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The $40K/Month
Agency
Blueprint

The entire client-acquisition machine, stage by stage, from offer to referral. The job each stage does,

the one number that proves it's working, and the failure that quietly bleeds your revenue. Find your

broken stage, fix it, and stop guessing where the money leaks out.

7 stages The one-page map 1 metric per stage The #1 failure each

The funnel math to $40K

A free blueprint from AgencyGod
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$10K
GTD

The $10,000 Guarantee
You get the result, or you get paid.



AgencyGod S TA R T  H E R E

$40K a month isn't a hustle problem.
It's a machine you've never seen on paper.

You sent your 40th DM today. Two replies, both no. Your calendar is empty for next week. You refresh

Stripe hoping a payment came in, and every Monday you start the pipeline over from zero. That isn't

a work-ethic problem. It's that you're running seven jobs by hand and have no idea which one is

broken.

A predictable agency is a chain of seven stages. A prospect moves through each one in order, and

the chain is only as strong as its weakest link. Most owners pour more outreach into a machine that

leaks three stages downstream, then wonder why nothing moves. This blueprint shows you the

whole chain, the one number that proves each link works, and the exact failure that breaks it.

T H E  R E A L  B O T T L E N E C K

37% of agencies name getting clients as their single biggest challenge, more than time and cash

flow combined. Only 14% call their pipeline "healthy," and close to half still live on referrals they

can't control. The build, the ads, the AI automation, none of it is the hard part. Getting booked

calls on repeat is.

New model, same bottleneck. You still need booked calls.

Here is the math that ends the guessing. At a $5K/month retainer, $40K/month is 8 clients. Back-

solve from there, with conservative inputs, and you get a number you can actually chase.

Conservative baseline. A tight list and a sharp offer change the math fast: 500 emails at a 10% reply rate can produce roughly

10-12 meetings and 2-3 clients from the same effort. Every number here is an estimate. The point isn't the exact figure. It's that

$40K/month becomes an arithmetic problem instead of a mystery.

500
targeted emails

17
replies (~3.4%)

9
positive (~50%)

4
meetings booked

3
held (~80%)

1
client closed

→ → → → →
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AgencyGod T H E  O N E - PA G E  M A P

T H E  W H O L E  M AC H I N E  AT  A  G L A N C E

7 stages. 1 chain. $40K/month.
A prospect enters at the top and walks down. Each stage hands off to the next. Find the link

where the number falls off a cliff. That is the stage costing you the most.

1
Offer

One niche, one outcome they'd be stupid to say no to.

T H E  N U M B E R

Positive reply rate (50%+)

2
Traffic

Get the offer in front of the right people, on repeat.

T H E  N U M B E R

Reply rate (5% good, 10%

great)

3 Lead

Turn a reply into a real, interested human.

T H E  N U M B E R

Reply-to-positive (60%+)

4
Booked Call

Get a confirmed slot on the calendar that shows up.

T H E  N U M B E R

Show rate (~80%)

5 Close

Turn the held call into a $5K-$15K client.

T H E  N U M B E R

Close rate (20-35%)

6
Deliver

Get a real result past the first 90 days.

T H E  N U M B E R

90-day retention

7
Retain & Refer

Keep them paying and turn them into the next lead.

T H E  N U M B E R

Net revenue retention

THE RICHES RULE

Niche-focused agencies command

20-50% higher rates. Stage 1 sets

the ceiling for all six stages below it.

MULTICHANNEL

3+ channels drive ~287% more

responses. Email for volume, DM

for relationship, Loom and phone

for the warm ones.

THE 90-DAY CLIFF

The first 90 days are peak churn

risk. Stage 6 decides whether you

keep what stages 1-5 worked to

win.

AgencyGod  ·  agencygod.com PAGE 3



AgencyGod S TA G E S  1  &  2

1
T H E  F O U N DAT I O N

Offer

The job: pick one niche and build one outcome so specific that the right buyer feels stupid saying no. Sell

the result, never the mechanism. "20 booked aesthetic consults or you don't pay," not "we run ads." Anchor

the price to their deal size, so one closed roof at $15K makes a $5K retainer obvious. The offer is the lever

that moves all six stages under it.

▲ THE ONE METRIC

Positive reply rate. When you describe the offer, do

people lean in? Good is 50% of replies, great is 60%,

top is 70%+. A weak positive rate means the offer is

wrong, not the volume.

✗ THE #1 FAILURE

Targeting everyone with a buffet. "Full-service

marketing for small businesses" is wallpaper. No

niche, no number, no reason to pick you, so they

pick on price and grind you to $500/month.

2
T H E  F U E L

Traffic

The job: put the offer in front of the right people, every day, across more than one channel. Email carries the

volume. LinkedIn and IG DMs reply at roughly 2x cold email. A 90-second Loom warms the interested ones,

and the phone closes the high-value gaps. Tight list, real deliverability, daily volume. This is the fuel line, and

it has to run whether you feel like it or not.

▲ THE ONE METRIC

Reply rate on a tight list. 5% is good, 10% is great,

15%+ on a sharp ICP is top-quartile. Ignore open

rates, they're inflated 27-47% by tracking pixels and

predict nothing.

✗ THE #1 FAILURE

Blasting a burned domain. ~17% of cold emails

never reach the inbox, and ~72% of new senders

torch their domain in week one. No SPF, DKIM,

DMARC, no warmup, no replies.

Where these two meet: traffic without an offer is noise, and an offer without traffic is a secret. It takes

~117 average cold emails to book one meeting, or ~23 for top performers. The gap between those two

numbers is almost entirely Stage 1.
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AgencyGod S TA G E S  3  &  4

3
T H E  C O N V E R S AT I O N

Lead

The job: turn a reply into a real, interested human who wants to talk. Never ask for the meeting on the first

touch. A soft interest ask ("is cutting CAC on your radar this quarter?") gets 68% positive replies versus 41%

for the hard meeting ask. Then follow up, because follow-ups drive 42-55% of all replies and 48% of reps

never send a single one. Stay 80% about them, 20% about you.

▲ THE ONE METRIC

Reply-to-positive rate. Of everyone who answers,

how many are actually interested versus "remove

me"? Target 60%+. This is where a relevant message

separates from a spammy one.

✗ THE #1 FAILURE

Pitch-slapping on touch one. Asking for the

meeting before there's any interest, then never

following up. The reply was warm, and you killed it by

moving too fast and going silent.

4
O N  T H E  C A L E N DA R

Booked Call

The job: turn interest into a confirmed slot that actually shows up. A booked call you can't run is worth

nothing. Time-box the ask ("15 min Thursday 2pm or Friday 10am?"), confirm it, and send a reminder so the

no-show rate stays low. A held call is the real currency here, not a calendar invite that quietly evaporates

the night before.

▲ THE ONE METRIC

Show rate. Of the calls booked, how many actually

happen? Aim for ~80%. If half your calendar ghosts,

your problem isn't booking more, it's confirming and

reminding the ones you have.

✗ THE #1 FAILURE

No confirmation, no reminder. You book it and

pray. They forget, double-book, or cool off. "I book

calls but they don't show up" is a process gap, not

bad luck.

The hand-off that matters most: a soft interest CTA followed by a clean time-box turns a curious reply

into a held call. To land 8 clients a month at a 20-35% close, you need roughly 27-33 calls held, which

means booking ~33-41 to cover the no-shows. That's the real target, not "more leads."
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AgencyGod S TA G E S  5  &  6

5
T H E  S A L E

Close

The job: turn a held call into a $5K-$15K client. Diagnose before you prescribe. Lead with a quantified

outcome and a named comparable client, resolve the fear of risk before you ever name the price, and put

the guarantee on the table as the risk-reversal that kills "let me think about it." Charge for the gap you close,

not the hours you spend. Round numbers only, $5K, $10K, $15K, never $4,997.

▲ THE ONE METRIC

Close rate on held calls. A real, conservative number

is 20-35%. Track it honestly, because it tells you

exactly how many calls you need to hit 8 clients and

$40K.

✗ THE #1 FAILURE

Leading with price, then discounting. You open on

cost, hear "it's too expensive," panic, and drop to

$500 just to land them. Now you resent the work

and the client treats you like an expense.

6
T H E  R E S U LT

Deliver

The job: produce a real, undeniable result and get the client past the first 90 days, which is peak churn risk.

Report on outcomes, not activity. Agencies that report outcome metrics retain clients 40% longer than

those reporting hours and tasks. The work you deliver in month one is what funds every stage above it,

because a client who stays is worth a multiple of one you have to replace.

▲ THE ONE METRIC

90-day retention. What share of new clients are

still paying at day 90? Retainer shops churn ~18%/yr

versus ~42%/yr for project work, and small shops

run ~32%. The first 90 days decide which side you're

on.

✗ THE #1 FAILURE

Reporting activity, not outcomes. Sending a list of

tasks done instead of a result delivered. The client

can't see value, so they churn in month three "no

matter what you do."

The trap most owners miss: closing harder to fix a leaky delivery stage just feeds more clients into a

bucket that drains. Plug Stage 6 first. A retained client costs nothing to re-acquire, and they're the

cheapest, warmest lead you will ever get for Stage 7.
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AgencyGod S TA G E  7  &  T H E  AU D I T

7
T H E  C O M P O U N D E R

Retain & Refer

The job: keep clients paying longer, expand what they spend, and turn happy ones into your next leads. 62%

of clients not upsold within three months churned within two years, so the expansion conversation is

retention, not greed. Ask for the case study the day they're happiest. Past clients are the top referral source

for 66% of agencies, which is why this stage feeds straight back into Stage 2.

▲ THE ONE METRIC

Net revenue retention. Are your existing clients

worth more this quarter than last, after churn?

Above 100% means the base grows on its own, and

every new client compounds instead of just

replacing a lost one.

✗ THE #1 FAILURE

Never asking. No upsell, no review request, no

referral ask. The result sits there unused while you

cold-prospect strangers, ignoring the warmest

pipeline you already own.

R U N  T H E  AU D I T

Find your broken stage in 60 seconds
Walk the chain top to bottom. The first stage where you can't answer with a real number is the one

quietly costing you the most.

1 Offer
Do prospects lean in when they hear it? Positive reply

rate.
50%+

2 Traffic Is the right volume hitting the right inbox? Reply rate. 5-10%

3 Lead Are replies interested, not annoyed? Reply-to-positive. 60%+

4 Booked Call Do the booked calls actually happen? Show rate. ~80%

5 Close Do held calls become clients? Close rate. 20-35%

6 Deliver Are clients still here at day 90? 90-day retention. High

7 Retain Is the base growing on its own? Net revenue retention. 100%+
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AgencyGod T H E  W H O L E  T H I N G

N O W  R E A D  I T  A S  O N E  M AC H I N E

Seven stages. One leak at a time.
$40K/month.
You don't fix all seven at once. You find the weakest link, fix that one, then move down the chain.

That's the entire job.

The chain compounds in both directions. A sharper offer (Stage 1) lifts your reply rate (Stage 2)

and your close rate (Stage 5) at the same time, because the same specificity that pulls a reply also

closes a call. A better delivery (Stage 6) feeds referrals (Stage 7) that re-enter as warm traffic

(Stage 2) at a fraction of the cost. Fix one link and two others get easier. That's why owners who run

the whole machine pull away from the ones grinding a single tactic.

Most owners don't have a traffic problem.

They have a weakest-link problem.

Here is the leverage. CAC is up ~60% over five years and close times are getting longer, so the cost

of a broken stage rises every month you leave it broken. Pouring more outreach into a leak just burns

more money faster. The owners winning right now aren't working harder. They found the one stage

that was bleeding revenue, fixed it, and let the chain do the rest.

T H E  H O N E S T  PA R T

Knowing the machine and building it are different jobs. You can have this entire map and still be

the bottleneck, because seeing the leak and having the time, the lists, the deliverability and the

scripts to plug it are not the same thing. That's the gap between a free PDF and a real business.

!
This is the machine. We build it with you.

AgencyGod installs all seven stages done-with-you, then runs the traffic and books the calls

so you go straight to closing, backed by the $10,000 guarantee.
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Y O U R  N E X T  M O V E

You've seen the machine.
Now let's build it with you.

You know the seven stages and the number that proves each one works. The

hard part is building the whole chain while you're still wearing every hat. That's

what we do done-with-you: we install the offer, run the traffic, and book the

qualified calls, so you skip the grind and go straight to closing $5K-$15K clients.

We put real money behind it. You either get the result, or you get paid $10,000.

We cap onboarding at a handful of agencies a month so we can actually deliver,

and every spot carries the guarantee. Every month you wait, CAC climbs and the

gap to $40K gets wider.

$10K
GTD You get the result, or you get paid $10,000

Apply to AgencyGod →
Free 30-min strategy call · limited intake this month

agencygod.com

Results shown are not typical and not guaranteed. Industry figures cited are estimates from third-party sources and vary

by market. The $10,000 guarantee is conditional on agreed terms.

AgencyGod The $40K/Month Agency Blueprint

https://agencygod.com/
https://agencygod.com/

