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Off-Season Lead 

Nurture Guide
Preview Edition — key frameworks for keeping pipeline and sales-

team momentum alive when showroom traffic slows.

PREVIEW

This is a preview of the MRAA member resource “Off-Season Lead Nurture 

Framework.” It introduces the segmentation and cadence thinking and 

gives you enough to segment your database and clean it this month. The 

complete framework — including the full nine-segment cadence design, 

the segment sizing worksheet, the month-by-month content calendar, the 

complete message library for every segment, the CRM status definitions 

and readiness checklist, the sales-team activity targets and off-season role 

design, the weekly tracker and season-end review, the spring handoff, the 

ninety-day launch plan, and the season checklist — is available exclusively to 

MRAA member dealers.



PREVIEW Off-Season Lead Nuture Guide Page 2

The Off-Season Problem
Showroom tra�c in northern markets falls o� a cli� sometime between when school starts and the �rst 
hard frost. What happens next is remarkably consistent from dealership to dealership, and it is expensive.
Leads that were active in August go quiet, and because nobody is calling them, they go permanently cold. The MY27 

customers who put down deposits on inventory set to arrive in January hear nothing for four months and start to wonder 

whether they made a mistake. Salespeople whose entire compensation and identity are built on units sold have fewer 

customers walking in the door, calling or emailing, so activity drops, then confidence drops, then the good ones start taking 

calls from other employers. And in January, the dealership enters boat show season with a database that has not been 

touched since Labor Day and a sales team that has forgotten how to work a phone.

None of that is inevitable. It is what happens when a business that runs on inbound traffic loses its inbound traffic and has 

no outbound system to replace it. This framework is that system.

What the off-season is actually for

The spring selling season is not won in the spring. It is won in the four months when nobody else in your 

market is calling anybody, when your customers are not being competed for, and when your salespeople 

have the one thing they never have in June: time.

The dealerships with the strongest April are, almost without exception, the ones that spent October 

through February putting appointments on the calendar.

How to use this framework

Work it in order. Section 1 segments the database, because an undifferentiated blast to everyone is what most dealerships 

already do and it is why their open rates are what they are. Section 2 builds the cadence. Section 3 supplies the messages. 

Sections 4 and 5 handle the two things that actually make cadence fail — CRM discipline and human motivation. Sections 6 

and 7 measure the work and hand it off to spring.

Assign an owner before you start. A nurture program with no single accountable owner reliably runs for three weeks and 

then stops.

Section 1: Segment the Database
The same message to everyone produces the response rate you would expect from a message written for nobody. These 

segments behave differently, want different things, and need different frequencies. Pull them as distinct lists before you 

write a single email.

The nine segments

Segment Who is in it
MY27 pre-order and deposit hold-
ers

Customers who committed to a 2027 boat, with or without a 
deposit

Active unclosed leads (0–90 days) Shoppers who engaged in the last quarter and did not buy
Aged leads (90+ days) Older inquiries, prior boat show leads, dormant CRM records
Remaining MY26 shoppers Value-driven buyers watching your clearance units
Year 3 / 5 / 7 owners Customers at the natural trade-up interval, whose trade value 

is near its peak
Service-only customers People who service with you but bought their boat elsewhere
Storage customers Customers whose boats are physically on your property all 

winter
Past customers, 7+ years Long-tenured owners past the typical replacement window
Referral and community network Marina operators, clubs, instructors, past customers who refer

What the off-season is actually for

The spring selling season is not won in the spring. It is won in the four months when nobody else in your market is 

calling anybody, when your customers are not being competed for, and when your salespeople have the one thing 

they never have in June: time.

The dealerships with the strongest April are, almost without exception, the ones that spent October through 

February putting appointments on the calendar.

Segment Who is in it

MY27 pre-order and deposit holders Customers who committed to a 2027 boat, with or without a deposit

Active unclosed leads (0–90 days) Shoppers who engaged in the last quarter and did not buy

Aged leads (90+ days) Older inquiries, prior boat show leads, dormant CRM records

Remaining MY26 shoppers Value-driven buyers watching your clearance units

Year 3 / 5 / 7 owners Customers at the natural trade-up interval, whose trade value is 
near its peak

Service-only customers People who service with you but bought their boat elsewhere

Storage customers Customers whose boats are physically on your property all winter

Past customers, 7+ years Long-tenured owners past the typical replacement window

Referral and community network Marina operators, clubs, instructors, past customers who refer
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The list most dealerships ignore

Service-only customers — people who trust you enough to hand you their boat but bought it from 

someone else — are usually the largest under-worked segment in the database, and winterization season 

puts every one of them in front of you at once.

They have already demonstrated three things: they own a boat, they will spend money at your dealer-

ship, and they trust your technicians. There is no colder list in your CRM that outperforms them. Work 

on this segment deliberately in October and November, when their boat is in your possession, and the 

conversation is natural.

Fix the data before you build the cadence

A cadence built on a database with bad phone numbers and dead email addresses will produce disappointing numbers and a 

demoralized team, and the team will conclude the cadence does not work. Spend the first week on hygiene.

 � Remove duplicate records — the same customer under three entries is three touches to one annoyed person

 � Verify mobile numbers, which matter more than landlines for text-based touches

 � Clean bounced and invalid email addresses out of the sending list

 � Confirm the boat on file for each owner: make, model, year, engine — every trade-up conversation depends on this

 � Record purchase date and service history so interval-based outreach is possible

 � Confirm and document opt-in and consent status for email and text

 � Assign every record a single owner; no record belongs to everyone

 � Merge the service database and the sales database, or at least make them mutually visible

The complete member resource includes:

• What each of the nine segments actually wants to hear, and the touch frequency each one 
needs — the two columns that turn a segment list into a working plan

• �e segment sizing worksheet: count, owner, contact data quality, and priority for each 
segment, which nearly always surfaces a segment nobody realized was that large
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Section 2: The Cadence Architecture
A cadence is a pre-planned, scheduled sequence of touches per segment, built once and executed against a calendar rather 

than improvised weekly. The design principles below matter more than the specific weeks.

Six principles

1. Value before ask. Roughly three touches that give something — information, an answer, a valuation, a piece of 

content — for every touch that asks for something. Reverse that ratio and the unsubscribes start.

2. Multi-channel, deliberately. Email for information, phone for conversion, text for time-sensitive short messages with 

consent, direct mail for the segments email no longer reaches, and in-person whenever the boat is on your property.

3. Every touch has a soft next step. Not always “come buy a boat” — a reply, a valuation request, a show registration, a 

service booking. A touch with no next step is a newsletter.

4. One owner per record. Shared ownership means nobody calls.

5. Scheduled, not aspirational. The touches live on the calendar as assigned CRM tasks with due dates before the 

month begins.

6. Personal beats polished. A three-sentence email from a named salesperson referencing the customer’s specific boat 

outperforms a designed template, consistently and by a wide margin.

The complete member resource includes:

• �e cadence-by-segment design table — touch 1, touch 2, touch 3, and the ongoing 
rhythm for all nine segments

• �e month-by-month content calendar from September through March, with the theme 
and the one thing that must happen in each month

• Why boat show pre-booking is the highest-leverage touch in the entire document, and 
how every cadence should steer toward it from January onward
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Sections 3 through 7
The remaining sections supply the words, the system, and the measurement. They are member-only.

The complete member resource includes:

• Section 3: Message Library — nine ready-to-adapt outreach frameworks, including the 
MY27 status update, the active-lead re-engagement call, the trade valuation o�er, the 
service-to-sales bridge, the MY26 �nal call, the �ve-step boat show invitation sequence, 
the �le-closing email, the referral request, and text message rules, plus the consent and 
compliance note

• Section 4: CRM and Task Discipline — the six non-negotiables, the eight status de�ni-
tions with the cadence applied to each, and the nine-point CRM readiness checklist

• Section 5: Sales-Team Momentum — the activity-goal tracker that replaces unit goals for 
four months, the written o�-season role description, recognition built on leading indica-
tors, and the seven-item weekly pipeline meeting agenda

• Section 6: Measure the O�-Season — the eleven-measure weekly tracker, the season-end 
review, the single measure that matters most, and how to read the opt-out rate as a brake

• Section 7: �e Spring Hando� — converting nurture records into dated spring appoint-
ments, sequencing deliveries against commissioning capacity, and the April attribution 
exercise that protects the program’s budget

• �e thirty- / sixty- / ninety-day launch plan and the full O�-Season Nurture Checklist
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