
SEVEN STAGES OF CLOCKWORK
STAGE

1

2

3

4

5

6

7

CORE CONCEPT KEY ACTION

THE 4Ds
The four types of work are Doing, 
Deciding, Delegating, and Designing

THE QBR
The core function you decide to 
hinge your company’s success on

PROTECT & SERVE THE QBR
The core function of your business is 
always the priority

CAPTURE SYSTEMS
You already have all the systems 
created for your business

BALANCE THE TEAM
An optimized organization chart is a 
web-like structure

THE COMMITMENT
Your business strength comes first, 
then you target the customer who will 
benefit most from it

BUSINESS ON AUTOMATIC
Doing makes you work for the 
business, Designing makes the 
business work for you

Conduct a time analysis and categorize 
the type of work

Declare your company’s QBR and 
identify who is serving it

Educate your team on the QBR and 
empower them to guard and/or fulfill 
the QBR

Use the trash, transfer, or trim 
methods to free time for Design work, 
QBR work, and Primary Job work

Match the strongest traits of team 
members to the tasks that most need 
those traits

Identify, focus, and cater to the 
consumers who will most benefit from 
your unique offering

Take the four-week vacation
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FOUR TYPES OF WORK

DO
    

     
     

     
      

      
DECIDE                          DELEGATE                        DESIGN
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DO | DECIDE | DELEGATE | DESIGN

DO | DECIDE | DELEGATE | DESIGN

DO | DECIDE | DELEGATE | DESIGN

DO | DECIDE | DELEGATE | DESIGN

DO | DECIDE | DELEGATE | DESIGN

DO | DECIDE | DELEGATE | DESIGN

DATE ACTIVITY START FINISH TOTAL TIME WORK TYPE

TIME ANALYSIS WORKSHEET

DO: DECIDE: DELEGATE: DESIGN:TOTAL TIME
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QBR
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TASK
1

TASK
2

TASK
3

TASK
5

TASK
4

QBR (This is the Hub)

(This is a Spoke)

(This is a Spoke too)
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TASK
1
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4

TASKS TIME
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1 hr

Answer Questions

Invoicing

Email

Sales Calls

Internal Meeting

QBR
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TASKS TIME
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TASKS TIME

4 hrs
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TASKS TIME
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Breath-
taking
Design
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TASKS TIME
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SAMPLE SYSTEM DIRECTORY STRUCTURE

SYSTEMS

Attract

Convert

Deliver

Collect

Website
Email Marketing

Accounting

Website
Email Marketing

Shipping
Admin
Reporting
Analysis



©2018 Mike Michalowicz CLOCKWORK – Design Your Business To Run Itself

JOB/TASK EXCEL TRAIT IMPORTANCE
QBR/HIGH/MEDIUM/LOW

CURRENT 
PERSON SERVING JOB

BEST 
PERSON SERVING JOB

JOB TRAIT ANALYSIS
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CRUSH/CRINGE ANALYSIS
CUSTOMER CRUSH/CRINGE COMMUNITY CONGREGATION POINTS
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SAMPLE CRUSH/CRINGE ANALYSIS
CUSTOMER CRUSH/CRINGE COMMUNITY CONGREGATION POINTS

Example
Customer

ABC Company

XYZ Inc

Crush

Cringe

Crush

Flooring Tile

Vineyard Owner

Long-Haul
Trucking

The National Tile Association

Winetime Podcast Winecon

Freight Carrier Association
The Carco Conference
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THE ACDC MODEL

COLLECT

ATTRACT CONVERT DELIVER


