
A  FREE  GU IDE  FROM  QU IETLY  SMART

Where your
week goes
Five places work gets stuck in a small business.

How to tell which one is yours, and one thing you

can fix this week without hiring anyone.

Ten minutes to read No email required 2 to 50 staff



WHY  TH I S  EX I STS

Most of the mess
comes from one or two
things

It's rarely the amount of work. It's that one or

two things only move when you touch them,

and everything else backs up behind them.

This guide walks through the five most common ones.

Each has an AI fix you can set up yourself this week, for

nothing.

I'm Matt Wills. I run Quietly Smart, and I build the versions of these

that keep running when you're not there. Most owners have three or

four going at once, and which one you start with matters more than

the fix itself. That part is my job.
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THE  F IVE

The five places work gets stuck

READ  TH IS  F IRST

Take out names, account numbers and anything else confidential before you paste it into a chatbot. If the work's

sensitive, use an AI account your business has approved rather than your own personal one.

AI can draft and it can organise. You check every price, promise, date and decision before it leaves the business.

1
You haven't sent

the quote yet

2
You forgot to get

back to them

3
You're chasing your

own money

4
You type the same

thing three times

5
Everything waits

for you
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P R O B L E M  O N E  O F  F I V E

You haven't sent that
quote yet

A quote, a price or a proposal is sitting there

waiting for you to write it

You meant to do it that evening, and then three

urgent things happened

You've lost jobs to somebody who got their price

in first
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P R O B L E M  O N E    ·    T H E  F I X

Show AI three quotes that won the job

DO  TH IS  WEEK

Open a chat in your AI assistant and upload the last three quotes you sent that won the job, with the

client names taken out. That's what it copies from.

Then with a new enquiry, paste your rough notes into the chat with the prompt below. It asks you

what's missing before it writes anything, then drafts in the same shape as your three.

PASTE  TH IS

Here are three quotes I sent that won the job. Study how they're laid out and how I word things. I've got a new enquiry:

[paste your notes]. Ask me one question at a time until you know the scope, the price, the terms and the dates. Don't

guess and don't invent figures. Then write the quote in the same structure as mine, and finish with a short list of what I

should check before I send it.

What still relies on you: this chat won't know your prices have gone up, and it won't chase the client for an answer. You tell it what's changed, and you decide when

the quote goes out.

  It spots the enquiry, pulls your current prices and terms, asks you for anything missing, and leaves a draft for you to approve.

Never done this before? ChatGPT, Claude and Gemini all have a free version. Pick one, set the chat up once, and reuse it

from then on.
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P R O B L E M  T W O  O F  F I V E

You meant to reply, and
then you forgot

Enquiries come in four different places: email,

WhatsApp, the website, Instagram

You read one, think you'll answer it properly later,

and later never comes

You've found a good enquiry weeks later, long

after it went cold
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P R O B L E M  T W O    ·    T H E  F I X

Sort the unanswered messages twice a day

DO  TH IS  WEEK

Twice a day, at a time you set, copy every message you haven't answered into one chat. Email,

WhatsApp, the website form, wherever they came in.

Then sort them with the prompt below. You get three short piles instead of four inboxes, and the

easy ones come back already written.

PASTE  TH IS

Here are the messages I haven't answered yet: [paste them]. Sort them into three groups: quick reply, needs my

decision, and urgent. For the quick ones, write me a reply I can send. Wherever a price, a date or a promise is missing,

write ASK ME instead of guessing.

What still relies on you: the chat only sees what you paste in. It won't know a new message has landed, and it won't send anything for you.

  It keeps one list of everything unanswered across the channels you pick, and drafts the replies without making promises you

haven't approved.

Owners assume they lost the job on price. Most of the time it went quiet because nobody answered the question they

actually asked.
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P R O B L E M  T H R E E  O F  F I V E

You're still chasing your
own money

You only notice an invoice is late when you look

at the bank

Chasing feels awkward, so it keeps sliding down

the list

Right now there is money of yours sitting in other

people's accounts
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P R O B L E M  T H R E E    ·    T H E  F I X

Write the follow-up messages when you're free

DO  TH IS  WEEK

Write three messages you can reuse on any late invoice. Do it on a quiet afternoon, not on the

morning a late payment has finally got to you. They're blanks, so no customer names or account

numbers go anywhere near it.

Ask for them with the prompt below and save what comes back. Then the day you raise an invoice,

put day 7, day 14 and day 30 in your calendar.

PASTE  TH IS

Write me three reminder messages I can reuse for any late invoice, for day 7, day 14 and day 30. Use [customer name],

[amount] and [invoice date] as blanks I fill in myself. The first assumes they've simply missed it. The second asks for a

date they'll pay. The third is firm and polite, with no threat of fees or lawyers. Keep them sounding like me.

What still relies on you: nothing here is watching your bank. The messages sit in a document until you open it, so the calendar dates are the part that makes it work.

  It watches what's gone overdue, stops the moment the money lands, and brings you anything that looks like a dispute.

Most owners put off the third reminder. It feels like nagging a client they want to keep, so the money sits there instead.
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P R O B L E M  F O U R  O F  F I V E

You type the same details
three times

The same name, address and price go into the

quote, then the invoice, then the job sheet

Two lists disagree and you're the only one who

knows which is right

Nobody else can take it over, because the real

version is in your head
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P R O B L E M  F O U R    ·    T H E  F I X

Turn the message into one job record

DO  TH IS  WEEK

Next time a job arrives as a long email, a WhatsApp thread or a note on your phone, paste the

whole lot into your AI assistant with the prompt below.

You get one record with the details under named headings, and a note of anything missing or

contradicting itself. That record is what the quote, the invoice and the job sheet all get built from, so

you only ever fix it in one place.

PASTE  TH IS

Here's a new job: [paste the message]. Pull out the customer, contact details, address, what the work is, dates, price and

any special instructions. Only copy what's actually written down. Put anything vague under CHECK, anything absent

under MISSING, and anything that contradicts itself under CONFLICT. Don't fill in a single gap yourself.

What still relies on you: you're the one who fills in what it flags. Everything after that copies the record, so it's worth the two minutes of checking.

  It records the job once as the message arrives, then makes the quote, the invoice and the job sheet from that one record.

Nobody can take a job off your hands while the real version of it is spread across your messages and your memory.
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P R O B L E M  F I V E  O F  F I V E

Everything waits for you
Your team are good at their jobs and they still

check with you first

Work stops while you're in a meeting, on a plane

or asleep

You can't take a proper week off without the

business slowing down

qu iet lysmart .a i 12



P R O B L E M  F I V E    ·    T H E  F I X

Let AI interview you about one decision

DO  TH IS  WEEK

Pick the one question your team asks you most. Paste the prompt below and answer what it asks

you. That's easier than writing it out cold, because it digs for the exceptions you'd never think to

mention.

What comes back is a one-page checklist. Correct anything it got wrong, then give that page to

your team.

PASTE  TH IS

Interview me about how I decide [the question]. Ask one question at a time: the normal case first, then the exceptions,

then two real examples, then when the team should stop and come to me. Once you've got it, write it up as a one-page

IF/THEN checklist with those two examples and a section headed STOP AND ASK ME. Don't add a rule I haven't given

you.

What still relies on you: your team has to remember to open the page. And when the way you decide changes, you're the one who has to update it.

  It answers on the rules you've approved, and anything outside them comes to you. That's what I call the AI Chief of Staff.

This is usually the point where owners start pricing up a hire. Some of the work does need a person. A lot of it just

needs your answer written down once.
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WHAT  TO  DO  WITH  TH I S

Fix one thing, then
look again in a month

Pick the job that comes round every week, wastes

enough time to be worth it, and gives you an answer

you can check in a minute. If a wrong first draft would

do real damage, or the job needs confidential

information in a tool nobody's approved, leave that one

alone for now.

Do that one fix this week, properly, and leave the other

four. Look again in a month, and the next one is usually

obvious.

Most businesses have three or four of these at once. Which one you

start with changes how much the rest of it helps, and getting that

order right is most of what I do for people.
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BEFORE  YOU  TAKE  MY  WORD  FOR  ANY  OF  I T

Two examples of the systems I've built

A landscape design firm had its know-how spread across

old files and people's memories. We put it in one place the

whole team could search.

"It was all handled quickly and efficiently, and the whole

process was completely stress-free. Now we have a smart

system in place that's saving us so much time."

Julian Grant, Eden Landscape Design

Every flyer and marketing piece at a London company took

days to produce. We rebuilt the way that work got made.

"We achieved a massive acceleration in our design

workflow, cutting tasks such as flyers and marketing

collateral that used to take days into just hours."

Ashish Gupta, GreenVan, London

I F  NONE  OF  THAT  SOUNDS  L IKE  YOU

Those two are landscaping and marketing. The rest is hotels in Bangkok, a jewellery brand in New York, and a design agency here in Bangkok.

Different trade every time, and the same five problems in all of them. I probably haven't worked in your trade, and I'd still expect to find one of

these five in it.
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I F  YOU  WANT  A  HAND

Book a free 30-minute call
with Matt Wills

You tell me which of the five is yours, and how the work

moves through your business now. I'll tell you where I think

it's stuck and what I'd change first. If there's nothing worth

building, I'll say that too.

Matt Wills  ·  Quietly Smart
Pick a time on my calendar

That link opens my booking page, and so does the code. If you'd rather

not, reply to whoever sent you this. Everything else is at quietlysmart.ai.

SCAN  TO  BOOK

16

https://calendly.com/matt-wills-quietlysmart/30min?utm_source=lead_magnet&utm_medium=pdf&utm_campaign=where_your_week_goes
https://calendly.com/matt-wills-quietlysmart/30min?utm_source=lead_magnet&utm_medium=pdf&utm_campaign=where_your_week_goes

