Your CRM s
Use it Like One.

How to turn your most underutilized marketing tool into your
greatest competitive advantage — with a practical 8-step
framework.
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What's Inside

Why This Guide Exists

Start With the Audit

Define Your Data Architecture

Build Your Segmentation Framework
Close the Marketing-Sales Loop
Build Your Automation Architecture
Build Your Reporting Stack

Maintain What You Build

The Mindset Shift

HOW TO USE THIS GUIDE

Work through each section in order — each one builds on the previous. The audit comes first because you

can't fix what you haven't measured. The mindset shift comes last because the tactics only stick when the

thinking has changed. Set aside 2-3 hours for your first pass. Then use the maintenance calendar in Section

7 to keep the work going.




The Gap That
Costs Everything

Most marketing teams have a CRM. Very few use it well. This guide is for the
teams that want to change that.

86% of marketing teams use CRM systems. But only 31% are fully satisfied with their ability to use CRM data.
That gap — between having the tool and actually using it — is one of the most significant missed opportunities

in modern marketing.

The CRM isn't a sales tool that marketing has access to. It's the operational backbone of a modern marketing
function. It's where your first-party data lives. It's where your customer relationships are recorded. It's where
your campaigns should be informed, your audiences built, and your results measured.

When it's working, it's the most powerful tool in your stack. When it's not — when the data is stale, the
workflows are broken, and nobody trusts the reports — it becomes tech debt. A frustration. A line item that's

hard to justify.

79% $12.9M

of opportunity data never enters the average annual cost of poor data
CRM (Vantagepoint) quality per organization (Gartner)

The investment has already been made. The license is paid. The system is deployed. The data exists. What's
missing is the knowledge and the discipline to use it. That's what this guide is for.

Work through it in order. Each section builds on the one before it. Start with the audit — you can't fix what you
haven't measured. End with the mindset shift — the tactics only stick when the thinking has changed.



Start With
the Audit

Before you can use your CRM well, you need to know what you're actually working with. Most
teams skip this step. Don't.

The Data Quality Audit

Pull a sample of 200-300 contacts and evaluate them against these criteria. Most teams discover 30-50% of
their data has significant quality issues. That's not a failure — it's a starting point.

FIELD WHAT TO CHECK

Lead Source Is it filled in? Are the values standardized and consistent?
Contact Owner Is every contact assigned? Are assignments current?

Lifecycle Stage Does the stage reflect reality? Is it being updated?

Last Activity Date How stale is the data? What % has had no activity in 12+ months?
Email Validity What % of emails are bouncing or unsubscribed?

Campaign Attribution Can you trace how this contact entered your database?

The Configuration Audit

Separately, evaluate how the system is set up for marketing use. Answer each question honestly.

Are marketing-relevant fields (campaign source, content engagement, nurture stage, persona) present and being
used?

Are your marketing tools (email, website, ads, social) integrated with the CRM and syncing data?

Are there active workflows or automations? Do you know what they do? Are they still relevant?

Is there a defined lead scoring model? Is it being used?
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Can you run a report that shows which campaigns drove revenue? If not — why not?

"The answers to these questions tell you where your highest-leverage opportunities are.
Most teams are surprised by what they find."



Define Your
Data Architecture

Data quality doesn't happen by accident. It requires a clear definition of what data you need, how
it should be structured, and who is responsible for maintaining it.

The Fields That Matter for Marketing

At minimum, every contact in your CRM should have these fields populated and maintained:

IDENTITY FIELDS

BEHAVIORAL FIELDS

First name, last name
Email address (validated)
Company

Job title

Phone (where applicable)

SOURCE FIELDS

Original lead source — the channel that first brought them
in

Most recent lead source — the most recent channel that
drove engagement

Campaign attribution — the specific campaign responsible
for creation or last conversion

Standardizing Your Values

Last activity date
Emails opened (count)
Website visits
Content downloaded
Webinar attendance

Any engagement signals your tools capture

QUALIFICATION FIELDS

Lifecycle stage (subscriber - customer)
Lead score
Persona / ICP fit

Deal stage (if applicable)

Inconsistent data is as bad as missing data. If your lead source field has 47 different values because everyone

entered it differently, it's useless for segmentation and reporting.

THE CONTROLLED VOCABULARY RULE

Establish a defined list of acceptable values for every categorical field — and enforce it through field

validation, dropdown menus, and training. This sounds tedious. It is. It's also the difference between a CRM

you can actually use and one you can't.




Build Your
Segmentation Framework

Segmentation is where the CRM starts to become a genuine marketing weapon. The ability to
divide your database into precise, behaviorally-defined groups is the core capability that drives
relevance and conversion.

The Four Segmentation Dimensions

Effective CRM segmentation operates across four dimensions simultaneously. Demographic alone is not enough

— you need all four.

Demographic & Behavioral Lifecycle Stage Engagement
Firmographic What they've done. Pages Where they are in the Recency
visited, content relationship. A new
downloaded, emails subscriber needs different
opened. This is where the content than a late-stage
real signal lives. opportunity.

6 High-Value Segments to Build Now

These should be dynamic, behavior-based groups that update automatically as contacts meet or stop meeting
the criteria.



HOT LEADS

Visited pricing page, requested demo, or engaged with bottom-
of-funnel content in the last 30 days. Flag for immediate sales
follow-up.

WARM NURTURE

Engaging with content but haven't taken a conversion action.
Belong in an active nurture sequence.

RE-ENGAGEMENT

Active 90-180 days ago but gone quiet. Need a specific re-
engagement campaign before they go cold permanently.

CUSTOMER EXPANSION

Existing customers who haven't purchased a relevant product or
service. Highest-probability upsell targets.

LAPSED CUSTOMERS

Customers who haven't purchased or engaged in a defined
period. Need a win-back sequence.

ADVOCATES

High engagement, positive feedback, strong relationship signals.
Your referral and case study candidates.




Close the
Marketing-Sales Loop

78% of salespeople say their CRM is effective at enhancing marketing-sales alignment. That
alignment has direct commercial impact — but only if both teams are using the same system and
the same definitions.

Align on Lead Definitions

The most common source of marketing-sales friction is a disagreement about what a "good lead" looks like. Fix
it with a formal SLA that defines the following — in writing, agreed upon by both teams:

DEFINITION WHAT IT MEANS WHO OWNS IT
MQL The specific criteria — behavioral, demographic, or both — that qualify a contact Marketing
for handoff to sales. Be explicit. "Visited pricing page AND Director+ title AND defines, Sales
50+ employees" is a definition. "Seems interested" is not. approves
sQL The criteria sales uses to accept or reject an MQL. What makes a lead worth a Sales defines,
sales call? Marketing
approves
Response How quickly sales commits to following up on an MQL. Define it and measure it. Sales owns,
SLA Marketing
monitors
Feedback How sales communicates back to marketing about lead quality. This data makes Both teams
Loop your MQL criteria smarter over time.
Shared Reporting

Marketing and sales should be looking at the same pipeline reports. At minimum, both teams should have
visibility into these five metrics:

Lead volume by source and campaign
MQL-to-SQL conversion rate by source
SQL-to-opportunity conversion rate

Average deal size by lead source
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Time from MQL to closed-won by source

"These reports tell you which marketing activities are actually driving revenue — not just
which ones are driving activity. That's the distinction that matters."



Build Your
Automation Architecture

Automation is where the CRM multiplies your team's capacity. The right message reaches the right
person at the right time — without manual intervention for every touchpoint.

The 6 Core Sequences Every Team Needs

m New Lead Welcome Sequence

The first 7-14 days are the highest-engagement window you'll ever have. Introduce your brand, deliver immediate
value, move toward a conversion action. Personalize to lead source.

m Lead Nurture Sequence

For contacts who aren't ready to buy yet. Design nurture tracks around specific interests or personas — a one-size-
fits-all nurture sequence is barely better than no nurture at all.

MQL Alert & Follow-Up Sequence

When a contact reaches MQL status, automatically alert the assigned sales rep and bridge the gap between marketing
and sales outreach. No MQL falls through the cracks.

Re-Engagement Sequence

For contacts who have gone quiet. Keep it short — 3-4 touchpoints. Make the value proposition clear. Move inactive
contacts to a suppressed segment if they don't re-engage.

Customer Onboarding Sequence

For new customers. Ensures they get the information and support they need to succeed early, which directly impacts
retention.

Win-Back Sequence

For lapsed customers. Acknowledge the gap, lead with value, make a specific offer to re-engage.

Behavioral Triggers to Build
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Pricing page visit = alert assigned sales rep immediately

Content download - enroll in the relevant nurture track

5+ emails opened in 30 days without converting - flag for personal outreach
Customer inactive for 60 days - trigger a check-in sequence

Lead score crosses threshold - automatically promote to MQL status



Build Your
Reporting Stack

If you can't measure it, you can't improve it. Your reporting stack should answer three questions:
What is working? What isn't? What should we do differently?

The 5 Reports Every Marketing Team Should Run

Campaign Attribution Report

Which campaigns are driving the most contacts, the most MQLs, and the most revenue? This is your budget allocation
guide.

Lead Source Performance Report

Which channels are producing the highest-quality leads — not just the most leads? Quality is measured by MQL
conversion rate, SQL conversion rate, and average deal size.

Lifecycle Stage Velocity Report

How long does it take contacts to move from one stage to the next? Where are the bottlenecks? Stalling between MQL
and SQL is a sales follow-up problem. Stalling between SQL and opportunity is a qualification or messaging problem.

Engagement Health Report

What percentage of your database is actively engaging? What's the trend? A declining engagement rate is an early
warning signal that your content or messaging needs attention.

Revenue Attribution Report

Of the revenue closed this month/quarter, how much can be traced to specific marketing activities? This is the report
that justifies marketing's budget and builds credibility with leadership.




Maintain
What You Build

A CRM is not a one-time project. It's an ongoing operational commitment. Treat data quality and
system hygiene as regular, scheduled work — not something you get to when there's time.

The Maintenance Calendar

FREQUENCY TASKS

Weekly Review new contacts for data completeness - Check automation health and error logs - Review MQL
queue for sales follow-up

Monthly Data quality audit on new contacts - Review and update lead scoring criteria - Check for duplicate
records - Review automation performance metrics - Run engagement health report

Quarterly Full database audit - Review and update segmentation criteria - Review and update automation
sequences - Lifecycle stage velocity review - Revenue attribution review - MQL/SQL definition review
with sales

Annually Full system configuration review - Renegotiate field definitions with sales - Review integration health -

Evaluate whether current CRM meets current needs - Full data cleanup and deduplication

Assign Ownership

Data quality doesn't maintain itself. Someone needs to own it. In most marketing teams, this is a marketing
operations function — a person or role responsible for the health of the marketing technology stack, including
the CRM.

IF YOU DON'T HAVE A DEDICATED MARKETING OPS PERSON

Assign CRM ownership explicitly to someone on the team and protect time for it. Even 2-3 hours per week of

dedicated CRM maintenance will produce dramatically better data quality than treating it as an afterthought.

The person who owns the CRM owns the quality of your marketing intelligence. Treat it accordingly.




The Mindset

Shift

Everything in this guide is tactical. But the most important change is a mindset one — and it's the
one most teams never make.

Most marketing teams think of the CRM as a tool they use. The teams that get the most from it think of it as the
infrastructure their marketing runs on. That distinction matters more than any specific tactic in this guide.

"A tool we use when it's convenient." "The infrastructure our marketing runs on."

CRM is mandatory. Campaigns feed data into it.
Reporting comes out of it. Automation runs through it.
When someone leaves, the capability stays.

When the CRM is infrastructure, you build everything around it. Your campaigns are designed to capture data.
Your reporting is built on CRM data. Your automation runs through it. Your marketing-sales relationship is
mediated by it.

That infrastructure mindset is what separates the teams that have a CRM from the teams that have a marketing

weapon.

"The data is there. The capability is there. The license is paid. The only question is whether
you're going to use it."

The teams that have done this work — that have audited their data, built their architecture, designed their
segmentation, closed the marketing-sales loop, built their automation, and maintained it consistently — are
producing results that the rest of the organization can't explain. Their campaigns perform better. Their leads are
higher quality. Their attribution is real. Their budget is justified.

That's what's available to you. Start with Section 1. Do the audit. The rest follows.



Mike
Bloomstine

Marketing strategist focused on Al-powered marketing systems and
B2B growth. | help marketing teams build the infrastructure, processes,
and capabilities that produce consistent, measurable results — not just

campaigns.

mikebloomstine.com

The Al Marketing Gap
What Al Actually Does to Your ROI

Al Didn't Speed Up Marketing. It Changed What Marketing Is.

The Skills Gap Is the Real Al Problem in Marketing

The Modern B2B Marketing Playbook
Your Marketing System Built on Claude

The Al-Powered Marketing Series (5 articles)
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