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SECTION 01

The Revenue Leak 
Hidden in Your Dealer 
Network

Most OEM sales leaders assume their biggest pipeline problem is lead volume. It is not. 
The problem is what happens to leads after they are created.


Consider the operating reality: a mid-size OEM with multiple brands generating 
83,000+ leads per year across digital campaigns, trade shows, and website forms. Every 
lead routes directly to a dealer. No qualification. No standardized follow-up protocol. 
No confirmation that the dealer even made contact.


The result is predictable. Dealer confidence in lead quality erodes. Follow-up becomes 
inconsistent. The OEM has no visibility into outcomes. And when leadership asks whether 
marketing spend is working, the honest answer is: nobody knows.


This is not a marketing problem. It is a sales operations problem. The leads exist. The 
intent exists. The revenue is being lost at the handoff.

3–5% Manufacturing  
Lead-to-Sale Rate


Ruler Analytics, 100M+ data points, 2025

33% B2B Leads Never 
Followed Up


Salesforce + LeanData, 2024

47 Hours Average B2B 
Lead Response Time



Harvard Business Review
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SECTION 02

The 3 Reasons Dealer Networks Fail 
at Lead Conversion
These are not universal laws — every network is different. But in OEM dealer structures that process high lead 
volumes, three failure patterns appear consistently enough to serve as a diagnostic baseline.


Individually, each of these is manageable. Together, they create a compounding erosion of sales performance 
that does not appear in pipeline reports until revenue targets are already missed.

01

Lead Quality Is Unknown at Handoff

OEM leads reach dealers without clear qualification, mixing high-intent prospects with 
low-value entries. Because these leads share the same label, dealers eventually treat all 
of them as low priority. This collapse in confidence drives down response rates, creating a 
cycle where the OEM blames dealer performance for what is actually a data quality 
issue.

02

Follow-Up Is Inconsistent and Unverifiable

Dealer reps juggle fragmented systems and high turnover, leading to inconsistent follow-
up quality. Without OEM-enforced protocols, outreach varies by location and individual, 
leaving the OEM with no way to verify execution.


Industry data underscores this gap: 33% of B2B leads go ignored, and response times 
average 47 hours. In a dealer network, these delays compound; poor execution discipline 
is often mistaken for lead quality, training the OEM to view leads as unresponsive when 
the true issue is a lack of accountability.

03
There Is No Closed-Loop Reporting

Once leads enter a dealer’s CRM, they vanish from OEM visibility. Un-updated status fields 
and incomplete outcome data leave the OEM unable to track lead disposition. This lack 
of transparency prevents the OEM from calculating true CPA or identifying high-performing 
lead sources, turning marketing budget allocation and optimization into guesswork.

Individually, each of these is manageable. Together, they create a compounding 
erosion of sales performance that does not appear in pipeline reports until revenue 
targets are already missed.
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SECTION 03

The Lead Qualification 
Framework

The fix is not a new CRM. It is not a marketing automation platform upgrade. It is a structured human process 
that sits between the MQL and the dealer — confirming buyer intent before a sales conversation begins.

What Lead Qualification Actually Means Operationally
Lead qualification is a dedicated outreach function operated by US-based Sales Development 
Representatives (SDRs) whose sole responsibility is to confirm four things about every lead before it advances:

Purchase Timeline

Is this a 0–6 month buyer, a 6–12 
month prospect, or early-stage 
research? Decision-Making Authority

Is the person who submitted the form the one 
who approves the purchase?

Genuine Need

Does the described requirement match the 
product line the lead was sourced from?

Budget Range

Is there an allocated budget, or is this 
exploratory?

Leads that meet threshold are converted to opportunities and routed to the appropriate dealer. 
Leads that do not meet threshold are either returned to a nurture path or disqualified with a coded 
reason. Every lead receives a disposition. No lead is left in an ambiguous state.
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SECTION 03

The Lead Qualification 
Framework
The 6-Touch Multi-Channel Cadence

The 6-Touch 
Multi-Channel 
Cadence

Qualification is not a single call. Structured programs operate 
on a cadence executed over several business days, 
combining phone outreach and personalized email. The 
cadence is:


Customizable by brand, lead source, or campaign type

Executed from a CRM task queue — the system tells the 
SDR who to contact and when

Fully logged in real time with call recordings and email 
open tracking

Adjusted by managers on a weekly basis based on 
response and conversion data


 


At the 22% live conversation rate observed in structured 
programs, a 7,000 lead-per-month volume produces 
approximately 1,500 live qualification conversations monthly 
— each one an opportunity to either confirm a sales-ready 
buyer or gather intelligence that improves future targeting.
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SECTION 04

Integrating US-Based Callers With 
Salesforce and HubSpot
The operational model below reflects a Salesforce Sales Engagement deployment. The same logic applies to 
HubSpot Sequences with equivalent configuration. The critical design principle: the CRM governs the process. 
SDRs do not manage lists, set their own follow-up schedules, or decide who to prioritize. The system does.

1

2

3

4

5

6

Lead Intake & 
Validation

Cadence 
Enrollment

SDR Task  
Execution

Live  
Qualification

Disposition & 
Routing

Closed-Loop 
Reporting

Lead enters Salesforce/HubSpot in real time. SDR queue 
auto-populated. Contact data verified, duplicates flagged, 
non-qualifiers disqualified before a single call is made.

Lead auto-enrolled in a predefined 6-touch sequence 
(phone + email, 10 business days). Touch timing, messaging, 
and channel mix configured by brand or lead source.

SDR works from a prioritized task queue each morning. The 
CRM dictates who to call and when — no manual list 
management, no guesswork. All calls are click-to-dial and 
auto-logged.

During conversation, SDR updates required fields: purchase 
timeline, equipment type, decision-maker status, budget 
range. Qualification is captured in structured fields, not call 
notes.

Qualified lead converts to opportunity and routes to dealer. 
Unqualified leads return to a nurture path or are 
disqualified with a coded reason. Every lead gets a 
disposition — no orphaned records.

All activity, outcomes, timestamps, and call recordings are 
visible in real time. Managers review cadence performance 
weekly and adjust touch timing or messaging based on 
response data.

conceptltd.com

https://conceptltd.com/


SECTION 04

Integrating US-Based Callers With 
Salesforce and HubSpot

What This Delivers

Every lead receives a minimum of 6 standardized touches before disposition

All activity is logged automatically — no manual entry, no missing records

Qualification data lives in structured CRM fields, not call notes

Managers have real-time visibility into cadence performance, contact rates, and conversion by source

The OEM operates directly inside its own Salesforce instance — no third-party data warehousing

Qualified Lead Volume — Scenario Modelling

Starting volume of 6,990 leads per month. Qualification rate will vary by source, list age, and campaign type. 
The following scenarios are based on observed program data:

Conversion RateScenario

Conservative

Realistic

Optimistic 25%

Source: Structured lead qualification program data. Higher-intent source lists (build-and-price, request-a-quote) consistently outperform 
aged requalification lists by 3–5x.
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10%

20%

Qualified Leads

699

1,398

1,747

Est. Cost/SQL

~$200

~$100

~$80

What It Means

Aged or  
cold-source lists

Fresh inbound,  
structured cadence

High-intent source,  
tight ICP
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SECTION 05

Closing the Loop
Prospect Satisfaction

Lead qualification solves the front end. It does not solve what happens after the dealer receives the lead. That 
is a separate operational gap — and it is where most closed-loop reporting breaks down.

What Prospect Satisfaction Is
Prospect satisfaction is a structured follow-up program conducted after a qualified lead is routed to a 
dealer. Its purpose is simple: confirm what actually happened.


Did the dealer's sales representative make contact?

Were the prospect's needs addressed?

Is there still an active buying requirement?

Does the lead status in the OEM's CRM reflect reality?


This outreach is conducted by the same US-based SDR team, triggered by a wait period after handoff. 
If no CRM status update has been logged by the dealer within a defined window, the SDR contacts 
the prospect directly to confirm outcomes.
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SECTION 05

Closing the Loop
Prospect Satisfaction

What It Changes Operationally

This does not replace dealer 
accountability conversations. It makes 
them factual. It also creates the 
feedback loop that allows the OEM to 
connect lead source, qualification, 
dealer execution, and final outcome into 
a single view of pipeline performance.

Without prospect satisfaction, the 
dealer conversation is: "How are the 
leads going?" and the answer is: 
"We are working them."


 


With prospect satisfaction, the OEM 
enters that conversation with 
confirmed data:

!

!

!

!

X% of routed leads confirmed dealer  
contact occurred

X% of prospects reported no follow-up from  
the dealer

X% were still actively shopping at the time  
of outreach

X% have already purchased from a competitor
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SECTION 06

The Metrics That Matter
A sales engine is only as reliable as its instrumentation. The following metrics form 
the operational reporting framework for a structured OEM lead qualification and 
prospect satisfaction program:

Metric

Speed to Lead

Contact Rate

Qualification Rate

Disqualification  
Reason Codes

Dealer Follow-Up 
Confirmation

Prospect Satisfaction 
Rate

Cost Per 
Qualified Lead

What It Measures Benchmark / Target

< 15 minutes on fresh inbound

Target: 20–30% of worked leads

10–25% depending on  
source quality

Feeds source-level optimization

Surfaced via Prospect  
Satisfaction outreach

Baseline, then trend over time

$80–$200 at scale;  
benchmarks by source

Time from lead creation to  
first SDR touch

% of leads reached via  
live conversation

% of contacts confirmed as  
sales-ready

Structured reason every non-
qualified lead is closed

% of routed leads where dealer 
contact is verified

% of prospects reporting a 
positive dealer experience

Total program cost ÷ confirmed 
SQLs delivered

These metrics do not require a new reporting platform. They are built 
natively inside Salesforce or HubSpot as the program runs. The result is a 
single source of truth that connects marketing-generated lead volume to 

dealer-confirmed sales outcomes — without guesswork, manual exports, or 
quarterly reviews that are two quarters too late.
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CONCLUSION

The Question Is 
No Longer 
Whether to 
Qualify Leads

OEM dealer networks do not have a 
lead generation problem. They have a 
lead handling problem. The volume 
exists. The intent exists. What is missing is 
the operational layer between the 
marketing-generated lead and the 
dealer conversation — the layer that 
confirms buyer intent, enforces follow-up 
discipline, and closes the reporting loop 
that connects campaign spend to 
confirmed revenue outcomes.

The three failure points outlined in this paper — unknown lead quality at handoff, inconsistent and 
unverifiable follow-up, and the absence of closed-loop reporting — are not structural flaws in the 
dealer model. They are process gaps. And process gaps have process solutions.


 


A structured lead qualification and prospect satisfaction program does not replace the dealer. It 
protects the dealer's time by ensuring every lead that reaches them has been verified as worth 
pursuing. It protects the OEM's investment by confirming that the spend generating those leads is 
producing actual pipeline, not just activity metrics

The question is no longer whether to qualify leads before they reach the dealer. The data makes 
that case on its own. The question is whether the qualification process is structured, measurable, 
and integrated with the CRM — or whether it is being left to chance.

Organizations that build this operational layer in 2026 will enter 2027 with a confirmed view of what 
their pipeline is actually worth — by source, by dealer, by brand. Those that do not will continue 
managing the same conversation: leads are going in, but nobody knows what is coming out.


 


The framework in this paper is a starting point. The specifics — cadence design, CRM configuration, 
qualification criteria, prospect satisfaction triggers — are calibrated to each OEM's lead volume, 
dealer structure, and existing technology stack. What does not change is the underlying logic: you 
cannot optimize what you cannot see, and you cannot see outcomes you never confirmed.
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Let’s Build Your OEM Sales 
Engine Together
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