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Small Agency Lead Capture
Beyond Instagram DMs

When Maya had five agents, Instagram DMs stopped being a reliable channel.
Two agents replied to the same prospect within minutes of each other. A lead
switched to a personal DM account and the agency account had no record of
the conversation. That's when she knew the stack that got her to five agents
wouldn't take her to ten.



Why Instagram DMs Break at Five Agents

Instagram's DM system was built for individuals, not teams. At one agent the
gaps are workarounds you handle through sheer communication. At five they
become real failures: two replies on the same lead, a chat that vanishes when
an agent switches to their personal account, response times that swing from
10 minutes on Monday to 20 hours on Sunday. None of this gets solved by
working harder. It gets solved by adding channels built for teams and routing
everything through one system.
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Channel One: Google Business Profile

Maya's agency had a Google Business Profile she'd forgotten about. When she
opened it for the first time in 18 months the "messaging" feature was disabled.
She turned it on, set a 24-hour response target, uploaded twenty real photos,
and within two weeks was getting three qualified local-search inquiries a
week. These prospects were already in buying mode, which made them
warmer than any Instagram dreamer.
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Channel Two: A Real Web Form

Her old website form captured name, email, and a free-text message. It was
nearly useless. Every submission required four back-and-forth messages to
extract the basics. Maya redesigned it around seven fields that gave her
agents enough context to reply intelligently on the first message: name, email,
WhatsApp, trip type, rough dates, number of travelers, budget range, and a
short "tell me about your dream trip." Seven fields feels like a lot, but fewer
submissions that arrive pre-qualified beat more submissions that waste
agent time.
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Channel Three: WhatsApp Business API

At five agents the free WhatsApp Business app stopped working. Multiple
agents couldn't share one number, chats lived on individual phones, and when
someone left their chats left with them. The paid API ($50-200/month for a
small agency) routed every agency WhatsApp conversation through a shared
inbox the CRM could read and write. Maya was doing 30+ WhatsApp-
originated bookings a month, so the API paid for itself in the first month.
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Channel Four: Keep Instagram, But Route It

Instagram stayed in the stack because it still drove discovery. What changed
was that every Instagram DM got routed into the CRM as a new contact,
tagged "Instagram," attached to the conversation log. The claim-before-reply
rule solved the duplicate-reply problem. When a DM arrived, an agent had to
claim it with one click before they could respond. If you didn't claim, you
didn't reply. Within 30 days the discipline became second nature.
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What Each Channel Is For

With all four channels flowing into the CRM, Maya could finally see what each
channel actually did. Instagram brought dreamers who browsed for weeks
before messaging, with conversion around 5-8%. Google Business brought
local searchers in buying mode, closer to 20%. The web form brought
qualified leads with trip context, in the high twenties. WhatsApp carried the
highest conversion because most of those prospects were already referrals
or returning inquiries. Each channel got its own SLA because each had its own
urgency.
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Setting SLAs That Don't Burn Out Agents

Her first draft was aggressive: 15-minute SLA across all channels. Her senior
agent told her honestly that the team could hit it for a week, then everyone
would start cheating. Maya revised to channel-specific windows. 30 minutes
for WhatsApp, an hour for the web form, two hours for Google and Instagram
weekdays. She published the SLAs in the CRM dashboard and reviewed them
weekly. Pattern-missing agents got coached, not policed, and the misses
were almost always workload, not effort.
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When to Migrate

Maya's trigger wasn't revenue or agent count. It was one missed opportunity.
A $60K corporate retreat landed on a weekend, nobody saw it for 30 hours,
the prospect booked elsewhere. The following Monday she blocked two
weeks on her calendar. Week one was Google Profile messaging, the web
form, and CRM training. Week two was Instagram routing and WhatsApp
Business API. Once live, the agency could support 8-10 agents without the
lead-capture system being the bottleneck. The next bottleneck was lead
distribution.

P L AY B O O K  ·  T R AV E L  AG E N CY  O P E R AT I N G 8 / 8

https://resources.rework.com/playbooks/travel-agency/dividing-leads-fairly
https://resources.rework.com/playbooks/travel-agency/dividing-leads-fairly

	Small Agency Lead Capture Beyond Instagram DMs

