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Introduction 

You have probably tried to become more productive. 

You have downloaded productivity apps. 

Created task lists. 

Organised your calendar. 

Blocked out time for important work. 

Tried different systems to stay on top of everything. 

And some of those things have probably helped. 

You may be getting more done than you were a year ago. 

But there may still be a problem. 

Your business still feels harder to run than it should. 

There are still too many things competing for your attention. 

More emails to answer. 

More customer enquiries. 

More administration. 

More decisions. 

More systems to manage. 

More tools to learn. 

More things that need your attention every day. 

You are working hard. 

You are making progress. 

But instead of feeling like your business is becoming easier to run, it can feel like you 
are simply getting better at keeping up. 

That leaves many business owners asking: 

“If I am becoming more organised and getting more done, why does running 
my business still feel so difficult?” 
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The answer may not be that you need another productivity system. 

It may be that simply more work in your business than there needs to be. 

Most businesses become more complicated over time. 

Not because business owners make poor decisions. 

Usually, the opposite is true. 

Each decision makes sense at the time. 

A new customer creates another process. 

A new service creates more administration. 

A new marketing channel creates more content to produce. 

A new software tool creates another system to learn and maintain. 

A new opportunity creates another responsibility. 

Individually, these decisions are reasonable. 

But over time, all those small additions can create a business that requires more 
effort to run than expected. 

This is where productivity reaches its limit. 

Productivity can help you complete work more efficiently. 

It can help you organise your workload and make better use of your time. 

But it does not necessarily help you decide whether that workload still needs to exist. 

You can become faster at completing tasks. 

More organised at managing information. 

Better at planning your day. 

But if the business is carrying unnecessary work, it can still feel heavier than it 
should. 

The Work Lighter approach starts with a different question: 

“What work is creating unnecessary effort?” 

Because sometimes the biggest improvement does not come from finding a faster 
way to do more. 
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It comes from removing, simplifying or changing work that no longer needs to be so 
difficult. 

A business becomes easier to run when you are not simply becoming better at 
handling more work. 

It becomes easier when you make better decisions about the work you choose to 
keep — and what you want your time and capacity to make possible. 

When Efficiency Creates More Pressure 

Becoming more efficient sounds like the obvious solution when your workload keeps 
growing. 

You learn how to complete tasks faster. 

You organise your calendar. 

You create templates. 

You improve your processes. 

You find better ways to manage your day. 

These improvements can create real benefits. 

But they can also create an unexpected problem. 

When you become faster at completing work, you create more capacity. 

And unless you deliberately decide what that capacity is for, it can quickly fill with 
more work. 

Instead of feeling less busy, you simply become better at keeping up with an ever-
growing workload. 

Faster Proposals Can Lead To More Work 

A consultant creates a proposal template and reduces the time needed to prepare 
each proposal from three hours to one. 

The improvement works. 

They have saved two hours. 

But instead of creating more breathing room, they use that extra time to take on 
more clients. 
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The business grows, but the workload grows with it. 

The process became more efficient. 

The business did not necessarily become easier to run. 

Easier Customer Onboarding Can Create More Pressure 

A business owner improves their customer onboarding process and removes several 
manual steps. 

Everything runs more smoothly. 

But because onboarding is now easier, they accept more customers without 
reviewing whether the rest of the business can support the additional workload. 

The process improved. 

But the overall pressure remained. 

Faster Content Creation Can Create More Expectations 

A business owner finds a quicker way to create content. 

They use templates. 

They create a better workflow. 

They find ways to produce articles faster. 

Instead of gaining more breathing room, they feel pressure to publish more often 
because they now have the ability to create more content. 

The process became faster. 

The expectations increased. 

In each example, efficiency delivered exactly what it promised. 

The work was completed faster. 

But the business did not automatically become easier to run. 

The extra capacity simply became available for more work. 

Efficiency is not the problem. 

The question is what you choose to do with the capacity it creates. 
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So ask yourself: 

“Am I using this improvement to create more work, or to create more space?” 

A business that feels easier to run is not built by continually increasing how much 
you can handle. 

It is built by deciding what you want your capacity to make possible. 

That might mean more time for customers. 

More attention for important decisions. 

More room for creativity. 

Or simply more breathing space in your working week. 

How More Efficiency Can Lead To More Work 

Many business owners try to solve the feeling of being stretched by becoming better 
organised. 

They improve their systems. 

They manage their time more carefully. 

They look for ways to complete tasks faster. 

They create better routines. 

These are all worthwhile improvements. 

But if the real problem is that there is simply too much unnecessary work, becoming 
more efficient does not necessarily make the business easier to run. 

Instead, you can become very good at managing work that should have been 
questioned first. 

You become faster at completing tasks that may no longer be needed. 

You become more organised while still carrying a workload that is heavier than it 
needs to be. 

The business feels busy because there is still too much to manage. 

This is why some business owners become frustrated. 

They are doing what they have been told should help: 
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 Managing their time better. 
 Improving their systems. 
 Using productivity tools. 
 Creating better processes. 

Yet the business still feels hard to run. 

The problem may not be how they manage the work. 

The problem may be that there is simply too much work to manage. 

Before trying to become more productive, it is worth asking: 

“Is this work actually necessary?” 

That question can create a bigger improvement than simply finding a faster way to 
complete the task. 

Efficiency Helps You Do More. Simplicity Helps 

You Do Less Of What Doesn’t Matter. 

Improving efficiency is valuable. 

It can help you: 

 Complete tasks faster. 
 Reduce wasted time. 
 Create better routines. 
 Improve the way work gets done. 

These improvements matter. 

But efficiency has a limit. 

Efficiency helps you manage existing work more effectively. 

Simplicity helps you question whether that work needs to exist in the first 
place. 

This distinction is important because a business can become highly organised and 
still feel harder to run than it should. 

You can have: 

 A well-managed calendar. 
 Clear systems. 
 Detailed processes. 
 Productivity tools. 
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 Better ways of tracking work. 

But if you are still managing unnecessary tasks, repeated decisions and complicated 
processes, the business can continue to feel heavier than it should. 

It’s easy to see why this can become frustrating. 

They are doing everything they have been told should help. 

They are becoming more organised. 

They are improving their systems. 

They are using better tools. 

Yet the business still feels like hard work. 

The issue is not always how the work is being done. 

Sometimes it’s how much work there is to manage in the first place. 

For example, imagine you create a faster process for preparing client proposals. 

You introduce templates. 

You organise previous examples. 

You create a checklist. 

You reduce the time it takes to complete each proposal. 

That is a genuine improvement. 

But there may still be bigger questions: 

 Could the process be simpler? 
 Could common information be reused? 
 Could clients provide information earlier? 
 Could parts of the process be removed completely? 

Efficiency helps you get work done faster. 

Simplicity helps you reduce the work that needs to be done. 

What matters is not becoming better at managing unnecessary effort. 

It is creating a business that requires less effort to operate. 



9 
 

Before Improving A Process, Understand The 

Work First 

When something feels difficult in your business, the natural reaction is often to 
improve it. 

You might think: 

 “How can I make this quicker?” 
 “What tool could help?” 
 “How can I organise this better?” 
 “How can I become more efficient?” 

There’s nothing wrong with asking these questions. 

But they are not always the first questions to ask. 

Before improving a process, first understand the work itself. 

Ask: 

“Am I making this easier, or am I just making unnecessary work faster?” 

This question changes how you look at your business. 

A Report That Takes Less Time To Create 

A business owner spends several hours each month preparing a report. 

The first thought might be: 

“How can I create this report faster?” 

They might create a template. 

Automate parts of the process. 

Improve the format. 

But before trying to make the report faster, it’s worth asking: 

“Does this report still provide enough value to justify the time spent creating 
it?” 

If the information is rarely used, the biggest improvement may not be making the 
report faster. 

It may be simplifying it or removing it completely. 
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Updating Multiple Systems 

A team spends time updating customer information across several systems. 

The natural response might be to look for a way to automate the updates. 

“Could we automate this process?” 

But before doing that, it is worth stepping back and asking: 

“Do we need to capture this information in so many places?” 

The issue may not be the time it takes to update each system. 

The bigger problem may be that the process itself is more complicated than 
necessary. 

Creating Marketing Content Every Week 

A business owner spends hours creating new marketing content. 

Rather than simply trying to produce it faster, they could look at where the work is 
coming from. 

“Are we creating everything from scratch when useful information already 
exists?” 

There may already be valuable material in customer questions, previous articles, 
conversations, presentations and other content. 

A simpler content process could involve: 

 Turning customer questions into articles. 
 Reusing existing ideas and material. 
 Creating templates and repeatable structures. 
 Using AI to support the first draft. 

The biggest improvements often come from understanding the work before trying to 
improve how it is completed. 

Sometimes the answer is a better process. 

Sometimes it is automation. 

Sometimes it is AI. 

And sometimes the best solution is removing the work completely. 

Before adding another system, tool or productivity method, ask yourself: 
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“What work is actually worth keeping?” 

Why More Tools Aren't Always The Answer 

Technology Was Supposed To Make Running A Business Easier 

Technology has transformed the way we work. 

We can communicate with customers in seconds. 

Send invoices automatically. 

Schedule appointments online. 

Create content with AI. 

Collaborate with people anywhere in the world. 

Access information from almost any device. 

In many ways, running a business has never been easier. 

So why do so many business owners still feel like they are working harder than 
ever? 

If you've ever finished the day wondering where your time went, you're not alone. 

Often, it isn't one big task taking up your time. 

It's the dozens of small activities that have quietly become part of running a modern 
business. 

Checking emails. 

Responding to messages across different platforms. 

Looking for documents. 

Updating customer information. 

Switching between software. 

Managing subscriptions. 

Learning another new feature. 

Remembering where something has been stored. 
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None of these activities feels like a major problem on its own. 

But together, they can leave you feeling like you're spending more time managing 
the business than actually improving it. 

Many business owners assume the answer is to find another tool. 

A better project management app. 

A smarter AI assistant. 

A new customer relationship management system. 

A different scheduling platform. 

Another automation tool. 

Sometimes a new tool is exactly what your business needs. 

But every new tool also brings something else to manage. 

Another login. 

Another monthly subscription. 

Another notification. 

Another place where information is stored. 

Another system to learn. 

Another process to remember. 

Technology itself isn't usually the problem. 

The issue is that every new tool can add another layer to the way your business 
operates. 

Over time, those layers can build up. 

Before long, work that once felt straightforward can start feeling more complicated. 

Not because any individual tool is necessarily bad. 

But because you're now managing more systems, more information and more 
decisions than before. 

That's why the Work Lighter approach starts with a different question. 

Instead of jumping straight to: 
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“What new tool do I need?” 

Start with: 

“What work is making my business harder to run than it needs to be?” 

That question changes where you look for the answer. 

Instead of immediately adding another layer, you start looking for opportunities to 
remove unnecessary effort, simplify the way work gets done and then decide 
whether technology has a useful role to play. 

A more advanced business isn't necessarily a better business. 

What matters is whether the way you've built it makes running the business easier — 
or simply gives you more things to manage. 

Why More Technology Doesn't Always Mean 

Less Work 

Every tool is designed to solve a problem. 

Accounting software helps you manage your finances. 

A CRM helps you keep track of customer interactions. 

A scheduling app can reduce back-and-forth emails. 

AI can help you create content and complete routine tasks more quickly. 

Individually, these tools can all add value. 

But every tool also introduces new responsibilities. 

You need to: 

 Learn how it works. 
 Set it up correctly. 
 Keep information up to date. 
 Maintain it over time. 
 Pay another subscription. 
 Remember when to use it. 
 Help others use it consistently. 

None of this feels significant when you add one new tool. 

But businesses rarely stop at one. 
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Over time, software quietly accumulates. 

One tool becomes five. 

Five becomes ten. 

Information ends up scattered across different places. 

You find yourself searching in multiple systems for the same document. 

Updating the same customer details more than once. 

Switching between applications just to complete a single task. 

The time lost isn't usually in using the software itself. 

It's in managing everything around it. 

Technology should reduce the effort involved in running your business. 

But when every new solution adds another layer of work, the business can gradually 
become harder to manage instead of easier. 

The answer isn't to avoid technology. 

It's to become more selective about the role technology plays in your business. 

The businesses that benefit most from technology aren't necessarily the ones using 
the most tools. 

They're the ones using the right tools to support a simpler way of working. 

A More Advanced Business Isn't Necessarily A 

Better Business 

Many business owners assume that successful businesses have more software, 
more automation and more systems. 

It's easy to understand why. 

Technology is often presented as a sign of a modern, efficient business. 

But having more technology doesn't automatically make a business easier to run. 

A business with fifteen disconnected tools can be much harder to manage than one 
with three well-chosen systems that support the way it works. 

More tools don't necessarily mean more progress. 
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What matters is whether the technology you're using removes unnecessary effort or 
simply gives you more systems to manage. 

A simpler business isn't created by collecting more technology. 

It's created by making better decisions about what deserves your time and what 
genuinely makes the business easier to run. 

How Complexity Builds Without You Realising 

Most businesses don't become complicated overnight. 

Complexity usually builds quietly, one small decision at a time. 

You add accounting software because it saves time. 

You start using a customer relationship management (CRM) system to keep track of 
customer interactions. 

You introduce a project management tool to organise your work. 

You sign up for an email marketing platform. 

You use cloud storage to share files. 

You start using AI to help write content. 

Each decision makes sense. 

Each tool solves a genuine problem. 

And each one has the potential to make your business better. 

The difficulty comes from what happens afterwards. 

Every new tool also becomes something else to manage. 

You need to remember how it works. 

Keep information up to date. 

Decide where different types of information should be stored. 

Make sure people are using it consistently. 

Review subscriptions. 

Learn new features and updates. 
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Fix problems when something doesn't work as expected. 

None of this feels like a big issue when you add one tool. 

But over time, these small amounts of effort begin to add up. 

Before you know it, running your business includes a surprising amount of work that 
didn't exist a few years ago. 

Not because you are necessarily serving more customers. 

Not because your work has necessarily become more complicated. 

Simply because you're managing more technology. 

When Your Work Starts Revolving Around Your 

Tools 

One of the clearest warning signs is when your day starts being organised around 
your software instead of your customers. 

You check multiple dashboards before you've spoken to a client. 

You search across several apps to find one piece of information. 

You update customer details in more than one place. 

You copy information from one system into another because the tools don't 
communicate with each other. 

You receive notifications from applications you've almost forgotten you installed. 

None of these activities directly improves your product or service. 

They're simply part of managing the systems you've accumulated over time. 

For example, imagine a small consulting business. 

A customer enquiry arrives through the website. 

The details are copied into the CRM. 

A project is created in the project management software. 

Meeting notes are saved in another application. 

Files are stored in cloud storage. 
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Invoices are prepared in accounting software. 

Follow-up emails are sent through an email marketing platform. 

Every tool has a purpose. 

But completing one piece of work now involves moving between five or six different 
systems. 

The business owner is no longer just managing customers. 

They're also managing the technology that supports those customers. 

That doesn't mean the tools are wrong. 

It means the way they fit together may have made the business more complicated 
than it needs to be. 

Familiar Tools Can Create Hidden Work 

Many businesses use tools such as: 

 Microsoft 365 or Google Workspace for documents, email and 
collaboration.  

 Xero or QuickBooks for accounting.  
 Trello, Asana or ClickUp for project management.  
 HubSpot CRM or Zoho CRM for customer relationship management.  
 Mailchimp or Kit for email marketing.  
 ChatGPT, Claude or Microsoft Copilot to support writing, research and 

everyday business tasks. 

These are all capable tools. 

Many can save significant time when they support a clear process. 

The problem often appears when tools overlap, information becomes scattered 
across different places or new technology is added without first asking whether the 
existing way of working could be simpler. 

As you add more tools, you may also have more connections, information and 
processes to keep track of. 

That can make the way work moves through your business harder to manage. 

The issue isn't necessarily the software itself. 

It's whether the tools you use fit the way your business operates and genuinely 
reduce the effort involved. 

https://www.microsoft.com/microsoft-365/business
https://workspace.google.com/
https://www.xero.com/
https://quickbooks.intuit.com/
https://trello.com/
https://asana.com/
https://clickup.com/
https://www.hubspot.com/products/crm
https://www.zoho.com/crm/
https://mailchimp.com/
https://kit.com/
https://chatgpt.com/
https://www.anthropic.com/claude
https://www.microsoft.com/microsoft-365/copilot/business
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Before choosing another tool, it helps to understand where unnecessary work is 
hiding. 

The Best Technology Supports A Better Way Of 

Working 

Technology is most useful when it supports work that needs to be done and makes 
an already clear process easier to manage. 

Take something as ordinary as bringing a new customer or client on board. 

Over time, the process might have grown into something like this: 

 Send a welcome email. 
 Ask the customer to provide their details. 
 Wait for the information and follow up if it hasn't arrived. 
 Create a client folder. 
 Save documents and attachments. 
 Add the customer to a spreadsheet or CRM. 
 Send another email explaining what happens next. 
 Add appointments or deadlines to the calendar. 
 Update a checklist to show everything has been completed. 

The problem isn't that any one of these steps is particularly difficult. 

It's that together they create a surprising amount of administration — much of which 
may simply have been added over time. 

Before looking for software to automate it, step back and ask a simpler question: 

“Does the process need to work this way at all?” 

Perhaps some of the information only needs to be collected once. 

Perhaps the welcome email and next-steps information could be combined. 

Perhaps the customer could provide their details through one simple form. 

Perhaps there is no need to maintain both a spreadsheet and a CRM. 

Perhaps some information could be recorded automatically rather than copied 
between systems. 

Once the process is simpler, technology can then support it. 

The same thing can happen with sales enquiries. 
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You might find yourself searching through emails, copying information into your 
CRM, creating proposals from scratch, saving files into different folders, sending 
follow-up emails and updating a spreadsheet to track progress. 

AI and automation could certainly help with some of this. 

But before adding technology, it is worth looking at the process itself. 

Perhaps your proposal only needs three standard sections. 

Perhaps customer information only needs to be entered once. 

Perhaps your CRM already includes features you aren't using. 

Perhaps several follow-up emails could become one simple automated sequence. 

The biggest improvement may not come from adding another tool. 

It may come from removing work that didn't need to be there in the first place. 

Once the process is simpler, technology can help you do the necessary work with 
less effort — rather than simply helping you manage unnecessary work more 
efficiently. 

Ask A Different Question Before Looking For 

Another Tool 

When businesses start exploring AI or new software, the first question is often: 

“Which tool should I use?” 

It feels like a logical place to start. 

But it can mean searching for a solution before fully understanding what is making 
the work difficult or harder to manage. 

Start somewhere else: 

“Which part of my work takes more time or effort than it should?” 

That shift changes where you look. 

Instead of immediately searching for technology, you start looking at the work itself. 

You might notice that you: 

 Answer the same customer questions repeatedly. 
 Spend too long searching for files. 



20 
 

 Rewrite similar emails every week. 
 Start every proposal or report from a blank page. 
 Copy the same information between different systems. 
 Chase customers for information that could have been collected earlier. 

Now you have something specific to improve. 

The next question becomes: 

“Is there a simpler way to do this?” 

If the work is valuable and recurring, you can then ask whether it should be 
systemised — perhaps with a template, checklist or repeatable process. 

Only then should you ask: 

“Could technology help?” 

That sequence matters. 

When you understand the work clearly, it becomes much easier to decide whether 
you need a new tool, a simpler process, a better system — or nothing new at all. 

AI Works Best When It Supports Your 

Experience 

There is a lot of excitement around AI. 

And for good reason. 

Tools such as ChatGPT, Claude, Microsoft Copilot and Gemini can save significant 
time when they are used well. 

They can help you: 

 Draft emails. 
 Create first drafts of documents. 
 Summarise meetings. 
 Brainstorm ideas. 
 Rewrite content. 
 Analyse information. 
 Create marketing content. 
 Develop procedures and checklists. 
 Turn rough notes into polished documents. 

These are valuable capabilities. 

But AI is most useful when it supports work you already understand. 
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For example: 

 If you have a clear customer onboarding process, AI can help create emails 
and documents that support it. 

 If your business knowledge is organised, AI can help you retrieve and 
summarise information more quickly. 

 If your content process is consistent, AI can help create drafts and repurpose 
existing ideas. 

But AI cannot decide: 

 Which work should stop. 
 Which processes no longer make sense. 
 Which meetings no longer need to happen. 
 Which reports nobody reads. 
 Which tasks create little value. 

Those decisions still depend on your understanding of the business. 

AI can make good processes faster. 

It cannot automatically make unclear, unnecessary or complicated work better. 

That's why the Work Lighter Approach puts your knowledge and judgement at the 
centre. 

Technology can support your thinking. 

It shouldn't replace it. 

Choosing Technology That Supports A Lighter 

Business 

Technology should make your business easier to run. 

Not busier. 

Not more complicated. 

Not another system you need to learn, maintain and remember. 

Before adding new software, an AI tool or an automation, work through these six 
questions. 

1. What Problem Am I Actually Trying To Solve? 

Be specific. 
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Instead of saying: 

“I need an AI tool.” 

Describe what is actually making the work difficult or harder to manage. 

For example: 

 I spend too much time replying to similar customer enquiries. 
 Creating proposals takes too long. 
 Information is stored in too many places. 
 My team repeats the same manual tasks every week. 
 I keep starting the same work from scratch. 

The clearer the problem, the easier it becomes to find an appropriate solution. 

2. Could I Simplify The Process First? 

Before looking for technology, review how the work is currently done. 

Ask: 

 Are there unnecessary steps? 
 Is information being entered more than once? 
 Does everyone follow the same process? 
 Could this be made simpler before introducing another tool? 

Often, the biggest improvement comes from removing unnecessary work rather than 
automating it. 

3. Will This Tool Reduce Work Or Create More Work? 

Every new tool brings responsibilities. 

Someone has to: 

 Learn how to use it. 
 Set it up. 
 Keep it updated. 
 Manage permissions. 
 Connect it with other systems. 
 Train others. 
 Pay another subscription. 

Those responsibilities can be worthwhile when the tool removes significantly more 
work than it creates. 

But if it doesn't, the tool may simply become another thing competing for your 
attention. 
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4. What Happens If I Don't Add This Tool? 

This is a question many businesses don't ask. 

Sometimes technology is added because it feels like progress. 

But not every problem needs another system. 

Ask yourself: 

 Is this problem significant enough to solve? 
 Could a simpler process fix it? 
 Could an existing tool already handle it? 
 Would removing the work be a better solution? 

Sometimes the best technology decision is deciding not to add more technology. 

5. Will I Actually Use It? 

Many businesses already have powerful software they barely use. 

Before buying something new, ask: 

 Could my existing software already do this? 
 Have I explored the features I'm already paying for? 
 Would learning one existing tool create more value than adding another? 

Sometimes the simplest improvement is making better use of what you already have. 

6. Does This Help Me Focus On Work That Matters? 

The value of technology isn't simply measured by the minutes it saves. 

It should create more capacity for the work where your knowledge, experience and 
judgement make the biggest difference. 

That might include: 

 Helping customers. 
 Solving problems. 
 Making better decisions. 
 Building relationships. 
 Developing new services. 
 Growing the business. 

Good technology creates more room for valuable work. 

It shouldn't become another part of the workload you have to manage. 
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More Technology Isn't The Answer. A Simpler 

Business Is. 

Technology has created incredible opportunities for small businesses. 

AI, automation and modern software can remove repetitive work, improve 
consistency and free up valuable time. 

But the businesses that benefit most aren't necessarily the ones using the greatest 
number of tools. 

They're the ones that understand their work first. 

They remove unnecessary tasks. 

They simplify the way work gets done. 

They create repeatable ways of handling routine activities. 

Then they choose technology that supports those improvements. 

That's the difference between collecting tools and building a business that feels 
easier to manage. 

Technology should fit around the way you want to work — not dictate how your 
business has to operate. 

The Work Lighter Approach gives you a simple sequence: 

Remove work that no longer needs to happen. 

Simplify the work that is worth keeping. 

Systemise valuable recurring work so it becomes easier to repeat. 

Support that work with technology, automation or AI where it genuinely reduces 
effort. 

When you work this way, technology becomes a support rather than another source 
of complexity. 

And the result isn't simply a more productive business. 

It's a business with more capacity to focus on customers, ideas, decisions and the 
work that helps it grow. 
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Ready To Simplify Your Business? 

If your business feels more complicated than it needs to be, another app, system or 
AI tool isn't necessarily where you should start. 

Start by understanding where unnecessary work has quietly built up and deciding 
what deserves your time. 

The Simplify Your Business program shows you how to: 

 Identify repetitive work that is quietly consuming your time. 
 Find simpler ways to get everyday work done. 
 Build practical systems that reduce mental effort. 
 Use AI and automation to support better ways of working. 
 Create a business that is easier to manage and better prepared for 

sustainable growth. 

→ Explore Simplify Your Business 

Frequently Asked Questions 

Do I need more technology to make my business easier to run? 

Not necessarily. Before adding another tool, look at the work itself. You may find that 
removing unnecessary tasks, simplifying a process or making better use of an 
existing system creates a bigger improvement than introducing new technology. 

How do I know whether a new tool is worth adding? 

Start by identifying the specific problem you want to solve. Then consider whether 
the tool will remove significantly more work than it creates. A useful tool should make 
an important part of your business easier to manage rather than becoming another 
system you need to maintain. 

Should I simplify a process before automating it? 

Usually, yes. Automating a complicated process can simply make complicated work 
happen faster. Simplifying the process first helps ensure that technology is 
supporting useful work rather than adding efficiency to unnecessary steps. 

Can AI really make my business easier to run? 

Yes, when it is used to support the right work. AI can help with drafting, 
summarising, organising information, creating content and other repetitive activities. 
But it cannot decide which work should stop or which processes no longer make 
sense. Your knowledge and judgement still need to guide those decisions. 
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What if I already have too many business tools? 

Start by reviewing what you already use. Look for overlapping tools, duplicated 
information and systems that create more administration than value. You may be 
able to simplify your technology by removing tools or making better use of the 
systems you already have. 

What is the Work Lighter Approach? 

The Work Lighter Approach is a way of improving how your business operates by 
looking at the work before looking for a solution. Instead of automatically adding 
technology, you look for opportunities to remove unnecessary work, simplify 
essential processes, systemise repeatable work and then use technology 
where it genuinely helps. 

Continue Exploring The Work Lighter 

Approach 

If you're looking at how to make your business easier to run, these guides explore 
the next steps: 

Why Your Business Feels Harder To Run Than It Should 

Understand why complexity builds over time and where hidden work may be 
consuming your time and attention. 

How To Simplify Your Business: Remove Repetitive Work Before Adding More 
Tools 

Learn how to identify unnecessary work, simplify everyday processes and decide 
where technology can genuinely help. 

Why More Tools Aren't Always The Answer: How Technology Can Create More 
Work 

Discover why adding more software does not always make your business easier to 
run, and how to choose technology that supports a simpler way of working. 

50 Practical Ways Small Businesses Can Use AI To Save Time And Reduce 
Repetitive Work 

Explore practical ways to use AI across everyday business activities while keeping 
your knowledge, experience and judgement at the centre. 

The Work Lighter Approach  is about making better decisions about the work 
before decide how to improve it. 
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Understand what needs to be done. 

Remove what no longer needs to happen. 

Simplify what is worth keeping. 

Systemise valuable recurring work. 

Then consider where technology, automation or AI can genuinely make a difference. 

It's not about doing everything faster. 

It's about creating a business that works better for you — one that is simpler to run, 
easier to manage and gives you more time, attention and capacity for the things that 
matter most. 

The journey towards a lighter business does not begin with another tool. 

It begins with a simple question: 

“What work no longer deserves to take my time?” 

 

 


