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Automation readiness worksheet
Work out which of your weekly tasks are worth automating — and which ones you should leave alone for

now.

Most automation projects fail for a boring reason: the process being automated was never settled

in the first place. This worksheet is a way to check that before you spend money. Print it, fill it in by

hand, and total the numbers yourself. It takes about twenty minutes.

You will do three things. List the tasks that repeat every week. Score each one on four factors.

Then score your business on how ready it is to run automation at all. The bands at the end tell you

what to do next — including, sometimes, do nothing yet.

1 Score each task on four factors

Score every task from 1 to 5 on each factor. Four factors, so each task lands between 4 and 20.

Factor 1 2 3 4 5

F — Frequency
How often it runs

Less than
weekly

1–2 a week 3–5 a week Daily Several
times a day

T — Time per run
Hands-on minutes, not waiting

time

Under 2 min 2–10 min 10–30 min 30–60 min Over an
hour

R — Repeatability
Same steps, same order, every

time?

Judgement
call each
time

Varies a lot Mostly the
same,
frequent
exceptions

Same, with
rare

exceptions

Identical
every time

D — Data readiness
Where the information lives

In your
head, or on
paper

Scattered
across chats
and email

In files, no
fixed format

In a tool,
consistent
format

In a tool that
can export
or connect

READ R CAREFULLY

R is the factor people over-score. If two members of staff would do the task differently, or if you cannot write

the rule down in one sentence, it is a 3 at best. A task scoring 1 or 2 on R is not an automation problem yet —

it is a decision you have not made.

2 Log your recurring tasks

List the tasks that happen at least most weeks. Eight rows is plenty — if you can only think of four, that is a useful

answer in itself. The first row is a worked example so the scoring is unambiguous. M/C: does the task touch money

or a customer directly? Write Y or N.
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Recurring task — what it is and what starts it Runs
per

week

Mins
per

run

F T R D Score
/20

M/C Y
or N

EXAMPLE — ILLUSTRATION ONLY

Website enquiry arrives by email. I retype the
details into the jobs spreadsheet, then send the
same acknowledgement email and add a follow-up
reminder to my calendar.

12 6 5 2 5 4 16 Y

How the example row was scored

Twelve enquiries a week, six minutes each. F = 5 because it happens several times most days. T = 2 because

six minutes is a short job — this is the factor holding the score down, and that is correct. R = 5 because the

steps never change: copy four fields, send one template, set one reminder. D = 4 because the enquiries

arrive in a consistent format from the website form. Total 16 of 20. It touches customers, so M/C is Y.

Time it costs a year: 12 × 6 minutes = 72 minutes a week, roughly 62 hours a year. Do this sum for your top

task: runs per week × minutes per run × 52 ÷ 60 = hours a year. If the answer is under about 20 hours, be

sceptical — the build and the maintenance may cost you more than the task does.
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3 Score the business, not just the task

A high-scoring task in a business that is not ready will produce an automation nobody trusts. Answer these six

honestly. No = 0, Partly = 1, Yes = 2. Maximum 12.

Question No 0 Partly 1 Yes 2

The steps are written down. Someone new could follow the task from your notes
without asking you.

The process has been stable for three months. You have not changed how it
works recently, and you are not about to.

The data lives in one obvious place. There is a single system of record — not
three spreadsheets and a notebook.

The tools you use can connect. They have exports, integrations, or an API — you
are not stuck copying from a screen.

One named person owns it. Someone will notice within a day if the automation
stops, and knows what to do.

You can describe what "wrong" looks like. You know what a bad output would
be and how you would spot it.

4 Add it up

A. Highest single task score from your log / 20

B. Business readiness score from section 3 / 12

Readiness total (A + B) / 32

Use your highest task, not the average. Automation is bought one task at a time, and the first one should be your

best candidate.

5 What your score means
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Total Band What to do next

4–15 Not yet. Fix the
process first.

Do not buy automation. Whatever you build will encode a
process you are still changing, and you will spend the year
maintaining it. Spend the next month writing the steps down,
moving the data into one place, and running the task the same
way twice in a row. Then score again.

16–21 Start with one
automation.

Pick your single highest-scoring task and automate only that.
One trigger, one outcome, nothing clever. Keep the manual
version working alongside it for two weeks so you can
compare. Do not connect a second system until the first has
run for a month without you touching it.

22–26 Ready for two or three
connected steps.

Your process is stable enough to chain: intake feeding a record,
a record triggering a message, a message triggering a follow-
up. Build them in sequence, not at once. Add a simple log you
can read, so you can answer "did it run?" without guessing.

27–32 Ready for a connected
system.

The constraint is now design, not readiness. Map the whole
path from enquiry to paid, decide what the single system of
record is, and build around it. Budget real time for error
handling and handover — at this level the risk is not that it fails,
it is that only one person understands it.

6 Three overrides — read these before you act on your band

These beat the score. A good total does not cancel them.

Override 1 — Low repeatability beats a high total

If your best task scored 1 or 2 on R, do not automate it whatever the total says. You would be hard-coding a

decision you have not actually made. Write the rule down first. If you cannot, the task needs a person.

Override 2 — Money or customers, with an unstable process

If the task is marked M/C = Y and you scored R below 4 or answered No to "you can describe what wrong

looks like", hold off. An automation that emails the wrong client or invoices the wrong amount costs more

than the hours it saved. Automate the low-risk neighbour first — the reminder, the internal notification, the

filing — and leave the money step manual until you trust the rest.

Override 3 — The task is too small to be worth it

If your yearly-hours sum came out under roughly 20 hours, and the task is not error-prone or customer-

facing, leave it alone. Not everything that can be automated should be. A five-minute weekly job is usually

cheaper to keep doing than to build, test, and maintain.

7 Your decision

THE ONE TASK I WILL AUTOMATE FIRST WHY THIS ONE — IN A SENTENCE
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WHAT MUST BE TRUE BEFORE I START WHO OWNS IT WHEN IT BREAKS

TASKS I AM DELIBERATELY NOT AUTOMATING YET, AND WHAT WOULD CHANGE MY MIND

SCORE IT AGAIN IN THREE MONTHS

Readiness moves. A task that scored 12 in the spring can score 20 by autumn simply because you wrote the

steps down and stopped changing them. Date this sheet, keep it, and redo it after your next quiet week: Date

completed
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