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Strengthen the company 
Manage your time and contracts and see growth in your 

company. 

 

We here give 5 tips for how you can use time tracking to strengthen the 

business and your internal processes. In this way, you invoice more, improve 

the bottom line, and at the same time you are able to make strategic 

decisions based on data instead of gut feeling. 

 

At TimeLog, our mission is to optimise the way we all use our time at work to 

meet our objectives – personal, project-related or business-oriented – 

without loosing track. 

 

We call it Value your time… 

 

5 tips to keep track of time 
     … And motivate the employees to track time 
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”You have 

hidden gold 

in the data 

you have 

collected 

through 

time 

tracking”

 

1 Do you take your own medicine? 

We know that many people look at our organisation and think: ”They sell a time 

tracking system, it must have been easy for them to implement and hold on to”. Even 

though we sell a time tracking system and give advice on time tracking, we too have 

had challenges engaging all employees and making them understand the importance 

of accurate time tracking, and how it is business-critical. We have different 

employees, where some like exact facts and numbers, and others are more creative 

and need visualisations and illustrative explanations. When it comes to collecting 

data and having on time time tracking, these differences have caused challenges. 

Therefore, we explain new employees how we track time and how business-critical it 

is for us as one of the first things when they begin their employment at TimeLog. This 

may seem overwhelming, if you are not used to track time. Therefore, it is important 

that they understand how we use the data, and it makes it easier to implement. 

 

1.1 Use time tracking as base for decisions 

Through the years, we have gone from very simple to more detailed projects to see 

exactly how we spent our time. We e.g. distinguish between operating and 

investment projects. Operating projects consist of work in progress, e.g. customer 

support or website maintenance; what keeps our boat floathing. Investment projects 

are one-offs or projects that may evolve into operating projects if we believe them to 

be profitable. An example of this is when we started our social activities, such as the 

TimeLog MeetUps and seminars. This started as an investment project, since they 

were finite, and after a year we evaluated costs and time spent versus customer 

participation and feedback. Based on the numbers and the feedback we received, 

we saw that it was a success and we planned future events in to our day-to-day 

operations. This means that we today e.g. facilitate seminars, morning meetings and 

courses.  

 

By splitting our internal projects in operating and investment projects, we can at any 

time see the costs of running TimeLog as organisation with the current customer 

base and without making further investments. For many companies this is an 

important key figure, so they can easily see how many resources they have for 

investing in growth, and thereafter they can plan how they are used.  
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"What gets 

measured 

gets 

managed" 

 

 

1.2 You can do the same 

It does not take much to utilise your time tracking better than you probably do today. 

You have hidden gold in the data you have collected through time tracking, and you 

should determine if you get answers to your strategic business questions, or if the 

setup of your system (or what else you use) needs revision. Your business has 

probably changed a lot since you implemented time tracking, and therefore your data 

needs change as well.  

 

Using your time tracking strategically means that you use data to base your strategic 

decisions instead of e.g. only focusing on your revenue and external time. By utilising 

the investment you have already made by tracking time, you can find important 

information that can help you develop your business.  

 

2 Strategic insights with time tracking 

Are you also guessing based on gut feeling? We did the same in TimeLog until we 

started using our time tracking data strategically. 

We thought we were spending 20% of our resources on sales. By analysing our time 

tracking, we discovered that only 11% of our time was spent on sales or lead 

generation. 89% were spent on other activities such as customer service, 

administration and 45% alone were spent on product development, only a small part 

was spent on business development. The board had been saying for a while that we 

needed to develop our business, and now all of a sudden we had a solid basis on 

which to address the issue. We wanted to shift our focus from product to market and 

set a strategic target: 50% of the time and 50% of our payroll needed to go to 

market-oriented activities via sales, marketing or customer support.  

 

We have reached our target without decreasing product development. We have 

grown the market level and achieved the balance we wanted, and we always use this 

key figure when we discuss future employment. 

 

On the board meetings, they now discuss how we can optimise the use of our time. 

What gets measured gets managed. So use time tracking as base for decisions. 

Your data can show you endless opportunities for business optimisation.  
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”Use time 

tracking to 

develop your 

employees” 

 

3 What’s in it for me? 

Have you made a clear strategy for how to use time tracking? As your organisation 

grows and become more mature, the need for time tracking and measuring different 

parameters change. Do you only want to track time to invoice customers, or do you 

want to measure e.g. efficiency and see how non-billable internal time is spent? 

 

To have accurate data, it is important to have the employees’ support when 

implementing a new time tracking strategy successfully (read about Inspari who 

really made an effort to make the implementation successful). They need to 

understand the reason for the change, and what value their simple registrations 

create for the company and themselves in their daily work. Otherwise, you risk that 

data is useless for measuring the set key figures. 

 

It is simple; you need to answer the question ”what’s in it for me” for each 

employee. The time trackings may be used for e.g. staff development interviews, 

where you talk about the big projects, and if this is the right profile for the given 

employee. Are the employees under pressure, or do they have time to take in other 

interesting tasks, and how do you best utilise their competencies? This also provide 

insights on how the employees’ profiles change bit by bit; so use time tracking to 

develop your employees. It is motivating for them to see that their time tracking is 

used proactively to make a difference for themselves and not only on the bottom line. 

It makes it a win-win situation for both employees and the company. 

 

4 Level of maturity determines the strategic 
benefits 

How you can utilise time registrations strategically depends on the organisation's 

experience and workflow maturity. We use SPI Research's "Professional Services 

Maturity Model" to illustrate this. There are five levels of maturity in organisations, 

which we describe below. 

 

You can use time tracking to move up the maturity scale and increase scalability. 

Where on the scale are you now, and what can you do to improve and move up the 

scale? It is proven that the higher ranking on the scale, the better bottom line in the 

company.  

 

 

http://www.timelog.com/articles/2015/09/inspari-case/
http://www.spiresearch.com/psmaturitymodel/
http://www.spiresearch.com/psmaturitymodel/
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Level 1: Heroic 

At this level, simply implementing a time tracking system is everything. You typically 

implement a time tracking system to create a basis for invoicing. 

 

15% of all organisations are at this level – and nearly every single one starts here. 

 

OPPORTUNITY: Make money 

You may increase the project invoicing percentage and reduce deprecations.  

Time tracking provides an invoicing basis, and if you have a contractual basis for it, 

you can invoice time spent on customer projects. 

 

Level 2: Functional Excellence 

At this level, time tracking is in effect and you are accumulating a statistical basis for 

estimating future projects. You are free to budget projects and easily follow up on 

them. A few processes are optimised, not all are best practice. 

 

25% of all organisations are at this level. 

 

OPPORTUNITY: Optimise processes 

Individual project finances are often opaque. By evaluating time registrations, you 

can start optimising existing processes and improving company efficiency and 

profitability. 

 

Level 3: Project Excellence 

At this level, all processes are standardised, and time tracking is implemented across 

all functions. You can schedule alongside project management and time tracking. 

 

25% of all organisations are at this level. 

 

OPPORTUNITY: Secure estimation 

At this level, you can perform accurate estimations of project time consumption. 

Projects deprecations are minimal. 

 

Level 4: Portfolio Excellence 

At this level, you have an automated resource management plan. This means that 

youare able to plan in detail and perform according to that plan – but also react to 

changes and adapt the plan accordingly. This requires, however, that all time 
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registrations are processed in real time, and that project planning and resource 

allocations are integrated with the registrations. 

15 % of all organisations are at this level. 

 

OPPORTUNITY: Immediate follow-ups and scalability 

Resource management on current projects can be adjusted based on level of 

completion. With the link between resource management and time tracking, this 

adjustment is possible through a simple and smooth workflow, offering both 

management and employees a real-time overview of projects and finances. In turn, 

this unlocks an active decision on how to spend your time on e.g. fixed-price 

projects. This overview and the effective resource management feature makes your 

company much more scalable than at the lower maturity levels. 

 

Level 5: Collaborative 

At level 5, you are constantly optimising your processes in an integrated learning 

loop. They are using time registrations to change their behaviour and, as a separate 

objective, continuously improve their processes. You benchmark to continuously 

monitor performance and improve processes. 

 

5% of all organisations are at this top level. 

 

OPPORTUNITY: Behavioural changes 

You have grown immensely from guessing time consumption and developing basic 

services for sharing know-how and improving well-functioning services.  

 

Employees work independently and self-manage without compromising the 

company's strategy and objectives. Employees can change their behaviour during 

various processes based on the knowledge gained from the time registrations. 

 

5 Contract management – do you have the full 
overview? 

We know that especially consultancies are challenged when it comes to managing 

customer contracts and budgets. Typically, these organisations sell a host of 

services – usually consulting hours, and also courses or standard services. Some 

customers purchase prepaid hours (like a ticket coupon), while others purchase 

entire projects on a fixed-price basis. Getting an overview of the company's contracts 

and the time consumption, the number of hours left on a prepaid hours contract or  
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”Can you 

with your 

hand on 

your heart 

say that you 

have the full 

overview of 

your custo-

mer con-

tracts, and 

that you are 

certain that 

you get the 

value inten-

ded for each 

contract?”

 

 

which projects are in need of renegotiation with the customer can be very difficult 

 

Can you with your hand on your heart say that you have the full overview of your 

customer contracts, and that you are certain that you get the value intended for each 

contract? 

 

If yes, it is great that you manage that part of your business well.  

 

If no, it is time to attend this issue in order for you to not lose revenue. Our 

experience tells us that many consultancies lose a part of their revenue by incorrect 

time tracking, and because they do not have a contract management system. 

 

5.1 Managing your contracts with time tracking 

First step in the process is to look at how many different contract types you have with 

different customers. Many consultants are surprised to find out how many different 

special contracts they have agreed upon with customers, and often these contracts 

end up costing them money.  

 

Find out what contract types are most profitable for you. E.g. fixed price projects may 

be dangerous, as you carry the risk, if the project is extended without renegotiating 

the contract. This may be a challenge, if you do not use time tracking to support the 

different contracts you have agreed upon, and thereby do not know your average 

hourly rate on the contracts.  

 

Manage your time. Yes, we have mentioned this previously, but it is the only 

opportunity to receive the payment you should on e.g. prepaid hours and time & 

material projects, but it also tells you, if you are making or losing money on your fixed 

price projects. Maybe you already track time, but can you trust the numbers? Do 

your employees track time right away, or is it done after a week or month? 

 

Are you curious and want to know more about contract management and best 

practice? Then you can read more here. 

 

We hope we have inspired you to to utilise your time tracking better than you 

perhaps do today. We are sure that you can grow and optimise your business by 

analysing your already collected data (if you track time) without major efforts.  

http://www.timelog.com/media/754940/contract-management.pdf

