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PROJECT 046

AI Lead Intelligence & Sales Operations System
Master Case Study | Zapier Flagship Portfolio Project

System Type Modular AI-powered lead intelligence and sales operations automation

Primary Platform Zapier

Core Stack Google Forms • Zapier Tables • AI by Zapier • Code by Zapier • Paths • Filters • Delay • Gmail • Slack • Webhooks / REST API

Architecture 7 modular workflows connected through a central Zapier Tables lead operations database

Business Goal Capture, qualify, score, route, nurture, recover, and synchronize leads while minimizing manual administration and preserving
human sales involvement for high-value opportunities.

Executive Summary
Project 046 is an end-to-end lead intelligence and sales operations system that transforms fragmented lead handling into a structured, state-driven
automation architecture. It captures incoming leads, standardizes and validates data, prevents duplicate records, uses AI to assess business need and
buying intent, calculates a deterministic score, routes leads by priority, runs personalized follow-up sequences, escalates valuable non-responsive leads to
humans, and synchronizes qualified lead data with an external CRM through a REST API.

The solution is intentionally separated into seven focused workflows. Zapier Tables acts as the shared operational source of truth, allowing each module to
react to the latest lead state while preserving qualification results, scoring history, timestamps, routing status, follow-up counters, and CRM synchronization
state.

Business Problems Addressed
• Slow response and manual intake: inquiries can wait while teams manually copy data into tracking tools.

• Inconsistent qualification: lead quality may be judged differently by individual sales representatives.

• Weak prioritization: high-intent and high-budget prospects can be buried among routine inquiries.

• Manual follow-up: teams must remember when to contact prospects and repeatedly compose outreach.

• No-response leakage: valuable opportunities can disappear after unanswered messages.

• Disconnected systems: lead data may need to be copied manually into an external CRM.

• Duplicate/incomplete records: repeated submissions and inconsistent formatting reduce data quality.

Seven-Workflow Architecture
WF Module Key Capabilities

01 Multi-Source Lead Intake Forms, Formatter, Filter, Tables, Paths, Code

02 AI Lead Qualification Tables, Filter, AI by Zapier

03 Lead Scoring & Priority Tables, Filter, Code

04 Lead Routing & Sales Handoff Paths, Slack, Tables

05 Automated Follow-Up & Nurture Delay, AI, Gmail, Tables

06 No-Response Recovery & Disposition Delay, Paths, Slack, Tables

07 External CRM Sync & API Integration Code, Webhooks, REST API, Tables



Daniel Sarcia AI Automations | Project 046 Page 2 of 3

Detailed Workflow Breakdown - Intelligence, Scoring & Routing
WF01 - Multi-Source Lead Intake

Captures Google Form submissions, normalizes the lead email, extracts the company domain, validates required fields, and searches Zapier Tables for an existing lead.
Paths separate new and existing records. New leads receive a generated business Lead ID before creation; existing leads are updated instead of duplicated.

• Lookup-before-create provides duplicate protection and cleaner data.

• New-vs-existing Paths support controlled record creation/update behavior.

• The generated Lead ID provides a portable business identifier independent of the Zapier Tables row ID.

WF02 - AI Lead Qualification

Watches the central table for leads ready for qualification. A filter blocks previously processed records. AI by Zapier analyzes the prospect's submitted context and saves
structured intelligence back to the lead record.

• Outputs: AI Qualification, Business Need, Intent Level, Service Fit, Buying Readiness, AI Summary, Recommended Action, and AI Qualified At.

• AI handles contextual interpretation while deterministic workflow rules control eligibility and downstream actions.

WF03 - Lead Scoring & Priority

Processes AI-qualified leads that do not yet have a score. Code by Zapier applies a deterministic scoring model using qualification, intent, service fit, buying readiness,
budget, and timeline. It saves Lead Score, Lead Priority, Scoring Reason, and Scored At.

• The representative test lead scored 100/100 and was classified Hot.

• Saving the scoring reason makes prioritization transparent and easier to audit or tune.

WF04 - Lead Routing & Sales Handoff

Validates that a scored lead has not already been routed, then uses Paths to divide leads into Hot, Warm, and Cold operating tracks. Hot leads trigger an immediate
Slack alert and sales handoff. Warm leads enter follow-up; Cold leads are queued for nurture.

• Hot -> Slack sales notification + Sales Handoff status.

• Warm -> Follow-Up queue; Cold -> Nurture queue.

• Routed At prevents repeated routing when later workflows update the same record.

Lead Intelligence & Decision Model
Signal How it is used

AI Qualification Determines whether the opportunity is sufficiently relevant to progress.

Intent Level Captures urgency and strength of expressed interest.

Service Fit Measures alignment between the prospect need and offered automation service.

Buying Readiness Separates research-stage leads from prospects ready to act.

Budget Range Adds commercial-value context to prioritization.

Start Timeline Rewards near-term implementation opportunities.

Central Lead Record
Zapier Tables functions as the system of record for contact and company data plus lifecycle state. Important fields include Lead ID, Lead Status, AI Qualification,
Business Need, Intent Level, Service Fit, Buying Readiness, AI Summary, Recommended Action, Lead Score, Lead Priority, Scoring Reason, AI Qualified At, Scored At,
Routed At, Last Follow-Up At, Follow-Up Count, CRM Sync Status, CRM Synced At, and External CRM ID.
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Advanced Automation Modules - Nurture, Recovery & API Integration
WF05 - Automated Lead Follow-Up & Nurture

Runs a multi-stage follow-up sequence. The workflow waits before contact, rechecks the latest lead state, confirms that outreach is still required, generates personalized
copy with AI, sends through Gmail, updates follow-up tracking, increments the count, waits again, and performs a second follow-up only if the lead remains eligible.

• Rechecking after every delay avoids acting on stale lead state.

• AI-generated messages reuse stored lead intelligence for personalized outreach.

• Last Follow-Up At and Follow-Up Count create durable lifecycle tracking.

WF06 - No-Response Recovery & Lead Disposition

Handles leads that remain unresponsive after automated follow-up. After a final wait and record recheck, Paths separate higher-value opportunities from leads suited to
long-term nurture. High-value no-response leads are escalated to Slack for human recovery; other leads are moved to long-term nurture.

• Human judgment is preserved where commercial value is highest.

• The system creates an explicit disposition instead of silently abandoning unresponsive leads.

WF07 - External CRM Sync & API Integration

Demonstrates integration beyond native Zapier app actions. Eligible leads are validated, transformed into a structured CRM payload with Code by Zapier, and
transmitted by Webhooks by Zapier as an HTTP POST request. The API test used Postman Echo and successfully returned the submitted JSON before the source lead
was marked as synchronized.

• Payload includes lead identity, contact/company data, qualification intelligence, score, priority, AI summary, recommended action, and source-system
metadata.

• CRM Sync Status = Synced, CRM Synced At records the timestamp, and External CRM ID stores a downstream reference.

• This pattern can be adapted to a real CRM or SaaS API when a native Zapier action is unavailable.

Operational Controls & Reliability
• Central source of truth: all modules read and update the same lead record.

• State-aware filters: workflows run only when prerequisites exist and completion fields are still empty.

• Post-delay rechecks: long-running workflows retrieve current state before continuing.

• Dynamic Record IDs: updates target the triggering/search-result row rather than a hard-coded record.

• Audit timestamps: Created At is preserved while Updated At and milestone fields track progression.

• Human-in-the-loop escalation: Slack surfaces Hot leads and high-value no-response opportunities.

• API abstraction: a dedicated Code step transforms internal data into an external-system payload.

End-to-End Validation
A representative test lead, Michael Carter of BrightWave Consulting, requested Marketing Automation with a $5,000-$9,999 budget and a start timeline within 30
days. AI qualification classified the lead as Qualified with High intent, Strong service fit, and Ready Now buying readiness. The deterministic scoring module produced a
100/100 Hot score. Routing successfully triggered the Hot Lead sales path and Slack handoff. Follow-up tracking was exercised during workflow testing, and WF07
successfully posted the structured lead payload to the REST test endpoint before marking the lead CRM Synced.

Business Value & Portfolio Significance
• Faster response: intake, qualification, prioritization, and routing are automated.

• Better sales focus: high-value leads surface quickly while lower-priority leads continue through structured nurture.

• More consistent follow-up: delays, rechecks, counters, and AI-personalized messages reduce missed outreach.

• Reduced lead leakage: valuable non-responsive leads receive explicit human recovery.

• Integration readiness: custom code and REST API synchronization demonstrate adaptability to real client stacks.

• Maintainability: seven focused workflows are easier to explain, troubleshoot, extend, and package as modular business services.

Project Outcome: A complete Zapier-native lead operations architecture demonstrating AI decision support, deterministic scoring,
modular state management, multi-stage nurture, human handoff, custom code, and REST API integration.



