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The mistake almost everyone makes 
Here is how it usually goes. Something in the business starts to hurt. Jobs slip through 
the cracks, the paperwork piles up, the same task gets done by hand for the hundredth 
time. So you go looking for software. You find a tool, you sign up, you pay the monthly 
fee. And a few months later, it is sitting unused — another login nobody opens — and 
the original problem is still there. 

The tool did not fail because it was the wrong tool. It failed because it was bolted onto a 
broken process. New technology does not fix a broken process. It just runs it faster — 
and now you are paying for the privilege. 

This guide is about the step almost everyone skips: fixing the process first. It is short, it 
is practical, and by the end you will know how to look at any painful part of your 
business, fix what is actually wrong, and decide — honestly — whether you need to buy 
anything at all. Often, you will find you do not. 

The one idea to hold onto 
A tool is a multiplier. Point it at a good process and you get more good, faster. Point it at 
a broken process and you get more broken, faster — with a subscription attached. 

So the order matters. Fix the process first. Then, and only then, ask whether a tool 
would help. Do it in that order and you will spend less, adopt less, and get more. Do it 
backwards and you will collect software you never use. 

Step 1 — Find where the time actually goes 
You cannot fix or automate what you cannot see. Most owners have never mapped a 
single one of their workflows on paper — they live in their heads, held together by 
memory and habit. Thirty minutes with a pen does more here than any product demo. 

Start with one workflow that hurts — the thing you would complain about over dinner. 
Then walk it end to end, exactly as it really happens, not how it is supposed to happen. 
Write down every step, every handoff, every place it stalls or gets redone. 

For each step, note four things: 

• Who — Who does it 
• How long — how long it takes 
• How often — how often it happens 
• What breaks — and what tends to go wrong 
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Do not clean it up as you go. The messy, honest version is the one worth having. The 
goal is to see the whole thing laid out in front of you for the first time. 

Step 2 — Decide what is actually worth fixing 
Not every annoyance deserves your attention. Some cost you real money; some are 
just mildly irritating once a quarter. Fixing the wrong ones is how people stay busy 
without getting anywhere. 

Look at each workflow — or each step inside it — through four questions: 

• Frequency. How often does it happen? Daily is a very different problem than once a 
quarter. 

• Time cost. How much time does it eat each time — five minutes or half a day? 
• Business impact. When it goes wrong, do you lose a job, a customer, or money — 

or just patience? 
• Fragility. Does it only work because one specific person remembers how? That is a 

risk, not a process. 
The ones worth fixing are the ones that are frequent, time-consuming, and cost you 
something real when they break. A simple rule: if it happens every day and it is done by 
hand, it is a candidate. If it loses you work when it fails — missed calls, dropped quotes, 
late invoices — it is a priority. The once-a-year headaches can wait. 

Step 3 — Fix the process before you automate it 
This is the step that saves you the most money, so do not rush it. Before you even think 
about a tool, run each step through four questions — in this exact order: 

1. Eliminate. Can this step disappear entirely? The best step is no step. A surprising 
amount of work exists only because it always has. 

2. Simplify. If it has to stay, can it be shorter? Fewer approvals, fewer handoffs, fewer 
people touching it. 

3. Standardize. Is it done the same way every time? Decide the one right way and 
write it down. A process that changes depending on who is doing it cannot be 
improved or handed off. 

4. Then automate. Only now, with what is left — and only if it is simple and consistent 
— ask whether a machine should do it. 
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The order is the whole point. Automating a messy step does not fix it — it locks the 
mess in and makes it permanent. Standardize first, or you will be paying every month to 
run chaos on autopilot. 

Step 4 — Decide if you even need to buy 
anything 
Now — and not a moment before — you can ask whether technology is the answer. 
Half the time, if you are honest, it is no, or at least not yet. Run through this before you 
reach for your card: 

• Did fixing the process already solve it? If so, stop here. Keep your money. 
• Is the leftover pain big enough and frequent enough to justify an ongoing monthly 

cost? 
• Do you already own something that does this? Most owners are paying for features 

they never switched on. 
• Will your team actually use it — or will it become another abandoned login by 

spring? 
If you do decide to buy, buy for the process you just fixed, not the one you started with. 
You will know exactly what the tool has to do, because you mapped it yourself. That is 
the difference between a confident purchase and a hopeful one — and vendors can tell 
which one you are the moment you get on the call. 

What this looks like in practice 
Say you run a small contracting shop, and quotes keep slipping through the cracks. It is 
costing you real work, and your first instinct is to go buy a CRM. Watch what happens 
when you run the four steps instead. 

Map it 
Quote requests come in three ways — phone calls, texts, and emails. Some get written 
on a notepad, some live in your head, some sit unread. Follow-up depends entirely on 
whether you remember. There is no single place a request lands and no set rhythm for 
chasing it. 

Test it 
It happens every single day, and every dropped quote is a job you never bid. Frequent, 
high-impact, fragile. This is a priority — worth fixing today. 



Before You Buy the Tool rahn.ai 

© 2026 Rahn Consulting, LLC Page 5 

Fix it 
Before buying anything: every request funnels to one place. Every quote gets followed 
up on a set schedule — say, a call at day two and again at day five. You write the steps 
down so it happens the same way whether it is you or someone else doing it. The chaos 
is already mostly gone, and you have not spent a dollar. 

Then decide 
Now the tool question is easy. You do not need the $300-a-month platform the vendor 
was pushing. A shared sheet and a standing reminder might cover it — or a simple, 
cheap tool that does exactly the one thing you defined. The process fix did most of the 
work. The tool just holds the line. 
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The worksheet 
Print this, or copy it. Run one painful workflow through it before your next software 
purchase. It takes about half an hour and will save you far more than that. 

Prompt Your answer 

The workflow  

Steps, as they really 
happen 

 
 
 
 

Who does each / how 
often / how long / what 
breaks 

 
 
 

Worth fixing? (frequent + 
costly when it fails?) 

 
 

Eliminate — what can go 
away? 

 
 

Simplify — what can be 
shorter? 

 
 

Standardize — the one 
right way, written down 

 
 
 

Does this actually need a 
tool? (Y / N) 

 

If yes — the one job it 
must do 

 
 

If you want a second set of eyes 
This is the whole method: map the work, find what is worth fixing, fix the process, and 
only then decide whether to buy. Run it yourself and you will make sharper decisions 
and waste a lot less money. 

And if you would rather not do it alone — if you want someone who will map it with you 
and tell you plainly when technology is not the answer — that is exactly the 
conversation Rahn exists for. No pitch. No pressure. Just an honest look at where your 
business is today and what technology could realistically do for it. 


