
 

CORDUROY TECHNOLOGIES 

Your Client Data Is More Valuable Than You Think 

Using Behavioral Analytics to Focus Effort and Grow Revenue from Existing 
Relationships 
 

Small and midsized businesses are not short on leads. They are short on visibility. This paper 
explores how behavioral structure transforms scattered engagement into intentional growth. 

Executive Summary 
Most teams already have more data and more leads than they realize. The challenge isn’t 
getting more. It’s building enough visibility to know which signals matter. 
 
This white paper shares a focused engagement between Corduroy Technologies (CT), Elevated 
Concrete Solutions (ECS), a project-based commercial and residential concrete services 
company in the construction sector, and All-American Fitness (AAF), an independent strength 
and conditioning gym in the health and wellness sector. 
 
On paper, it looks like a small business case. In practice, it mirrors a pattern that shows up 
across sophisticated marketing and revenue teams everywhere. 

Alongside AAF we also reference ECS, a contractor navigating a similar issue in a different 
industry context. 

Rather than project performance outcomes we couldn’t yet measure, this paper focuses on 
something more useful: how to build a behavioral visibility foundation that makes future growth 
measurable, intentional, and repeatable. 

The Core Pattern 
Most SMBs execute well once a prospect is engaged. The challenge lies in limited clarity 
around which behaviors, channels, and signals reliably generate that engagement upstream. 

Many businesses close well once a meeting happens, a visit occurs, or a quote is delivered. 
The friction is not at the point of conversion. It is before it, in prioritization. 

 

“The problem isn’t lead volume. It’s lead visibility.”  

 — Antonio Somma, Owner, All-American Fitness  



 

Who This Is For – And What it Solves 
This white paper addresses a problem that surfaced clearly in the webinar: 
Many small and mid-sized businesses are lead-blind. 
Not because demand is low. 
Not because marketing is inactive. 
But because behavioral signals are fragmented and unprioritized. 
If you are an owner, operator, marketing manager, or business development lead inside a 
growing small or mid-sized business, you may recognize these patterns: 

• You have more connections than you can realistically manage 
• Leads come in from multiple channels, but source tracking is inconsistent 
• Follow-up depends on memory or urgency rather than a strong system 
• Pipeline reviews what has happened, but often reactively 
• Busy periods stop outreach. Slow periods create pressure. 

 

Dunbar’s Number: The Relationship Ceiling 
 
Humans can meaningfully manage approximately 150 active relationships at a time. 
 
Many professionals today maintain 1,000+ contacts across CRM systems, LinkedIn, referrals, and 
past inquiries. 
 
Without prioritization systems, high-intent relationships blend in with noise. 

The problem is not effort. 

The problem is visibility. 

1. The Situation: A Strong Service with Untapped Signals 

Background 
Both AAF and ECS are owner-led service businesses built on strong delivery and client trust. 
While they operate in different industries, they share a similar structural profile: growth depends 
on converting inquiries into long-term relationships, and the owner or a small leadership team is 
responsible for both operations and business development. 
In both businesses, once a prospect visits the facility or receives a project quote, close rates are 
strong. The constraint is not service quality or demand. It is upstream visibility - understanding 
which inquiries deserve focus, which opportunities are highest value, and where follow-up gaps 
exist. 
 
 



 

Business Element Description 

Revenue model Recurring client relationships (memberships or repeat services) and project-based 
engagements, often supported by time-bound promotions or seasonal offers. 

Growth engine Converting inquiries, visits, or quotes into long-term clients through structured 
follow-up and relationship building. 

Data landscape Lead activity and engagement spread across social media, texts, calls, referrals, 
spreadsheets, and memory — with limited centralized tracking or prioritization. 

Both AAF and ECS represent a common SMB pattern: 

• Exceptional at delivery. 

• Strong intuition about what makes a good client. 

• Consistent demand. 

But limited structure for capturing, organizing, and prioritizing behavioral signals. 

Without that structure: 

• Follow-up becomes reactive. 

• Warm leads go untouched. 

• High-value opportunities blend in with lower-margin work. 

• Pipeline reviews focus on urgency rather than strategic priority. 

This visibility gap is where growth friction begins. 

 

The Growth Challenge 
Although AAF and ECS operate in different industries, their growth constraint followed the same 
pattern. 
At All-American Fitness, Antonio described it simply: “The hardest part is getting people in the 
door.” 
Once someone visited the facility and experienced a session, close rates were strong, 
estimated at over 80%. Conversion wasn’t the issue. The challenge was upstream: which 
marketing activities were consistently generating high-quality visits, and where should limited 
time and budget be focused? 
Elevated Concrete Solutions faced the same structural issue from a different angle. 
Once a serious buyer requested a quote and engaged in conversation, projects frequently 
moved forward. Execution and client satisfaction were strong. The constraint wasn’t capability, it 
was prioritization. 
Several Themes Emerged Across Both Businesses: 

• Marketing was active but unstructured. 
Social-media, word-of-mouth, direct mail (Valpak used by AAF), referrals, and inbound 



 

inquiries were all in motion, but without a documented plan tied to measurable 
behavioral signals. 

• Lead sources were not captured consistently. 
Without standardized tracking, neither business could confidently compare which 
channels generated the highest-quality opportunities. 

• Warm leads were underutilized. 
Past inquiries, prior visitors, former members (AAF), and previously quoted projects 
(ECS) represented real opportunity — but without centralized visibility, follow-up was 
inconsistent. 

• Time was spread evenly across unequal opportunities. 
High-value and low-value leads received similar attention because prioritization criteria 
were not formalized. 

 

The Structural Constraint 
Neither business had a conversion problem. Both had a visibility problem. 
They were: 

• Strong at delivery. 
• Strong at closing once engaged. 
• Active in marketing. 
• Surrounded by demand. 

But they lacked a structured way to determine: 
• Which leads deserved immediate focus. 
• Which project or client types drove the strongest outcomes. 
• Where follow-up gaps were quietly costing growth. 

 

The Leverage Point 
AAF’s 80%+ in-person close rate was a genuine asset. 
 
ECS’s strong quote-to-project execution was equally valuable. 
 
The opportunity wasn’t to improve closing ability. It was to feed more of the right people 
into conversion engines that were already working. 
 
That shift from “generate more leads” to “prioritize better leads” — this is where behavioral 
visibility becomes transformative. 

 

 



 

What We Could and Couldn't See 
Before building anything new, CT mapped where AAF and ECS had reliable visibility, and where 
growth decisions were being driven primarily by intuition. 
Both businesses had strong awareness of what was happening once a client engaged. The 
visibility gap appeared earlier in the funnel. This is where inquiries entered, follow-up decisions 
were made, and prioritization should have occurred. 
 
Visibility Snapshot 
 

Visibility Level What Fell There 

Clear Active clients and projects, attendance or project execution, revenue-generating 
work already in motion 

Partial Walk-ins, referrals, quote requests, and inbound calls were known when they 
occurred but were not consistently documented or categorized. 

Limited Source of inquiries (which channel, campaign, or referral type), progression of past 
one-time visitors or quoted prospects, patterns in high-value vs. low-value work  

 

The 80/20 Rule in Lead Conversion 
In most pipelines: 

• A small percentage of leads drive most long-term clients. 
• Not all inquiries deserve equal follow-up intensity. 
• Behavioral signals reveal which relationships deserve priority. 

The goal is not more outreach. It is sharper outreach. 

What This Meant in Practice 

• AAF knew who showed up and who became members. 

• ECS knew which projects were active and which contracts were signed. 

• But neither business had a structured view of: 

Þ Which channels consistently produced strong prospects 

Þ Which behaviors signaled higher conversion probability 

Þ Which past inquiries were worth re-engaging 

Þ Where follow-up gaps were quietly costing growth 

Upstream behavioral signals were present — but unorganized. 

2. The Task: Turn Implicit Knowledge into a Behavioral System 



 

The Objective 
CT worked with both AAF and ECS to define a focused goal for the initial sprint: 
How do we take what the owner already knows intuitively about good leads, high-value clients, 
and strong outcomes — and turn it into a structured, repeatable system? 
 

Agreed Goal 
Build a lightweight behavioral visibility foundation that helps the business focus on the right 
leads and make better growth decisions - without overcomplicating operations or adding 
administrative burden. 

More specifically: 
• Make existing inquiries and engagement signals visible and measurable. 
• Create a simple structure to track leads from first contact through visit, quote, or project 

decision. 
• Identify patterns in high-value clients, project types, or membership conversions. 
• Design a 90-day action plan grounded in observed behaviors and aligned with realistic 

growth capacity. 
For AAF, this meant feeding more qualified prospects into an already strong in-person 
conversion engine.  
For ECS, this meant prioritizing higher-value projects and systematizing follow-up on serious 
buyers. 
Different industries. Same structural objective: clarity before expansion. 

 

What Good Looked Like 
Given the short sprint timeframe and the early stage of formal behavioral tracking, success was 
defined around capability, not necessarily measurable results. 

1. A practical lead tracking and attribution system that fits into daily workflows (not 
alongside them). 

2. A documented funnel framework that makes upstream behavior visible, not just 
downstream outcomes. 

3. Clear prioritization criteria for follow-up and outreach. 

4. A 90-day growth plan that the business can execute independently using behavioral data 
as a guide. 

The goal was not to build complexity. It was to create visibility. 

 
 



 

The Design Principle 
Build something that actually gets used. 

A simple system updated consistently will outperform a sophisticated system that lives in a 
dashboard no one checks. 

For SMBs like AAF and ECS, adoption matters more than sophistication. Structure must serve 
operations — not compete with them. 

3. The Work: Building the Foundation in Three Phases 

Phase 1 — Marketing & Funnel Audit 
The first phase focused on understanding before building. CT mapped the full client journey for 
both AAF and ECS—from the first moment a potential client becomes aware of the business 
through becoming a repeat client or long-term relationship. 
Rather than starting with new marketing tactics, the goal was to understand how interest already 
moved through the business and where behavioral signals were being captured—or missed. 
The journey looked like this: 

Stage What's Happening 

1. Awareness Social media, local presence, search, referrals, community visibility, direct 
mail 

2. Initial Interest DM, phone call, website inquiry, walk-in, quote request, or referral 
introduction 

3. Evaluation / Trial Session Trial session, consultation, site visit, or project quote discussion 

4. Client Decision Conversion to membership (AAF) or project commitment (ECS) 

5. Ongoing Engagement Retention, repeat projects, referrals, and long-term client relationships 

Both businesses had strong intuitive clarity once a client was actively engaged. 
AAF clearly understood what happened during and after a trial session. ECS had strong visibility 
once a project moved into quoting and execution. 
The gap appeared earlier in the journey, where interest first appeared and where follow-up 
decisions were made. 
At these earlier stages: 

• Lead sources were not consistently recorded 
• Behavioral signals (engagement, responsiveness, repeat inquiries) were not structured 
• Past inquiries and quotes were rarely revisited systematically 

This is where the audit focused: turning scattered engagement signals into a clearer behavioral 
view of the pipeline. 

 



 

Phase 2 — Lead Tracking & Behavioral Data Design 
With the funnel clarified, the next step was creating a lightweight way to capture behavioral 
signals consistently. 

Rather than introducing complex tools or new software, CT designed a simple tracking 
framework that both AAF and ECS could adopt immediately using familiar tools. The goal was 
not to build a sophisticated analytics platform. It was to make everyday client interactions visible 
and comparable. 

By capturing a small number of consistent data points, routine inquiries, visits, and quotes could 
begin to reveal patterns in how prospects moved through the business. 

The Core Fields 
A simple spreadsheet template captured what mattered most: 

• Lead name or identifier 

• Date of first contact 
• Source of inquiry (social media, referral, search, direct mail, walk-in, website, etc.) 
• Offer, service, or project type prompting the inquiry 
• Current status (new inquiry, contacted, scheduled visit/consultation, quoted, won, lost, 

repeat client) 
• Notes on context, timing, or objections 

While simple, this structure turns everyday interactions into comparable behavioral data. 
Over time, it begins to answer practical questions such as: 

• Which marketing channels consistently produce serious prospects? 
• Which offers or services generate high inquiry volume but lower conversion? 
• Which follow-up timing leads to more visits, consultations, or project commitments? 
• Which types of prospects become the most valuable long-term clients? 

For AAF, this meant understanding which activities reliably generated visits and memberships. 
For ECS, it meant identifying which inquiry sources and project types were most likely to turn 
into profitable work. 
 
 
The Operating Rhythm  
The framework was designed to fit naturally into daily operations rather than adding 
administrative overhead. 
 

Cadence What to Do 

Daily (5 minutes) Log each new inquiry. Capture how the person heard about the business and 
update status for visits, consultations, or quotes. 

Weekly (15 minutes) Review new leads by source and status. Flag prospects who need follow-up 
and begin identifying patterns across channels, offers, and project types. 



 

These short habits transform scattered interactions into a growing dataset that supports better 
decision-making. 
 

Behavior Over Tools 
The most important design decision was to prioritize behavior over technology. 
 
“The right question isn’t what platform to use. It’s what behaviors we need to 
observe.” 
 
Once those signals are clear, even a simple spreadsheet can provide meaningful insight. 
For SMBs like AAF and ECS, consistency matters more than sophistication. 
 
A simple system used every day will outperform a complex system that no one maintains. 

Phase 3 — Turning Behavioral Insight into a 90-Day Action Plan 
Once the tracking framework was in place, the next step was translating behavioral visibility into 
action. 
Rather than launching new campaigns immediately, CT worked with AAF and ECS to build a 
focused 90-day growth plan grounded in observed behaviors. The goal was to help each 
business direct its time, outreach, and marketing investment toward the opportunities most likely 
to convert. 
This phase shifted the conversation from “How do we generate more leads?” to “Where 
should we focus based on what the data is beginning to show?” 

 
Translating Signals into Strategy 
The early behavioral signals gathered through lead tracking began to surface practical insights: 
 

Use “direct parallels” to sharpen your focus: 
• Which channels consistently produced serious inquiries? 
• Which services or project types aligned with the strongest outcomes? 
• Where are follow-up gaps occurring? 
• Which past prospects represented realistic re-engagement opportunities? 

For AAF, this meant identifying which activities were most reliably generating new visits and 
memberships. 
For ECS, it meant prioritizing inquiry sources and project types most likely to lead to profitable 
work. 
Instead of expanding marketing activity, the focus became concentrating effort where the 
strongest signals already existed. 
 

 



 

The Structure of the 90-Day Plan 
The action plan focused on three practical areas: 
1. Channel Prioritization: Identify the marketing channels and referral sources most 
consistently generating quality inquiries. 
2. Warm Lead Reactivation: Reconnect with past inquiries, former clients, or previously quoted 
prospects who had shown real interest but were never systematically revisited. 
3. Consistent Follow-Up Cadence: Establish a predictable rhythm for outreach so 
opportunities were not lost simply due to timing or oversight. 
Each of these actions could be executed within existing workflows, without requiring new 
systems or significant new marketing spend. 
 

Building a Sustainable Growth Rhythm  
One of the most important outcomes of this phase was helping both businesses move away 
from a reactive growth pattern. 
Many SMBs experience natural cycles: 

• Busy periods where outreach stops because operations demand attention 
• Slower periods where urgent prospecting begins again 

This “swells and lulls” pattern creates instability in the pipeline. 
By combining behavioral tracking with a structured outreach plan, AAF and ECS began building 
a more consistent rhythm—one where marketing and follow-up continued even during busy 
periods. 
 

From Activity to Intentional Growth 
The 90-day plan did not attempt to solve everything at once. Instead, it created a manageable 
framework that allowed each business to: 

• Focus on higher-probability opportunities 
• Maintain consistent follow-up 
• Learn which signals predicted real clients 
• Adjust strategy based on observable behavior 

This is where behavioral analytics becomes practical for SMBs: not through complex 
dashboards, but through small structural improvements that make everyday decisions clearer. 

4. The Result: A Foundation Ready to Measure 

What Changed in Two Weeks 
By the end of the sprint, both AAF and ECS had capabilities they did not have before: 

• A documented view of the full marketing and client acquisition funnel. 



 

• A practical lead tracking and attribution system integrated into daily operations. 
• A structured 90-day action plan aligned with business goals and grounded in observable 

behavioral signals. 
The shift was subtle but meaningful. 
Every new inquiry or quote request became part of a system rather than an isolated interaction. 
Marketing channels and referral sources now had identifiable entry points. Over time, what had 
previously been intuitive knowledge began turning into structured, comparable data. 
For both businesses, this meant moving from reactive decision-making to informed 
prioritization. 
 

Before After 

"We think we close well when someone visits." "We can see how many inquiries progress to visits or 
quotes and track the actual conversion rate.” 

“Most leads probably come from referrals or 
social media.” 

“We can compare lead sources and identify which 
channels consistently produce serious prospects.” 

"We ran campaigns or promotions but aren't 
sure what came from them.” 

"Each campaign or outreach effort has a clear entry 
point we can attribute and measure." 

 

What We're Not Claiming (And Why That Matters) 
Because the behavioral system was newly implemented at the time of writing, CT did not 
attempt to claim immediate improvements in conversion rates, revenue growth, or project 
volume. 
That decision was intentional. 
Prior to this work, neither AAF nor ECS had a reliable baseline for funnel-wide conversion 
metrics. Without consistent lead tracking, it would have been impossible to produce a credible 
before-and-after comparison. 
The purpose of this sprint was not to claim results prematurely. 
It was to build the measurement foundation required to evaluate performance accurately 
going forward. 

Why This Approach Is More Useful 
Many case studies focus on headline outcomes after the fact. 
 
This one focuses on something more valuable: building the behavioral visibility that makes 
those outcomes measurable. 
 
By establishing a consistent tracking system and structured funnel view, both businesses 
can now: 

• Measure which marketing channels produce the strongest prospects 
• Track conversion rates across key funnel stages 



 

• Identify which client types or project categories drive the best outcomes 
• Evaluate campaign performance using real attribution data 

Future improvements will now be grounded in observable evidence rather than assumptions. 

For SMBs like AAF and ECS, that shift—from intuition to visibility—is what makes sustainable 
growth possible. 

 

Looking Ahead 
With the behavioral framework in place, future phases will allow each business to: 

• Quantify growth by lead source or referral channel 

• Measure conversion rates across visits, consultations, or quotes 

• Evaluate campaign effectiveness and marketing ROI 

• Prioritize higher-value opportunities more consistently 

The next chapter of the story will be measured with real data. 

And that makes it a much stronger story to tell. 

5. Five Principles for Teams Building This Foundation 

Each project was intentionally small. The principles that surfaced apply to many small and mid-
sized businesses trying to bring structure to how they generate and convert demand. 

Whether the business is a fitness studio like AAF, a contractor like ECS, or a comparable 
service-driven company, the same behavioral foundation can support clearer growth decisions. 

Principle 1  

Start with the behaviors you already influence. 
You don't need perfect data to begin. Start by identifying the key moments that signal real client 
intent — inquiries, referrals, visits, consultations, quote requests, or repeat engagement and 
capture them consistently. 
Progress beats completeness. 

Principle 2 

Design for adoption first, sophistication second. 

A complex system that no one maintains is worth less than a simple one used every day. 

The tracking framework used by AAF and ECS works because it fits naturally into daily 
workflows. It captures meaningful signals without adding administrative burden. 

For SMB teams, usability matters more than technical sophistication. 



 

Principle 3 

Treat every marketing effort as a learnable experiment. 

Each campaign, promotion, or outreach effort should have a clear behavioral entry point. 

Over time, tracking what happens after that entry point builds a practical library of patterns: 

• Which channels generate serious inquiries 

• Which offers produce visits or quotes 

• Which prospects are most likely to convert 

These patterns help guide where time, attention, and budget should go next. 

Principle 4  

Build measurement capability before claiming results. 

Many organizations rush to tell performance stories before they have reliable measurement. 

A more credible approach is to first build the systems that allow results to be measured 
accurately. 

AAF and ECS focused on building behavioral visibility first. That foundation will allow future 
performance improvements to be measured with real data. 

Principle 5  

Warm relationships are your most underused growth asset. 
Both businesses had pools of existing opportunity that had never been systematically revisited. 
AAF had past inquiries, one-time visitors, and former members. 
ECS had prior quote requests and past prospects who had shown interest but never moved 
forward. 
Most SMBs have the same hidden pipeline: past engagement that simply needs structured 
follow-up. 
Behavioral tracking makes those opportunities visible. 

6. How Corduroy Technologies Helps 

Corduroy Technologies works with small and mid-sized businesses to turn scattered 
engagement signals into a behavioral view they can trust and act on. 
Instead of starting with complex tools or large-scale marketing initiatives, CT focuses on building 
the practical structure that allows growth decisions to become clearer. 
That typically means: 

• Organizing existing client and prospect data into a usable, structured view. 
• Designing simple tracking frameworks that fit naturally into daily workflows 
• Identifying high-intent segments and overlooked opportunities within existing networks  



 

• Building focused growth experiments grounded in observable behavior 
For businesses like AAF and ECS, the goal is not to create more activity. 
The goal is to create visibility. 

 

The Opportunity for SMBs 
Most growing businesses are already surrounded by meaningful signals: 

• inquiries 
• referrals 
• past prospects 
• former clients 
• campaign engagement 

The challenge is that those signals often live in different places and are rarely organized into a 
system that supports decision-making. 
Corduroy Technologies helps turn those signals into structure. 

7. From Intuition to Visibility 

Many owner-led businesses grow through instinct. 
Over time, leaders develop a strong sense of what makes a good client, which referrals are 
promising, and which opportunities deserve attention. 
That intuition is valuable, but it becomes far more powerful when paired with structure. 
By turning everyday interactions into observable behavioral signals, businesses like AAF and 
ECS begin to see patterns that were previously invisible. 
What once relied on memory becomes measurable. What once felt unpredictable becomes 
understandable. And what once required guesswork becomes a system. 
 

Shift to What Matters 
 
That shift — from intuition to visibility — is what allows growth to become intentional. 
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