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Executive Summary

Harborline Realty hosts 26–30 open houses per year and collects an average of 24 sign-ins per event —

roughly 670 leads annually. Those sign-ins are the practice's single largest source of future listings, and

they are almost entirely unmanaged. Names are captured on paper, transcribed days later (or not at all),

and followed up from memory. There is no CRM, no pipeline, and no nurture process for the majority of

visitors who are 6–18 months away from a transaction.

This assessment traced every step between “visitor signs in” and “client signs a listing agreement” and

measured where leads leak out. The findings below are ranked by revenue impact. Every

recommendation includes a specific tool, cost, and implementation time — and the first quick win can be

live before this weekend's open house.

WHAT WE FOUND

62% 3.4 days 9.5 hrs $56–94K
of open house sign-ins

never contacted again

average time to first

follow-up (when it happens)

per week of manual admin

across agent + assistant

estimated annual commission

left on the table

The Five Findings

F1 Open house leads die on paper. Sign-in sheets sit in a folder for 2–5 days before transcription. 62% of
visitors are never contacted after the event. Industry data shows contacting a lead within 5 minutes makes
you 10× more likely to reach them than waiting 30+ minutes — Harborline's average is 3.4 days.

F2 No system separates buyers from future sellers. Roughly 1 in 5 open house visitors is a neighbor or a
homeowner researching their own future sale. These are the highest-value leads in the room — potential
listings — and today they are indistinguishable from casual browsers in a stack of paper.

F3 Follow-up runs on memory, not process. There is no CRM. Contacts live in a phone, a notebook, and
an inbox. Follow-up happens when the agent remembers, which in practice means only the 3–4 “hot” leads
per event get attention. Everyone on a 6–18 month timeline is forgotten by week two.

F4 Nine and a half hours a week of manual admin. Transcribing sign-ins, typing individual follow-up texts,
coordinating showings by phone tag, and assembling a monthly newsletter by hand. Nearly every hour of it
is automatable with tools costing under $200/month combined.

F5 No post-transaction referral or review engine. Past clients are the best source of listings, yet there is no
automated review request, no anniversary touch, and 4 Google reviews from 31 closed transactions. This
is the cheapest fix with the longest tail.
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Current State: Where Open House Leads Go

We mapped the full journey of a lead from sign-in sheet to (potential) listing agreement. The numbers

below reflect a representative 90-day sample: 7 open houses, 168 sign-ins.

STAGE WHAT HAPPENS TODAY
LEADS RE
MAINING

LEAK

1. Sign-in Paper sheet at the door; ~15% of visitors skip it or write illegibly 168 —

2. Transcription Sheets typed into a spreadsheet 2–5 days later; some sheets lost 139 −17%

3. First contact Manual text or call, only when time allows; avg 3.4 days after event 64 −54%

4. Second touch No scheduled follow-up; happens only for “hot” buyer leads 19 −70%

5. Long-term
nurture

None. No newsletter capture, no market updates, no anniversary
touches

6 −68%

6. Became a client 2 buyers, 1 listing over the 90-day sample 3 —

The takeaway: for every 100 people who walk through an open house, roughly 2 become clients — and

the losses are concentrated in stages 3–5, which are exactly the stages software does best. This is not

an effort problem. The agent is already working evenings and weekends. It is a systems problem.

Why This Matters for a Listing-Focused Agent

Most open house visitors will not buy this house — but a meaningful share own a home nearby and are

quietly evaluating agents. Sellers overwhelmingly choose an agent they already know: the agent who

texted them 45 seconds after they left the open house, sent a useful neighborhood market report

monthly, and was still present in their inbox 11 months later when they decided to sell. Today, Harborline

is invisible at that moment. The systems in this report are designed to make Harborline the default

choice when those 6–18 month timelines mature.
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Priority Matrix: Impact vs. Effort

Every recommendation ranked by revenue impact against implementation effort. Start at the top-left:

high impact, low effort.

# RECOMMENDATION IMPACT
EFFOR

T
COST / MO TIME TO LIVE

1
Digital open house sign-in (QR code → mobile form → CRM),
with a “Do you own a home in the area?” qualifier question and
SMS consent line

HIGH LOW included 2 days

2

3-touch SMS follow-up engine: personalized text within 60
seconds of sign-in (day 0), then day 3 and day 14 — the
sequence stops the moment a lead replies and alerts the agent
to take over personally

HIGH LOW $97 4 days

3
CRM with pipelines for buyers and future sellers (Follow Up Boss
or GoHighLevel), all contacts migrated

HIGH MED in #2 2 weeks

4
12-month seller-nurture sequence: monthly neighborhood
market snapshot, automated and personalized by area

HIGH MED in #2 3 weeks

5
Automated review + referral engine: post-closing Google review
request, anniversary and home-value touchpoints

MED LOW in #2 1 week

6 Showing coordination via booking link instead of phone tag MED LOW $0–29 3 days

7
KPI dashboard: leads per event, contact rate, response time,
pipeline by stage

MED MED in #2 3 weeks

Total new software cost: roughly $97–126/month. Items 3–5 and 7 run inside the same platform as

item 2 — one login, one bill. Nothing here requires the agent to become technical; every system is built,

tested, and handed off with training.

What We Deliberately Left Out

Paid lead generation (Zillow, realtor.com), AI chatbots on the website, and social media automation.

Harborline already generates enough raw leads — 670 a year — to hit its growth target. Buying more

leads before fixing follow-up would multiply the leak, not the revenue. Revisit in 6–12 months.
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The Quick-Win Plan: First 30 Days

Sequenced so something visible improves in the first four days — before any long build.

WHEN WHAT GOES LIVE WHAT CHANGES

Days 1–2 Digital sign-in form with QR code stand, connected to a
shared inbox and spreadsheet (interim)

No more paper. Every visitor captured correctly, tagged
buyer vs. homeowner, before they reach their car

Days 3–4 Day-0 text goes live: personalized SMS within 60
seconds of sign-in — “Great meeting you at 142
Seaward Ave — here's the link with photos and
disclosures…”

First contact drops from 3.4 days to under a minute —
live before the next weekend open house

Week 2 Full 3-touch engine live (day 0 / day 3 / day 14) with
reply detection; CRM live (Follow Up Boss or
GoHighLevel); existing contacts migrated and
deduplicated

Every lead gets three conversation-starters without
anyone remembering to send them; a reply halts the
sequence and pings the agent's phone to take over
personally

Week 3 Seller-nurture sequence: monthly neighborhood market
snapshot to every homeowner-tagged lead; booking link
replaces phone tag

The 6–18 month sellers — today's forgotten majority —
hear from Harborline every month until they're ready

Week 4 Review engine on the last 12 months of closings; KPI
dashboard; team training and handoff

Google reviews start compounding; the agent sees
leads, response time, and pipeline in one screen

Automation Opportunity Map

Where the 9.5 weekly admin hours go today, and what happens to each after implementation: sign-in

transcription (2.5 hrs → eliminated), individual follow-up texts and emails (3 hrs → automated with

personal review of replies only), showing coordination by phone (1.5 hrs → booking link), monthly

newsletter assembly (1.5 hrs → automated market snapshot), review requests and past-client touches (1

hr, rarely done → fully automated). Net: roughly 8 of 9.5 hours recovered — time that goes back into

listing appointments, the one activity that cannot be automated.
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Inside the 3-Touch Follow-Up Engine

The core of this plan is a simple rule: software starts every conversation; a human finishes it.
Contacts from each open house are uploaded (or captured directly by the digital sign-in) and enter an

automated SMS sequence. The moment a lead replies — at any touch — the automation stops and the

agent gets an instant notification to take over the conversation personally. Leads who never reply roll

into the monthly market-snapshot nurture instead of being forgotten.

TOU
CH

TIMING SAMPLE MESSAGE PURPOSE

1 Day 0
within 60
sec

“Hi Dana, it's Sarah — great meeting you at 142 Seaward
Ave today! Here's the full listing and disclosures: [link]. Were
you looking for yourself, or keeping an eye on the
neighborhood?”

Make contact while the visit is still
warm; the closing question sorts
buyers from future sellers

2 Day 3 “Hi Dana, Sarah again. Two similar homes near Seaward are
about to hit the market — want me to send you what's
coming before it shows up on Zillow?”

Offer value only an agent has; give a
low-effort reason to reply

3 Day 14 “Hi Dana — I just finished this month's Pierpont market
snapshot (what homes here are actually selling for). Want a
copy? Happy to run a quick no-pressure number on your
own place too.”

Open the listing conversation directly
with homeowners; last automated
attempt

The Handoff Rule

Any inbound reply immediately halts the sequence, tags the lead “in conversation,” and sends a push

notification and text alert to the agent. Automation never argues with a human: from that moment the

agent owns the thread, with the full context visible in the CRM. If the agent doesn't respond within 30

minutes, the system re-alerts. No reply after day 14 moves the lead into monthly nurture — they exit the

sequence, not the pipeline.

Compliance, Built In

Business texting requires A2P 10DLC registration (handled inside the SMS platform), automatic

STOP/HELP opt-out processing, and consent. The digital sign-in form includes a consent line at capture,

so every contact entering the sequence has opted in — protecting the agent and keeping deliverability

high.

What Gets Measured

Delivery rate, reply rate per touch, conversations started per open house, and conversations that

become appointments. Comparable 3-touch sequences typically start conversations with 15–25% of

contacted leads — against Harborline's current baseline, where 62% of leads never hear from anyone at

all.



C² CONSULTING  ·  AI OPERATIONS ASSESSMENT SAMPLE REPORT

Sample report — illustrative client. Figures represent typical findings across local service businesses. Page 6

ROI Summary

Conservative estimates using Ventura County's median sale price (~$750,000) and a 2.5% listing-side

commission (~$18,750 gross per listing). All assumptions shown; adjust any of them and the model still

clears its cost by an order of magnitude.

LEVER MECHANISM CONSERVATIVE ANNUAL
VALUE

3-touch engine + digital
capture

17% of leads currently lost before first contact are recovered;
contact rate on the rest rises with 60-second response and
two further automated touches

1 extra transaction ≈ $18,750

12-month seller nurture 670 leads/yr × ~20% homeowner share = ~134 potential
sellers entering nurture; converting just 2% adds 2–3 listings

2 listings ≈ $37,500

Review + referral engine Growing from 4 to 30+ Google reviews lifts both referral
conversion and open house attendance

difficult to isolate; supports both
levers above

Recovered admin time ~8 hrs/week × 50 weeks = 400 hours redirected to listing
appointments and sphere calls

not priced — treat as margin of
safety

THE BOTTOM LINE

Estimated annual upside: $56,000–$94,000 against roughly $1,500/year in software and a
one-time implementation engagement. Break-even is a fraction of one additional transaction. Every
number above is intentionally conservative: it assumes no improvement in buyer-side conversion, no
referral growth, and no value assigned to 400 recovered hours.

Assumptions & Method

Lead volumes and leak rates from a 90-day activity sample and interviews. Median sale price: Ventura County,

single-family, trailing 12 months. Homeowner share of open house visitors (~20%) from sign-in qualifier data in

comparable engagements. Nurture-to-listing conversion (2%) is below industry benchmarks for 12-month agent nurture

programs. The 5-minute/10× contact-rate statistic: MIT Lead Response Management study.
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From Report to Running System

This report stands alone — an owner could hand it to any competent implementer, or work through it

themselves using the tools and sequences specified. Clients who prefer to move fast typically engage C²

Consulting for implementation: we build everything in the priority matrix, train the team, and hand off

working systems — with the assessment fee credited toward the project.

How an Engagement Works

1. Free 20-minute discovery call We map your operation and confirm the assessment is worth your
money. No pitch.

2. 90-minute working session Part interview, part live workflow review — we watch how leads actually
move through your business.

3. Written report in 1–2 weeks Findings, priority matrix, quick-win plan, and ROI summary — like this
document, built on your numbers.

4. Delivery call + your decision We walk through every finding. Implement it yourself with the roadmap,
or bring us in to build it.

C² CONSULTING
Operational Efficiency · AI Solutions · Ventura County, CA

c2consulting.xyz · chris.colajezzi@c2consulting.xyz · (805) 669-6076

Book a free discovery call at c2consulting.xyz/#assessment

About this document: Harborline Realty is a fictional client created to illustrate the structure, depth, and specificity of a C²

Consulting AI Operations Assessment. All statistics represent typical findings from comparable local service businesses. Your

report is built from your numbers.


