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ABOUT THIS GUIDE

This is a free resource from Nexus Hub, the community where HighLevel agencies get unstuck. It

rebuilds the classic sales bot playbook for the way agencies actually work: build the system once in

HighLevel, prove it on your own lead flow, then package it as a snapshot and deliver it to every

client. Written by Charles Higgins.



INTRODUCTION

Speed is the product you sell

We are operating in an economy where speed is the primary currency of trust. If a business is slow, it

is viewed as unreliable. If it is instant, it is viewed as professional. As a HighLevel agency, you sit on

both sides of that equation: your clients' leads judge them by response time, and your prospects

judge you the same way.

21×
The odds of qualifying a lead drop 21 times if

you respond in 30 minutes instead of five, per

InsideSales and Harvard Business Review

benchmark research.

42 hrs
The average business response time to a new

lead. That gap is not a technical problem — it

is the single biggest revenue leak in the funnel.

Let a lead sit for half an hour and you have effectively torched the deal. This is exactly the leak your

agency exists to fix — and it is the easiest ROI story you will ever tell a client. "Your leads wait 42

hours. After we install this, they wait 42 seconds." That sentence closes retainers.

The obvious fix — hire more salespeople, work longer hours — fails because humans need sleep,

weekends and sick days. Leads do not care about office hours. The real fix is to decouple response

time from human availability with conversation automation: HighLevel Workflows, Conversation AI

and the channels they ride on.

But here is the trap, and it kills more agency bot projects than anything else: opening the Workflow

builder before understanding the conversation. That is building a house by picking curtains before

pouring the foundation. The most powerful tool for building a high-converting sales bot is a blank

sheet of paper.

This guide is your blueprint. We ignore the tech until the very end and focus on the psychology and

logic of the sale. You will map how a stranger becomes a customer without anyone typing a live

reply — then build it once, prove it and snapshot it for every client account you manage.



PHASE 01

The psychology of the automated sale

Before you write a single message, shift how you see the interaction. You are not building a form.

You are building a concierge.

Step 1 · Move from web form to concierge

Traditional lead gen relies on static forms. Forms demand information — name, email, phone —

before giving anything back. They feel like paperwork, a hurdle the lead must jump. A bot must work

as a dynamic conversation: it offers help before it asks for data. Less bureaucracy, more service.

The "David" exercise. Picture your client's best salesperson — call him David. When David answers

the phone, does he demand the caller's zip code and email before saying hello? No. He listens, asks

a diagnostic question, offers a solution and only asks for contact details once trust exists. Your bot

mirrors David, not the contact form.

BAD BOT LOGIC

"Please leave your details and we will contact

you." A dead end — it is a form wearing a

chat widget.

GOOD BOT LOGIC

"Hi! Are you looking to buy a home, or sell

one?" A conversation starter that sorts the

lead in one tap.

Step 2 · Adopt the one-breath rule

Email readers lean back; they have time. Chat and SMS users lean forward — thumbs hovering,

hyper-active. In that mode a block of text is a stop sign: it forces the lead to switch from doing to

reading. Read every message out loud. If you need a breath mid-bubble, it is too long.

In HighLevel, break long thoughts into multiple SMS or DM sends inside the Workflow, add a short

wait step between them to mimic natural typing rhythm, and make every message consumable in a

single glance.

Step 3 · The ping-pong principle

A conversation is a game of turns. You hit the ball — send a message — then wait for the lead to hit

it back with a reply or a tap. Fire five messages in a row without waiting and you are not playing; you

are spamming a wall. The medium rewards it: email replies average 90 minutes, chat replies average

90 seconds.



ACTION ITEM

Audit the scripts already running in your sub-accounts. Walls of text? Chop them into bubbles. Then

check the last message of every flow: does it end with the ball in the lead's court? If a flow ends

with a statement instead of a question, it ends the conversation.



PHASE 02

Mapping the strategy

You understand the psychology. Now map the logic. Do not open Workflows yet — grab a

whiteboard or a sheet of paper.

Step 4 · Mirror the best closer

The biggest misconception about bots is that you need to invent a new way to sell. You don't. You

are digitizing the best sales conversations your client is already having. If nobody can tell you which

questions qualify a lead on the phone, Conversation AI will not figure it out either.

The skeleton questions. Write down the three to five questions the best rep always asks a new lead.

These become your Workflow branches and your Conversation AI goals:

Real estate client: "What is your budget?" and "When are you looking to move?"

Med spa client: "Which treatment are you interested in?" and "Have you visited us before?"

Roofing client: "Repair or full replacement?" and "Own or rent the property?"

Your own agency: "What do you sell?" and "What is your monthly marketing budget?"

Skip the skeleton and you are not building a sales engine — you are building a fancy

answering machine.

Step 5 · Map the happy path

The happy path is the ideal, obstacle-free route a perfect customer takes from hello to purchase. It

assumes every answer is positive and the credit card is ready. Real life is messier — but you design

the happy path first to set the baseline. The linear progression is always the same: Hook → Value

→ Ask.



EXAMPLE · MED SPA SUB-ACCOUNT

START Lead clicks a Botox promo ad → lands in HighLevel via the form or DM

1 Bot texts instantly: promo details plus "First visit, or returning?"

2 Lead taps "First visit" → bot sends the intro offer and two booking slots

3 Lead picks a slot → HighLevel calendar books it, confirmation fires

SALE Appointment held — pipeline stage moves to "Booked"

Visualize friction. Draw arrows between the boxes and look for drag. Asking for an email before

quoting a price feels aggressive. Move the boxes until the slide from top to bottom feels inevitable

— then, and only then, rebuild the drawing inside Workflows.

AGENCY LEVERAGE

This paper map is a deliverable. Present it to the client before you build — it turns an invisible

automation into a tangible strategy document, justifies your setup fee and gets sign-off on the

script before you spend an hour in the builder.



PHASE 03

Scripting the conversation

With the path mapped, write the actual words. Chat copywriting is its own craft — distinct from

email or ad copy. It must be punchy, direct and fast.

Step 6 · The Hook-Value-Ask formula

The biggest mistake is trying to close in the first message. In chat you do not sell the product — you

sell the next step. Every interaction follows three beats:

1. The Hook (context). Answer the subconscious question "why are you messaging me?" Bad:

"Welcome to our store." Good: "Hi! I see you grabbed our kitchen remodel budget guide."

2. The Value (the give). Before you ask for anything, give something — the download link, the

answer, the resource they clicked for. It proves the bot is helpful, not a data-mining tool.

3. The Ask (the micro-commitment). End every flow with a question or CTA. Never leave an open

loop — use a simple binary question the lead can answer in one tap or one word.

SCRIPTED · LEAD MAGNET DELIVERY VIA SMS

Thanks for asking about our availability — good timing.

We just had a cancellation for tomorrow morning, so we can

squeeze you in early.

Does 10:00 AM work, or do you prefer the afternoon?

10 works!

Notice the ask: not "tell us when you're free" but a multiple-choice pick. Lower cognitive load, faster replies,

cleaner Workflow branches.

Step 7 · Define the bot's persona

Who is talking? A bot that pretends to be human and fails falls into the uncanny valley — the creepy

feeling that breaks trust. Paradoxically, admitting the bot is a bot often lifts conversion: it lowers

expectations for empathy and raises expectations for speed. Give it a name and a title in the



Conversation AI prompt: "Hi! I'm Atlas, the booking assistant at Miller Roofing."

Then choose one voice per brand and lock it into the prompt:

The professional concierge — polite, efficient, sparse. Best for law, real estate, finance.

"Greetings. Thank you for contacting Miller Associates."

The hype best friend — energetic, casual. Best for fitness, fashion, hospitality. "Hey! Ready to

crush your goals this week?"

Do not drift between voices. A flow that opens with "Yo!" and closes with "Please submit your

inquiry" reads like three different interns. As the agency, write a one-paragraph voice spec per client

and paste it at the top of every Conversation AI prompt and Workflow you build for them.



PHASE 04

Channel and context strategy

You have a script. Now decide where it lives and how leads find it. HighLevel gives you every

channel in one inbox — which makes choosing deliberately even more important.

Step 8 · Contextual entry points

Generic bots fail because they greet every lead the same. A lead from a coupon ad wants the

coupon. A lead from a product post wants product details. Greet both with "Hi, how can I help?" and

you have already failed. Two traffic types, two openers:

COLD TRAFFIC · ADS

Needs immediate context. "Hey! Here's the

10% code you requested: WELCOME10. Want

to see the best sellers to use it on?"

WARM TRAFFIC · ORGANIC

Often investigating. "Hi! Thanks for the

message. Were you looking at something

specific, or just browsing?"

In HighLevel this is trivial to honor: give every entry point its own trigger — a form, a QR code, a

keyword, a Facebook Lead Ad, a chat widget — and route each into its own Workflow whose first

line matches what the lead was doing three seconds earlier. List every clickable "message us"

surface a client has, then write that first line for each one.

Step 9 · Choose a home base

Omnichannel on day one is a trap. Pick one terrain to dominate per client, based on where their sales

already happen:

SMS (the direct line). HighLevel's native strength — 98% open rates, near-instant replies. Best

default for local service businesses: roofing, med spas, dental, home services.

Instagram DM (the storefront). Visual discovery, high volume, short attention. Best for fashion,

fitness, beauty and impulse engagement.

Facebook Messenger (the community hub). Generalist. Best for Lead Ads, older demographics

and local community businesses.

WhatsApp (the checkout counter). Intimate and trusted. Best for high-ticket closes,

international markets and B2B — including your own agency pipeline.



THE 24-HOUR RULE

On Meta channels (Messenger, Instagram, WhatsApp), a 24-hour timer starts when the lead

messages you. Inside the window you may message freely. Once it expires you hit the template wall:

free-form sends are blocked and re-opening the thread costs an approved, paid message template.

Strategy: design every flow to make the lead hit the ball back, resetting the timer. This is why the

Ask in Hook-Value-Ask is non-negotiable.

One more law of the land: SMS has its own gatekeeper. Register A2P 10DLC for every US sub-

account before launch — an unregistered number with automated volume gets filtered into the

void, and the client will blame the bot.



PHASE 05

The velvet rope qualification system

Automation is not about getting more conversations. It is about getting fewer conversations, but

better ones. The bot is the bouncer for the business.

Step 10 · The knockout question

Identify the deal-breakers — the criteria that make a prospect impossible to serve — and place

them early in the flow:

Solar client: rent or own? Renters are a no-go.

Roofing client: inside the service area, or 200 miles out?

Your agency: monthly budget under $1,000? They cannot afford a retainer.

The pivot. Knock unqualified leads out politely — never "go away." Offer a downsell or a free

resource: "Thanks for checking! Since our panels require roof modification we can only work with

homeowners — but here's a guide on portable solar options you might like." For your own agency,

the pivot is a low-ticket SaaS plan or a free resource like this one. An unqualified lead today is a

referral or an upgrade next year.

Step 11 · The sorting hat — tags, fields and pipelines

For the leads who stay, remember everything they said. In HighLevel every answer should write to

the contact record as the conversation happens:

LEAD DOES THIS WORKFLOW DOES THIS

Taps "Full replacement" Add tag interest:replacement

Answers budget question Write custom field budget_range

Says "as soon as possible" Add tag urgency:high

Completes qualification Move pipeline stage to Qualified

Why it matters: when a human finally opens the contact, they see "John Doe — interest:

replacement, budget: high, urgency: high" and know exactly how to close before saying hello. Tags

also power Smart Lists for follow-up campaigns and give you the reporting that proves the bot's ROI



at the monthly client review.

AGENCY LEVERAGE

Standardize your tag taxonomy across every sub-account — same prefixes, same pipeline stage

names. Your team can then read any client's CRM at a glance, and your snapshot stays plug-and-

play instead of needing a rebuild per client.



PHASE 06

Closing the loop and handling handoffs

The machine handles the heavy lifting, but you need a protocol for when the machine stops.

Step 12 · Recovery strategies — the nudge

Silence in chat is rarely a no. It is usually a distraction: the baby cried, the bus arrived, the boss

walked in. Build automated recovery into every Workflow with wait steps and reply-checks to bridge

the gap between interested and closed.

THE 3-HOUR NUDGE

One to three hours after the drop-off: "Hey

Julian, I noticed you didn't finish your booking.

Did life get in the way?" Offer two taps: [Need

a different time] [Just got busy]

THE 23-HOUR LAST CALL

One final message before the Meta window

slams shut, using loss aversion: "My ability to

message you closes in an hour — this is the

last one I'll send. Still interested?"

Step 13 · The traffic light handoff protocol

Define exactly when a human takes over, and build it into the Workflow as internal notifications and

user assignment:

Green light: bot handles everything — FAQs, basic bookings, reschedules. Humans ignore

these entirely.

Yellow light: bot tags high-value leads (budget $10k+) for review on the next Smart List pass.

Red light: immediate takeover. Triggers: the lead types "human," "manager" or shows anger; a

high-value deal stalls mid-flow; or the bot fails to understand twice in a row.

On a red light, the Workflow assigns the contact to a user, fires an internal notification (in-app, SMS

or email to the rep) and pauses the automation so the bot and the human never talk over each other.



THE SILVER PLATTER HANDOFF · WHAT THE REP SEES

NAME Julian Smith

STATUS Qualified homeowner

STUCK POINT Booking calendar

LAST MESSAGE Asked about financing

Because the bot tagged and wrote fields all along, the rep steps in seamlessly: "Hey Julian, I see you asked

about financing…"



CONCLUSION

Launch day is day one

You have now avoided the trap of logging in and clicking buttons. You have a psychological

blueprint, a script that mirrors the best closer, a defense against the 24-hour rule and a velvet rope

that filters the noise.

But the "set and forget" myth is dangerous. Your first version will be your worst version. Once real

leads start tapping, you will see exactly where they get stuck. Commit to the feedback loop: review

chat logs weekly, find the drop-off cliff — the question where half the leads stop typing — rewrite

it and smooth the friction. Make that review part of your monthly client report; it is retention gold.

And here is the agency multiplier: once one flow works, package it as a snapshot. The tag

taxonomy, pipelines, Workflows, calendars and Conversation AI prompts deploy to the next client

in minutes. You are no longer chasing leads — you are catching them, at scale, on every account

you manage.

Your ten next moves

01 The audit. Measure the current average response time — yours and each client's. Name the revenue

leak out loud.

02 The paper prototype. Sketch the happy path, start to sale, on a blank sheet before

opening HighLevel.

03 The David script. Write down the three to five qualification questions the best closer always asks.

04 The formula check. Rewrite every opener as Hook-Value-Ask. Enforce the one-breath rule on

every bubble.

05 The home base. Pick one primary channel per client, based on where their sales already happen.

06 The velvet rope. Define the knockout question and the polite pivot for the leads it removes.

07 The compliance pass. Register A2P 10DLC for SMS and verify the Facebook Business Manager

before connecting channels.



08 The build. Only now open Workflows and transfer the paper map — triggers, branches, tags, fields,

pipeline moves.

09 The test. Run a small traffic segment (or your team) through the flow. Watch for the drop-off cliff.

10 Launch, iterate, snapshot. Flip the switch, review logs weekly, patch leaks — then package the

proven flow as a snapshot and deploy it to every client.



Don't build this alone
Nexus Hub is the community where HighLevel agencies get unstuck. Bring

your paper map to a weekly Q&A and leave with a working flow. Grab pre-

built snapshots and templates so you never start from zero. Compare notes

with 500+ operators who have already solved your problem.

→ Weekly Q&A sessions with operators who run agencies like yours

→ Exclusive snapshots and templates — including sales bot flows

→ Premium partner deals and comprehensive training

Join Nexus Hub nexushub.club

CHARLES HIGGINS · FOUNDER, NEXUS HUB Where HighLevel agencies get unstuck.

https://nexushub.club/

