
CROSS X AGENCY

LEAD LEAK FIELD GUIDE

The Home Services Lead
Follow-Up Playbook
A practical operating system for routing inquiries, responding clearly, protecting
appointments, and keeping every open lead accountable.

Capture map + 7-day sequence + message kit
+ pipeline + appointment protection

Practical field guide - no performance guarantees
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THE OPERATING SYSTEM

Every lead needs an owner and a next step
A lead-follow-up system should acknowledge the request, route it to the right person, keep the team
accountable, and stop automation when a human conversation takes over.

STEP 1

Capture

Name, phone, email, service, location, urgency, source,
consent, and the page or campaign that created the
inquiry.

STEP 2

Acknowledge

Confirm that the request was received and set a
realistic expectation for what happens next.

STEP 3

Assign

Put the lead in a pipeline, name an owner, create the
next task, and surface urgent or high-value inquiries.

STEP 4

Follow through

Use a short, useful sequence across allowed channels,
stop on reply, and retain the context for the person
taking over.

Core rule Automation should make a human response faster and more informed. It should not pretend
to be a human or keep messaging after a real conversation starts.
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LEAD CAPTURE

Collect enough context to route the work
Do not turn the form into a 20-question application. Ask only what changes routing, urgency, eligibility, or the
first conversation.

IDENTITY

Contact fields

Full name | Mobile phone | Email | Preferred contact
method

JOB

Service fields

Service needed | Property type | City or ZIP | Short
description | Photos when useful

TIMING

Urgency fields

Emergency or routine | Preferred date | Access
constraints | Decision timeline

ATTRIBUTION

Source fields

Landing page | Campaign | Referrer | UTM
source/medium/campaign | Original lead source

COMPLIANCE

Consent fields

Transactional SMS consent and marketing consent
should be separate, optional where appropriate, and
recorded with source and timestamp.

ROUTING

System fields

Pipeline | Stage | Assigned user | Tags | Priority | Next
task | Last contact attempt
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FIRST SEVEN DAYS

A useful follow-up sequence
Adjust timing to the service, urgency, business hours, consent, and how your team actually sells. Stop the
automated sequence when the lead replies, books, opts out, or becomes disqualified.

IMMEDIATELY Send a confirmation email. If valid consent exists, send a concise text that names the
company and sets the callback expectation. Create the opportunity and owner task.

FIRST WORK
BLOCK

Assigned person reviews the service, location, source, and notes before calling. Log
the result and the next task.

SAME DAY If unanswered, leave a useful voicemail and send one follow-up that asks for the
missing detail needed to quote or schedule.

DAY 2 Send a short value email: what to prepare, what affects the estimate, or what the
first visit includes.

DAY 4 Make a second human call attempt. Reference the original request, not a generic
sales script.

DAY 7 Close the active sequence with an easy reply path. Keep the lead in a longer-term
nurture only when the inquiry and consent make that appropriate.

Emergency
leads

Do not promise emergency response through an unattended form. State hours and route
urgent requests to the correct live channel.
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MESSAGE KIT

Short templates your team can personalize
Replace every bracket before use. Do not send marketing texts without the required consent, and always
honor opt-outs.

EMAIL

Request received

Subject: We received your [service] request

Hi [First name], we received your request for [service]
in [city]. [Owner name/team] will review it and follow
up during [business hours]. If you have photos or one
detail we should know, reply here.

SMS

Transactional acknowledgment

Hi [First name], this is [Company]. We received your
[service] request. We will follow up during [business
hours]. Reply here with any access, timing, or safety
detail we should know. Reply STOP to opt out.

VOICEMAIL

Useful callback

Hi [First name], this is [Name] with [Company] calling
about your [service] request. I reviewed the details you
sent. Please call or text us at [number], and we can
talk through the next step.

EMAIL

Estimate preparation

Subject: A few details that help us prepare

Before we speak, it helps to have
[photos/measurements/model information/access
details]. You do not need everything perfect. Send
what you have and we will guide the rest.

SMS

Missing detail

Quick question before we schedule: is the property in
[service area], and is this [routine/urgent]? That helps
us route the right person.

EMAIL

Close the loop

Subject: Should we keep this request open?

We have not been able to reach you about [service].
Reply with a good time, call [number], or let us know if
the project changed. We will close the active request if
we do not hear back.
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PIPELINE DESIGN

Make the next action visible
Stage names should describe what is true now. Every open opportunity should have an owner, a dated next
task, and enough notes for another team member to step in.

NEW -
UNREVIEWED

Request exists, but no human has reviewed the details.

CONTACTING Owner is attempting contact. Next call or message is scheduled.

QUALIFIED Service, location, timing, and basic fit are confirmed.

ESTIMATE
SCHEDULED

Appointment is booked and confirmations are active.

ESTIMATE SENT Scope or proposal is delivered. Follow-up date is set.

WON - SCHEDULED Customer approved the work and the operational handoff is complete.

LOST / NURTURE Reason is recorded. Future contact is based on fit, permission, and a clear plan.

□ Every open lead has exactly one owner.

□ Every open lead has a dated next task.

□ Reply, booking, opt-out, or disqualification stops the active automation.

□ Call outcomes and lost reasons use consistent labels.

□ The original source and landing page remain attached to the contact.

□ The estimate and production handoff do not erase the lead history.
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APPOINTMENT PROTECTION

Reduce confusion before the visit
Good reminders make the visit easier for both the customer and the field team. They do not rely on pressure or
manufactured urgency.

AT BOOKING

Confirmation

Date | arrival window | property address | service
requested | who is coming | how to reschedule | what
to prepare

DAY BEFORE

Reminder

Confirm access, parking, pets, gates, decision-makers,
equipment details, photos, or utility access when
relevant.

ON THE WAY

Arrival notice

Use a realistic arrival message. Do not send exact
technician tracking unless the system and policy
support it.

AFTER VISIT

Next step

Summarize what happens next, who owns it, when the
estimate arrives, and how the customer can add
information.

NO-SHOW

Recovery

Confirm safety first, record the outcome, offer a clear
reschedule path, and avoid repeated automated
pressure.

AFTER COMPLETION

Retention

Care instructions, warranty or service documentation,
review request, maintenance timing, and an easy way
to ask for help.
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IMPLEMENTATION CHECKLIST

Build it in the right order
Start with visibility and accountability, then add automation. A simpler system the team uses is more valuable
than a complicated system nobody trusts.

□ Document the current forms, inboxes, phone numbers, and lead sources.

□ Choose one pipeline and define each stage in plain language.

□ Assign owners, work hours, escalation rules, and backup coverage.

□ Standardize required fields without overloading the public form.

□ Write acknowledgment messages and human call scripts.

□ Add source, consent, owner, task, reply, booking, and opt-out logic.

□ Test with a real lead from every public form and campaign source.

□ Verify the alert includes name, company, phone, email, service, source, and answers.

□ Review unanswered leads and stage aging every week.

□ Audit consent language and messaging rules with qualified counsel for your use case.

Find the leak before buying more traffic
Cross X Agency maps the form, CRM, pipeline, alerts, follow-up, booking, reporting, and handoff as one
connected lead system.

RUN THE LEAD LEAK FIX

https://www.crossxagency.com/lead-leak-fix

