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About the Author

Lukasz Rogowski
Founder, RogoLook | Multi-Location Marketing Operator

Lukasz Rogowski has operated marketing P&L for multi-location hospitality and service

businesses for 25+ years. His work spans 17+ Crystal Ballroom wedding venue locations

across Florida, North Carolina, and South Carolina -- building the marketing infrastructure

that drove $4.7M in attributed inquiry volume over 36 months.

Before founding RogoLookOS, Lukasz managed marketing strategy, paid channel execution,

SEO infrastructure, and full-funnel automation for operations ranging from single-location

boutiques to 17-location franchise-style networks.

The playbook in this document is the exact system -- not a framework invented after the

fact, not a consultant synthesis. It ran live on real budgets with real business

consequences. Every figure cited is audited and directly attributable.

RogoLookOS now makes this system available to multi-location operators across verticals:

wedding venues, medspas, dental groups, fitness studios, urgent care, home services,

restaurant groups, hotels, optometry groups, and veterinary practices.

KEY CREDENTIALS

- 25+ years operating marketing P&L across multi-location service businesses

- 17+ Crystal Ballroom locations across FL, NC, SC

- $4.7M in attributed inquiry volume, 36-month period

- +217% inquiry volume growth, 28% to 49% booking conversion rate

Contact: hello@rogolook.com | rogolook.com | 525 N Tryon St, Charlotte NC 28202
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01 Origin
Why 17+ venues produced this playbook

Where This Playbook Comes From

Most marketing playbooks are written by consultants who have studied other

people's results. This one was built from the inside -- from operating the

marketing P&L for 17+ Crystal Ballroom wedding venue locations across three states

over eight years.

Crystal Ballroom is one of the largest independently operated wedding venue

networks in the Southeast United States. At its peak the portfolio spanned

locations in Casselberry, Lake Mary, Fort Lauderdale, Rock Hill SC, and the

flagship Orlando venue -- each with distinct local markets, competitive

landscapes, and seasonality profiles.

The Problem This Solved

When marketing responsibility first passed to a central function, the operation

had one consistently full location and four that were inconsistent. The gap was

not venue quality. It was marketing infrastructure -- specifically the absence of

a system that could generate, qualify, and convert inquiries at scale without

relying on word-of-mouth or a single event coordinator relationship.

The constraint was not the product. The venues were excellent. The
constraint was the pipeline. Single-location tactics were not
transferable to a multi-location network without a fundamentally
different approach to channel architecture, automation, and
attribution.

What This Produced

+217%
Inquiry Volume

$4.7M
Revenue Attributed

28%?49%
Booking Conversion

18mo
Forward Bookings

These figures are audited and directly attributable to the marketing system. Not

industry benchmarks. Not projections. Numbers from a live operation running on

real budgets with real P&L consequences.
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02 The 5-Tier Marketing Stack
What to build, in what order, at what location count

Why Order Matters

Most operators make the mistake of treating all marketing channels as equal

priorities. They spread budget across paid search, social, SEO, and email

simultaneously, get mediocre results everywhere, and conclude that marketing

doesn't work for their vertical. That is the wrong architecture.

The 5-tier stack prescribes not just which channels to use but in what sequence to

build them -- because the output of each tier feeds the next. Paid search without

a conversion-optimized landing page burns budget. Email nurture without an inbound

lead flow has nothing to nurture. SEO without a domain authority baseline takes 12

months to show movement.

The Stack: Tier by Tier

Tier 1: Paid Search Foundation (Months 1-2)

- Google Search campaigns targeting high-intent commercial keywords per
location

- Conversion-optimized landing pages with clear inquiry path (phone + form)

- Call tracking and form attribution wired to campaign-level reporting

- CPL target: $35-65 depending on vertical and market competition

Tier 2: Local SEO Infrastructure (Months 1-3)

- Google Business Profile optimization per location (photos, categories,
Q&A, posts)

- Local citation consistency audit and cleanup across 40+ directories

- Location-specific landing pages with schema markup and local signals

- Review generation system -- target 4.7+ rating with 50+ reviews per
location

Tier 3: Paid Social (Months 2-4)

- Meta (Facebook + Instagram) campaigns targeting in-market audiences by
location radius

- Creative strategy: before/after, testimonial video, service demonstration

- Retargeting audiences built from website visitors and lead form
engagements
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03 Channel Mix + CPL Targets
Real numbers from a live multi-location operation

Why CPL Benchmarks Are Usually Wrong

Industry benchmark CPL figures are aggregated across operators at different

stages, in different markets, with different conversion rates. They are useful as

rough orientation but misleading as performance targets. The numbers below are

from a single multi-location network, consistently tracked, over a 36-month

period.

Crystal Ballroom: Audited Channel Performance

Google Search (Paid)

- Average CPL at Month 6: $52 | Average CPL at Month 18: $31

- Conversion rate from click to inquiry: 4.2% at Month 6, 7.8% at Month 18

- Improvement driver: landing page optimization + negative keyword
refinement + bid strategy shift to target CPA

Meta (Paid Social)

- Average CPL at Month 6: $38 | Average CPL at Month 18: $22

- Retargeting CPL: $8-12 (consistently best-performing segment)

- Cold audience CPL: $35-58 depending on creative and offer

Organic Search (SEO)

- SEO-attributed CPL (blended): $12 at Month 18 (vs. $0 at Month 1 -- no
organic presence)

- Timeline: Month 1-6 is investment. Month 7-12 is early returns. Month 12+
is compounding.

- 3-star to 4.9-star review improvement drove 23% GMB inquiry increase at 3
locations

Email Nurture

- Unconverted inquiry recovery rate: 18% of stale leads rebooked via 5-email
sequence

- Effective CPL for recovered leads: $4-7 (email send cost only)

- Best-performing email: Day 2 follow-up with social proof + specific
availability

The CPL reduction from Month 1 to Month 18 was -69% blended. This is
not an anomaly -- it is the predictable output of a system that
compounds. The infrastructure investment in months 1-6 pays back
through lower CPL in months 12-36.
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04 The Inbound Nurture System
How cold form submissions become booked appointments

The Problem With Inquiry Response

The average multi-location service business responds to inbound inquiries in 9.5

hours. The average close rate drops by 68% for inquiries responded to after 5

minutes. This is not a marketing problem -- it is an operational infrastructure

problem that kills marketing ROI before it can compound.

At Crystal Ballroom, manual inquiry response averaged 4-6 hours.
After implementing automated response infrastructure, first-reply
time dropped to under 4 minutes. Booking conversion on inquiries
improved 21 percentage points over 18 months. Attribution showed
30%+ of that improvement came from response time reduction alone.

The 5-Email Nurture Sequence Architecture

The sequence triggers on any inbound inquiry form submission. It runs in parallel

with the sales process -- it is not a replacement for personal outreach, it is

infrastructure that keeps warm leads engaged during the gap between inquiry and

booking.

Email 1: Immediate (Day 0) -- Confirmation + Proof

- Trigger: within 4 minutes of form submission

- Content: confirmation of receipt, 1 social proof element (specific stat or
testimonial), next step clarity

- Goal: set expectation, establish credibility, reduce buyer anxiety

Email 2: Day 2 -- Case Study + Availability

- Content: one specific case study relevant to their vertical/market,
calendar link

- Goal: provide evidence, create a re-engagement touchpoint

Email 3: Day 4 -- Framework + Education

- Content: one insight or framework from the playbook that applies to their
situation

- Goal: demonstrate expertise, reinforce that the conversation would have
value
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05 Cross-Vertical Applications
The framework adapts. The architecture does not.

Why the Same System Works Across Verticals

The 5-tier marketing stack was built for a wedding venue operation. It also works

for medspas, dental groups, fitness studios, urgent care networks, home services

franchises, and restaurant groups. The reason is architectural: the underlying

structure -- paid acquisition, organic visibility, automated nurture, reputation

-- is universal. What changes are the creative, the CPL targets, the offer, and

the timing.

Vertical-Specific Applications

Medspa Networks

- Primary paid channel: Google Search (high-intent service searches)

- Secondary: Meta retargeting with before/after creative (policy-compliant)

- Nurture focus: education-first sequence (service explanation before
consultation ask)

- Key metric: consultation booking rate (target 22-35% of inquiries)

- RogoLookOS result: 3.4x inquiry volume in 6 months for a 4-location medspa
chain

Dental Groups

- Primary: Google Search + Local SEO (most dental searches are high-urgency
and local)

- Meta: awareness plays with implant/Invisalign/cosmetic offers

- Nurture: appointment confirmation sequence + recall automation

- RogoLookOS result: -41% new patient acquisition cost across 6-location
group

Home Services Franchises

- Primary: Google Search + Google Local Services Ads (LSA)

- Secondary: Nextdoor, neighborhood-level Facebook targeting

- Nurture: rapid-response automation (sub-2-minute callback for hot leads)

- RogoLookOS result: -38% CPL for a 12-location HVAC franchise group

Fitness Studios
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06 Diagnosing Your Operation
Where are you and what do you fix first?

The 4-Stage Diagnostic Framework

Before deciding what to build, operators need an honest assessment of where they

are. The four stages below map to different prioritization decisions. Most

operators overestimate their stage, which leads to building Tier 4 infrastructure

before Tier 1 is functioning.

Stage 1: No Pipeline (0-15 inquiries/month per location)

The problem is visibility, not conversion. The immediate priority is paid

acquisition -- Google Search first, then Meta. Do not invest in email nurture or

CRM at this stage. There is nothing to nurture. Build the inbound volume first.

- Immediate action: Google Search campaign live within 30 days

- Investment: $800-1,500/month ad spend per location minimum

- Target: 20-40 inquiries/month per location before advancing

Stage 2: Pipeline But Low Conversion (15-40 inquiries, under 20% booking rate)

The problem is the gap between inquiry and booking. Leads are entering the funnel

but leaking out before converting. The priority is response speed and nurture

infrastructure, not more lead volume.

- Immediate action: automated response within 5 minutes + 3-email nurture
sequence

- Audit: how long does current response take? what happens to leads after
first contact?

- Target: 25-35% booking rate before scaling paid spend

Stage 3: Functioning Pipeline, Inconsistent Across Locations (30-80 inquiries, 20-30% conversion)

The problem is system inconsistency. One location performs well because of a

strong individual (coordinator, GM). The system does not transfer. The priority is

infrastructure standardization across locations.

- Immediate action: audit best-performing location and systematize what they
do differently

- Build: centralized CRM + standardized nurture across all locations

- Target: within 15% performance variance across locations

Stage 4: Functioning Multi-Location System (40-100+ inquiries, 30%+ conversion)
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07 The 90-Day Build Sequence
What to build in Days 1-30, 31-60, and 61-90

Why 90 Days?

Ninety days is long enough to produce meaningful results from paid channels and

short enough to maintain focus. The sequence below assumes a 3+ location operation

starting from a low-infrastructure baseline. Adapt the timing based on your

current stage (see Section 6).

Days 1-30: Infrastructure Foundation

Week 1: Audit and baseline

- Audit current marketing: what is running, what is being spent, what is
being tracked

- Set up call tracking (one number per location, per channel)

- Install conversion tracking on all existing paid campaigns (if any)

- Pull 90-day benchmark: CPL, inquiry volume, booking rate per location

Weeks 2-4: Paid search live

- Google Search campaigns live per location: service keywords + location
modifiers

- Landing pages built or optimized: one per location, one CTA (form or
phone)

- Google Business Profiles updated: photos, categories, hours, Q&A

- Inquiry response time target set: 5 minutes or under for all channels

Days 31-60: Conversion Infrastructure

- Automated response email live: fires within 4 minutes of form submission

- 3-email nurture sequence deployed for all new inquiries

- Meta retargeting campaigns live: target website visitors from paid search

- Review generation system active: post-appointment request at 2 touchpoints

- Weekly reporting dashboard: CPL per channel per location, booking rate,
inquiry volume

Days 61-90: Optimization and Scale

- First full data cycle: compare CPL and booking rate vs. Day 1-30 baseline
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07 Next Steps
How to apply this to your specific operation

Three Ways to Apply This Playbook

Option 1: Apply it yourself

The frameworks in this playbook are specific enough to execute without outside

help. If you have internal marketing capacity and the time to implement, start

with the 90-day sequence in Section 7, adapt the diagnostic in Section 6 to your

situation, and use the CPL targets in Section 3 as your performance benchmarks.

Option 2: Use it as an RFP document

If you are evaluating marketing agencies or contractors, the frameworks here are

specific enough to use as an RFP. Ask candidates how they would approach the

5-tier stack for your specific vertical and location count. Ask for their CPL

benchmarks. Ask how they attribute revenue back to specific campaigns. The quality

of their answers will tell you everything.

Option 3: Work with RogoLookOS

RogoLookOS was built to implement this system for multi-location operators who

want the results without the execution overhead. We run paid acquisition, SEO,

email automation, and reputation systems for operations ranging from 3 locations

to 50+.

Book a 30-minute strategy call at
rogolookos.polsia.app/consultation. Come with your location count,
your current monthly inquiry volume, and your current booking
conversion rate. We will tell you what to fix first -- and whether
we are the right team to fix it.

RogoLookOS Service Tiers

- Starter ($497/mo): SEO foundation + one paid channel. Right for 1-2
locations.

- Driver ($1,497/mo): SEO + two paid channels + monthly strategy. 2-5
locations.

- Co-Pilot ($2,497/mo): Full-channel execution, weekly check-ins. 5-10
locations.
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