


Leads, Leads, 
and More Leads
For years now, I’ve listened to a host of consul-
tants, speakers and experts talk to home improve-
ment companies about their online strategies, 
and all of the different steps that they must take 
to be successful.

But what I rarely hear these same experts talk 
about is how these efforts actually generate what 
your business needs to grow the most: leads.

In fact, most “experts” don’t talk intelligently about 
how their online strategies lead to the sequence 
that drives your business:

Most are carefully vague about how their ap-
proaches will lead to this sequence, generalizing 
their online programs as “lead generation – with-
out real numbers and results to back them up.”

We know better. Not all leads are created equally. 
Different lead sources have different values, based 
on how well they convert, eventually into sales.

All Metrics Are
Not Created Equal
We all look at metrics. 

And that makes sense – it’s the only way to ob-
jectively measure results and, from there, make 
improvements to your sales process.

But it’s not that simple.

When it comes to online metrics, there are so 
many things that can be tracked and so many
“experts”  telling you which ones to look at, that 
it can be overwhelming.  

The worst offenders? Companies that offer lead 
generation services. 

These guys love to trumpet the numbers they 
can generate for you. But, like a magician’s 
misdirection, they point you towards indicators 
that make them look good but that fail to drive 
the leads, appointments and sales that you 
really need.

So that’s what this brief e-book is all about.  

Over the next few pages, we’ll take a look at five 
pairs of common online metrics. In each case, I’ll 
explain why one matters and why the other is 
likely to be misleading at best, and a colossal 
waste of your time and money at worst.

Remember, before spending your hard-earned 
dollars to “boost the numbers,” make sure you’re 
boosting the numbers that actually make 
a difference. 

Todd Bairstow
Co-Founder
Keyword Connects
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Visitors vs. Visitors From
Within Your Marketing Territory

L E A D  G E N  I N S I G H T

#1



Let me ask you a question. Do all of your custom-
ers live in a specific geographic area?

I’m willing to bet that the answer is “Yes.”  After all, 
home improvement, by its very nature, involves 
showing up, in person, at the homes of would-be 
customers.  

Maybe your business operates in a 50-mile radius of 
your office. Maybe you cover three states. Or, serve 
two counties. 

The broader point is that you can’t sell home improve-
ment products to people on the other side of the 
country. Or outside of your territory. 

Doesn’t it follow then, that the most important traffic 
to your Web site – “visitors” – only matters when it’s 
coming from inside your marketing territory?

Absolutely. Which is why you shouldn’t look at the 
overall number of visitors to your Web site as an 
indicator of success. If you operate in a territory 100 
miles around St. Louis, why would visitors from Seattle 
matter to you? It’s doubtful they will ever turn into 
sales for your business.

The key is to focus on visitors to your Web site from 
within your territory. Those are visitors who could be 
real prospects, and ultimately drive revenue for you. 
And that’s the metric you should focus as an indicator 
of success.

Google Analytics (we highly recommend you use this 
free application) offers a mapping tool that shows you 
where your Web traffic comes from. You can drill all 
the way down to individual cities and towns, allowing 
you to ignore overall visitors and instead pay strict 
attention to the territories that matter to you.

Web site traffic only 
matters if it’s coming 
from within your 
marketing territory.

Lead Gen
Insight #1:
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Leads vs. Issued Leads

L E A D  G E N  I N S I G H T

#2



What’s “a lead” anyway? 

The truth is, it could be almost any name, address, 
phone number or combination thereof. And for many 
lead generation companies, that pathetically broad 
definition is exactly what they use when promising to 
“deliver leads.”

Of course, if that’s all it took, you could just grab a 
copy of the local phone book and be off and running 
– it, too, is filled with names, addresses and phone 
numbers.

But that’s not what you need, and that’s not what you 
should be tracking – particularly when it comes to 
online lead sellers. 

Instead, you want to measure “issued leads,” defined 
as leads given to a salesperson to follow up after 
someone has spoken on the phone to an interested 
homeowner. Those are the leads that result in sales.

So it’s much more than just a numbers game – lead 
quality matters a lot. And there are important differ-
ences between what one provider considers a lead, 
and what another considers a good sales opportunity.

Here’s an example.  

According to lead sellers, a “bathroom remodeling 
lead” could be a $30,000 gut renovation project. Or a 
$1,200 vanity replacement. Or a $700 cracked tile job. 
Or a $400 tub reglazing.  

There are huge differences among these opportuni-
ties – even though lead sellers typically refer to them 
all as “bathroom remodeling” leads.  

But this is the game that so many lead gen companies 
play. Deliberately setting the bar low to goose their 
numbers.  And their profits.

Here too, if it’s not significant enough to become 
an issued lead that’s passed to a salesperson, it’s not 
what you’re looking for. Don’t let their numbers
fool you.
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Lead Gen
Insight #2:

The definition of  
“a lead”  is incredibly 
subjective. Issued 
leads is the metric 
to measure.
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Clicks vs. Conversions

L E A D  G E N  I N S I G H T

#3
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Clicks have been around as an online metric since the 
dawn of the Web. They’re easy to track and we intui-
tively understand what they mean.

But just as visitors from outside your marketing 
territory are worthless, clicks for their own sake don’t 
matter either. 

Clicks from India, for example, are not only not in your 
marketing territory, they probably aren’t even real 
(e.g. “click-bots”). Traffic that stays on your Web site 
for a second (literally), also isn’t coming from a real 
person, let alone a home improvement prospect.

Yet, they register as clicks.

But wait, it gets worse. 

Not only are these random clicks meaningless, un-
scrupulous online marketing companies will do 
things to deliberately increase their volume.  Just to 
make their campaigns appear to perform better.

What you want visiting your Web site are flesh-and-
blood human beings. And so you need to move from 
“clicks in general” to “clicks that matter.”

Which clicks matter? Those that lead 
to conversions.

Here again, Google Analytics will help you pull back 
the covers. You can see where the clicks come from 
and you can distinguish click-bot traffic from real, 
local people who spend time on your Web site, and 
are interested in buying what you’re selling.

How? By looking at the time they spend on your Web 
site. Serious visitors will spend a minute or more on 
your Web site. They will also visit at least 2-3 pages 
while there, as they learn more about you and what 
you sell. 

Not phantom visitors who land on your Web site and 
then immediately disappear.

Lead Gen
Insight #3:

“Top line” click 
numbers can be 
misleading. Track the 
ones with the 
potential to convert.



08

Phone calls vs.
Qualified phone calls

L E A D  G E N  I N S I G H T

#4
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Pay-Per-Call services are growing in popularity. They 
generate home improvement leads in the form of 
phone calls to you.  You pay based on the number of 
phone calls you get.

And unlike all the irrelevant, misleading and down-
right unethical means used to generate online traffic, 
inbound phone calls don’t lie.

Most of the time.

Remember, when you sign up a service to generate 
phone calls, it is in their best interest to generate as 
many calls as possible. Some of these calls will be 
great, others will be garbage.

One way that these lead gen companies increase 
call volume is by deliberately misrepresenting you in 
online directories. 

Here’s an example. Many roofers don’t want repair 
work. They want full roof replacements that are worth 
their time and effort.  

But for pay-per-call companies, it’s not necessarily in 
their best interest to make that distinction.

So, in their programs, they may also list you under 
“roof repair,” “roof snow removal” and “gutter installa-
tion.” They are incented to drive calls to you…but not 
necessarily for the type of work you want.

Then they trumpet their results back to you. “Look at 
all the calls our program is generating for you!”

Other shady tactics include putting your name and 
number out to cold call lists, auto-dialers, as well as 
having technology call you at night, after business 
hours. The more calls that come in, high quality or not, 
the more money they make – and the more money 
you waste.

The solution here is to monitor your telephone traffic. 
You must track the number of calls you receive and 
the number of these that result in issued leads. 

Lead Gen
Insight #4:

Inbound phone calls 
are generally good 
quality leads. But make 
sure you’re not paying 
for bogus activity you 
don’t need.
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Social Followers vs. Reviews

L E A D  G E N  I N S I G H T

#5



11

 “Followers,” “Likes,” and “Fans” on Facebook, Twitter, 
Pinterest and elsewhere, are all the rage these days. 
Not only are these social metrics hip, they’re easy to 
measure.  And so when social activity increases, it’s 
reasonable to assume you are making progress.

The problem is that we have not found – nobody has 
found – a significant correlation between this type of 
activity and leads for a home improvement business. 
It’s just not there.

Unlike a coffee shop, where somebody may visit 80 
or 90 times a year, the home improvement custom-
er relationship is immediate and temporary. Even if 
somebody “likes” your page, that doesn’t translate 
into that individual spending thousands of dollars for 
replacement windows. 

Vendors and consultants like to say that, “you need 
to be big in social media.” Ignore them. In the overall 
home improvement marketing scheme, social media 
has a supporting role for your brand. But it doesn’t 
drive any volume of leads.  

Social reviews by customers, on the other hand, 
are extremely valuable. 

Why? Because reviews are a new type of “online cur-
rency.” The more you have (good or bad, actually), the 
more likely Google, Yahoo and others will rank your 
Web site near the top of your category.

Second, reviews are important because many of your 
prospects will read them. Homeowners perceive high 
risk in hiring a home improvement company. They 
don’t want to be taken by an unscrupulous provider, 
or hire a slipshod company to work on their home.

Online reviews are an important means by which 
homeowners decide whether or not to pick up the 
phone and call you. 

The key is to get your team to try to drive online 
reviews. Most businesses do not have any online 
reviews…So getting even a handful from happy cus-
tomers can make a big difference.

Now, you may ask “Won’t bad reviews hurt me?”

The answer is that a couple of bad reviews won’t hurt 
you. Even the best companies in the world get bad 
reviews. Homeowners understand that intuitively. As 
long as you have good reviews to counter and bal-
ance the bad ones, you’re doing fine.

But a dozen bad reviews in a row will hurt you. I have 
no advice for this situation except to try and do a bet-
ter job in your customers’ eyes going forward. 
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The important thing is to make sure that as part of 
your standard, post-install process – when you call 
to check in and ask for referrals – that you also ask 
customers to go onto Yelp, Google, Angie’s List (or 
whatever they prefer) and review their experience.

Believe it or not, online reviews are much more valu-
able to your business for a number of reasons than all 
of the “Likes” in the world.

Lead Gen
Insight #5:

Social followers are fun 
and exciting. But not 
valuable. Instead, 
focus on getting 
positive reviews for 
your company online.
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Tie Your Online Metrics
to Your Sales.

I n
C o n c l u s i o n

Activity – even precisely measured activity – can be 
easily confused with results. Nowhere is this
more common than when gauging success online.

Fortunately, as a home improvement company, 
the simple sequence you need to follow doesn’t 
change: 

Your key metrics, and despite whatever the lead 
gen hucksters out there may tell you, will always 
be those most closely tied to activities that drive 
real sales into your company. 

All the best in online success!


