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How To Use This Guide

This e-book is designed to help you connect HubSpot activity to
real business outcomes.

Each chapter is structured to be practical and outcome-driven.
You will find:

(ﬁy The outcome you want as a business owner
% HubSpot features that support that outcome
: P PP

& Common pitfalls that derail results

@ Best practices that restore clarity and execution

@ A stats call-out you can use as a credible problem quote in
your layout

You can read this guide from start to finish or jump to the chapter
most relevant to your current business stage.

1 | How to use this guide TEAMREVENUE



Introduction

Most business owners do not buy HubSpot because they
love software.

They buy it because they want clearer visibility into performance, a
more consistent pipeline, better alignment across teams, and
fewer execution breakdowns as the business scales.

HubSpot can deliver all of that, but only if it is implemented with a
business outcomes lens.

This guide helps you pressure-test whether HubSpot is functioning
as a true growth system or simply acting as a database. A core
principle you will see reinforced throughout this guide is that
HubSpot must be treated as the center of truth first, not an
afterthought. Strategy, process, automation, and integrations
should all be designed around this assumption.

SETTINGS

CHAT

FILTER
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CHAPTER 1

The CRM as the Center of Truth

An effective Customer Relationship Management (CRM) system
provides confidence. It is a single, central source of truth for your
business where up-to-date, accurate customer, pipeline, and
revenue data live, so decisions can be made quickly and
confidently based on real-time, accurate information without
reconciling multiple tools or questioning the numbers.

However, when the CRM is not treated as the central source of truth,
systems sprawl, data fragments, and teams lose confidence in their
reporting. This chapter explains why HubSpot must sit at the center of
your technology ecosystem and why integrations should reinforce
that role from day one.

% Key HubSpot Features

Core CRM objects (contacts, companies, deals, tickets)

Object associations

Application Programming Interface (API) and custom

v

Vv

v/ Data sync and native integrations
. integration support
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What Actually Means

Being the center of truth does not mean replacing every tool with
HubSpot. It means HubSpot is the authoritative system for
customer and revenue data. Other platforms may create or
consume data, but HubSpot governs where truth lives.

This mindset should be applied first, rather than being retrofitted
later. Every new tool decision should begin with one question: how
does this integrate with HubSpot as the system of record?

How HubSpot Facilitates Seamless Integration

HubSpot’'s strength lies in its ability to integrate seamlessly with the
rest of your stack.

Native integrations enable tools such as email, calendars,
marketing platforms, customer support systems, and billing
tools to sync data reliably with minimal overhead.

Third-party integration platforms and APIs extend HubSpot's
reach when native options are not available.

@ Custom integrations should be built intentionally, with
clear ownership and documented logic.

Regardless of the method, the principle stays the same. HubSpot
remains the source of truth for core objects and reporting.
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{N\ Common Pitfalls & Challenges to Avoid

{é‘} Allowing third-party tools to become the de
facto source of truth

Duplicating critical fields across systems
without governance

@ Integrations built without documentation or
ownership

Syncing excessive data that adds noise and risk

Best Practices to Follow

@ Define system ownership for every critical data field

Use native integrations whenever possible

Design integrations to support reporting and decisions,
not convenience

Document integration logic and owners

OO0 OO

Review integrations as part of quarterly system governance

Some 35% of CFOs report their organization
lacks access to quality data, hindering

insight and decision-making. n
35%

Accenture via World of Finance Report —»
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https://worldoffinrep.com/blogs/single-source-of-truth/

CHAPTER 2

Trusting Your Numbers and Making
Confident Decisions

If you cannot trust your numbers, every decision becomes
harder than it needs to be. This chapter focuses on how
HubSpot data structure and discipline enable leaders to make
confident decisions without second-guessing reports or
relying on spreadsheets.

4 )
j‘b Key HubSpot Features

/ Core objects (contacts, companies, deals, tickets)

v/ Properties and property groups

v/ Object associations

ervice - Automation ~ Reports - Asset Marketplace ~ Partner ~
\/ Required fields Lead Generation
== Dashboard filters m
\ New Marketing Qualified Leads MQL's by Source
. \’;‘_“'( Search aid Search ‘mail Marketing Organic Social A:i...:‘:.p_ﬁ. h Organic Search Referrals
convenient data tracking

11.25% (985)
Aug 201 op 2017 Oct 2017
Date entered "Marketing Qualified Lead (Pipeline de etapa del ciclo
de vida)' 14.46% (1,266)

Contact Lifecycle Funnel
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{N\ Common Pitfalls & Challenges to Avoid

=

Too many properties without a clear purpose

()
B2
(3

Different teams tracking the same information
differently

Reports that require manual explanation

W K

Spreadsheets used to validate CRM reporting

Best Practices to Follow

@ Design data structure around decisions and reporting
@ Standardize property definitions across teams
@ Keep the data model as simple as possible

@ Retire unused properties quarterly

Poor data quality costs
organization an average of

$12.9 M

per year

Link to Gartner article —
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https://www.gartner.com/en/data-analytics/topics/data-quality

CHAPTER 3

Knowing What Is Actually Driving

Revenue Growth

Growth feels unpredictable when you cannot clearly see what is
creating pipeline and revenue. This chapter demonstrates how
HubSpot enables the connection between marketing activities
and real revenue outcomes, ensuring that investment decisions
are based on impact rather than assumptions.

é )
}5 Key HubSpot Features
v/ Campaigns v/ Forms and tracking
v/ Attribution reporting v/ Marketing analytics
\ J
Q. Search HubSpor
3 Q3 Campaign
rA[ug‘lTsli 26, 2020 by Alana Kelly ;\:lc;geL allocated towards ad spend
track your success $15,000

Performance

i}

]

o>

Tasks m

Contact attribution:  First touch Date range: All data ~
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{N\ Common Pitfalls & Challenges to Avoid

X Campaigns launched with inconsistent
naming and structure

‘@ Tracking activity, but not pipeline and
revenue outcomes

7"R Over-relying on last-touch attribution

Q Measuring success by volume instead of impact

Best Practices to Follow

Define success before launch (pipeline, revenue, CAC,
payback)

@ Tie campaigns to pipeline influence
@ Use attribution to inform budget decisions

@ Review and optimize monthly

Only 30% of Chief Data and Analytics Officers
say their top challenge is the inability to

measure data, analytics, and Al impact A
on business outcomes.
{0)74

Link to Gartner article —>
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https://www.gartner.com/en/newsroom/press-releases/2025-02-20-gartner-survey-finds-one-third-of-cdaos-cite-measuring-data-analytics-and-ai-impact-as-top-challenge

CHAPTER 4

Clear Visibility Into Lead Quality and
Sales Focus

Sales teams struggle when effort is spread evenly across good
and bad leads. This chapter focuses on how HubSpot helps
teams prioritize the right conversations by aligning lead
quality, behavior, and sales focus.

j’) Key HubSpot Features

v/ Lifecycle stages v/ Lead scoring

v/ Lead status v/ Lists and segmentation

| Exit ‘ ‘ Save Saved with draft changes Best Fit Customers # Score is OFF —
Criteria Contacts Settings
Score limit: 100+ peints @ Learn more
) N Group score limit +/- 100 -]
Fit group A # R,
Associated company © Association settings trqck good quds
Properties .
Country/Region g is equal to any of v
Add 10
Austria
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{N\ Common Pitfalls & Challenges to Avoid

Inflating pipeline with unqualified leads

Misaligned definitions between marketing
and sales

Advancing leads based on optimism instead
of behavior

Stalled leads are staying in active stages too long

L 3 XD

Best Practices to Follow

@ Align lifecycle stages to buyer behavior
@ Agree on what makes a lead sales-ready
@ Use scoring to prioritize effort, not replace judgment

@ Review stuck stages weekly

Nearly half (49%) of CSOs report sales
and marketing definitions of a qualified

lead differ greatly. h
497%

Link to Gartner article —>
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https://www.gartner.com/en/newsroom/press-releases/2025-05-21-gartner-survey-reveals-less-than-half-of-csos-report-their-organization-met-several-2024-strategic-goals

CHAPTER 5

A Predictable and Coachable Sales
Pipeline

A pipeline should be a coaching tool, not a guessing game.
This chapter explains how HubSpot pipelines, stages, and
forecasting create predictability while enabling better sales
management and coaching.

}5 Key HubSpot Features

v/ Deal pipelines v/ Forecasting tools
v/ Deal stages v/ Goals

v/ Required deal properties v/ Playbooks

é Contacts ~ Conversafions ~ Marketing ~ Sales ~ Service - Automation ~ Reports ~ Asset Marketplace ~  Partner +

Back to analytics tools

Deal pipeline waterfall summary
Sales Analytics

Summary
—_—
42095 & Teams v
+$87,000.00 change in pipeline

Forecasts & Pipelines v A 13.87% increase
. . . .
pl pe I I n e I n S pectlon Deal change history Deals expected to close: This entire week ~ Pipeline changes that occurred: This entire week -
Deal funnel

| Deal pipeline waterfall
Deal push rate

Forecast category

12 | A predictable and coachable sales pipeline TEAMREVENUE



{N\ Common Pitfalls & Challenges to Avoid

Y] stages based on internal steps, not buyer
commitments

Forecasts driven by gut feel

@ Inconsistent deal record data

0o Too many pipelines with no governance

Best Practices to Follow

@ Build stages around customer commitments
@ Require key fields before stage movement
@ Run a weekly pipeline inspection

@ Use forecasts as a monogement tool, not a report

Four in five sales and finance leaders
say they missed a quarterly sales

forecast in the past year. n
t{0)/4

Link to Xactly article —»
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https://www.xactlycorp.com/company/press-room/new-forecasting-research-uncovers-need-collaboration

CHAPTER 6

Fewer Breakdowns Between Teams
as the Business Scales

As companies grow, handoffs break down without clear systems.
This chapter focuses on how workflows and automation improve
alignment without removing accountability or visibility.

}5 Key HubSpot Features

<~ Workflows  Tasks and notifications

v/ Cross-object automation

If/then branch

Workflows
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{N\ Common Pitfalls & Challenges to Avoid

194 over-automating without visibility

<:> Conflicting workflows

8— Automation that removes ownership

[3 No documentation of automation logic

Best Practices to Follow

@ Automate handoffs, not judgment calls
@ Keep humans in the loop for high-stakes steps
@ Document workflows and owners

@ Review automation quarterly

By 2027, 80% of data and analytics
governance initiatives will fail without

a crisis-driven push and outcome
alignment. 80%

Link to Gartner article —>
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https://www.gartner.com/en/newsroom/press-releases/2024-02-28-gartner-predicts-80-percent-of-data-and-analytics-governance-initiatives-will-fail-by-2027-due-to-a-lack-of-a-real-or-manufactured-crisis-

CHAPTER 7

Focused Effort Instead of Constant
Busy Work

Busy teams are not always productive teams.

As businesses scale, activity increases faster than clarity. Without
intentional segmentation and focus, teams spend time reacting to
tasks instead of driving outcomes. Focus is not about asking teams to
work harder. It is about designing systems that make the right work
obvious. This chapter explains how HubSpot Segments (formerly known
as Lists) and saved views enable teams to align and prioritize their
efforts based on readiness, behavior, and impact, driving outcomes
and improving results without increasing workload.

% Key HubSpot Features

v/ Segments (formerly Lists)

Segments are how HubSpot groups records for prioritization, automation,
and reporting.

+/ Active Segments

Automatically update as records meet or no longer meet defined criteria. Best used
for ongoing prioritization, automation triggers, behavioral focus, and reporting.

/ Static Segments

Fixed snapshots in time. Best used for one-time campaigns, event follow-ups,
or historical analysis.

+/ Behavioral Segmentation
Using engagement, lifecycle stage, intent signals, and fit criteria to guide focus.
/' Saved Views and Filters

Role-based views across contacts, companies, deals, and tickets that turn
segmentation into daily execution

. J

16 | Focused effort instead of constant busy work TEAMREVENUE



{N\ Common Pitfalls & Challenges to Avoid

(IT) Treating all leads and accounts the same, regardless of
readiness or intent

Using static segments for ongoing prioritization or automation

¥ Il

Creating multiple segments with overlapping or inconsistent logic
@ Lists or segments built without ownership or documentation

K_I_K Measuring activity volume without priority or outcome context

These issues create constant busy work while masking inefficiency.

Best Practices to Follow

@ Use active segments for prioritization, automation, and
reporting

@ Reserve static segments for one-time or historical use only

@ Centralize and document segmentation logic used
across teams

@ Build saved views by role to guide daily execution

@ Audit segments and views quarterly to maintain relevance

When focus is designed into the system, teams naturally spend
time on higher-impact work.

Only 35% of sales professionals fully trust

the accuracy of their data. n
35%

Link to Salesforce article —>
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https://www.salesforce.com/sales/state-of-sales/

CHAPTER 8

Visibility Into the Customer
Experience After the Sale

Revenue does not end at the close. This chapter focuses on how
HubSpot connects service data to revenue conversations,
enabling retention, expansion, and better customer experiences.

)5 Key HubSpot Features

v/ Tickets and service pipelines
v/ Service Level Agreements (SLAs)

/ Customer feedback tools (surveys)

.‘}5 Contacts ~ Conversations ~ Marketing ~ Sales~ Service Automation v Reports ~  Asset Marketplace ~  Partner ~ Q '&" Q (‘\ -
o v

Tickets = = Mew Ticket Pipeline All tickets -
Q == More filters Clear All Board actions ~ H Save view
NEW TICKET % 0 WORKING ONIT & 2 WAITING ON TECHNICIAN 1 CLOSED 21N
Login Functionality issue LP - fonctionne pas
Open for 20 days Open for 7 days Close date: 03/23/2021
Ticket owner: Marc Healy Ticket owner: Garrett Park Ticket owner: Edouard Bacquelin
® High Mediun ® High
REIE R e R Password Reset Not working
1 H H Jira issue . 02/25/202

ticket pipeline e Close date: 02/25/2021
i T Ticket owner: Stephan Brennan
Ticket owner: Sebastian Moeferdt

ICK: owl lar T [J
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{N\ Common Pitfalls & Challenges to Avoid

&] Service data living in isolation
@ Reacting to churn instead of predicting risk ! .

@ Feedback collected but not operationalized

@_ Unclear ownership of customer health

Best Practices to Follow

@ Connect service insights to revenue conversations
@ Track trends by category and root cause
@ Define and enforce SLAs

@ Share customer insights across teams monthly

More than half of consumers (52%)
stopped buying from a brand because

they had a bad experience. n
52%

Link to PWC article —>
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https://www.pwc.com/us/en/services/consulting/business-transformation/library/2025-customer-experience-survey.html

CHAPTER 9

Leadership Insight Without
Operational Overload

Leaders need clarity, not noise. This chapter explains how
HubSpot reporting delivers insight without forcing leaders to
sift through raw data.

js Key HubSpot Features

v/ Dashboards v/ Funnel analysis

v/ Custom reports v/ Goals

dashboard analytics

Contacts created New contacts by sounce Lifecycle stage totals Marketing qualified leads by original source

20 | Leadership insight without operational overload TEAMREVENUE



{N\ Common Pitfalls & Challenges to Avoid

98 Too many dashboards with conflicting numbers »

@ Vanity metrics that do not drive decisions

, 1
) Reports built without clear questions \“\‘

Leaders reviewing raw data instead of trends

Best Practices to Follow

Build dashboards around decisions and operating rhythm

Limit leadership dashboards to a focused KPI set

Separate leadership reporting from team activity
dashboards

© OO0

Review weekly and monthly, consistently

Some 58% of leaders report their
organization makes most or all big

decisions using inaccurate or n
inconsistent data. 58%

Link to DevPro Journal article —>
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https://www.devprojournal.com/software-development-trends/data-analytics/bad-data-makes-bad-decisions-58-of-leaders-report-companies-using-inaccurate-data-for-big-decisions/

CHAPTER 10

A System That Scales Without Breaking

Scaling successfully requires a clear structure, effective
governance, and seamless integration. This chapter focuses
on how HubSpot permissions, architecture, and integrations
allow the CRM system to remain the center of truth as
complexity increases.

}5 Key HubSpot Features

v/ Teams and permissions v/ Integrations

<~ Field-level access

Contacts ~  Conversations - Marketing ~  Sales + Service - Automation - Reporting ~  CRM Development

Back to Reports
< Back to all users

Settings Q
v Amy Chamness
Active D amymcook@umich.edu

Your Preferences

View user amymcook@umich.edu in Atlas

Seats + permissions Access Setup Profile
Account Setup
Seat
Teqm PermiSSionS Seafs give users access o paid features.

v
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{N\ Common Pitfalls & Challenges to Avoid

g)) Granting too much access too early

</> Hard-coding processes that cannot evolve

{:g Poorly planned integrations that fragment data

tr3 No system governance as the company grows

te

Best Practices to Follow

Apply least-necessary access by role

Define a single source of truth for key data fields

Use native integrations where possible and document
ownership

© OO0

Review system structure as part of quarterly planning

A whopping 31% of CRM admins
reported poor-quality data leads to at
least 20% of annual revenue lost.

Link to Validity article —»
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https://www.validity.com/wp-content/uploads/2024/05/The-State-of-CRM-Data-Management-in-2024.pdf

Conclusion

When implemented with clear outcomes, strong governance,
proper enablement, and thoughtful integrations, HubSpot
becomes far more than software. It becomes the operational
backbone of the business.

The goal is not more data. The goal is clarity, alignment, and
confident execution.

When HubSpot serves as your center of truth and engine of
execution, growth becomes more predictable, teams become
more aligned, and leadership can focus on building the future
rather than managing the noise.

ENABLEMENT

GROWTH

©

EXECUTION
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George Albert @
CEO, Managing Partner

George Albert is a seasoned leader with over 20 years of experience. He
founded three companies and currently serves as CEO of TeamRevenue. He
specializes in scaling B2B SaaS and service companies and provides practical
sales, marketing, and customer success systems. He also pioneered The BOS,
a business operating system for SMB companies that accelerates execution,
accountability, and growth.

A certified HubSpot Partner, George is known for blending strategy with action
across GTM, revenue enablement, and outbound sales.

Explore the RevOps Series
insights, proven strategie
takeaways to strengthen
RevOps approach.

LEARN MORE


https://teamrevenue.com/insights-revops
https://www.linkedin.com/in/geoalbert/
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https://www.facebook.com/TeamRevenueGroup/
https://www.youtube.com/@WeAreTeamRevenue
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