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A PROSPECTOS INDUSTRY INSIGHT REPORT

THE INSTRUCTIO
ACQUISITION GA

Why the agencies pulling ahead are turning prospecting from
scattered activity into an operating system

The opportunity is rarely lost because the signal did
not exist. It is lost because the next action was late,

PROSPECTOS LTD | 2026

THE OPERATING SYSTEM FOR WINNING TOMORROW'S INSTRUCTIONS

disconnected or unowned. A .



@Prospectos EDITORIAL NOTE | 02

V_Vhy this report exists

A practical perspective on the operating gaps
that make prospecting inconsistent.

Estate agents are surrounded by commercial signals: price
reductions, withdrawals, long listings, off-market movement,

landlord activity and changing competitor stock. Each creates
a reason to act.

The issue is not a lack of opportunity. Signals are often spotted
too late, acted on inconsistently or disconnected from the

follow-up required to turn interest into a valuation or instruction. &

THE PROSPECT [IEW

Sustainable growth depends
less on collecting more tools and

more on building one deliberate
system for acquiring vendors,
landlords and instructions.

ABOUT THIS VIEW

} This report does not reproduce third-party research or imply endorsement

Q by any external organisation. It presents ProspectOS's interpretation of
recurring themes across industry commentary, customer behaviour and
day-to-day agency operations.

ITS PURPOSE IS SIMPLE

Define the Instruction Show where prospecting ' Explain what a complete
Acquisition Gap. value leaks away. operating model should do.

THE INSTRUCTION ACQUISITION GAP prospectos.co.uk 0z



@ Prospectos EXECUTIVE SUMMARY | 03

EXECUTIVE SUMMARY

Five conclusions

The case for treating prospecting as a connected commercial discipline.

01 ' /,_/ Supply drives growth
3 N | | H Buyer and tenant demand matters, but instructions

are the supply that powers an agency.

02 Data needs a next action
A property signal has limited value until somebody
interprets it, acts and owns the follow-up.
R | Portals and CRMs solve different moments
03 c_._.@ Portals market active stock. CRMs organise
known contacts. Prospecting begins earlier.
04 Consistency is architectural
The strongest operators turn activity into a
repeatable rhythm rather than relying on spare time.
05 (\ Measurement completes the loop
\BEUJ Activity improves when teams can connect cost and

action to valuations, instructions and learning.

Prospecting is not one campaign. It is the

system that carries an opportunity from
first signal to commercial outcome.
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01 THE COMMERCIAL CONSTRAINT

Growth needs supply

More applicants do not create growth without more vendors, landlords and instructions.

Estate and letting agencies spend enormous energy serving active demand. That work is
essential, but it begins after the agency has stock to sell or manage.

The harder commercial question is what happens before an instruction exists. How does

the branch identify a relevant opportunity, build familiarity, launch the right message and
maintain contact until the timing changes? O

rx R

Vendor Landlord
opportunity opportunity
INSTRUCTIONS
THE SUPPLY THAT
DRIVES GROWTH
e
=
Valuation Managed
pipeline stock

The commercial opportunity is to build a repeatable

pre-enquiry layer: one that creates and works future
supply instead of waiting for it to arrive.
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02 THE LEAKAGE PROBLEM " . F;
Where good opportunities dlsappearQ,:

Most prospecting failure happens between systems, not inside a single feature.

[
o
I
Seen late ®
The signal exists, but nobody checks at the right moment.
K ,d.-"' o . )
o~ u Action delayed
"'\\ A campaign waits for spare time or begins from a blank page.
-"'// | \\' [
o Response disconnected
IS i Engagement is recorded without property and source context.
: ./__.. - \
@ 8 Follow-up unowned
\ @ No clear person, task, deadline or next action exists.
B U Mg Learning lost
®---4 N
The agency cannot see what progressed or what to repeat.
| 'l'
THE LEAKAGE DEFINITION <'
] . . &
Prospecting leakage is the distance between an O
. . . e # -’
opportunity being visible and an agency consistently Te)7
doing the work required to convert it. o
]
W L AVE D~
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03 THE SYSTEM GAP
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Useful tools. Incomplete journey.

The issue is not that existing systems have no value. It is that they usually start and stop at

different moments.

PROPERTY DATA

nrﬂQ%

Shows what is
happening

Listings, changes and market
information help a team see
potential opportunity.

THE GAP

Often stops before a campaign,

owner or next action exists.

CAMPAIGN TOOLS

g¥

Help deliver activity

Design and distribution tools
help an agency put a message
in front of an audience.

THE GAP

Often stop before the response
becomes structured follow-up.

TRADITIONAL CRM

©

Organises known
contacts

A CRM is valuable once a lead,
applicant, vendor or landlord is
known.

THE GAP

Often begins after the earlier
prospecting oppoertunity has
already mafured.

A shared property, source, campaign and outcome

context — so the signal, activity, engagement and

follow-up belong to one commercial journey.

THE INSTRUCTION ACQUISITION GAP
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04 THE OPERATING MODEL

The complete instruction 7
acquisition journey “'

Each stage should create the context required by the next.

O L@ 0O gl

SIGNAL INTERPRET CAMPAIGN
What changed? Why act? What message?

:
OF 08 _0Of

ENGAGE OWNER FOLLOW-UP
Who responded? Who acts next? What is due?

p
Q4 -0 O

VALUATION OUTCOME LEARN
Did it progress? What happened? What repeats?

The operating-system advantage is continuity:

every decision, action and outcome remains
attached to the opportunity that started it.
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05 FIND

See the opportunity in context

A signal should help the team decide where to focus — not simply add another row to a dashboard.

N

- N
@ é\@

On-market signals

Price movement, status change,
time on market, multi-agency
and competitor context.

Off-market potential

Property history and propensity
signals that help prioritise
future vendor activity.

S
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Landlord context Postcode intelligence
Ownership and portfolio Local activity and competitor
relationships that may reveal patterns viewed through the
a wider Lettings opportunity. branch’s chosen territory.
L Y 3

Signals indicate commercial relevance. They do not

prove private intent. The agent still brings judgement,
local knowledge and the right message.
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06 ACT

Turn insight into

campaign-ready action

The right system reduces the distance between deciding to prospect

and launching relevant activity.

HANDS-ON

Agent-led
() campaign

@ Filter the patch and select
relevant properties.

Choose an approved letter
or postcard.

Review audience, cost and
safety checks.

Send or queue the campaign.

Create the next Pipeline action.

REPEATABLE

2

O 06 06 06 0

Automation should protect consistency,

not remove judgement. The agency

defines the audience, message, timing,
review policy and budget.

Automated
by journey

Define the property or
landlord signal.

Set postcodes, filters and
controls.

Choose automatic or
review-required mode.

Schedule follow-up steps
and exit rules.

Track every eligible send
and outcome.

ACT | 09

THE INSTRUCTION ACQUISITION GAP

prospectos.co.uk | 09



@ProspectOS CAPTURE | 10

07 CAPTURE

Make engagement actionable

A response has commercial value when the team can connect it to the
property, source and next action.

A QR scan, form response, callback or direct enquiry
should not become an isolated metric. It should preserve

enough context for the agency to act.

Fo 7 (o NV

ENGAGEMENT SOURCE CONTEXT PIPELINE
QR, form, call send and campaign property and branch enquiry or prospect
(o) (@) O

@y e C
Preserve Prevent o Create ownership
attribution duplicates

Keep the relationship to the Update an existing active record Assign a user, notify the team

originating property, campaign when the same opportunity and make the required next

and Automation. already exists. action visible.
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08 FOLLOW THROUGH

Give every opportunity an owner
and a next action

Prospecting becomes commercially useful when the branch can
maintain momentum after the first response.

b B ( : 4 )
B &% @ B B
@ | | @ b1 d
o+ o O S ©-
NEW CONTACT . CONVERSATION VALUATION OUTCOME
Opportunity visible Attempt recorded Needs understood Booked or completed Won, lost or later
. @ B O B 6 B O B O

= B N

o The daily workflow

e The outcome boundary

Tasks, calls, notes, reminders and A valuation request is not

e i

stage changes remain attached
to the same opportunity. The
branch can see what is overdue,
what needs attention and who
owns it.

automatically a booked
appointment. A possible
detected instruction is not
automatically a Won outcome.
The system should make
evidence visible while keeping
confirmation with the agent.

The aim is not to guarantee conversion.

It is to make disciplined follow-up easier
to sustain and harder to forget.
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09 LEARN

Know what deserves to be repeated

Reporting should move beyond volume and show how activity progresses through the commercial funnel

ACTIVITY

Campaigns, properties and sends

ENGAGEMENT

QR scans, forms, calls and replies

OPPORTUNITY

Qualified records and follow-up

OUTCOME

Valuations and instructions
ECONOMICS
Cost, fee revenue and return

J

Use influence and contribution language where more

than one touchpoint shaped the result. Return should
use recorded costs and agency fee revenue - not
property value.

THE INSTRUCTION ACQUISITION GAP prospectos.co.uk | 12



@ ProspectOS SALES EXAMPLE | 13

10 SALES EXAMPLE

From competitor listing to worked
opportunity

A connected Sales workflow turns one market signal into a sequence the branch can own and measure.

o %('5 SIGNAL

A property remains available, reduces or changes status.

o E_& CONTEXT

The team reviews property, postcode and competitor information.

o q ACTION
>

A relevant campaign or nurture journey begins.

o @ ENGAGEMENT

The response route preserves the property and campaign source.

o 8 PIPELINE
®

An owner works the next action and books a valuation where appropriate.

o ﬁ\ OUTCOME

The result is recorded and the agency can see what to repeat.

The system does not guarantee an instruction. It makes the pursuit

more timely, relevant, accountable and measurable. ’_O-—"O‘
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11 LETTINGS EXAMPLE

From rental property to landlord
relationship

Lettings growth depends on understanding the person and portfolio behind the property.

THE PROPERTY VIEW THE RELATIONSHIP VIEW

What is happening? Who is behind it?

NG

hel [3 (®

® Current rental or market status U ® Supported owner and landlord matches
® Listing and managing-agent context ® Potential portfolio relationships

@® Time on market and change history ® Prior campaign and contact history

® Subscribed postcode and branch scope ® Relevant lifecycle follow-up opportunity

A campaign-ready landlord opportunity with source context, an owner,
a next action and a route into Pipeline - without treating a possible data

match as certainty. ez
Of

!
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12 CONTROL

CONTROL | 15

M

Automated does not mean uncontrolled

The commercial value of Automation depends on the boundaries around it.

4 S
s
~ (®
“ o
Postcode scoped
Signals and actions stay
inside entitled territory.
e - T . e BhT
(i T 7S
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A
<f)
Review mode

Allow an authorised person to
approve matches before
sending.

Branch controlled

Users, templates, spend and
reporting follow branch context.

B
| b

Spend controls

Use balances, limits and caps to
keep activity visible.

O,

i

N

3
AN
@

Own-listing safety

Protect against targeting
properties already represented.

J

16

Duplicate protection

Reduce repeated contact with
the same property too soon.

Control is not friction added after the product is

built. It is part of the prospecting operating model.

THE INSTRUCTION ACQUISITION GAP
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13 PRACTICAL ACTION

The 30-day instruction
acquisition challenge

Start with one branch, one postcode and one commercial objective.

Define the patch

Choose the branch, priority postcode, Sales or
Lettings objective and the person who owns
the work.

)) Launch one play
Select a relevant signal, audience, message,

response route, budget and follow-up
expectation.

Work every response

Create or update the Pipeline record,
assign the next action and keep the
activity moving.

Review and improve

| | | | Compare audience, activity, engagement,

opportunity progression and cost. Decide
what changes next.

Can the branch explain what it targeted,

what it did, who followed up and what
happened next?

THE INSTRUCTION ACQUISITION GAP prospectos.couk | 16



@ ProspeCt OS THE PRODUCT RESPONSE | 17

14 THE PRODUCT RESPONSE

Why ProspectOS was created

Most systems solve an isolated stage. ProspectOS connects the stages into one branch-controlled workflow.

A — P —— <@ ~

]

: MAP AUTOMATIONS LANDLORDS
]

: Identify and understand Turn supported signals into Connect property and
1 property opportunities Standard Campaigns and ownership context to
: across the patch. Nurture Journeys. Lettings prospecting.
]

[ ]
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STUDIO PIPELINE INSIGHTS
Create reusable branded Manage Prospects, Enquiries, Compare activity, postcode
letters, postcards and tasks, valuations and performance, cost and
campaign assets. outcomes. recorded outcomes.

Find the opportunity. Take action. Capture

the engagement. Follow it through. Learn
what works.
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YOUR NEXT STEP @ ------=-senscccmmccmocmcceccemcecemcees

THE NEXT INSTRUCTION
MAY ALREADY BE VISIBLE
IN YOUR PATCH.

Bring one branch, one priority postcode and one
instruction-growth objective. We will show the relevant
ProspectOS workflow using an area that matters

to your agency.

BOOK A PATCH WALKTHROUGH

prospectos.co.uk/booking-demo/

ProspectOS is the prospecting operating system that
helps UK estate and letting agents turn market signals
| into targeted action, organised follow-up and

measurable commercial outcomes.

Published by PROSPECTOS LTD | England and Wales company 11491234

This report presents ProspectOS's interpretation of recurring industry themes.
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