
Creating a custom Lead 

Management Program for your 

team and business will provide 

you with the predictability to easily 

manage staffing, budget planning, 

agent accountability, and most 

importantly ensure that every lead 

coming in your door, from any 

channel, gets followed up with 

thoroughly. According to a study by 

SiriusDecisions, “80% of prospects 

are deemed ‘bad leads’ by sales 

teams, and yet still go on to 

purchase within 24 months.1” That 

leaves a lot of leads that are not 

worked to the fullest extent, and a 

lot of leads that could be added to 

your pipeline. The overall goal of a 

Lead Management Program is to 

convert more inquiries into qualified 

leads and more leads into sales.

Based on the user adoption of the 

650+ teams utilizing the BoomTown 

CRM system 2 and in-depth 

interviews of our most successful 

clients, we’ve identified four main 

pillars that are key to launching 

a successful Lead Management 

Program and ensuring its success 

for the long run.  

“80% of prospects are 
deemed ‘bad leads’ by 

sales teams, and yet still 
go on to purchase within 

24 months.1”

Why It’s Important

1. Unknown. 2012. Introduction to Integrated 
Marketing: Lead Nurturing. [e-book] Act-On Soft-
ware. p. 2. Available through: Act-On http://www.
act-on.com/resources/whitepapers/Act-On-
Lead-Nurturing.pdf [Accessed: 30th April 2013].

2. http://boomtownroi.com

Pillars to Creating and 
Maintaining a Successful 
Lead Management Program
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The first pillar necessary to launch a Lead 

Management Program is the manpower 

and infrastructure to manage your lead 

volume. With a detailed infrastructure in 

place you can easily manage staffing and 

agent/team member accountability. 

A Lead Management Program will be 

much easier to implement and adhere to 

if you identify the roles and responsibilities 

of everyone involved and have a clearly 

defined sales process. Most teams 

typically implement one of several different 

structures to help carry out each part of 

their sales process and lead management 

responsibilities. 

The majority of teams now utilize the Inside 

Sales Agent (ISA) model. With this model, 

all leads get assigned to the ISA who is 

responsible for the immediate response 

and scrubbing of leads, nurturing the 

buyer relationship, and answering any 

questions the leads have throughout the 

home search process, until the leads are 

ready to get serious about buying and are 

transferred to a buyer agent. At this point, 

the lead gets reassigned to the buyer 

agent who is responsible for finding and 

showing relevant listings, maintaining the 

client relationship, facilitating offers, and 

negotiating contracts. Some teams will 

also incorporate transaction coordinators, 

showing assistants, and closing 

coordinators in the mix. 

With so many team members involved 

in this model it is easy for the client to 

get confused about their main point of 

contact, so it’s important to present each 

person as a specialist in their part of the 

transaction. The point is that everyone 

has their own role and is responsible for 

managing a specific part of the home 

buying process that their personalities are 

best suited for. A lot of brokers or team 

leaders recommend using the DISC profile 

assessment 3 to help find the right people 

for each role. Because of the increase 

in required disclosures, inspections, and 

documents in the home buying process, 

it has become more difficult for an agent 

to do all the functions of real estate on his 

own, and the need for a team of specialists 

is becoming more necessary for success 

in the real estate field. According to the 

Real Estate Champions Coaches, “the 

three main reasons to create a team are 

superior service for your clients, higher 

production, and better quality of life. With a 

specialized team working with your clients, 

you are free to focus your efforts on 

revenue-generating activities: prospecting, 

lead follow-up, listing appointments, and 

negotiating contracts.4”

Pillar I. Building an Infrastructure

3. http://www.tonyrobbins.com/ue/disc-
profile.php

4. Champions, R. n.d.. Creating a Team - 
Real Estate Champions. [online] Available 
at: http://www.realestatechampions.com/
realestatetraining_articles/bba/2.asp [Ac-
cessed: 1 May 2013].
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Here’s what one team has to say about 

their ROI after incorporating the ISA Model 

into their sales process: “Adopting the 

ISA model and adding our in-house Client 

Care Coordinator, who serves as our 

front-line responder 

and manager for all 

customers that find us 

online, has helped us 

fine tune our approach 

to the buyer side of 

the business, including 

our communications, 

our daily activities, 

and even our team 

structure.” -Chip 

Collins, Collins Group 

Realty

With an outlined sales 

process and each team 

member handling specific details, it’s easy 

to identify any weak links and to constantly 

tweak and improve your process, as well 

as hold the appropriate team members 

accountable for their part. Most CRM 

systems provide an accountability 

dashboard that gives you, the broker 

or team leader, the transparency to see 

exactly what your agents are doing, how 

quickly they are following up, how many 

leads have not been contacted, and even 

the content and effectiveness of their 

follow-up emails. This will enable you to 

make decisions on which team members 

are effective, and ultimately whether 

you need to replace agents, bump up 

staffing, or scale back on personnel. It’s 

important to always be aware if your team 

infrastructure is working and be able to 

quickly make staffing changes if necessary.

Note: Other common team models include 

a Round Robin Model, Agent on Duty 

Model, and Lead Scrubber Model. All are 

successful depending on the infrastructure 

of your team.

“Adopting the ISA model and adding 
our in-house Client Care Coordinator, 
who serves as our front-line responder 
and manager for all customers that 
find us online, has helped us fine 
tune our approach to the buyer 
side of the business, including our 
communications, our daily activities, 
and even our team structure.” 

Chip Collins,Collins Group Realty
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Once you have your infrastructure in 

place and available staff to manage the 

lead volume, you’ll need a clearly defined 

process for qualifying leads. Pillar number 

two is clearly defining a Lead Qualification 

Plan to execute when a lead comes in the 

door, literally or virtually. 

IDENTIFY YOUR BUYERS AND 
TAILOR YOUR MESSAGE
Identify your audience by creating a 

persona for the typical buyer that walks in 

your door and keep that person in mind 

for every decision. Are they relocating? Are 

they in the military? Are they high tech? 

Are they retirees? Do they need financing? 

Are they second home buyers? Do they 

have special hobbies or interests? 

Ask yourself these questions, and based 

on the answer, decide how frequently 

they might want to be contacted, their 

preferred method of contact, the best day 

and time to reach them, etc. Tailor your 

qualification plan and your message with 

these characteristics in mind. Also think 

about what will appeal most to them when 

it comes to getting properties in front of 

them. Do they like open houses or private 

showings? Do they like to be emailed 

listings? Do they want you to mail them 

printed flyers on each house? Do they 

want pictures or video tours? Answering 

all of these questions will enable you to 

be the best agent possible for them. It’s 

important to try different means of contact, 

including email, text, phone call, Facebook 

messages, and Twitter pics. Incorporating 

different types of contact methods in your 

Lead Qualification Plan will make sure you 

are doing everything possible to stay in 

front of these leads.

A comprehensive qualification plan, or 

follow-up plan, will make sure each team 

member knows what to do when they 

receive a new lead. Include as much detail 

as possible in the plan so there are no 

questions on how to handle a lead. Below 

is part of a sample follow-up plan that has 

worked well for a lot of teams when trying 

to make contact with a lead. Also included 

is a list of considerations to take into 

account when creating a qualification plan. 

Pillar II. Implementing A 

Lead Qualification Plan
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How quickly should the first 
phone call be made and what 
should be said? 

Do you leave a message or wait 
until after the third call? 

What do you say in the first 
voicemail? 

What does the first email say? 

How does the first phone call 
go? 

What other actions are taken on 
day 1? 

Do you set up listing alerts or 
send them a handwritten note?

What if the lead doesn’t answer 
or respond to your email?

When does the next follow-up 
occur?

How long do you attempt to 
qualify a lead before moving 
on? 2 weeks? 3 months?

What content is included in 
subsequent (drip) emails?

How frequently do you contact 
them? How are different contact 
methods incorporated into the 
plan?

If you are using an Inside Sales 
Agent (ISA), at what point does 
a lead get transferred to a 
buyer’s agent? 

When do other team members 
get involved if necessary?

Have you identified common 
objections? Are you prepared to 
answer them?

Things to ConsiderSAMPLE LEAD QUALIFICATION 
PROCESS

Day 1

Call within 10 minutes

Send introduction email

Set up listing alerts to send properties 

matching lead’s search criteria

Schedule follow-up to-do for 3 days later

Day 4

Make qualification call #2

Send email to verify receipt of listing alerts

Send text message asking for best time to 

contact

Schedule follow-up to-do for 5 days later

Day 9

Make qualification call #3

Send email with a link to newest listings on 

the market matching their search criteria

Send Facebook message

Schedule to-do for 3 days later

It’s important to remember that your 

initial qualification plan may need to be 

adjusted or revised over time. Implement 

a plan to start with that you think covers 

all necessary steps, but monitor which 

emails, phone calls, days of the week, etc 

are most successful and adjust your plan 

based on trial and error. This is not a “set it 

and forget it” strategy. You’ll want to 
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track your success and revise your plan 

based on what works and what doesn’t. 

Eventually you’ll develop a plan that is ideal 

for your team and your clients. 

AUTOMATE YOUR PROCESS WHEN 
YOU CAN
Drip email plans offer a number of features 

that will help streamline your follow-up plan 

and automate email check ins. Drip email 

will allow you to create more timely and 

personalized messages, increasing email 

open rates and streamlining campaigns. 

Most CRM systems will also send out 

automatic listing updates to your leads 

with new properties so you won’t have 

to do it daily. These are both huge time 

savers that will allow you to focus on more 

productive lead follow up.
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The third pillar of implementing 

a successful Lead Management 

Program does not necessarily have 

to fall 3rd in the process, but rather 

as a key component that should 

be considered while creating your 

team infrastructure and your lead 

qualification plan. The third pillar, 

leveraging your assets, will make 

parts I and II that much more 

successful.

WHAT DO I MEAN BY 
ASSETS? 
An asset is a useful or valuable 

thing, person, or quality, according 

to Google Dictionary. In this 

case an asset might be your 

team experience, awards or 

accreditations, or number of homes 

sold. With any good CRM system, 

you’ll also gain data assets. The 

NAR Profile of Home Buyers and 

Sellers 5 explains the typical home 

buyer searched for 12 weeks before 

purchasing a home. Those 12 

weeks give you an ample window 

to collect data on the buyer and 

assess how your Lead Qualification 

Plan is working and if it needs 

tweaking. This is an opportunity 

to gather a tremendous amount 

of data on your leads actions and 

numerous chances to become 

a trusted advisor to your home 

buyers. Look at which emails are 

most successful, which emails get 

responses and which ones don’t, 

how many phone calls it takes to 

make contact, or which voicemail 

gets the most returned phone calls.

By analyzing this data, you’ll be 

able to tailor messages, listing 

presentations, and contact 

attempts specifically to your 

audience in a way that is more 

personal. Most CRM systems will 

create a lead profile for any visitor 

that lands on your site, not just 

those that register. The profile likely 

includes everything from the lead’s 

contact information and properties 

from what zipcode, price range and 

property type a lead has searched, 

to whether they calculated a 

mortgage or emailed it to a friend. 

You’ll have insight into the times of 

day a lead visits your site, which 

properties they mark as favorites, 

and whether they are opening your 

listing alerts.

5. http://www.realtor.org/reports/highlights-
from-the-2012-profile-of-home-buyers-and-
sellers

Pillar III. Leveraging 

Your Assets

HOW CAN YOU USE 
THIS DATA TO YOUR 

ADVANTAGE? 

If you notice a lead is not 
opening their listing alerts, 

but you know the email has 
been sent, that provides a 

perfect opportunity to reach 
out to your lead to make 

sure they are receiving these 
emails and they are not 

going to their spam folder. 
You’re armed with relevant 
information to provide your 

client and are now able 
to provide a value added 

service. You have a reason 
for calling, and it’s not a 

cold call. You’re providing 
a service that makes you a 

caring and concerned agent.

BoomTownROI.com



LISTING ALERT EMAILS
If you can’t get a lead on the phone, you 

can still send them listing alerts. Don’t wait 

until they give you permission or request 

an email. You know their exact search 

criteria based on their lead profile, so you 

can send them only the properties that 

are of interest. Again, you’re sending them 

relevant, helpful information that is sure to 

be appealing.

By leveraging your assets and using the 

tools available with your CRM system, 

you and your agents can be positioned 

as trusted advisors to your clients. You 

gain their trust by providing a value-added 

service and start building a relationship. 

Marketing strategist Brian Carroll writes 

about a recent study that shows “sales 

professionals who become trusted 

advisors and understand the needs buyers 

are 69% more likely to come away with a 

sale.6” 

6. Carroll, B. 2009. Lead Nurturing is Walking 
the Buying Path with Your Customers. B2B 
Lead Roundtable, [blog] 28th May, Available 
at: http://b2bleadblog.com/2009/05/lead-
nurturing-is-walking-the-buying-path-with-
your-customers.html [Accessed: 1st May 
2013].
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Trial and error is a large part of keeping 

your team performing at maximum 

efficiency. We’ve briefly covered the 

importance of monitoring the effectiveness 

of your team infrastructure and Lead 

Qualification Plan, and how it’s necessary 

to monitor your systems and make 

adjustments based on successes. The 

last pillar, but possibly the most important, 

is to measure and optimize your Lead 

Management Program. 

It is important to track what works in your 

process, and even more important to 

track what isn’t working. Here are some 

suggestions for metrics to track.

•	 Which lead sources produce the most 

qualified leads and ultimately the most 

closings?

•	 The time period from registration date 

to closing date (In BoomTown you can 

track which date the lead was moved 

into a Closed category).

•	 Which lead sources produce the most 

hot leads? Ex: Hot leads are looking to 

buy within 90 days

•	 Which emails generate the most lead 

responses?

•	 Which listings attract the most activity 

on your website?

•	 If posting to Craigslist, what is the best 

time of day to post your listings?

•	 Which team member has more 

success on initial qualification calls? 

Ex: some teams report female voices 

have better success on the phone 

than males.

TAKING ACTION
It doesn’t matter which CRM software 

you use or where your leads are coming 

from, without the right team infrastructure 

in place, a Lead Qualification Plan, 

strategically leveraging your assets, and 

consistently monitoring and adapting 

your plans, you will inevitably miss out on 

opportunities. Lead generation is one of 

the biggest, if not the biggest challenge 

real estate agents face. We want to ensure 

not a single lead goes untouched since 

you’re doing all the work to drive them to 

your site. We’ve seen teams across the 

country turn their businesses around by 

implementing these 4 pillars to creating 

and maintaining a successful Lead 

Management Program. Time to take action 

for your team!

Pillar IV. Measure 

and Optimize
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