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Welcome to The Staats CRM Playbook—your
guide to transforming your CRM into a powerful
tool that drives efficiency, accountability, and
results for your team.

Why CRMs Matter for Teams
✔ Lead Management Made Easy – Every
inquiry is tracked, assigned, and followed up
on.
✔ Consistent Communication – Automated
touchpoints ensure no client is forgotten.
✔ Data-Driven Coaching – See agent
performance, conversion rates, and lead
source ROI at a glance.
✔ Scalability & Growth – A well-managed CRM
allows your team to handle more business
without chaos.

This playbook will guide you through best
practices, automation strategies, and
reporting insights to help you and your team
get the most out of your CRM.

As a team lead, you know that real estate moves
fast. Without a structured CRM, it’s easy for leads
to slip through the cracks, follow-ups to be
missed, and opportunities to be lost. But when
your CRM is set up correctly, it becomes the
heartbeat of your business—helping your agents
stay organized, engaged, and on track to close
more deals.



CRM Selection and Implementation
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Prepare a Need Assessment 

Who will be using the system and what do they need it to do?

What do you want the CRM to do?

A “Need Assessment” will prepare you for considering the
Pros and Cons of how a system will work for your needs.

Does it integrate with the other technology you are using?
What are all the processes you want to automate?

How will the CRM integrate with your current operating procedures.
How do you want your data organized?
What kind of reporting and alerts do you want from your data?

Should there be a hierarchy of data visibility dependent on users type?
What are the must have, nice to have and can live without requirements.

Compare CRM Features

How long will it take to implement the new CRM.
What level of support will you need to implement the new CRM?

Will the CRM grow with your business?

Using your “Need Assessment” compare how different
CRM solutions will meet those needs. 
What is the ease of use? 
Will the system do everyting on your Must Have list of the needs assessment?

Does it do too much or too little? Too much could make it too complicated,
and too little it may not fit your needs as you grow. 

Implementation Best Practices
Verify you have back-ups of all your data
Make a strategic plan for steps in the implementation process.
Plan to have both systems available until the new system is fully operational. 
Provide training resources for everyone who will be using the new system. 



C L E A N  D A T A  P R A C T I C E S

SEGMENTATION AND  TA GGING

Data Management and Organization

Establish protocols for
accurate data entry.

Implement a robust
segmentation strategy for
targeted communications.

staatssolutions.com Optimizing Your Real Estate CRM Workbook

Data Management Axiom: GIGB

Garbage IN

Garbage OUT
You’ve worked hard to collect a pipeline...
don’t make it meaningless by corrupting it with bad data. 

Regularly clean and
update CRM databases.

Don’t keep data to just
have data.

Utilize Stages, tags,
labels and pipeline
efficient organization.



Tags or Labels

Stages  |  Tags  |  Labels

Make your data meaningful by organizing with Stages, Tags and Labels

Where is your contact in
the sales cycle?

Tags are a way of organizing your
data in meaningful ways.  

There are no rules for how many tags
or what kind of tags you should have. 
Too many tags, and they become meaningless

Too few, and you can’t segment your
data in a meaningful way. 

Tagging Rule of Thumb
A minimum of 10+ contacts will
use this tag. 

Tags are a way of grouping
contacts with similar
characteristics to target your
marketing and messaging.

Buyer (100)

Seller (100)

350k-500k+ (135)

Country Lifestyle (50)

SFR (175)

Region, General (150) Rural (2)

SFR (175)

Townhome (8)

Country Lifestyle (50)

Neighborhood-1 (5) Neighborhood-2 (3)

Tag (# of contacts assigned this tag)

Farmland (1)
Water View (5)

Likes Dogs (2)
Has Casita (1)

Wants a Pool (3) Must have a B-B-Q (1)

TAGS are Not Notes!
Tags are meant to group contacts together
for marketing and communication campaigns. 

Notes are specific to that individual's
preferences, wants, lifestyles, and relationships
to improve one-on-one communication. 

Notes

Will you be creating a  marketing campaign based on the tag
“Must have a B-B-Q ?” Too Few people grouped by a tag makes

the tag

Regon, General (150)

}
}Meaningful Tags

Should be
Notes not Tags

Meaningful Tags
meaningless



Utilize CRM for targeted
marketing campaigns.

Incorporate features for personalized,
high-quality content delivery.

Customization for

T a i l o r i n g  a  C R M  f o r
H i g h - E n d  C l i e n t s
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I n t e g r a t i n g  L u x u r y
M a r k e t i n g  F e a t u r e s

Customize CRM fields to capture
luxury-specific data.

Implement segmentation based on client
preferences and buying behavior.

Custom messaging is even more critical for luxury clients because
they expect a high-touch, highly personalized experience at every
stage of the transaction. 

—it’s expected!

These buyers and sellers aren’t just looking for a house—they’re investing in
a lifestyle, exclusivity, and a level of service that matches their
expectations. Generic, automated messages won’t cut it. Instead, luxury
clients respond to tailored communication that speaks to their specific
interests, whether it’s market insights on high-end properties, off-market
opportunities, or curated recommendations that align with their lifestyles.
A well-structured CRM helps ensure that every interaction feels bespoke
and intentional, reinforcing trust, credibility, and the premium experience
they demand. In the luxury space, personalization isn’t just appreciated...

 L u x u r y  R e a l  E s t a t e



 Lead Management Strategies

LEAD GENERATION INTEGRATION

LEAD NURTURING CAMPAIGNS

Automate lead capture from multiple
sources. Use Lead Flows, Automation or
Tags to ensure new leads are routed
to the person, team or group to ensure
timely follow-up

Develop automated email, text or
other campaigns to nurture new and
existing contacts.
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Choose a CRM that allows you to track
lead activity so you can show your
agents the “low hanging fruit”

Create reports, filtering, or lead flow
that allows Team Leads or Managers
to hold Teams or agents accountable
for following up with new leads. 

Use A-B Testing, reporting and tracking

Use your own “Voice, Style” in
creating/modifying automated messages.

Utilize personalized messaging based
on client interactions.
(Use your segmentation)

Create two campaigns and send each
to 1/2 of your audience.
Report on which performed better. 
This will help you fine-tune your
messaging to your target audience. 
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TRACK LEAD SOURCES
Every new lead should be
labled with the source.

For teams providing leads, tracking sources and ROI is crucial for
splits and ownership. It ensures investment in the best channels while
cutting wasted spend.

Return on Investment (ROI)

Track and report your ROI by Source

Knowing which source provides the
best ROI helps you optimize your
marketing spend and focus on
channels that generate the
highest-quality leads.

Create a monthly report that
calculates your ROI for each Source.
Converted Leads / Cost of Source
Track this cost month over month to
determine your best lead sources and
overall ROI. Make adjustments to
maximize your marketing spend. 

Tracking lead sources and ROI is essential for making smart,
data-driven decisions in your real estate business.
By accurately logging where each lead comes from—whether it’s
a referral, paid ads, organic social media, or an open house—you
gain valuable insight into which marketing efforts are actually
driving conversions. 

A well-managed CRM tracks lead volume, quality, engagement, and
conversions, enabling you to allocate your budget effectively, invest in
high-performing sources, and adjust strategies for lead sources that
are underperforming.
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Agent Performance & Accountability

WHAT YOU SHOULD BE TRACKING

Daily—weekly—monthly activity:
How many calls—texts—emails convert?

With clear performance tracking, you can set measurable goals, optimize
workflows, and create a culture of accountability. This ensures your team is
operating at its highest level.

Talk time—how long are they able to
hold a conversation?

Appointments—are they able to turn
a call into an appointment?

Deals—How many of these leads are
converted to closed transactions?

Turn tracking and performance metrics into
a game by setting challenges,
leaderboards, or incentives. This keeps
engagement high while holding team
members accountable to their numbers.

Gamification for Motivation —

Tracking agent performance in a CRM is essential for ensuring
accountability, improving coaching, and maximizing conversions.

A well-organized CRM allows team leads to monitor key metrics like lead
response times, follow-up frequency, conversion rates, and pipeline activity
—all in real-time.

By analyzing this data, you can identify top performers, spot areas where
additional training is needed, and ensure every lead is being worked effectively

Real-time data reveals which agents are effectively moving leads through the
funnel and identifies potential bottlenecks.



Maintain comprehensive client profiles within the CRM.

Build this into your client workflows to keep current.

Utilize client histories to enhance personalization. 
Have they purchased with the team before?
What type of property?

CLIENT PROFILES AND HISTORIES

Client Relationship
Enhancement
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CALENDAR AND APPOINTMENT MANAGEMENT

Use reminders for
important client

touch-points

Integrate CRM with calendar
tools for efficient scheduling

MARKETING TOUCH-POI NTS
THROUGHOUT THE YEAR.

Holiday messaging, email, social media post or mailed card. 
Personalized messages for significant dates...

Birthday, Anniversary...

Seasonable events and activities. 
Client appreciation events. 

Plan follow-up calls, emails or texts
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Analytics and Reporting

PERFORMANCE REVIEWS

Regularly review CRM performance
with the team.

Adjust strategies based on analytics
and feedback.

Document processes and update as
workflows are improved

Provide guidance for successful
adoption by all team members

CUSTOM REPORTS

Create customized reports to track
key performance indicators (KPIs).

Utilize analytics to measure the
effectiveness of CRM strategies.

Determine the best ROI by source

Track agent performance to know
who to help and who to promote
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Continuous
Improvement

TEAM TRAINING
AND DEVELOPMENT

Foster a culture of continuous
improvement and innovation.

Conduct ongoing training
sessions for team members.



Emphasize the transformative impact of CRM optimization.

Encourage agents to embrace the potential for
enhanced client relationships and business growth.

B y  f o l l o w i n g  t h i s  O p t i m i z i n g  C R M
P l a y b o o k ,  r e a l  e s t a t e  a g e n t s  c a n
u n l o c k  t h e  f u l l  p o t e n t i a l  o f  t h e i r

C R M  s y s t e m s ,  c r e a t i n g  a
s t r e a m l i n e d  a n d  e f f i c i e n t  p r o c e s s

t h a t  c a t e r s  s p e c i f i c a l l y  t o  t h e
d e m a n d s  o f  T e a m s .
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Conclusion

RECAP OF KEY STRATEGIES


