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The SaaS Agency
Automation Blueprint

How to run a lead-generating, client-onboarding,
fulfillment-automated agency with a single platform —
instead of ten disconnected tools.

THE 7-SYSTEM FRAMEWORK

by Andrew Druckman
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1. The $8,000/Month Leak — why most agencies stay stuck
2. System 1: Lead Capture That Never Sleeps

3. System 2: Instant Speed-to-Lead Follow-Up

4. System 3: The Self-Driving Sales Pipeline

5. System 4: Client Onboarding on Autopilot

6. System 5: Fulfillment & Delivery Without the Chaos

7. System 6: Reviews, Referrals & Retention Loops

8. System 7: One-Glance Reporting

9. The Weekend Build Plan — put it all live in 48 hours

0. The Automation Checklist



01 The $8,000/Month Leak

Most agencies don't have a traffic problem. They have a plumbing problem.

Leads come in from a Facebook ad and land in a form tool. That form emails you. You copy the
lead into a spreadsheet. You remember (eventually) to text them. They've already booked with a
competitor who replied in 4 minutes. The ones who do book get an onboarding experience
stitched together from Calendly, Google Docs, Stripe, Mailchimp, a project board, and three
"quick" Zapier duct-tape zaps that break every other Tuesday.

Every handoff between tools is a place where money leaks out: a lead that never gets followed
up, an invoice that never gets sent, a client who churns because onboarding felt amateur.

THE CORE IDEA

The agencies that scale past six figures aren't working harder. They've replaced manual
handoffs with automated systems — and consolidated their stack so the systems actually
talk to each other.

This blueprint breaks the agency into 7 systems. Build each one once, and it runs whether
you're on a sales call, on vacation, or asleep. At the end, I'll show you the single platform that
runs all seven without a spider-web of subscriptions.



02 System 1: Lead Capture That Never Sleeps

Your capture layer is the mouth of the funnel. If it's leaky or slow, nothing downstream matters.

What "done" looks like

A dedicated landing page / funnel for each offer — not your homepage.
Every lead source (ads, YouTube, referrals) points to a trackable link.

The moment a form is submitted, the contact is created in one central database — tagged by
source automatically.

Booking calendars embedded directly on the thank-you step, so capture and scheduling are
one motion.

COMMON MISTAKE

Sending leads to a form tool that lives separately from your CRM. Every export/import step
is a leak. Capture and storage must be the same system.

03 System 2: Instant Speed-to-Lead Follow-Up

Research is brutal here: contacting a lead within 5 minutes vs. 30 minutes makes you up to 21x

more likely to qualify them. Humans can't hit that reliably. Automation can, every time.

The follow-up sequence to automate

1. Second 0: Auto-text — "Hey {name}, it's Andrew — got your request, grabbing your details

now."

2. Second 30: Auto-email with the lead magnet + a booking link.

3. Minute 5: Internal notification to you/your closer with the lead's info.

4. Day 1-7: A nurture sequence that keeps warming them if they don't book.

This is where a genuine multi-channel platform earns its keep: SMS + email + voicemail drops

firing from the same contact record, no integrations to babysit.



04 System 3: The Self-Driving Sales Pipeline

A pipeline isn't a spreadsheet of names. It's a set of stages, each with an automation that fires
when a deal moves.

Stage Automation that fires

New Lead Speed-to-lead sequence (System 2) kicks off

Booked Call Reminder texts + emails; no-show recovery sequence armed
Proposal Sent Follow-up cadence every 2 days until decision

Won Onboarding sequence (System 4) auto-triggers

Lost Moved to long-term nurture; re-engage in 60 days

When the stage change is the trigger, your pipeline runs itself. You just move cards — the
system does the chasing.



05 System 4: Client Onboarding on Autopilot

The 48 hours after "yes" set the tone for the whole relationship. Automate it and it feels premium

every single time.

The onboarding chain

e Payment collected — contract auto-sent for e-signature.
¢ Signature received — welcome email with next steps + intake form.
¢ Intake submitted — kickoff call auto-scheduled, client added to your project workflow.

¢ Client gets login to a branded portal — not a pile of email attachments.

WHY IT MATTERS

Automated onboarding is the single biggest lever on churn. Clients decide if they trust you
in week one — make week one flawless without lifting a finger.

06 System 5: Fulfillment & Delivery Without the
Chaos

Delivery is where agencies drown in Slack pings and "did you send that yet?" emails.
Systematize it:

+ Templated workflows per service — each new client auto-populates a task pipeline.
« Automated status updates to the client at each milestone, so they never have to ask.
e Approval requests that route to the client and log their sign-off automatically.

If you sell productized services, this is your profit center: build the fulfillment flow once, reuse it
for every client.



07 System 6: Reviews, Referrals & Retention
Loops

The cheapest client you'll ever get is the one you already have — and their friends.
* Review requests auto-fire after a positive milestone; happy clients get routed to Google,
unhappy ones to a private feedback form first.
¢ Referral asks baked into the delivery timeline at peak-satisfaction moments.

¢ Retention check-ins and win-back sequences for clients who go quiet.

COMPOUNDING EFFECT

A reputation + referral loop turns every satisfied client into a lead source — feeding System
1 for free.

08 System 7: One-Glance Reporting

You can't improve what you can't see. The final system is a dashboard that answers three
questions at a glance:

¢ Where are leads coming from, and what's each source costing vs. producing?
e Where do deals stall in the pipeline?
¢ What's the lifetime value of a client, by service and by source?

When all six previous systems live in one platform, this dashboard builds itself — because every
data point already lives in the same place.



09 The Weekend Build Plan

Here's the part nobody tells you: you don't need ten tools to run these seven systems.

You need one that does all of them — a CRM, funnel builder, calendar, SMS/email
engine, pipeline, and client portal under a single login.

The platform | build every one of these systems on is GoHighLevel. It replaces the Calendly +
Mailchimp + Stripe + ClickFunnels + project-board + Zapier stack with one system where
everything already talks to everything. That's what makes true automation possible — no
integrations to break.

Your 48-hour rollout
Sat AM Set up your account, connect your domain, build one lead-capture funnel (System 1)
Sat PM Wire the speed-to-lead sequence + booking calendar (System 2)
Sun AM Build your pipeline stages + onboarding chain (Systems 3 & 4)

Sun PM Add fulfillment workflow, review/referral loops, dashboard (Systems 5-7)

SHORTCUT

You don't have to build from a blank canvas. GoHighLevel lets you load pre-built
"snapshots" — entire account setups with funnels, pipelines and automations ready to go.
Start your trial and you can have the skeleton of all 7 systems in an afternoon.




Ready to Build It?

Every system in this blueprint runs on one platform. Start a free GoHighLevel trial, load
a snapshot, and have your agency automation live this weekend.

Start My Free GoHighLevel Trial —

Full access, no risk. Cancel anytime during the trial.



https://www.clkmg.com/Deanna81/ghl-pdf-blueprint?utm_source=pdf&utm_campaign=gohighlevel-nurture&utm_content=pdf-blueprint

10 The Automation Checklist

Print this. Tick each box as you build. When all seven are green, your agency runs itself.

Lead Capture: Dedicated funnel live, leads auto-tagged by source into one CRM.
Speed-to-Lead: Auto text + email fire within 60 seconds of opt-in.

Pipeline: Stages defined, each with a trigger automation.

No-Show Recovery: Reminder + rebook sequence armed on every booking.
Onboarding: Payment — contract — intake — kickoff fully automated.
Fulfillment: Templated delivery workflow per service.

Client Updates: Milestone status messages auto-send.

Reviews: Post-milestone review request with sentiment routing.

Referrals: Referral ask built into the delivery timeline.

Retention: Quiet-client win-back sequence live.
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Reporting: One dashboard for source, pipeline, and LTV.
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