Stop Fighting Your CRM

Fix the Revenue Leaks in Your Mortgage
Workflow
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Why We're Here

Your CRM should help you grow. Too often, it slows
the team down.

The Problem The Goal

Leads come in. Follow-up gets One clean client workflow from
missed. Files stall. Renewals get inquiry to renewal, not scattered tools
buried. The team stops trusting the pulling the team in different

system. directions.




Today's Focus

CRM pitfalls to avoid Better workflow design

Automation that supports the team Al that extends what already works




Al Hype vs. Reality

THE HYPE

% More personalized outreach
% More engaging campaigns

% Faster follow-up
— 24/7 lead flow
9

More booked calls

(*) Bad data becomes bad outreach. Al just sends it faster.

‘ THE REALITY ’

%
%

%
%
%

Need good data

Need good process

Need human quality assurance

Need trusted templates

Need locked facts



The Revenue Leak Pattern

Revenue slowly leaks out as leads move from interest to silence.

Step 1-
Lead came in

..................

no routing rule

Step 2 -
Next step
was unclear

ooooooooooooooooo

no owner
assigned

Step 3 -

Follow-up

was late

oooooooooooo

no trigger
fired

Step 4 -
CRM did not
warn anyone

oooooooooooooo

deal went
cold silently

"



Pitfall 1: Treating Every Lead the Same

Not every lead belongs in the pipeline.

1 2 3
Marketing Qualified Leads Sales-Ready Leads Qualified Opportunities
Need nurture. Need a booked call and tracking point. Need active pipeline management.

(G Route the lead by readiness. A lead can mature from nurture to sales-ready to qualified.
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Sales-Ready Lead Rule

Booked call creates a deal.

Why it helps But the first stage needs cleanup.

Captures qualification details Creating the deal is useful — but unmanaged first-stage deals create clutter.
Creates a clear owner Use a cleanup filter or aging report alongside the first pipeline stage.

Tracks the opportunity

Gives the team a follow-up point

New Deal Record

Booked Call Cleanup Filter



Pitfall 2: Pipeline Clutter

Over-eager automation creates too many weak deals.
The first stage becomes a parking lot.

The Problem Better Pattern
Weak opportunities pile up. Real . Create the sales deal record at the
opportunities get harder to see. right time.
. Regularly cull stale first-stage
deals.

General question

No response

Not ready

Missed call




Pitfall 3: Duplicate Contacts

Duplicate contacts split the relationship. One client becomes three records — and the CRM loses its value.

[ THE PROBLEM ] BETTER PATTERN
One Client, Fragmented One Client Relationship. Many Opportunities Over Time.
Record A Record B Refinance
Purchase inquiry Refinance follow-up
Renewal Annual Review
Record C

All connected to one central client profile.

Renewal reminder

e  History gets scattered
e Renewals get missed
e  Personalization gets weaker




Pitfall 3: Duplicate Contacts

Duplicate contacts split the relationship.

THE PROBLEM
One client becomes three records. History gets scattered.

Renewals get missed. Personalization gets weaker.

Record A

Purchase inquiry

Record B

Refinance follow-up

Record C

Renewal reminder

[ BETTER PATTERN ]

One client relationship. Many opportunities over time.

W

Purchase

%

Refinance

]

Renewal

B

Annual Review




Example: Clean Intake

A practical workflow example — this is how a sales-ready lead becomes trackable.

Booked Call

Broker Assigned

‘“ Pipeline Tracking

Contact Created

Deal Created




Call Booked (3) > Strategy Call Com... (1) > Qualified, Pending... (0) > Submitted, Awaiti... (1) > Conditional Appro... (0) > Broker Complete, ... (0) > Closed / Funded (17) > Closed / Lost
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Pitfall 4: The Deal Moved, the Data Stayed Behind

CRMs make it easy to move deals through a visual pipeline. That helps with status. It fails
when client details never make it into the CRM.

The stage moved. Blank fields left behind
The useful data stayed behind. Timeline - Missing docs - Funding date - Maturity date - Client
goal

.



Better Pattern: Use Each Stage as a Data Capture Point

At each stage, capture: Example fields at each stage
What ch ?
at changed Client goal Transaction Timeline
type

What did we learn?

Missing docs Lender status Funding date
What does the client need next?
What does the team need next? Maturity date
What will matter later? @ The stage tells you where the deal is. The details tell you how

to communicate.
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Why the Details Matter

Details create future value. If the CRM doesn't capture the details, future outreach stays generic.

Follow-up

Personalization Reporting

CRM
data fields

(maturity date,
lead source, goal,
timeline, missing docs)

Client
Touchpoints

Automation

M



Pitfall 5: Stalled Files Hide in Plain
Sight

Stalled files are deal killers. They sit. They wait. They age. No
one notices until the client goes cold.

1 3 days

Early warning

2 7 days

Follow-up overdue

3 14 days
File at risk
4 21 days

Client going cold

Better pattern: Reports should show aging and next action.




Example: Waiting on Docs

A practical reporting example: if a deal has stalled, the CRM should make it obvious.

= s

O

Date Report Flags Team
Request Sent Days Tracked -
9 Captured y Stalls Assigned
Client Owner Days Waiting Next Action
Example Client A Broker Name 3 days Send reminder

Example Client B Broker Name 7 days Follow-up call




Pitfall 6: Automating Before the Workflow Is Proven

Automation doesn't fix unclear rules. It locks them in and speeds them up.

&
& Add Al
] Automate Personalization
Standardize Prompts

Rules

(G Better pattern: Standardize first. Automate second. Add Al last.



Pitfall 7: Generic Al Outreach at Scale

The Problem The Result

e Pure Al emails are easy to spot. The issue is loss of trust, not just spam.

e They sound polished. They feel empty.
. . . e Ignore

e They miss the relationship. .
e Unsubscribe

e Negative reaction

) In mortgage, trust is the asset. Generic outreach at scale can erode that trust.




Better Pattern: Al Outreach That Works

Let Al personalize the message. Don't let it invent the mortgage details.

Personalized Approved

Client Message Template
Safe, tailored Proven messaging

outreach framework

Facts-Locked

Checkpoint CRM Data
Visible gate before Clean client records
send
Human Review Locked Facts
Broker verification Non-negotiable

checkpoint mortgage details



What Al Can Help With

Al helps when the CRM gives it useful signals.

— - — o — o —

Follow-up Admin Client touchpoints
Draft the next message. Summarize activity and next steps. Personalize proven campaigns.
Example: Stale booked call follow-up Example: File summary Example: Renewal check-in
Reporting Next-step visibility
Surface what needs attention. Recommend the next action.

Example: Priority outreach list Example: Missing-doc reminder




What to Fix First

Start with the foundation. Then automate. Then add Al.

Automation and Al sit above the foundation. They amplify what already works.

1 Al
2 Automation
3 Standardized Workflow

.\



Get your CRM workflow working

Sl

Find revenue leaks

G

Improve pipeline and renewal
visibility

Prepare CRM data for
automation and Al

i

Clean up lead intake and
follow-up

%

Strengthen ownership and
communication rules

Your CRM should help, not hurt.

Book a 15-minute assessment call.




Q&A

Where is your CRM leaking revenue today?

Lead intake? Pipeline clutter?

Al readiness? & O Stalled files?

Follow-up? Renewals?

Future Flow

F .



