
One of the most difficult client situations I handled was not as the owner of a company. I had 
joined a small website development company as a sales team lead intern. Later, by the time I 
was handling the account as sales manager, the project had already been delivered. The 
problem was waiting for me. A junior salesperson on the team—someone who later reported to 
me—had made a promise two months earlier to a client. He had told them the website would 
increase customer acquisition by around 25% in six months. I was not there when that promise 
was made. I inherited the fallout. 
 
The client was a small industrial and agricultural pumps and submersible motors servicing 
company in Maharashtra. It was based in a taluka town in the sugar belt of western 
Maharashtra. It served farmers, sugar factories, small industrial units, housing societies, and 
contractors across nearby districts. Its work included submersible pump repair, openwell pump 
servicing, monoblock pump installation, three-phase motor rewinding, spare parts supply, and 
annual maintenance contracts. Most of its leads came from word of mouth, repeat customers, 
Justdial, WhatsApp, and walk-ins. The owner wanted more enquiries from nearby talukas and 
districts, so he had asked whether a website could get him more customers. The junior 
salesperson said yes and promised growth. The website was built with service pages, product 
pages, a gallery, an enquiry form, WhatsApp click-to-chat, Google Maps, and some Marathi 
content. But after three months, the client had received only a handful of enquiries, mostly 
spam. No significant new customers had come from the website. The owner called us, frustrated 
and embarrassed. He had told his team and family that the website would bring business. Legal 
action was out of bounds, but the reputational risk was real. I could lose referrals in the local 
business network. 
 
I went to their office. It was a small office near the main road, with two service vehicles parked 
outside and a few technicians working on motors. I sat with the owner and the person who 
handled calls. I looked at their phone, WhatsApp, and notebook. Then I audited the website and 
the funnel. I checked Google Analytics, Search Console, Google Business Profile, forms, calls, 
mobile speed, SEO basics, calls to action, and lead follow-up. I found several things. The 
website had low traffic, mostly direct and branded searches. It did not rank for local searches 
like “submersible pump repair near [town]” or “motor rewinding in [district].” The Google 
Business Profile was unclaimed or poorly optimized. It had no recent photos, no posts, and few 
reviews. The enquiry form worked, but notifications went to an email nobody checked, and 
some landed in spam. There was no call tracking. The site was mobile-friendly, but it loaded 
slowly on rural 3G and 4G networks. The offer was generic. There were no service area pages 
for nearby talukas, no emergency repair promise, no warranty information, no photos of actual 
repairs, and no testimonials. The client’s office person did not follow up on WhatsApp enquiries 
quickly. During peak irrigation and monsoon seasons, the owner was often in the field, so calls 
went unanswered. The real bottlenecks were local visibility, trust, and lead response, not the 
website itself. 
 
I also saw the local context. In Maharashtra, especially in the sugar belt, farmers often called 
from the field. They sent photos of damaged pumps on WhatsApp. They searched in Marathi. 
They trusted Google Maps reviews. They needed emergency service during irrigation season. 



The client’s busiest times were before monsoon and during crushing season. During those 
times, the owner was often on site, so calls went unanswered. The office person was not trained 
to convert enquiries. The website had no service area pages for nearby talukas. It had no 
Marathi content initially. It had no photos of actual repairs. It had no reviews. It had no 
WhatsApp Business catalog. It had no call tracking. The form went to an email nobody checked. 
Some leads went to spam. The site loaded slowly on mobile networks in rural areas. The client 
had a Justdial listing and an unclaimed Google Business Profile. They had a few reviews but not 
recent. Competitors had more reviews and photos. Their competitors were authorized dealers 
and local mechanics. The client’s differentiator was quick turnaround and experienced 
rewinding, but the website did not show that. 
 
I separated what I controlled from what I did not. I controlled the website, the forms, the 
tracking, the content structure, and the training. I did not control market demand, competition, 
pricing, offer, sales follow-up, ad budget, seasonality, or Google’s algorithm. I explained that to 
the client. I offered three options. Option A was repair and continue. I would fix the technical 
issues, set up Google Business Profile, do local SEO basics, create service area pages, install 
call tracking, integrate WhatsApp Business, set up a review generation process, train their office 
person on lead response, and run a 90-day improvement plan. They would provide photos, 
reviews, service details, and respond to leads within a set time. I did not guarantee customers. 
Option B was a partial refund and handover. I would hand over all credentials and assets, 
provide documentation, and help them migrate to another provider. Option C was reduced-fee 
growth support for three months. I also referred them to a local marketing specialist who 
understood Marathi and local search. I capped my free work at 15 hours over 30 days. I got the 
agreement in writing. I never promised growth again. 
 
The client chose Option A. We fixed the site, set up the Google Business Profile, added Marathi 
content, service area pages, real photos, and reviews. We installed call tracking and WhatsApp 
Business. I trained their office person to respond to leads within a few hours. We measured 
traffic, calls, forms, response time, and booked service calls. After 90 days, they saw more calls 
from Google Maps and WhatsApp, and some new service enquiries. It was not a dramatic 
growth story, but it was real and measurable. More importantly, the relationship was repaired. 
 
If they had rejected every offer, I had a final written resolution ready. I would have handed over 
the assets, provided documentation, offered a partial refund, and closed the matter. I prepared a 
letter of closure. I prepared for a negative review and responded calmly and factually. I 
documented everything. What could have happened was also clear to me. They could have 
demanded a full refund, withheld final payment, disputed a card payment, demanded free ads, 
demanded all assets, asked for a written admission of fault, requested a retroactive guarantee, 
stopped paying maintenance, left negative reviews, badmouthed us in local business networks, 
or involved mutual contacts. None of those were legal actions, but all of them cost time, money, 
reputation, and peace of mind. 
 
Looking back, I learned that the junior salesperson had sold a business outcome while the team 
had delivered a technical foundation. I was not the owner, so I could not change company policy 



overnight. But I changed how my team sold, what we promised, and how we documented 
expectations. I stopped selling customer acquisition. I sold what we actually delivered: a fast, 
mobile-friendly website, a single source of truth for content and data, clear calls to action, lead 
capture, analytics, Search Console, conversion tracking, Google Business Profile setup, 
training, and a foundation that supported marketing. If a client wanted growth, we sold it 
separately as a marketing retainer or partnered with someone who did SEO and ads. We never 
bundled a growth guarantee into a website build. 
 
I trained myself and my team to never say “this will get you X customers,” “guaranteed leads,” or 
“you’ll double your business.” We said “this is designed to support growth,” “the website is one 
part of the acquisition system,” and “we control the website; you control the offer, follow-up, and 
budget.” We used discovery to find the real bottleneck. If the website was not the bottleneck, we 
said so and walked away or referred them. We put everything in writing. Our proposal and 
contract included scope, deliverables, timeline, client responsibilities, exclusions, assumptions, 
payment terms, change order process, acceptance criteria, a no-guarantee-of-results clause, 
limitation of liability, termination and kill fee, ownership and handover, and portfolio rights. We 
added a client responsibilities addendum. We had a lawyer review the contract. 
 
We onboarded with education. At kickoff, we explained the growth system: traffic, website, 
conversion, follow-up, sale. We showed them that the website was only one box. We built 
measurement in from day one. We established a baseline and installed analytics, Search 
Console, call tracking, form tracking, CRM integration, and a simple dashboard. We defined 
success as what we controlled: site launches on time, page speed score, mobile 
responsiveness, working forms, analytics installed, training completed, Google Business Profile 
optimized, lead capture live. We did not agree to KPIs like 20 new customers per month, 
$50,000 in new revenue, number one ranking, or 100 leads in 30 days. We offered a 30/60/90 
day post-launch plan, capped free support, and moved to paid maintenance or a clean 
handover. We trained the team with checklists and scripts. We walked away from red flags: 
clients who demanded guaranteed leads, would not provide content or access, had no 
marketing budget but expected growth, wanted to pay only on results, had unrealistic timelines, 
blamed every previous developer, would not sign a scope or responsibilities document, or 
refused to track leads and follow up. 
 
If we still wanted to promise growth, we did it properly. We only promised growth if we controlled 
traffic, conversion, follow-up, budget, and reporting. That meant becoming a growth agency or 
partnering with one. It was a separate contract, separate pricing, separate KPIs, and no 
guarantees unless we had a proven system and contractual control. The core rule I learned was 
that we could only guarantee what we controlled. We controlled code, design, speed, mobile 
usability, forms, analytics, training, and handover. We did not control market demand, 
competition, pricing, offer, sales follow-up, ad budget, the economy, seasonality, or Google’s 
algorithm. We built our sales, contracts, onboarding, and delivery around that distinction. That 
experience taught me that trust came from setting expectations and being accountable for what 
we controlled. It also taught me that a painful client situation could become a professional 



ending and a stronger process if I listened, audited, fixed what I controlled, set hard boundaries 
on free work, offered a clean resolution, and protected the company’s reputation. 
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