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SECTION 1

Why Automation, and Why Now

Most businesses don’t have an automation problem. They have a repetition problem — the same

five-minute task happening fifty times a week, the same follow-up email typed from scratch for the tenth

time today, the same spreadsheet updated by hand after every sale. None of it feels urgent enough to fix

on its own. Added up over a quarter, it’s often the single biggest drain on a small team’s time.

Automation isn’t about replacing people or building something futuristic. In almost every case, it’s about

removing the boring middle step between two things a human already decided: a lead fills out a form,

and someone should be notified within a minute — not whenever someone happens to check their

inbox. An order comes in, and the fulfillment sheet should update itself — not get copied over by hand at

the end of the day.

What changed recently
Two things have made this dramatically more accessible than it was even three years ago:

• No-code automation platforms (like n8n, Zapier, and Make) let you connect two systems without

writing a line of code — what used to require a developer now takes an afternoon.

• AI models can now read, summarize, classify, and draft text well enough to handle the messy,

judgment-based parts of a workflow that used to require a human — categorizing a support ticket,

drafting a first-pass reply, or extracting details from a free-text form.

The honest version

Automation isn’t free and it isn’t instant. The businesses that get real value from it treat their first

project as a small, well-scoped experiment — not a company-wide transformation. This guide is built

around that approach.
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SECTION 2

The Automation Readiness Check

Before picking a tool or a workflow, run through this five-question check. It takes ten minutes and will

save you from automating the wrong thing first.

Question Why it matters

Does this task happen at least a few

times a week?

One-off tasks rarely justify the setup time.

Frequency is where the ROI comes from.

Is the process the same (or nearly the

same) every time?

Automation handles consistent steps well. Highly

variable judgment calls are harder to automate

first.

Do you currently do it by copying

information between two tools?

Manual copy-paste between systems is the single

most common source of quick automation wins.

Would a 5-minute delay actually cost you

something (a lead, a customer, an hour

of someone’s day)?

This tells you whether speed is the value driver —

if not, the win may be accuracy or consistency

instead.

Can you describe the steps out loud in

under a minute?

If you can’t explain it simply, it’s not ready to

automate yet — it needs to be simplified first.

Scoring: if you answered “yes” to four or more of these, you’ve found a strong first candidate. If you

answered yes to two or fewer, keep looking — there’s almost always a better first project hiding

somewhere in your week.
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SECTION 3

How to Find Your First Automation

The fastest way to find a good first project isn’t to brainstorm in a meeting — it’s to track your actual

week.

The one-week time audit
1. For one working week, keep a running note (a phone note is fine) of every task that felt repetitive —

anything where you thought “I’ve done this exact thing before.”

2. Next to each one, jot a rough time estimate and how many times it happened that week.

3. At the end of the week, multiply time × frequency × 52 to get an annual hours estimate. This number is

usually much bigger than people expect.

4. Run your top 3 candidates through the Readiness Check in Section 2.

5. Pick the single highest-scoring item that also has the biggest annual-hours number. That’s your first

project.

Worked example

“Forwarding new contact-form submissions to the sales team” takes 2 minutes, happens 15 times a

week → 26 hours a year. Small on its own, but it also delays the sales team’s response time by hours,

which is the real cost — not the 26 hours, but the leads that went cold waiting.

Where most first automations come from

• The handoff between two tools that don’t talk to each other (e.g. website form → spreadsheet →
email).

• The first response to a new lead, order, or support request.

• Anything currently done by “whoever notices it first” rather than a defined owner.

• End-of-day or end-of-week reporting that’s manually compiled from multiple sources.
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SECTION 4

The 10 Most Common First Automations

If your time audit didn’t turn up an obvious winner, these are the automations that most small and

mid-sized businesses implement first — in rough order of how often we see them.

1. New lead notification

A form submission or new CRM record instantly notifies the right person via Slack, email, or SMS —

instead of relying on someone checking a dashboard.

2. Lead-to-CRM sync

Contact form and landing page submissions are automatically created as records in your CRM, with no

manual data entry.

3. Welcome email sequence

A new signup or customer automatically receives a scheduled sequence of onboarding or nurture

emails.

4. Invoice and payment reminders

Overdue invoices automatically trigger a reminder email or Slack alert to accounts receivable.

5. Support ticket triage

Incoming support emails are automatically categorized and routed to the right queue based on content.

6. Order fulfillment updates

A new order in your store automatically updates inventory, notifies fulfillment, and sends the customer a

confirmation.

7. Meeting scheduling

Prospects book directly into your calendar based on real-time availability, with automatic reminders and

follow-ups.

8. Review and feedback requests

A completed order or closed support ticket automatically triggers a review request a few days later.

9. Internal reporting digest

A daily or weekly summary of key numbers (sales, leads, tickets) is automatically compiled and sent to

the team.
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10. Document generation

Contracts, proposals, or invoices are automatically generated from a template when a deal reaches a

certain stage.
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SECTION 5

Choosing Your Tools (Without Overbuying)

The tool matters far less than the clarity of the workflow you’re automating. That said, here’s a practical

map of where to start looking, by category.

Category Good for Examples

No-code automation

platforms

Connecting apps you already use — the

right starting point for almost every first

project.

n8n, Zapier, Make

CRM-native automation Lead routing and follow-up sequences if

your CRM already supports workflow

rules.

HubSpot,

Pipedrive

workflows

AI agents / assistants Judgment-based steps — drafting replies,

summarizing, classifying free-text input.

Custom AI agents,

chatbots

Forms and data capture The entry point for most automations —

replacing manual data entry at the source.

Typeform, native

website forms

A simple rule for picking
Start with whatever tool can connect the two systems you already use, with the least new software to

learn. Add AI into the workflow only at the specific step that genuinely needs judgment — not as a

blanket replacement for the whole process.
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SECTION 6

A Step-by-Step First Project Walkthrough

Here’s the full process, using “notify sales the instant a contact form is submitted” as the running

example.

Step 1 — Write down the current process, exactly as it happens
“Someone fills out the contact form → it emails our shared inbox → whoever checks that inbox next

forwards it to the right salesperson.” Write the real version, not the ideal one — include the delays and

the person who sometimes forgets.

Step 2 — Decide the trigger and the outcome
Trigger: a new form submission. Outcome: the right salesperson is notified within one minute, with all the

submitted details, in a channel they actually check (often Slack or SMS, not another email).

Step 3 — Map the steps in between
1. Form is submitted on the website.

2. The automation platform receives the submission instantly.

3. It looks up which salesperson owns that lead’s territory or product interest.

4. It sends a formatted message to that person’s Slack channel with the lead’s details and a link to

respond.

5. It also logs the lead into the CRM automatically, so nothing depends on a human remembering to do

it.

Step 4 — Build it in a sandbox, not in production
Most automation platforms let you test a workflow with sample data before it touches real customers.

Always test with fake submissions first, and check every branch (what happens if a field is left blank?

what if the same email submits twice?).

Step 5 — Run it in parallel with the manual process for one week
Don’t switch off the old process immediately. Let the automation run alongside it for a week, and confirm

every real submission was caught correctly before fully retiring the manual step.

Step 6 — Turn off the manual process and document the new one
Write a short one-page description of how the automation works and who to contact if it breaks. This is

the step almost everyone skips, and it’s the reason automations quietly stop working six months later

with no one noticing.
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SECTION 7

Five Mistakes That Kill Automation Projects

✗ Starting with the hardest process in the company

Ambitious first projects take longer, involve more stakeholders, and are more likely to stall. Pick

something small enough to finish in one to two weeks.

✗ Automating a broken process instead of fixing it first

Automation makes a good process faster and a bad process fail faster and more consistently. Simplify

the process before automating it.

✗ No one owns it after launch

Every automation needs a named person who gets notified if it fails and knows how to fix or disable it.

✗ Skipping the parallel-run test period

Switching off the manual process on day one, before confirming the automation actually works for every

edge case, is how leads and orders quietly disappear.

✗ Treating the first project as the last one

Teams that get real value from automation build a short list of the next 3-5 candidates immediately after

the first success, while the momentum and the lessons learned are still fresh.
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SECTION 8

Measuring Whether It Actually Worked

Before you build anything, write down the number you expect to change. After launch, check it against

reality — most teams skip this and end up guessing whether their automation was worth it.

Metrics worth tracking, by automation type

• Speed-focused automations (lead notification, support triage): time from trigger to first human action.

• Accuracy-focused automations (data entry, order sync): error or correction rate before vs. after.

• Volume-focused automations (reporting, document generation): hours of manual work saved per

week.

• Revenue-focused automations (follow-up sequences, review requests): conversion or response rate.

A simple ROI formula

(Hours saved per week × hourly cost of that time × 52) − (setup cost + ongoing tool cost) = annual

value. Most small businesses find their first automation pays for itself within the first month.
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SECTION 9

What to Automate Next

Once your first automation is stable, the fastest way to find the next one is to look one step upstream

and one step downstream of it.

• Upstream: what happens right before your trigger fires? Is there a manual step that creates the data

your automation now consumes?

• Downstream: what does the human do right after the automation finishes? Could that next step be

automated too?

Keep a running backlog of automation candidates as you notice them — the same one-week time-audit

habit from Section 3 works well as an ongoing practice, not just a one-time exercise.
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SECTION 10

Getting Help When You Outgrow DIY

No-code tools cover a large share of what most businesses need. A few signs it’s worth bringing in

outside help:

• The workflow needs to handle genuinely unpredictable input (long free-text messages, varied

document formats) well enough that a simple rule-based automation keeps breaking.

• You’re connecting more than three or four systems together and the automation is becoming hard to

maintain.

• The automation is customer-facing and needs to be reliable enough that a failure has real business

consequences.

• You want an AI agent that can hold a multi-step conversation or make decisions, not just move data

from A to B.

How The Nexa Solutions can help

We design and build AI automation, AI agents, and custom workflows for businesses that have

outgrown basic no-code setups — from a single high-value automation to a full customer support or

sales operations buildout. If you’d like a second opinion on your first project, or want one built for you,

visit thanexasolutions.com/contact to book a free consultation.


