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My Quarterly Process Debt Audit Worksheet

A Structured Tool to Identify, Score, and Decide What to Do With Your Most

Critical Business Processes

Who this is for: Founders, COOs, and operations managers in businesses that have been

running for more than a year and feel the weight of systems that no longer fit. You have

processes, but many feel outdated, patchy, or held together by one person's memory.

What this solves: Instead of guessing which process to fix first, this worksheet gives you a

repeatable, scored method to audit any business process and walk away with a clear

decision: optimize it, redesign it, or retire it.

How to use it: Once per quarter, select your 3–5 most critical processes. Run each one

through the scoring sections. Total your scores. Use the decision guide to prioritize your next

quarter of operational work.

What you get: A prioritized action list, grounded in evidence you collect yourself, that tells

you exactly where your operational energy should go.

Why this matters for your core operations: Every business accumulates process debt (the

buildup of outdated, patched, or undocumented workflows that quietly drain time and

money). This worksheet is the first step in moving from reactive firefighting to a deliberate

system lifecycle, where you regularly audit, prune, and evolve the processes that run your

business.



Quick Check: The 3 Red Flags of Process Debt

Before you begin the formal audit, scan your processes for these warning signs. If you spot

any of them, mark that process as a high-priority candidate for your detailed review below.

Quick decision: If a process triggers two or all three of these red flags, consider moving it

directly to the "Refactor" or "Retire/Replace" category in the decision section below, even

before scoring.

Core Audit: Score Your Key Process

Select a single, critical business process to evaluate (for example: "New Client Onboarding,"

"Hiring Process," "Monthly Invoicing," "Content Publishing Workflow").

Process being audited:

Date of audit:

Person conducting this audit:

Section 1: Strategic Alignment

Is this process helping you achieve your most important company goals?

☐ The "Hero" Dependency: The process fails or grinds to a halt when one specific person

is sick, on vacation, or leaves the company. This signals a lack of systemization and a

serious business continuity risk.

☐ Frequent "Quick Questions": Team members constantly ask for clarification about the

process on Slack, in meetings, or over someone's shoulder. This means the documentation is

unclear, incomplete, or untrusted.

☐ The Unofficial Workaround: The team actually completes the task using a different set

of steps than what is written in the official documentation. The documented process has

already failed in practice.



Question
Score

(1–5)
Notes

Does this process directly support a

current company OKR (Objectives and

Key Results, the measurable goals your

company is working toward this quarter)

or strategic goal?

________
Goal it supports:

_________________________

Is the desired outcome of this process

still highly valuable to the business?
________

If you stopped doing this entirely,

what would break?

_________________________

Section 1 Total Score: ________ / 10

Outcome: You now know whether this process is still strategically relevant, or whether it

exists simply because "we have always done it this way."

Section 2: Efficiency and Friction

Does this process save time, or does it waste it?

According to research cited by Asana's Anatomy of Work Index, knowledge workers spend

approximately 60% of their time on "work about work" (status updates, coordination,

searching for information) rather than the skilled, strategic tasks they were hired for. This

section helps you find out how much of that friction lives inside the process you are auditing.

Question
Score

(1–5)
Notes

What percentage of this process is

automated versus manual? (1 = almost

entirely manual, 5 = almost entirely

automated)

________

Key manual steps that could be

automated:

_________________________

How many people or approval steps are

involved in a single run-through of this

________ List the main approval

bottlenecks:



Question
Score

(1–5)
Notes

process? (1 = too many handoffs and

bottlenecks, 5 = streamlined with minimal

handoffs)

_________________________

Could a new team member execute this

process successfully using only the

written documentation? (1 = no chance, 5

= absolutely)

________
Main points of confusion:

_________________________

Section 2 Total Score: ________ / 15

Outcome: You have identified the primary bottlenecks, unnecessary manual work, and

documentation gaps holding this process back.

A note on scoring honestly: When rating whether a new team member could follow the

documentation, do not rate based on what you think. If possible, actually ask a recent hire or

someone outside the process. Their answer is the real score.

Section 3: User Experience and Maintainability

Is this a process the team finds easy, reliable, and worth following?

Question
Score

(1–5)
Notes

Does this process have a single, designated

owner (one person accountable for

maintaining and improving it)? (1 = no owner,

5 = clear, active owner)

________
Owner's name/role:

_________________________



Question
Score

(1–5)
Notes

When was the documentation (SOP, or

Standard Operating Procedure — the written

step-by-step instructions for this process)

last updated? (1 = more than 12 months ago

or never, 5 = within the last quarter)

________
Date of last update:

_________________________

On a scale of 1–5, how would the team rate

this process? Do not guess — ask them. (1 =

frustrating and unreliable, 5 = smooth and

trusted)

________

Main complaints from the

team:

_________________________

Section 3 Total Score: ________ / 15

Outcome: You understand how the process feels to the people who actually use it every day,

and how resilient it is to change, growth, or staff turnover.



Decision and Prioritization

Add up your three section scores. This gives you a data-driven starting point for deciding

what to do next.

Section Score

Section 1: Strategic Alignment ________ / 10

Section 2: Efficiency and Friction ________ / 15

Section 3: User Experience and Maintainability ________ / 15

Total Score ________ / 40

Use this guide to make your decision:

My decision for this process:

Target date for action:

Person responsible for next step:

Score 30–40: Optimize. The process is fundamentally sound. Identify one or two small

improvements (reduce a handoff, update one section of documentation, automate one

manual step) and schedule them.

Score 18–29: Refactor. The process has significant issues that small tweaks will not

solve. Schedule a dedicated project to redesign the core workflow, reassign ownership,

and rewrite the documentation.

Score below 18: Retire or Replace. The process is likely causing more harm than good.

Begin planning to sunset it (phase it out with a clear communication plan and timeline)

and replace it with a modern solution.

☐  Optimize — Schedule 1–2 targeted improvements

☐  Refactor — Schedule a redesign project

☐  Retire/Replace — Begin sunsetting plan



Version Tracking for This Process

If you are running this audit quarterly, keep a simple version log. This practice, borrowed

from software development, gives you a clear historical record of how the process has

changed over time and prevents you from re-introducing problems you already solved.

Version Date Change Summary Decision Made

e.g., v1.0 e.g., 2024-Q1 Initial audit Refactor

e.g., v1.1 e.g., 2024-Q2 Redesigned approval flow Optimize

________ ________ ________ ________

________ ________ ________ ________

________ ________ ________ ________

Real-Life Scenario: The "Good Enough" Trap

What most people underestimate: The most dangerous processes are not the ones that are

obviously broken. Those get attention. The most damaging are the ones that score a

seemingly acceptable 20–28. They are not on fire, so they get deprioritized quarter after

quarter. But they quietly drain hours every month in small friction: an extra email here, a

manual copy-paste there, a confused new hire every time.

Research cited by Planally.com suggests that inefficient, legacy processes can destroy an

estimated 20–30% of organizational productivity. Much of that loss does not come from

catastrophic failures. It comes from hundreds of "good enough" processes that each waste a

small amount of time, adding up to a significant operational drag.

If this happens to you: When a process scores in the Refactor range, do not wait for it to get

worse. Block 2–4 hours in your next sprint or planning cycle to at least document the top

three friction points and assign an owner. That alone can prevent the slow slide toward a

score below 18.



Why This Matters for Your Core Operations

Every growing business accumulates process debt, whether you notice it or not. The cost is

real: lost hours, frustrated teams, onboarding that takes twice as long as it should, and

decisions made on outdated workflows. This worksheet does not just help you improve one

process. It gives you a repeatable cadence for managing the lifecycle of all your critical

systems. Used quarterly, it shifts your operations from reactive ("something broke, fix it") to

deliberate ("we audit, we decide, we evolve"). That shift is the difference between a business

that scales smoothly and one that bogs down under its own weight.

Your Next Steps

1. Run this audit on your top processes now.

Select your 3–5 most critical business processes and score each one using this worksheet.

Use the results to build your operational priorities for the coming quarter.

→ For more structured tools, templates, and guides on building scalable business systems:

[patrick-thoma.com — visit the resource library]

2. Schedule your quarterly review.

Block 90 minutes on your calendar, once per quarter, to repeat this audit. Bring your

leadership team or department heads. Compare scores against previous quarters using the

version tracking table above.

Save or print this worksheet. Use one copy per process, per quarter. Over time, you will

build a clear record of how your systems are evolving — and where your next operational

wins are hiding.
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