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S T A R T  H E R E

What this playbook is for.
B2B marketing changed faster than most teams' operating models did. Buyers now run

most of their process before they ever raise a hand, more of their questions get answered

inside AI assistants than on a page of blue links, and the teams pulling ahead tend to be

small ones that use automation to perform well above their headcount.

This is the operating guide I wish more teams had in front of them. It is built for marketing

leaders and operators who carry a wide remit with a lean team: brand, content, demand,

enablement, and the systems underneath. There is no theory here for its own sake. Each part

gives you a model, the moves that tend to work, and a way to put it to work this quarter.

The thread running through all of it is a specific kind of advantage: using AI to orchestrate

content, research, and analytics so a few good people produce the output of a much larger team.

That tends to be the line between teams that keep up and teams that set the pace.

W H O  I T ' S  F O R

Heads of marketing at lean organizations,

founders running their own go-to-market,

and operators who own more than their title

suggests.

H O W  T O  R E A D  I T

Skim the contents, jump to the part you need

now, and run the 90-day plan at the back to

sequence the work.

T H E  P R E M I S E

Headcount is no longer the ceiling on output. Judgment, a clear point of view, and a

well-built system are.
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C O N T E N T S

What's inside.

01 The new buying reality How B2B buying changed, and what it means for your

team.

02 Positioning & message The foundation that makes everything else compound.

03 The content engine A system that earns authority, not a pile of posts.

04 Channel orchestration Run search, social, email, and video as one motion.

05 The AI & automation layer How a lean team performs like a much bigger one.

06 Demand & pipeline Turn attention into qualified pipeline sales can close.

07 Measurement A short list of metrics that ties back to revenue.

▶ The 90-day quick-start A sequenced plan to put all of it to work.

▶ The checklists Everything above, in a form you can run against.
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01P A R T  0 1

What changed in B2B buying.
The mechanics of how a company decides to buy have shifted under everyone's feet.

Build for how buyers actually work now, not for the funnel diagram on the wall.

Most of the process is self-directed and invisible.

Buyers research, compare, and form a shortlist long before they contact sales. A large share of

that activity happens in places you cannot track cleanly: private communities, peer DMs, group

chats, podcasts, and the parts of social often called dark social. By the time a form gets filled, the

decision is frequently half-made.

Search is fragmenting.

People still use Google, but more questions now get answered inside AI assistants and answer

engines that summarize rather than link out. Being the source those systems pull from and cite

is becoming its own discipline, separate from ranking blue links.

Buying is signal-based, not funnel-tidy.

Intent shows up as behavior scattered across many touches, rarely as a clean linear path. Teams

that do well tend to read those signals and meet buyers where they already are, instead of

forcing everyone down one route.

W H A T  I T  M E A N S  F O R  Y O U

Build to be found and trusted before the hand-raise, not only to capture it after.
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P A R T  0 1  ·  T H E  S H I F T

The shift, in one table.
The old motion still shows up in plans and org charts. The new one tends to win. Most of

this playbook is about closing the gap between the two.

THE OLD MOTION THE MOTION THAT TENDS TO WIN NOW

Marketing creates demand, sales
captures it.

Buyers self-educate; marketing's job is to be present and
credible while they do.

Gate everything to generate
leads.

Earn trust in public; gate only what's worth an email.

One linear funnel. Many signals and non-linear paths.

Rank on Google. Be the cited source across search and AI answers.

Channels in silos with separate
goals.

One orchestrated system with shared goals.

Headcount drives output. Automation and AI drive output.

Report lead volume. Report pipeline and revenue influence.

You do not have to flip every row at once. Pick the gaps costing you the most and start there.
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02P A R T  0 2

Positioning and message foundation.
Positioning is the work you do before any content is worth making. Skip it and you

produce volume that never compounds into authority.

Answer three questions plainly.

Write the answers in language a customer would actually use, not internal language. If the words

only make sense inside your building, they will not travel.

Build a message hierarchy.

One core promise. Three supporting pillars. Proof under each. Everything you publish should

ladder up to one of the three, which keeps a small team consistent without a committee

reviewing every line.

Give them a reason it matters now.

Tie the case to a change in the buyer's world, not a feature in your product. A clear cost of

standing still tends to move people more than another list of capabilities.

P R I N C I P L E

If your team can't state the core promise the same way without reading from a doc, the

positioning isn't finished.

Category. What space are you in, or the one you intend to define?

Audience. Who is it for, specifically, and who is it not for?

Reason to choose you. Why you over the obvious alternative, including doing nothing?
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03P A R T  0 3

The content engine.
Think in systems, not posts. A content engine has a few pillars you want to own and

clusters of supporting pieces under each that link together and reinforce authority over

time.

Pillar topic you want to own

S U P P O R T E D  B Y  C L U S T E R S

Sub-topic article Practical how-to Original data / teardown Point-of-view piece

E A C H  O N E  R E P U R P O S E D  I N T O

LONG-FORM SHORT VIDEO SOCIAL POSTS EMAIL SLIDES

Make once, repurpose with intent.

A single strong piece of thinking can become an article, a teardown, a short video, a set of social

posts, an email, and a deck. Produce the core idea well, then adapt it for each surface rather

than starting from scratch each time.

Cadence beats bursts. A point of view beats volume.

A steady rhythm a small team can sustain tends to compound better than campaigns that spike

and vanish. And since generic content is now effectively free and infinite, it is worth very little. A

clear, opinionated point of view is the scarce asset.

P R I N C I P L E

Publish to be referenced, not just read. The aim is to be the piece other people cite.
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04P A R T  0 4

Channel orchestration.
One message, adapted per channel, pointed at shared goals. Channels work best as a

single system rather than separate teams chasing separate scoreboards.

Search and GEO.

Keep doing the search fundamentals, and add generative-engine optimization: structure content

so AI answers can lift and cite it. Clear claims, clean structure, original data, and direct answers

placed high on the page tend to get pulled into AI responses.

Social, especially LinkedIn and dark social.

A lot of B2B influence now happens in feeds and private shares you cannot fully measure. Show

up consistently with a point of view and make work easy to forward. The reach you cannot track

is often the reach that matters most.

Email and video.

Email is the one audience you own outright, so treat the list as an asset and the newsletter as a

relationship rather than a promo dump. Video and audio build trust faster than text, and short

clips extend every idea you already published.

O R D E R  O F  P R I O R I T Y

Owned channels like email and your site compound. Rented channels like social and

search reach. You want both, commonly in that order.
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05P A R T  0 5

The AI and automation layer.
This is the part that separates teams right now. A small group that orchestrates AI across

its workflows tends to produce the output of a team several times its size, and move

faster doing it.

Where AI fits: three layers.

1 Content. Drafting, repurposing, variation, and editing at speed, with a human owning the

point of view and the final word.

2 Research. Synthesizing markets, competitors, and the language real customers use in hours

instead of weeks.

3 Analytics and ops. Turning scattered data into briefs, summaries, and reports on a schedule,

without a person assembling each one by hand.

P R I N C I P L E

AI handles volume and velocity. People own taste, judgment, and relationships. Keep

that line clear and you get the upside without the slop.

The point is not to replace the team. It is to remove the repetitive work that was quietly capping

what a good team could ship, so their attention goes to the parts only people can do well.
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P A R T  0 5  ·  T H E  S T A C K

Building your AI stack.
You do not need every tool. You need a few layers that connect, and the discipline to

automate one workflow at a time.

LAYER WHAT IT DOES COMMON TOOLS

Reasoning & content Drafting, synthesis, editing, variation Claude, ChatGPT, Gemini

Orchestration Connect steps into automated workflows n8n, Make

System of record Where work, data, and pipeline live HubSpot, your project tool

Visibility Track search and AI-citation movement Ahrefs, Brand Radar

How to start without stalling.

Pick one repetitive, high-volume workflow, such as turning a single article into a week of

channel assets or producing a weekly performance brief. Automate it end to end, then move to

the next. Compounding comes from stacking small automated workflows, not from one giant

build that never ships.

Guardrails worth keeping.

Keep a human approval step on anything customer-facing.

Check facts and numbers before they go out.

Protect anything sensitive or regulated; know what data goes where.

Write down your prompts and workflows so they're repeatable, not locked in one person's

head.
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06P A R T  0 6

Demand generation and pipeline.
Attention only matters if it turns into pipeline your sales team can close. This is where

good marketing tends to leak the most value.

Capture with intent.

A few well-built conversion paths beat dozens of forms. Gate the assets worth an email, like a

real tool, a substantive guide, or a calculator, and keep the rest open to build trust. The point of a

gate is a fair exchange, not a toll booth.

Fix the handoff.

Agree with sales on what a qualified lead actually is, route it fast, and close the loop so marketing

can see what happened after the form. Most pipeline leaks at this seam, and it is usually fixable

with a conversation rather than a tool.

Enablement and nurture.

Reps need current battle cards, the message map, and proof. If sales is improvising the story,

marketing has not finished it. And since most of the market is not ready today, stay useful in the

inbox and the feed so you are the obvious call when timing changes.

P R I N C I P L E

Marketing's real output is qualified pipeline and revenue influence, not lead volume.
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07P A R T  0 7

Measurement that holds up.
A short list of metrics that ladder to pipeline and revenue beats a dashboard nobody

reads. Track fewer things, tied to the business, reviewed often.

LAYER WHAT TO WATCH THE QUESTION IT ANSWERS

Audience Organic traffic, impressions, AI visibility,
subscribers

Are you being found and
trusted?

Engagement Content engagement, return visits, email replies
and clicks

Is the work landing?

Pipeline Pipeline created and influenced, qualified-lead
rate

Is it converting to
opportunity?

Business Revenue influenced, win rate, payback Is it paying off?

The attribution reality.

A lot of your most valuable influence, like dark social, word of mouth, and the podcast someone

half-remembers, will never show up in your model. Use attribution to inform decisions, not to

claim precision you do not have. A simple self-reported "how did you hear about us" often

catches what tracking misses.

L E A D I N G  V S  L A G G I N G

Leading signals like cadence, visibility, and pipeline created tell you early. Lagging

outcomes like revenue and win rate tell you whether it worked. Watch both.
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P U T  I T  T O  W O R K

The 90-day quick-start.
A sequence, not a wish list. Each phase sets up the next, so by the end you have a system

that runs rather than a pile of campaigns that ran.

DAYS 1–30 Foundation

Get the base right. Write the positioning and message map, pick your three pillars, audit current

content and channels, stand up your first automated workflow, and set a short metric list with a

baseline.

DAYS 31–60 Engine

Start shipping. Publish on a cadence you can sustain against the pillars, repurpose every piece

across channels, add GEO structure to priority pages, build the lead-capture paths that matter, and

agree the qualified-lead definition with sales.

DAYS 61–90 Compounding

Stack and sharpen. Add two or three more automated workflows, double down on the channels

and topics showing traction, tighten the sales handoff and enablement, and cut the metrics that are

not moving anything.
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R E F E R E N C E

The checklists.
Everything in the playbook, in a form you can run against. If you can tick most of these,

the system is working.

Foundation Content engine

AI & automation Demand & measurement

Positioning written in customer language

Message map shared with team and sales

Three pillars chosen

Metric short-list set and baselined

Pillars and clusters defined

A cadence you can actually sustain

A repurposing workflow in place

A clear point of view in every piece

At least one workflow automated end to

end

Human approval on customer-facing

output

Prompts and workflows documented

Sensitive and regulated data protected

A few strong conversion paths live

Sales handoff and qualified lead agreed

Nurture running for the not-yet buyers

Revenue-tied metrics reviewed monthly
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W H E R E  T O  G O  N E X T

Let's keep going.
If this maps to where your team is, this is the work I do: helping lean

marketing functions build the system behind it, from positioning and a

content engine to the AI workflows that let a small team perform like a

big one.

Book a working session →

C O N N E C T

linkedin.com/in/mikebloomstine

R E A D  M O R E  &  S U B S C R I B E

mikebloomstine.com

Mike Bloomstine is a senior marketing and content leader with 10+ years building content engines and

integrated digital programs across publishing, B2B, and B2C. He writes on AI-enabled marketing and the lean,

automated teams it makes possible.
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