terms, ownership and avail‐
ability change frequently and were current only at the time of writ‐
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C H A P T E R  0 1  ·  D E C I D E

The Leverage Audit

Opening Principle
Automation does not begin with a tool. It begins with an audit.

Every business  that  gets  AI  adoption wrong makes the same first
move: someone finds an impressive tool, and the business bends it‐
self around the tool’s capabilities rather than the other way around.
The result is a scatter of automations that each look clever in isola‐
tion and add up to nothing coherent — a chatbot that answers ques‐
tions nobody asks, a report nobody reads, a workflow that saves the
one person who built  it  four  minutes  a  day while  the  rest  of  the
business runs exactly as it did before.

The Leverage Audit inverts that order. Before you touch a single tool,
you find out precisely which of your recurring tasks deserve auto‐
mation and which don’t  — using a  test  you can apply  in  under  a
minute, to any task, without needing to understand a single thing
about AI. That test is the subject of this chapter. Everything else in
this book assumes you’ve run it.

Business Failure
Consider  a  business  that  skips  the  audit.  A  30‐person  accounting
firm decides, correctly, that AI could help them. The partner who
champions  the  initiative  picks  the  highest‐profile  pain  point  they
can think of  — client  onboarding — because it’s  visible,  everyone
complains about it, and a vendor demo made it look solvable in an
afternoon.
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Eight weeks and a meaningful software budget later, the firm has an
AI‐assisted onboarding flow. It  works,  technically.  But  onboarding
happens twelve times a month. The four hours it saves each time add
up to forty‐eight hours a month — real, but modest, against the in‐
vestment.  Meanwhile,  a  junior  associate  has  been  manually  re‐
formatting the same client data export into three different systems
every single day, a task that takes twenty minutes, recurs 250 times a
year, requires no judgment whatsoever, and could have been auto‐
mated in a single afternoon with off‐the‐shelf tools. Nobody looked
at it, because it wasn’t visible. It wasn’t a headline pain point. It was
just quietly expensive, every day, for years.

This is  the default  failure mode of  AI adoption in businesses that
skip  the  audit:  high‐visibility  tasks  absorb  the  attention  and  the
budget, while high‐leverage tasks — the ones that are cheap to auto‐
mate  and  recur  constantly  —  go  unnoticed  because  nobody  ever
built a mechanism to find them.

Why Previous Method Failed
The usual substitute for an audit is a brainstorm: gather the leader‐
ship team, ask “where could AI help us,” and write down whatever
comes to mind. This fails for three specific reasons.

First, brainstorms surface what’s memorable, not what’s frequent. A
task performed for two hours once a quarter is memorable because
it’s disruptive. A task performed for six minutes every single day is
invisible because nobody notices six minutes — until you multiply it
by 250 working days and discover it costs the business more than the
quarterly task ever did.

Second, brainstorms conflate “important” with “automatable.” Clos‐
ing a major client deal is important. It is also almost entirely unauto‐
matable — every deal has a different set of judgment calls, relation‐
ships, and pricing decisions embedded in it. A brainstorm session,
run by people trained to think about importance, will keep steering
the discussion toward the business’s  hardest  problems,  which are
usually its least automatable ones.
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Third,  brainstorms  have  no  scoring  mechanism.  Without  a  test,
every suggestion is equally plausible and equally unfalsifiable. Two
people  can look at  the  same task and reach opposite  conclusions
about  whether  it’s  a  good  automation  candidate,  and  neither  can
prove the other wrong, because there’s no shared standard to check
against.

The  Leverage  Audit  replaces  the  brainstorm  with  a  capture‐then‐
score process, using a fixed test — the DRIP Test — so that two people
looking at the same task reach the same conclusion, every time.

Implementation
The audit runs in three stages, shown in Figure 1.2: Capture, Score,
Rank.

The Leverage Audit
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Figure 1.2  The Leverage Audit

Stage one — Capture. For one full working week, you or your team
write down every task that repeats — no matter how small, no mat‐
ter  how  obvious.  The  rule  is  deliberately  low‐friction:  if  you  do
something more than once, it goes on the list, even if it takes ninety
seconds.  Most  people,  asked  to  list  their  recurring  tasks  from
memory, produce eight to twelve items. The same people, asked to
write down every task as it happens over a week, produce thirty to
fifty. The gap between those two numbers is exactly the set of tasks
that  brainstorms miss — the ones too small  to  remember but  too
frequent to ignore.
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Stage two — Score. Every captured task is scored against the DRIP
Test (Figure 1.1), a four‐criterion check:

Defined — Can you write the task’s start and end state in one
paragraph? If you can’t describe what “done” looks like without a
meeting, the task isn’t defined yet, and no automation can fix
that; the task needs to be redesigned before it can be automated.

Repeatable — Does it recur on a fixed schedule, rather than
surfacing once and never again in the same form? A one‐off task,
however tedious, isn’t a candidate — you’d spend more effort
automating it than doing it by hand.

Independent — Can it be completed using information already at
hand, without requiring another person’s live judgment call in
the middle of it? A task that needs someone to “just check with
the client first” halfway through isn’t independent, no matter
how mechanical the rest of it looks.

Predictable — Is the range of acceptable outputs narrow enough
that a wrong answer would be obviously wrong? Tasks with wide,
legitimate variation in what counts as a good outcome resist
automation even when they’re defined, repeatable, and
independent.

• 

• 

• 

• 
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Figure 1.1  The DRIP Test

Each criterion earns one point. A task scores 0 to 4. The score maps
directly onto a decision, and the mapping doesn’t change chapter to
chapter, book to end:

4/4 — Automate now. All four criteria pass. Build it.• 
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3/4 — Automate with a checkpoint. Three pass; the missing one is
usually Predictable. Automate the mechanical part, and insert a
human review at the point where judgment is still required.

2/4 — Redesign the task first. Automation isn’t the next step;
clarifying the task is. Usually Defined or Independent is the
failing criterion, and no tool fixes an undefined task.

0–1/4 — Leave it alone. The task fails on fundamentals.
Automating it would encode confusion into software, which is
worse than leaving the confusion in a person’s head, where at
least it can still be questioned.

Figure 1.3 runs the same four criteria as a decision path rather than
a scorecard — one question at a time, ending at the same four out‐
comes. If you find a route easier to hold in your head than a check‐
list, score your first few tasks against the figure instead; the result is
identical.

• 

• 

• 
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Figure 1.3  Automation decision path

Stage three — Rank. Score alone isn’t enough to decide what to build
first. A task that scores 4/4 but happens twice a year is lower priority
than a task that scores 3/4 and happens fifty times a week. Rank the
scored  list  first  by  DRIP  score,  then  within  each  score  band  by
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minutes reclaimed per week (frequency × time per instance).  The
result is the ranked queue — a single ordered list that tells you ex‐
actly what to build first, second, and third, with no further debate
required.

This is Worksheet 1.1, and it is the first entry in what becomes, by
Chapter 3, your working method for evaluating any task in any part
of the business.

Real Business Example
Ashoka Precision Components  is  a  40‐person auto‐parts  manufac‐
turer outside Ludhiana, supplying machined components to two re‐
gional assemblers. The owner, having heard enough about AI to be
curious and enough to be skeptical, ran a one‐week capture exercise
across  the  front  office  —  five  people:  two  in  accounts,  one  in
dispatch, one in procurement, one doing general admin.

The capture stage alone surfaced 43 tasks, only nine of which anyone
had mentioned when asked directly “what takes up your time.” Scor‐
ing against DRIP produced a familiar spread: eleven tasks scored 4/4,
sixteen scored 3/4, twelve scored 2/4, and four scored 0–1/4.

The top three tasks by rank had nothing to do with the two problems
the  owner  had  walked  in  wanting  to  solve  (which,  tellingly,  both
scored 2/4 — they needed redesigning, not automating).  Rank one
was a daily reconciliation between a dispatch register and a courier
tracking sheet: fifteen minutes, five days a week, purely mechanical,
4/4.  Rank two was a weekly supplier‐payment‐due summary com‐
piled from three spreadsheets:  twenty minutes,  once a  week,  4/4.
Rank  three  was  a  monthly  GST‐filing  data  pull  that  took  ninety
minutes and had a single judgment step in the middle — matching
invoices  against  a  delivery  challan  —  which  is  why  it  scored  3/4
rather than 4/4, and why it went to the “automate with a checkpoint”
queue rather than straight to full automation.
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None of these three tasks would have appeared in a brainstorm. All
three  were  building  by  the  end  of  month  one.  The  two  headline
problems the owner originally wanted solved are still on the list — at
rank  fourteen  and  rank  nineteen  —  waiting  for  their  redesign  to
happen first.

Common Mistakes
The most common mistake is scoring a task the way you’d like it to
score rather than the way it actually scores. A task the owner wants
automated gets generously marked Defined even when nobody can
actually describe its end state in one paragraph. Score against the
written  test,  not  against  your  preference  for  the  outcome  —  the
whole value of DRIP is that it’s checkable by someone other than the
person who wants a particular answer.

The  second  common  mistake  is  capturing  categories  instead  of
tasks. “Handle customer emails” is a category; it hides a dozen genu‐
inely different tasks with different DRIP scores (an order confirma‐
tion reply scores very differently from a complaint response). Break
every captured item down until  it’s small enough that one person
could describe exactly what “done” looks like for it in a single sen‐
tence.

The third is stopping the capture stage early because the list already
“feels long enough.” The gap between what people remember and
what actually recurs is  the entire point  of  this  exercise — a week
feels  slow  while  you’re  in  it  and  is  almost  always  the  difference
between a twelve‐item list and a forty‐item one.
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AI Boundary
The Leverage Audit itself does not use AI, and this is deliberate.
Deciding what to automate is a judgment call about your specif‐
ic business, made against a fixed, human‐readable test. An AI
model has no privileged insight into whether your dispatch re‐
conciliation is Defined, Repeatable, Independent, and Predict‐
able — you do, because you’re the one who does the task or man‐
ages the person who does. Later chapters will show AI helping
surface candidate tasks you might not think to write down (see
Prompt 1.1), but the scoring and ranking decisions stay entirely
with you. Anyone who tells you an AI tool can decide, on your
behalf, what your business should automate is selling you
something.

Governance
Ownership of the Leverage Audit sits with whoever runs the
function being audited — a department head, not a central “AI
team,” if one exists. The audit produces a ranked queue, not a
mandate; nothing on the list gets built without the task owner’s
sign‐off on the DRIP score, because they’re the one who’ll notice
first if the score was wrong. Re‐run the capture stage at least
twice a year — task lists drift, new tasks appear, and a task that
scored 2/4 eighteen months ago may score 4/4 today because the
underlying process has since been cleaned up.

The Leverage Audit
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Business Brain Integration
The Business Brain — the single, permanent record this book
builds one artefact at a time from Chapter 5 onward — does not
exist yet. This chapter’s ranked queue is not one of its thirteen
artefacts. But it is the reason the Business Brain exists at all: the
queue is the first proof, inside your own business, that a writ‐
ten, checkable standard beats a remembered impression. Every
artefact from Chapter 5 forward is built the same way this one
was — capture what’s actually true, score it against a fixed test,
rank it, write it down where someone else can check it. Keep
this chapter’s ranked queue; you’ll return to it every time you
finish a function’s chapter and want to know what’s next.

Implementation Mistake
A retail chain of eleven stores ran the capture stage well —
thirty‐eight tasks, properly broken down, not categories. Where
it went wrong was scoring: the owner scored every task alone,
on a Sunday evening, from memory of what each task involved,
without asking the staff who actually performed them. Fourteen
tasks he scored as Independent turned out, when store man‐
agers reviewed the list, to require a manager’s live judgment on
pricing exceptions that the owner didn’t know existed — excep‐
tions the staff handled routinely and had simply never men‐
tioned because they didn’t think of them as decisions.
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Correction
The fix was procedural, not technical: no task gets a DRIP score
without the person who actually performs it confirming it. The
owner reran scoring as a fifteen‐minute conversation per de‐
partment rather than a solo exercise, specifically asking, for
every task scored Independent, “is there ever a moment where
you’d need to ask someone else what to do?” Six of the fourteen
mis‐scored tasks dropped from Independent to not‐Independ‐
ent once that single question was asked out loud. The rule that
came out of this — score with the task owner in the room, never
from memory — is now standard practice for every Leverage
Audit run in this book’s examples.

Unexpected Benefit
Businesses that run the Leverage Audit properly report a con‐
sistent side effect that has nothing to do with automation: the
capture stage is the first time anyone has asked staff to write
down everything they actually do, and staff frequently discover
redundant tasks in the process — work that exists because a sys‐
tem changed eighteen months ago and nobody updated the pro‐
cess that fed it. At Ashoka Precision, two of the 43 captured
tasks turned out to be entirely unnecessary; a upstream system
change had made them redundant a year earlier, and nobody
had noticed because nobody had ever looked at the full list at
once.
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Limitation
The Leverage Audit measures leverage, not risk, and the two are
independent of each other. A task can score 4/4 and still be a
poor first choice if getting it wrong would be expensive or repu‐
tationally damaging — the DRIP Test says nothing about con‐
sequence, only about mechanical suitability. Chapter 13’s hu‐
man‐gate pattern and Chapter 18’s agent‐authority framework
both exist specifically to handle this gap; treat a high DRIP score
as permission to automate the mechanics, never as permission
to skip thinking about what happens if the automation is wrong.

ROI
At Ashoka Precision, the three tasks built from the rank‐one‐
through‐three queue reclaimed roughly six hours a week across
the five‐person front office — not a transformation, but a real,
compounding number, achieved in the first month, before a
single rupee was spent on anything beyond existing software
subscriptions the team already had access to. The honest ROI
claim for this chapter is narrower than most automation pitches
make: the Leverage Audit itself costs one working week of cap‐
ture time and an afternoon of scoring, and it reliably finds three
to five quick, low‐risk automation candidates that a brainstorm
would have missed entirely. The return compounds because
those candidates are exactly the tasks that recur often enough
for small time savings to matter.

Summary
The Leverage Audit replaces guesswork with a written, repeatable
test. Capture every recurring task for a week, however small. Score
each one against DRIP — Defined, Repeatable, Independent, Predict‐
able — with the person who does the task in the room. Rank the
scored list by score, then by minutes reclaimed per week. The result
is a ranked queue that tells you, without debate, what to build first.
Nothing in this book gets automated before it  passes through this
process.
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Worksheet
The Leverage Audit

Purpose: Convert  a  week of  observed work into  a  ranked,  scored
queue of automation candidates using the DRIP Test.

Instructions: Over one full working week, record every task that re‐
peats,  however small  — do not  filter  as  you go.  At  the end of  the
week, and with the person who performs each task present, score
every captured task 0–4 against the four DRIP criteria (one point per
criterion  passed:  Defined,  Repeatable,  Independent,  Predictable).
Rank the full list first by DRIP score (highest first), then within each
score  by  minutes  reclaimed  per  week  (frequency  ×  time  per  in‐
stance). Assign a decision to every row directly from the score band:
4/4 Automate now · 3/4 Automate with a checkpoint · 2/4 Redesign
first · 0–1/4 Leave alone.

Outputs: A ranked list of 14 scored automation candidates, each car‐
rying an explicit decision, ready to be carried into Chapter 2’s Stack
Ladder as the first entries needing a tooling layer.

Completion Criteria: All 14 rows contain a specific task, not a cat‐
egory. Every DRIP score reflects all four criteria checked individu‐
ally, not a single overall impression. The top three ranked rows each
carry a named owner, not a department name. No row was scored
without its task owner present.
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Prompts

Reflection
Which of your own recurring tasks would you have left off a
brainstorm list, and why did it take a structured capture week
rather than memory to surface it? Looking at your top‐ranked
task from this chapter’s worksheet, what would have to be true
about your business for that task’s DRIP score to be wrong?

Prompt 1.1 — Surfacing hidden recurring tasks

You are helping a business owner complete a task-capture exercise
for automation planning. I will describe one role in my business
in plain language. Break that role into every distinct recurring
task you can identify, even ones that might seem too small or too
obvious to mention. For each task, state: (1) the task name in
five words or fewer, (2) your best estimate of how often it recurs
— daily, weekly, monthly, or irregular, (3) one clarifying
question I would need to answer to confirm this task belongs on my
list. List tasks separately even if they look related; do not
group them. Do not recommend which tasks to automate — that
decision uses a separate scoring method I will apply myself, after
this list is complete. Here is the role: [describe the role, its
main responsibilities, and a typical week, in 150–300 words].

Prompt 1.2 — Turning a task list into audit-ready entries

I will paste a rough, informally worded list of tasks captured
during a one-week audit. Rewrite each item as a single, specific
task description that could be scored against a fixed four-part
test — meaning each rewritten task must have a clear start point
and end point, must not bundle more than one distinct activity,
and must not use a department or category name in place of an
actual task. Where an item is too vague to rewrite as a single
task, do not guess — instead, list it under a separate heading
titled “Needs clarification” with the specific question I would
need to answer to split or clarify it. Do not score, rank, or
recommend anything about these tasks. Here is the list: [paste the
raw captured list, one task per line].
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Further Reading
On the general discipline of distinguishing high‐leverage work
from merely visible work, Andrew Grove’s writing on manageri‐
al leverage in operations management remains the clearest
treatment available, though it predates AI tooling entirely — the
underlying argument about leverage doesn’t need AI to be true,
which is precisely why it’s worth reading before, not after, you
pick a tool.
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