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This guide is designed for leaders who are ready to reclaim their time
and maximize their impact. Inside you’ll align work to your capacity, set
standards that work without you, and pull in elite support only when
it multiplies outcomes.... without adding unnecessary complexity to your
business.

Ready to break free from the grind? Keep reading to discover how to

stop the clock and start working smarter.

The average company loses more than 20% of its productive capacity
to “organizational drag” like meetings, approvals, and bureaucracy.

-Harvard Business Review Press
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YOU'RE NOT OUT OF IDEAS.
YOU'RE OUT OF TIME.

Your calendar is full. Your ownership time is empty. That is the problem to solve.

Quick Check

IZ' Do you start strong... and then spend the day reacting?

B’ Are 40% or more of your working hours tied up in meetings this week?

|Z' Did two or more decisions wait on you for 48 hours?

B’ Did you join a meeting to give information that a brief could have handled?

B’ Did you leave meetings with work you did not plan to own?

If two are more are true, then your best hours aren’t being spent on strategy. They’re
being wasted on operations, profit stalls, and momentum fades.

THE GROWTH TRAP \

REVENUE
PROFIT
e HEADCOUNT

esees YOUR TIME Owner focus down.

Revenue up. Profit flat.

Every growing business reaches the point when

profit stopped keeping pace. That inflection point

VALUE

is a clear sign to adjust your hiring and growth

Le®tecesecessaaa,.,, Strategybeforeitbecomes unsustainable.

TIME
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WHY BURNOUT IS STEALING

Pinpoint the hidden time traps in your week, so you can cut what slows you down
and refocus on moving the business forward.
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CALENDAR TAX

Routine approvals, check-
in meetings, and endless
status updates break your
focus and keep important
work waiting, turning small

asks into big time drains.
+ Meeting overload
« Interrupting syncs

« Approval delays

5 -6 hours

COORDINATION DRAG

Work stalls when handoffs
are unclear, chasing
answers becomes a daily
task, and batched decisions
behind you blocks the

team’s progress.
« Chasing updates
« Inbox bottlenecks

« Ownership gaps

3 -4 hours

E3

REWORK LOOPS

When decision standards
are murky or feedback
comes too late, you’re stuck
redoing work, clarifying
expectations, or making the

same call twice.

« Vague requirements
+ Objective changes

« Endless revisions

2 - 3 hours

Time traps don’t just burn hours.

They drain focus, judgment, and momentum.
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YOUR BRUTAL REALITY:

YOUR CAPACITY IS THE CONSTRAINT

Growth stalls when leadership load outgrows leadership time. Not because you lack ambition,
but because you’re carrying work the business should carry for you.

What it looks like:

« Your calendar is a relay race of approvals and status checks.

+ Decisions bunch up behind you and slow the whole line.

+ You add managers and create more meetings, not more momentum.
Where the time goes:

« Context switching that shreds focus

« Decision debt from unclear ownership

+ Management drag from unclear systems

Why it matters:

Every hour you spend operating is an hour not spent compounding the business. Profit suffers
first. Then speed. Then you.

But here’s the obvious truth: Success belongs to leaders who build beyond their own capacity.
Every time. In every situation.

You just can’t out-hustle the law of finite time and resources. Keep your time reserved for moves
only you can make, let systems carry the repeatable, and let specialists flex in and out when
needed... but don’t chain yourself to full time liabilities who require your energy. Make it real
with one short weekly rhythm that turns scattered updates into clear decisions in minutes.

Innovation is saying, 'O’
to a thousand things.

-Steve Jobs
Founder, Apple
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USE THIS NOW:

THE WEEKLY EXECUTIVE REVIEW

Put a 15-minute “CEO Review” on Friday. Same time every week. Run the three-
trap checklist below until you’ve reclaimed your time and your calendar serves
your strategy... not the other way around.

~0—0
CALENDAR TAX COORDINATION DRAG REWORK LOOPS
D Can | cancel a meeting | D Name one owner for Define “done” in one

only “update” in? each live project. sentence on every task.
Can | convert one meeting D Does each owner have a Create a standard intake
to a one-page brief? clear next step/due date? form for new requests.
Can I shorten one standing D Clear one blocker today Make one repeated
meeting to 15 minutes? and assign the rest to decision arule.

owners with due dates.
Automate that rule inside
your team’s tools.

Are there any meetings that
can be async? D Do not join calls just to
assign work.

O O o O

Implement a two-pass

D Reserve two 90-minute
review max — then ship or

deep-work blocks.

rescope.
THE MEETING KILLSWITCH
Keep a meeting only if it moves the project forward. Here’s how:
CONVERT TO A BRIEF IF: SHORTEN TO 15 MINUTES IF:
No single owner or written outcome You only need an approval One decision or block remains
Status update with no blockers to clear Short progress update Brief sent and reviewed
More than 5 attendees or no agenda Cross-team sync where one Three questions or less

owner can collect inputs
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M A K E Ten hours equals three family
dinners, one baseball game, five real
customer calls, two 90-minute deep-

Y 0 U R work blocks, one strategy brief, and
the workout you keep skipping.

E X T RA That’'s what you get back when

updates move into a 15-minute

review, an operator takes the lead,
and the three-trap checklist runs
weekly. Meetings shrink. Decisions
land in minutes. Your best hours
go to shaping the offer, coaching
your team, and moving capital with
H 0 U R S conviction. You leave on time. The
company feels faster, cleaner—more

yours. Ready to start the rhythm and

C 0 U N T take your first 10 hours back?

Click here to get matched with an exceptional, U.S.-based BELAY

Professional, so you can reclaim your time and maximize your impact.

C9 BELAY | THE ULTIMATE GUIDE TO STOPPING EXECUTIVE BURNOUT 7



S BELAY

ELITE SUPPORT FOR LEADERS WHO REFUSE BUSYWORK




