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Most companies think they know their Ideal Customer Profile (ICP) but if you ask ten people on the 
team, you’ll get ten different answers. 

Even with CRMs full of data, thousands of customer interactions, and large GTM teams, few 
organizations have a clear, validated ICP model they actually operate against. 

The result is predictable: inconsistent revenue, wasted ad spend, inefficient outbound, and messaging 
that shifts every quarter. 

When ICP clarity is missing, every downstream motion suffers: targeting, qualification, pipeline quality, 
product focus, even hiring. 

Teams that lack a well-defined ICP usually share the same symptoms: 

●​ Unpredictable win rates 
●​ Inefficient outbound 
●​ Wasted marketing spend 
●​ Fragmented messaging 
●​ Weak product feedback loops 

These aren’t execution problems. They’re structural ICP problems caused by the same three mistakes 
that quietly exist in almost every GTM organization: 

1.​ No data analysis of closed-won deals​
​
 No one studies the actual patterns across high-value customers: sub-industries, headcount 
bands, or tech stacks.​
 

2.​ No structured input from AEs or CSMs​
​
 Leadership guesses ICP from afar instead of listening to the people who sell, negotiate, and 
retain daily.​
 

3.​ No documented or tiered ICP model​
​
 Even if teams think they know who fits, it’s rarely formalized, validated, or tied to data so no 
one can operationalize it.​
 

The alternative is a data-driven ICP model, one built from both qualitative insight (frontline 
experience) and quantitative proof (enriched CRM data). 
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It replaces assumptions with evidence: who buys fastest, who delivers the highest LTV, and who fits 
cleanly into your product and sales motion. 

This playbook breaks down the 4-step ICP workflow we use at Workflows.io to build models GTM 
teams can actually use in the field. 

By the end, you’ll have a framework to define, score, and operationalize your ICP across outbound, 
paid, marketing, and product with data that backs every decision. 

Step 1: Gather Frontline Insights From AEs & CSMs 

The first step in building a truly accurate Ideal Customer Profile (ICP) isn’t data, it’s people. 

Your best Account Executives (AEs) and Customer Success Managers (CSMs) hold the clearest 
picture of who your ideal customer actually is. They sell to them, negotiate with them, and retain them 
daily. 

No CRM dashboard or report can replace the pattern-recognition ability of these frontline operators. 

They see what never shows up in spreadsheets, who buys fast, who stalls, who truly understands 
value, and which industries consistently underperform. 

That’s why every strong ICP model starts with qualitative intelligence. These insights give depth and 
context to the quantitative data you’ll analyze later. 

Why Frontline Insights Matter 

Most ICPs are defined from the top down, built by leadership based on assumptions: who they think 
they sell to, which industries sound attractive, or what competitors target. 

But the truth sits with the team that lives it daily. 

AEs and CSMs spot repeatable patterns long before the data reflects them: 

●​ Ease of selling: Which accounts “click” on the first call, understand value fast, and close 
quickly. 

●​ Objections: Which personas repeatedly raise blockers, pricing resistance, or integration 
concerns. 

●​ Deal friction: Where deals tend to stall (budget cycles, security, procurement) and with which 
types of accounts. 

●​ Champions: Which roles reliably push deals forward and influence buying committees. 
●​ Post-sale success: Which customers adopt quickly, expand, and deliver strong retention. 
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Frontline input reveals who buys, why they buy, and how easy they are to win and retain. 

Without this qualitative layer, every ICP model is incomplete. 

How to Collect Frontline Insights Systematically 

1. Run a structured AE/CSM survey. 

Ask questions like: 

●​ Which customers came in the most prepared? 
●​ Which industries or roles showed immediate urgency? 
●​ Who understood the value prop instantly? 
●​ What patterns separate deals we close from those we lose? 
●​ Which company traits correlate with fast, clean cycles? 
●​ What makes an account “high risk,” even if it looks ideal? 

These questions pull out the signals that later become the backbone of your scoring model. 

2. Look for recurring patterns, not stories. 

Cluster the responses to find themes: 

●​ Which sub-industries show up as “easy to sell”? 
●​ Which personas most often become champions? 
●​ What objections appear across multiple reps? 
●​ Where do deals consistently stall? 

You’re looking for patterns, not anecdotes. 

3. Summarize everything using an LLM (Claude, GPT-5, etc.) 

Upload all responses into a workspace and prompt the model to: 

●​ Identify key patterns across responses 
●​ Summarize traits of high-fit customers 
●​ Extract negative traits tied to churn or friction 
●​ Highlight buyer personas with consistent urgency 
●​ Surface objections and blockers 

This turns unstructured feedback into an organized qualitative dataset. 

Outcome 
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After consolidating frontline insights, you should have a clear set of qualitative ICP indicators. 

Here’s what they typically look like: 

1. Traits of fast-moving customers 

●​ Clear owner of the problem 
●​ Recognized internal urgency 
●​ Existing tooling gaps 
●​ High technical competence 
●​ Budget already allocated 

These become positive scoring signals in your ICP model. 

2. Industries and functions with strong buying intent 

You’ll start to see patterns such as: 

●​ “Data teams at mid-market fintech companies close fast.” 
●​ “Ops leaders in logistics respond well to automation.” 
●​ “Founders in SaaS instantly see value.” 

These insights often define your Tier 1 ICP. 

3. Buyer personas who ‘get it’ fastest 

Your most effective buyer isn’t always the budget owner, it’s often the user champion who drives 
urgency. 

Common examples: 

●​ RevOps managers 
●​ Heads of data 
●​ Growth leads 
●​ CTOs in small teams 
●​ Directors in mid-market orgs 

These personas become the foundation for your outbound targeting and messaging. 

Step 2: Enrich CRM Deals With Clay 

Once you’ve gathered insights from AEs and CSMs, the next step is to validate them with data. 
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Most teams stop here, relying on whatever’s already in the CRM. 

The problem: CRM data is shallow. It shows what happened, not why. 

To build a real data-driven ICP model, you need to combine deal history with firmographic, 
technographic, and behavioural signals. 

That’s where Clay comes in. 

Clay enriches your CRM exports at scale, adding the context that reveals what your best customers 
actually look like. 

Why CRM Data Alone Isn’t Enough 

Your CRM tracks pipeline, not patterns. 

It’s good at: 

●​ Recording deal value, stage, and owner 
●​ Logging basic company details 
●​ Capturing occasional notes 

But it misses the deeper attributes that separate high-fit customers from everyone else. 

Those attributes fall into two key categories. 

Firmographic Signals 

Firmographics describe what a company is, its structure, scale, and growth profile. 

Key fields to enrich: 

●​ Industry and sub-industry 
●​ Employee count and revenue band 
●​ Geography 
●​ Growth stage or funding 
●​ Hiring velocity 
●​ Team composition 

These reveal where your strongest clusters of wins actually come from. 

Technographic Signals 
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Technographics show how a company operates, its tools, systems, and infrastructure. 

Enrich for: 

●​ Core software stack 
●​ Competing or complementary tools 
●​ CRM, analytics, and data systems 
●​ Cloud provider or engineering maturity 

These patterns often predict conversion far better than firmographics alone. 

The Enrichment Workflow 

Enrichment turns static CRM data into actionable ICP insight. 

Here’s the process step-by-step: 

Step 1: Export Closed-Won and Closed-Lost Deals 

Pull at least 12–24 months of history. 

Include: 

●​ Account name and domain 
●​ Deal owner and ARR/ACV 
●​ Win/loss reason 
●​ Deal timeline 
●​ Notes (if available) 

This is your baseline dataset. 

Step 2: Run Enrichment in Clay 

Upload the export into Clay and enrich each domain with: 

●​ Firmographics: industry, headcount, revenue, funding 
●​ Technographics: tools, integrations, CRM, cloud 
●​ Growth signals: hiring, expansion, funding recency 
●​ Intent data: review searches, job postings, competitor usage 
●​ Website metadata: traffic, content, keywords 
●​ Product signals (for PLG): activation or feature adoption 
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Clay’s waterfall enrichment process merges multiple data sources automatically — maximizing 
coverage and accuracy. 

Step 3: Build the ICP Scoring Model 

Once you’ve combined frontline insights with enriched CRM data, it’s time to translate those findings 
into a usable scoring model. 

This is where most ICP projects fail, they stop at research and never operationalize it. 

A scoring model turns analysis into prioritization logic. 

It tells every GTM function how to focus: 

●​ Outbound → which accounts deserve manual effort 
●​ Paid → which audiences to prioritize 
●​ Sales → which deals to chase 
●​ Product → who to design for 

Without a scoring model, ICP remains a static document instead of a live GTM system. 

Why Tier Based Scoring Wins 

Most companies default to point-based scoring: +5 for industry, +3 for headcount, –2 for competitor 
use. 

It sounds logical, but it quickly collapses in practice: 

●​ Constant recalibration 
●​ Confusing weightings 
●​ No shared understanding 
●​ Too granular for execution 

Tier-based scoring (Tier 1 / Tier 2 / Tier 3) solves this. 

It replaces complexity with clarity: 

●​ Tier 1: Highest-fit accounts, high intent, strong LTV potential 
●​ Tier 2: Good fits with longer cycles or variable quality 
●​ Tier 3: Lower-fit, experimental, suited for scaled or automated outbound 

Unified Team Alignment 
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When scoring tiers are shared across teams, alignment follows naturally: 

●​ Outbound, marketing, and partnerships use the same “high-value” definition 
●​ Product and CS focus on customers who fit the model 
●​ Leadership reports on one consistent ICP view 

Tiering creates a shared language for account quality. 

What the Model Should Include 

A strong scoring model blends qualitative intuition and quantitative validation. 

It should evaluate accounts across five dimensions. 

1. Tier Definitions 

Set clear standards so every GTM team uses the same logic: 

●​ Tier 1: High-fit across firmographics, technographics, and intent; top buyer personas; 
historically close at higher ACV. 

●​ Tier 2: Good fit but missing one or two key traits; slower or smaller deals. 
●​ Tier 3: Acceptable but not ideal; lower win rates; suited for automation. 

2. Firmographic Criteria 

Structural attributes that correlate with high-fit customers: 

●​ Sub-industry 
●​ Company size 
●​ Revenue band 
●​ Geography 
●​ Funding stage 
●​ Hiring velocity 
●​ Growth rate 

3. Technographic Criteria 

Technology signals that explain why certain customers convert faster: 

●​ Complementary tools or integrations 
●​ Competitor stack overlap 
●​ Cloud provider or data stack 
●​ Engineering sophistication 
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●​ Platform compatibility 

4. Fit and Intent Signals 

Behavioural indicators that show readiness to buy: 

●​ Recent funding or hiring patterns 
●​ Active job posts related to your category 
●​ Engagement on website or content 
●​ Integration readiness 
●​ Pain signals from enrichment data 

5. Negative Indicators 

Filter out the wrong accounts before they hit outbound: 

●​ No internal champion role 
●​ Deeply tied competitor stack 
●​ High-churn segments 
●​ Low technical readiness 
●​ Historically poor win rates 

Exclusion is just as important as inclusion, it saves time and pipeline quality. 

Step 4: Back-Test and Validate Your ICP Model 

Once your ICP scoring model is built, it needs to prove itself against reality. 

Back-testing forces your scoring logic to align with actual buying behaviour, not assumptions or gut 
instinct. It turns your model from a “best guess” into a data-backed prediction system that reliably 
identifies high-fit customers. 

Why Back-Testing Matters 

Most ICP models fail because they’re based on opinion. 

Leadership defines “ideal” based on who they want to sell to, not who actually buys, expands, and 
retains. 

Back-testing corrects that by exposing what the data really says. 

Reflects Real Buyer Behaviour 
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Your best-fit accounts share structural and behavioural patterns that should show up in your Tier 1 
definition: 

●​ Sub-industries that repeatedly convert 
●​ Headcount ranges aligned with your product complexity 
●​ Tech stacks that indicate readiness 
●​ Locations where adoption is faster 
●​ Maturity indicators that reduce sales friction 

If your Tier 1 list doesn’t align with the accounts that historically bought from you, the ICP is still a 
hypothesis. 

Removes Human Bias 

Even skilled AEs and CSMs have blind spots: memory bias, deal recency, or personal anecdotes. 

Back-testing eliminates bias by proving, through data: 

●​ Which attributes actually drive wins 
●​ Which signals correlate with losses 
●​ Which assumptions have no measurable impact 
●​ Where outliers exist across industries or personas 

How to Back-Test in Clay 

Clay is purpose-built for this kind of model validation. It allows you to apply scoring logic 
programmatically across thousands of historical deals, instantly showing where your framework 
holds up and where it breaks. 

Here’s how to run it effectively: 

Step 1: Translate Your Scoring Model Into Clay Rules 

Start by codifying your ICP logic into conditional rules inside Clay: 

●​ If firmographic match → + condition 
●​ If technographic match → + condition 
●​ If buying signal → + condition 
●​ If negative signal → downgrade tier 

This logic mirrors your Tier 1/2/3 definitions and ensures every variable is applied consistently. 

Step 2: Import Historical Deals 
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Export 12–24 months of CRM data, ideally with: 

●​ Company name + domain 
●​ Deal owner and stage timelines 
●​ ACV / ARR 
●​ Win/loss reason 
●​ Product usage (if PLG) 

Feed this dataset into Clay and run your scoring logic. 

You’ll generate a tiered view of every historical deal showing how your ICP model classifies real 
accounts. 

This becomes your first pass at empirical validation. 

Step 3: Analyze Tier Distribution 

Now comes the insight layer. 

Ask these questions: 

●​ What percentage of closed-won deals land in Tier 1? 
●​ How many Tier 3 accounts actually closed? 
●​ Are high-ACV or fast-moving deals concentrated in Tier 1? 
●​ Do Tier 2 accounts show mixed results (a healthy middle)? 
●​ Which specific firmographic or technographic traits appear most often in wins vs. losses? 

The answers reveal how accurate your ICP really is and where you need to refine your weighting or 
signals. 

How to Interpret the Results 

Your ICP is only valid if it predicts the past accurately. 

The back-test tells you whether your model can differentiate between strong and weak accounts, the 
ultimate measure of reliability. 

1. Tier 1 Should Over-Index in Wins 

If your ICP is accurate: 

●​ A majority of closed-won deals should appear in Tier 1 
●​ High-ACV, short-cycle deals should cluster there 
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●​ Tier 1 accounts should have higher adoption and expansion rates 

If strong wins show up in Tier 2 or Tier 3, your Tier 1 definition is too narrow, broaden firmographics or 
remove unnecessary filters. 

2. Tier 3 Should Correlate With Losses 

Tier 3 should represent low-fit or low-intent accounts. You should see: 

●​ Longer sales cycles 
●​ More stalled opportunities 
●​ Higher objection frequency 
●​ Lower retention or expansion 

If Tier 3 accounts are closing often, your scoring logic needs recalibration, it’s not filtering rigorously 
enough. 

3. Use Findings to Refine the Model 

Back-testing is not a one-time audit, it’s a calibration loop. 

You’re aiming for a stable, predictive model that can be refreshed quarterly. 

Refinement guidelines: 

●​ Tier 1 too narrow → loosen filters, expand industries 
●​ Tier 1 too broad → add higher intent or tech-maturity signals 
●​ Tier 3 includes good wins → revisit negative indicators 
●​ Tier 2 too crowded → redistribute by ACV or deal velocity 

Each iteration improves precision and ensures your ICP stays in sync with real-world buying patterns. 

Step 5: Operationalize the ICP Across Your GTM 

A scoring model only creates impact when it’s embedded into every GTM workflow. 

ICP isn’t a document for leadership decks, it’s the operating system that aligns acquisition, sales, 
marketing, and product around the same definition of “high-value account.” 

When tiering is validated and visible across systems, every team optimizes effort toward the right 
customers, the ones who buy faster, retain longer, and expand deeper. 

Below is how to operationalize your ICP across the full GTM engine. 

 

13 

 



 

 

 

Acquisition: Focus on the Right Accounts 

The acquisition function sees the fastest ROI from a validated ICP. 

Once tiering is applied, every targeting decision becomes sharper, fewer wasted impressions, cleaner 
lists, and higher conversion predictability. 

1. Paid Distribution Prioritizes Tier 1 

Tier 1 accounts should receive the largest share of ad spend. 

This ensures: 

●​ Budget focuses on the highest LTV segments 
●​ Messaging reaches the accounts most likely to engage 
●​ Awareness compounds where sales needs it most 

Upload Tier 1 lists directly into ad platforms (LinkedIn, Meta, Google) for targeted distribution. This 
alignment alone can reduce CAC and double conversion efficiency. 

2. Outbound Built From Tier 1 and Tier 2 

Outbound no longer means “spray and pray.” 

●​ Tier 1 → Personalized, manual, multi-touch outreach 
●​ Tier 2 → Scaled outbound with light personalization 
●​ Tier 3 → Automated nurture or long-term awareness 

This focus ensures SDR time goes where it drives the most pipeline. 

3. ABM Segmentation Built on ICP 

ICP tiering becomes the foundation of account-based marketing: 

●​ Tier 1: 1:1 ABM plays 
●​ Tier 2: 1:few targeted clusters 
●​ Tier 3: 1:many awareness and remarketing 

Non-ICP accounts are excluded entirely. 

The result: predictable ROI from focused ABM programs that mirror your highest-converting segments. 

Sales: Prioritize, Qualify and Forecast Better 
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Sales becomes dramatically more efficient when every rep can instantly see which accounts are 
high-fit. ICP scoring removes uncertainty from pipeline management and qualification. 

1. Prospecting by Tier 

Every SDR and AE should receive ranked account lists: 

●​ Start with Tier 1 
●​ Then Tier 2 
●​ Use Tier 3 only when volume is needed 

This replaces subjective prioritization with structured focus: reps spend time where they can win. 

2. Qualification Anchored in ICP 

ICP attributes align naturally with qualification frameworks (Pain, Fit, Urgency, Readiness, Influence). 

When reps know what a “high-probability” account looks like, they can qualify faster and with more 
accuracy, shortening cycles and improving forecast reliability. 

3. Objection Handling by Tier 

The ICP scoring model shows which objections surface most often in low-fit accounts. 

Reps can now: 

●​ Anticipate risk earlier 
●​ Handle objections more effectively 
●​ Disqualify faster when fit isn’t there 

Sales efficiency increases when reps know the difference between “hard deal” and “wrong deal.” 

Marketing: Message to the Right Personas 

Marketing impact compounds when ICP data drives content, targeting, and campaign design. 

Validated ICP tiers give marketing the clarity to build messaging for real buyers, not hypothetical 
personas. 

1. Persona-Aligned Messaging 

Insights from AE and CSM interviews, combined with enriched CRM data, reveal: 

●​ Which roles understand value fastest 
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●​ Which pain points resonate by industry 
●​ Which differentiators drive conversion 

Marketing can now position around proven resonance, not assumptions. 

2. ICP-Driven Content Strategy 

Content should mirror the behaviours and priorities of Tier 1 and Tier 2 buyers: 

●​ Educational and comparison content for Tier 1 problems 
●​ Use-case and proof content for Tier 2 
●​ Broad thought leadership for Tier 3 and awareness 

This alignment increases engagement quality and ensures inbound leads match your ICP definition. 

Product: Build for the Customers Who Stick 

ICP doesn’t stop at acquisition, it directly informs what your product team builds next. 

Understanding who adopts, expands, and renews the fastest allows product to prioritize what drives 
real retention. 

1. ICP Feedback Loops 

Product teams should receive structured insights showing: 

●​ Which segments activate fastest 
●​ Which industries expand usage 
●​ Which personas drive feature demand 
●​ Which customers experience friction during onboarding 

This helps product decisions align with revenue reality, not anecdotal requests. 

2. Feature Prioritization 

When ICP clarity feeds into the roadmap, prioritization improves: 

●​ Focus on Tier 1 pain points 
●​ Solve bottlenecks that block adoption 
●​ Build features that reinforce expansion and retention 

The product team stops optimizing for everyone and starts building for the customers who matter 
most. 

 

16 

 



 

 

 

Common Mistakes in ICP Development 

1. Relying Only on Firmographics 

The most common trap: defining ICP using only surface-level attributes like industry, company size, 
and geography. 

These tell you who your customers are but not why they buy or what makes them convert. 

Firmographics describe context, not causation. 

Strong ICP models go deeper, layering in signals that actually predict success: 

●​ Technographics: tools, infrastructure, and integrations 
●​ Usage signals: adoption and retention behaviour 
●​ Organizational structure: who owns the problem internally 
●​ Intent indicators: active research or buying signals 
●​ Historical win patterns: what consistently correlates with conversion 

Firmographics are a foundation but by themselves, they produce ICPs that are too broad to 
operationalize. 

2. Skipping Frontline Insights 

Leadership often builds ICPs in isolation, using assumptions or strategy decks instead of input from 
the people who sell and retain customers daily. 

When AE and CSM voices are missing, ICPs fail to capture: 

●​ Who the true internal champions are 
●​ Which sub-industries buy fastest 
●​ What objections stall deals 
●​ Which segments create post-sale friction 

Frontline insights add the texture that raw data can’t, things like ease of selling, buyer psychology, and 
deal dynamics. 

Without them, your ICP might look statistically clean but practically wrong. 

3. Skipping Data Enrichment 
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Raw CRM exports are rarely enough to build a real ICP. 

They’re missing key context: tech stacks, hiring signals, funding, or intent data, the factors that 
actually shape conversion patterns. 

That’s why enrichment tools like Clay are critical. 

Enrichment transforms basic CRM data into a context-rich dataset that exposes patterns leadership 
never sees, including: 

●​ Sub-industry clusters hidden within generic verticals 
●​ Tech stack combinations that predict fast deals 
●​ Growth signals that correlate with readiness 
●​ Negative indicators that align with churn 

No enrichment = no pattern discovery = no real ICP. 

Without it, you’re just segmenting by guesswork. 

4. Not Back-Testing the Model 

Even when teams build an ICP scoring model, they rarely validate it against closed-won data. 

That’s like launching a product without QA, it looks fine until it fails in production. 

Back-testing is the filter that separates assumed fit from proven fit. 

It confirms that: 

●​ Tier 1 accounts actually match your best customers 
●​ Tier 3 aligns with losses or low retention 
●​ Scoring logic reflects what buyers really do, not what you expect 

Without this feedback loop, your ICP is just a hypothesis dressed up in data. 

5. Treating ICP as Static 

Your ICP is not a one-time project, it’s a living system. 

Markets evolve. Product capabilities shift. Buyer behaviour changes. 

Yet many companies create ICPs once a year and never revisit them. 
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The result? A model that gets less accurate every quarter. 

A modern ICP should: 

●​ Refresh quarterly with new data and AE/CSM feedback 
●​ Re-run enrichment annually 
●​ Update tiers as your product and positioning evolve 
●​ Integrate new intent and usage signals over time 

Iteration keeps ICPs alive and aligned with how your best customers behave today, not how they did 
last year. 

Conclusion 

Most teams think they know their ICP but few can prove it with data. 

Real ICP clarity doesn’t come from opinions or demographics; it comes from evidence. 

When defined and validated properly, ICP becomes the foundation of every GTM motion: 

●​ Outbound targets the right accounts 
●​ Marketing speaks to the right personas 
●​ Sales qualifies faster 
●​ Product builds for customers who stay 

A data-driven ICP turns go-to-market from guesswork into precision, aligning every team around one 
truth: who your best customers really are. 

At Workflows.io, we help teams build complete ICP systems combining AE/CSM insights, Clay 
enrichment, and automated validation, so you can focus on the accounts that actually win. 
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