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What’s in this guide

� Six hidden expenses impacting 
revenue in 202�

� Practical solutions to identify 
and address silent profit killer�

� Strategies to boost 
effectiveness at wor�

� Data-backed insights and real-
life case studies

Going into 2024, the mood in 
boardrooms and lunchrooms is one of 
cautious optimism. Economic, 
financial, and geopolitical worries still 
loom large, but business leaders feel 
like they’re on more even footing than 
they have been in the last few years.
That’s giving upper management some breathing room 
to do what they do best: plan for long-term growth. 


What’s clear is that the path to stable, sustainable growth 
isn’t just about rebounding from recent global events. It’s 
about steering through the fog of “unknown unknowns” 
that silently erode efficiency, productivity and 
profitability.

Cost vs value: It’s time to flip the script
Faced with a volley of challenges, businesses have 
become adept at managing visible expenses and 
trimming operational costs, often refining budgets down 
to the last penny. Nearly two-thirds of S&P 1200 
companies (65%) cut costs in the last 18 months, 
according to Gartner. Yet those same companies are 
now seeing how short-term cost-cutting affects long-
term growth potential.

Cost-cutting often misses the insidious hidden expenses 
that silently stifle productivity. These elusive expenses 
escape notice because they’re not the overt costs that 
businesses traditionally combat. They don’t show up in 
spreadsheets. They’re not direct losses or budget line 
items. 


They’re inefficiencies. Inhibitors of effective work. Blind 
spots. Bad decisions based on incomplete information. 
These profit killers are shrouded in operational shadows, 
making them easy to miss but just as detrimental to the 
pace of progress toward business goals. 


So, as we barrel towards a bold new era where 
productivity rules the day, C-Suites and team leaders 
must look beyond costs. By identifying value-adding 
activities and rooting out value-detracting expenses, 
companies can set the stage for long-term growth. 



Hidden cost #1

Inefficient 
processes

If you were asked to estimate how much time your 
team loses to repetitive, redundant, and time-
consuming tasks in an average day, what would that 
number be?

An hour? Two? Surely not more than three – right?


Shockingly, up to 62% of an employee’s time is lost to 
mundane tasks, according to Asana. That’s almost five 
hours in a normal eight-hour day. Now we’ll give you a 
minute to do some back-of-the-envelope math to figure 
out how much inefficient processes could be costing 
your business.

Making sense of mundane tasks
Granted, some amount of repetitive admin is 
unavoidable. But if your team spends almost two-thirds 
of the workday chipping away at tasks that could be 
automated, partially or completely, you’ve got more 
problems than just lost time. Efficiency is not about 
incremental tweaks but a fundamental transformation in 
how we perceive and execute business processes.

Identifying inefficient processes

Redundant tasks
Performing the same task multiple 
times or in different ways creates 
unnecessary duplication of effort. 
As well as wasting time and 
resources, these tasks distract 
from growth opportunities and 
potential revenue.


Look for manual data entry, 
outdated forms, over-engineered 
approval processes, redundant 
meetings and legacy tech that 
doesn’t connect with new systems. 

Error-prone procedures
Processes that frequently lead to 
rework, budget blowouts, low-
quality outcomes or missed 
deadlines could be a sign of poor 
process design, not necessarily 
underperforming people.


Establish a central source of truth 
for project tracking, such as a 
shared dashboard. When issues 
arise, backtrack to the source to see 
if inefficient processes led your 
team astray.

Strategic misalignment
Processes that are not aligned 
with the company’s strategic goals 
are essentially wasted effort. Any 
task or project that consumes 
resources without contributing to 
the organization’s overall 
objectives is a prime example of an 
expense hidden behind a mask of 
productivity.


Communicate the strategic value of 
every project and establish KPIs to 
measure progress. Encourage 
employees to challenge 
assignments that don’t contribute to 
the business.
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Solving inefficient processes

Establish clear goals
Align processes with the company’s strategic objectives 
to ensure all activities contribute directly to achieving 
big-picture goals. Even if the contribution seems minor, a 
sense of purpose is essential for employee engagement.

Embrace technology
Leverage technology to automate repetitive tasks, 
streamline data management, and provide real-time 
visibility into process performance. Make tech 
investments based on business goals, ensuring your 
team has the tools they need to work efficiently and 
purposefully.

Structured scrutiny
Establish regular reviews to assess processes for 
inefficiency. The framework for these assessments 
targets redundancies, manual tasks that can be 
automated, and over-engineered procedures that 
increase the risk of errors and decrease productivity.

Promote continuous improvement
Foster a culture that encourages continuous process 
improvement, empowering employees to identify and 
suggest enhancements. Injecting a sense of purpose into 
work – and giving employees agency to offer 
constructive feedback – helps to uncover minor 
efficiency gains that add up to major process 
improvements.
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Hidden cost #2

Lack of data-driven 
decision making
Decisions based on gut instinct or intuition alone are 
going the way of the dodo. Experience in leadership 
positions is still essential, but the best leaders use data 
to inform and support their strategies. 

Quality data means quality 
decisions
Without the guidance of data-driven insights, 
organizations risk making costly missteps that can derail 
their growth and profitability. This doesn’t just mean 
using data to back up a hunch. Successful businesses 
are data-driven from top to bottom, establishing robust 
systems to guide, shape and implement growth 
strategies based on reliable insights.

The benefits of becoming a data-driven 
organization

23x success
Data-driven organizations are 23x more likely to succeed in 
customer acquisition and 6x as likely to retain those 
customers

8% profit
Companies using big data witness an 8% profit increase and 
10% cost reduction, owing to improved strategic decisions, 
operational control and customer insights​.

62%
62% of retailers report that data and analytics provide a 
competitive edge from the ability to adapt to ever-evolving 
market demands and consumer expectations​.

Data-driven organizations are in the best position to benefit 
from the multi-trillion-dollar AI opportunity that’s emerging 
in the world of business 

How to uncover uninformed 
decisions

Decisions made on gut instinct
If there’s no data in briefs, pitches or project summaries, 
it’s wise to question whether the idea was data-driven or 
pure inspiration.

Resources are allocated subjectively
For example, a company might decide to invest in a new 
project because the CEO has a personal interest in it, in 
lieu of – or even in spite of – data that builds a business 
case.

No clear understanding of which 
activities contribute to growth
This is a major problem because it means the company is 
not sure where to focus its resources. If leadership can’t 
attribute topline revenue figures to daily operations, it’s a 
sure sign of data gaps. 

No regular review of data to identify 
trends or patterns
This means that the company is not learning from 
experience and thereby not able to improve. Poor data 
governance implies the organization isn’t truly data-
driven.
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Be done with bad data 

Invest in analytics tools
Leverage powerful analytics software to gather, organize, 
and analyze data from various sources. Ideally, insights 
into customer behavior, market trends, and operational 
performance would be centralized and available to 
anyone who needs them.

Democratize data
Encourage cross-departmental communication and data 
sharing, ensuring insights are shared across various 
facets of your organization. Shared systems are an 
effective way to dismantle information siloes, prevent 
data duplication and encourage informed decision-
making.

Develop a data-driven culture
Foster a culture within the organization that values data 
and encourages data-driven decision-making at all levels. 
Empower employees to collect, analyze, and interpret 
data to identify opportunities and make informed 
decisions.

Make data a product
Someone needs to “own” organizational data. This 
person or team will be responsible for security, quality 
and accessibility, continually integrating new data and 
upholding its usability for internal stakeholders.  

Promote continuous learning
Encourage a culture of continuous learning and 
improvement by regularly reviewing data, identifying 
trends, and adjusting strategies accordingly. Tethering 
performance indicators (KPIs) that align with the 
company’s strategic goals and use these metrics to track 
progress and measure the impact of decisions.

Get serious about governance
Data is the lifeline of decision-making, and its quality and 
accessibility are non-negotiable. Implement robust data 
governance frameworks to ensure your data is accurate, 
consistent, and readily available for analysis​​.
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Hidden cost #3

Opportunity cost 
of employee time

When employees spend time on tasks that don’t align 
with strategic goals, the opportunity cost is counted 
twice. First, there are the hours lost – these costs are 
trackable with a sufficiently mature time-tracking 
system. Second, there is the revenue growth left 
unrealized. The innovative ideas unexplored. The 
competitive edge not sharpened. 

76%
76% of workers spend less 
than 3 hours per week on 
strategic work. 

58%
58% of the average worker’s 
day is spent doing ‘work 
about work’.

Every minute someone spends working 
on less impactful projects is a minute 
stolen from growth.
To dodge the deep pothole of lost potential, businesses 
must foster a culture where every second counts. Every 
task must be an intentional stride towards corporate 
objectives. Although this might seem like a management 
concern, it’s really a question of culture. Empowered 
employees are more likely to take ownership of their 
work, suggest improvements and apply their talents to 
impactful projects.

Creating a culture of strategic time investment

Make the connection
Every project or task must connect with 
organizational goals. In practice, this means 
clarifying the link between daily/weekly/monthly 
KPIs and strategic targets. If operational KPIs don’t 
roll up to strategic targets, challenge the project’s 
purpose.

Empowered accountability
Encourage employees to question the strategic 
importance of their tasks and voice suggestions 
for realignment towards more growth-positive 
activities. Better yet, give employees the 
autonomy to prioritize tasks and suggest 
improvements. 


Great managers build trust by giving employees 
autonomy while maintaining oversight of 
performance and providing value-adding 
guidance.
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Leverage technology to stay on 
track
Integrating project management and time-
tracking tools into your team’s workflow provides 
visibility into how time is spent and how it could be 
used better. This transparency promotes 
proactive self-correction and guides efficient 
resource allocation. 

Know when to fold
Continuing to invest in projects that have shown 
little promise can lead to significant resource 
waste and missed opportunities elsewhere. 
Cultivate a culture that is not afraid to pivot or even 
stop projects when they are not delivering the 
expected value to the business.

Support continuous development 
Invest in employee training and development 
programs to equip them with the skills to identify 
value-adding opportunities. Make sure the training 
is relevant to your organization’s goals. That starts 
with clarifying what matters to your business and 
communicating it clearly, consistently and 
continuously. 
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Hidden cost #4

Employee morale 
and retention

When employees feel valued, respected, and genuinely 
connected to the company’s mission, they are more 
likely to contribute their best efforts. On the flip side, 
the cost of low morale is substantial. Disengaged 
employees are less effective, less profitable, less loyal, 
and often spread their dissatisfaction throughout the 
organization.

Disengaged employees cost 
the world $8.8 trillion in lost 
productivity.
When disengagement bubbles over into employee 
attrition, companies have a costly problem. Replacing 
one team member costs 33% to 200% of their annual 
salary between exit interviews, recruiting, onboarding, 
and training. And that’s not counting the intangible costs 
of lost institutional knowledge, disrupted team dynamics 
and lower overall morale.


To combat these hidden costs, businesses must foster a 
workplace environment where every team member feels 
valued, understood, and integral to the company’s 
success.

Involve employees in decision-making
Empower employees by involving them in decision-
making processes, especially those that directly impact 
their work. This inclusion can lead to a greater sense of 
ownership and alignment with the company’s objectives.

Provide frequent feedback 
People are 3.2x more likely to be motivated to do 
outstanding work when their manager provides daily (vs. 
annual) feedback. Find ways to offer constructive 
feedback every day and celebrate milestones, both big 
and small.


The next chapter dives deeper into feedback.

Career development opportunities
Employees should feel that they have a clear career path 
within the organization. Formal training programs and 
informal mentorship opportunities are win-wins, helping 
to develop employee capability and providing satisfaction 
that wards off stagnation.
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Be aware of burnout
Employee burnout rates are 
alarmingly high in 2024, with 57% of 
US employees experiencing “at least 
moderate” levels. Managers need to 
balance productivity and employee 
well-being, ensuring people are well-
rested and at the top of their game. 
Time Doctor’s purpose-built Work-
Life Balance dashboard provides 
insights to strike and sustain this 
balance, alerting managers to the 
early signs of overwork before they 
can develop into burnout.

Employee engagement is a 
big advantage
Highly engaged workforces deliver significant bottom-
line benefits:

18-43%
lower turnover

23%
higher profitability

14%
higher productivity

18%
higher sales

10%
higher customer loyalty

…but it’s not the default position
Just 23% of employees globally are engaged. Nearly two-
thirds (59%) are ambivalent about work, and 18% are 
actively disengaged.


Zooming in on the US, employee satisfaction rates are a 
dismal 20%, only 2% higher than the all-time low seen in 
2022.
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Hidden cost #5

One-star review 
processes and 
feedback failures

Feedback fuels good work. An organization’s ability to 
dissect and analyze performance determines its agility 
and innovation. Without regular high-quality feedback, 
both projects and people risk veering off course into 
behavior that becomes costlier to rectify the longer it 
continues.

47%
Less than half of US employees, 47%, know what’s expected 
of them at work.

1 in 3
Less than 1 in 3 received regular recognition (at least weekly) 
for doing good work.

It’s hard to imagine staying motivated in this 
environment. Regular two-way feedback is 
essential for maintaining productivity and morale.

Wandering off course 
Without regular checkpoints, deviations from the core 
objective will likely go unnoticed, allowing them to 
persist. Whether we’re looking at the project scale or 
long-term organizational growth, frequent checkpoints 
keep things on track. 

Delayed decision-making
The time spent seeking ad-hoc feedback and fixing 
errors will undermine a manager’s ability to adapt to 
changing circumstances, leading to market misalignment 
and missed timelines.

Employee disengagement
The absence of regular feedback can lead to a feeling of 
disengagement among team members, hindering their 
motivation and overall contributions. 

Enormous time sink
Annual performance reviews cost anywhere from $2.4m 
to $35m annually in lost time for organizations with over 
10,000 employees. Worse, only 14% of employees felt 
motivated after the appraisal.
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How to give five-star feedback

1 Make it regular
Employees who receive feedback daily are 2.7x 
more likely to be engaged at work and 3.2x more 
motivated to excel. Establish a cadence where 
feedback happens as frequently as possible 
without micromanaging. 

4 Use good data
Integrating project management systems with 
workforce analytics provides a shared information 
source where nascent issues or productivity 
blockers are immediately obvious. Managers 
should use this data to inform feedback, creating a 
culture of analysis and continuous improvement.

2 Frame it properly
Feedback should always be constructive. Whether 
structured into review meetings or given informally 
in daily catch-ups, the focus should always be on 
assessing individual progress, recognizing 
contributions and correcting course on deviations – 
not ‘catching out’ mistakes.

5 Set SMART goals
Breaking up targets into actionable bite-sized KPIs 
ensures your team always knows what they’re 
working towards. These indicators should align with 
the company’s broader objectives and provide a 
quantifiable measure of success.


Make them SMART – specific, measurable, 
achievable, relevant, and time-bound.

3 Be willing to listen
Develop systems that promote feedback as a 
constructive and integral part of every project’s 
success. These feedback loops should encourage 
employee contribution, preventing one-sided 
feedback from hurting morale.

6 Measure and document outcomes
What isn’t measured isn’t managed. Document 
action points arising from feedback and measure 
how they move the needle on personal, team or 
organizational goals. Repeat the process to create a 
cycle of continuous improvement.

With reliable data, well-defined systems and a culture of constructive analysis, 
feedback becomes significantly more valuable. It’s also considerably more agile. 
Rethinking feedback as frequent, focused and data-driven can boost employee 
engagement and deliver significant performance improvements.
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Hidden cost #6

Lack of cross-
departmental 
collaboration

Collaboration is one of those things that organizations 
strive for, but all too frequently miss. Part of the problem 
is a tendency towards individualism in the modern 
workplace and a glorification of hustle culture. Another 
reason is because information that could be used to 
make better decisions stays contained in siloes that 
develop as an organization grows. 

The culture challenge
The modern work landscape idolizes the solitary 
achiever. This approach, while encouraging individual 
accomplishments, undermines teamwork. The result is a 
work environment where collective goals take a 
backseat to individual pursuits and personal gain.

The data dilemma
Data siloes can occur anywhere, but they’re particularly 
pervasive in large organizations with decentralized 
subsidiaries or operating teams. They tend to occur due 
to data security measures, bolted-on technology that 
doesn’t integrate, or outdated legacy software hosted on 
private servers.


Needless to say, information siloes cause a raft of costly 
issues�

� Duplication of effort�

� Inflated IT cost�

� Inconsistent and incomplete data leading to 
uninformed decision�

� Missed opportunities to add value�

� Inability or unwillingness to collaborate


The cost of containing information


Workers spend up to 36% of their day searching 
for and consolidating information. If they can 
find it – and 44% of the time they can’t – it’s 
usually scattered across 4-11 systems on 
average.

What it means: Missed revenue 
opportunities

28%
Asana’s latest Anatomy of Work report shows only 28% of non-
collaborative businesses experienced revenue growth in the last 
three years

55%
Compared to 55% of collaborative organizations.

Employees in collaborative organizations also report 
feeling 4x better prepared to respond to challenges (79% 
vs 20%). Clear, connected goals bolster that feeling, with 
87% of workers in goal-oriented businesses feeling 
prepared to meet customer challenges compared to 37% 
of workers without clear goals.
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How to tear down siloes and foster collaboration

Start small and scale up
While organization-wide collaboration is the end goal, the 
wrecking ball may not be the best tool to dismantle 
information siloes. Effective collaboration requires 
widespread organizational upheaval and a level of 
transparency that might make some uncomfortable.

Measure as you go
Measurement is mission-critical in change management. 
Analyze the results at every stage to ensure your 
collaboration project doesn’t fall into the trap of hidden 
costs. And it goes without saying that the results should 
be transparent in the spirit of organizational unity. 

Step 1

Identify the need
Collaboration brings many 
benefits – which ones are you 
chasing? Set specific goals for 
improving interdepartmental 
information sharing that (you 
guessed it) links directly to 
strategic targets.

Step 2

Design a test
Start with one relatively flimsy 
silo. For example, create a 
centralized customer database 
that sales and marketing share 
or connect call center staff 
with customer-facing teams 
for holistic CX. Document 
every decision, wrong turn and 
roadblock so you can apply 
the learnings in subsequent 
projects.

Step 3

Scale up
With 1-3 successful test cases 
in the books, progress will 
start to snowball. Siloed teams 
will see the benefits that 
collaboration brings. Change 
managers won’t need to knock 
down the door; it’ll be wide 
open.
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Unmasking

hidden costs for 
sustainable growth

Gaining insight through 
actionable workforce data

How many hidden costs have you 
discovered lurking in the shadows of 
your organization so far? Together, we 
can put them in the spotlight and 
shrink them down to insignificance.
One thing that links all the solutions to eliminating hidden 
costs is the importance of reliable data. Information is 
power, as the saying goes. We think it’s a superpower. 
With the right information, forward-thinking managers 
can root out inefficiencies, break down data siloes, 
support their team and make incremental improvements 
that create a cascade of benefits.

More than efficiency: How integrated 
information systems become a 
productivity multiplier 
The rise of technology has revolutionized the way 
businesses operate. In 2024 and throughout this decade, 
AI will revolutionize operations again. 


But there’s much more to tech than mere efficiency. A 
carefully considered technology ecosystem plays a 
crucial role in identifying and eliminating hidden costs, 
fostering a culture of continuous improvement, enabling 
seamless collaboration and, of course, streamlining daily 
tasks.

If you’re considering a tech investment in 2024, ensure 
the benefits flow from daily operations to big-picture 
growth. That means defining the business case, investing 
in systems that scale, planning a phased implementation 
and ensuring your preferred platform slots seamlessly 
into the existing ecosystem.

Time Doctor helps teams 
become more effective by the 
minute
Reliable, real-time workforce analytics allow businesses 
to pinpoint hidden time sinks that drain productivity. 
Time Doctor is the leading employee-friendly workforce 
analytics solution, delivering granular insights that build 
to big-picture growth. 


With a wide range of features, over 60 integrations, work-
life balance alerts baked in, and customizable controls to 
empower employees, Time Doctor illuminates hidden 
costs and turns potential challenges into opportunities 
for growth.
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Request a personalized demo to see how workforce 
analytics uncovers and addresses hidden costs, 
reshaping your financial future.

Book a demo

https://www.timedoctor.com/book-demo

