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How to go back to pre-AI era conversion rates
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3 HubSpot GTM & RevOps focus areas



Cold, generic outbound 
(calling & emailing) is not 

generating pipeline

THE CHALLENGE



1–4%
cold email reply rate

Down from 8.5% in 2019

Source: Mailshake 2026, Instantly 2026

https://mailshake.com/blog/the-state-of-cold-email-2025/
https://instantly.ai/cold-email-benchmark-report-2026


Everyone with a credit card can do mass outbound now



MARKET DEMAND & BUYER JOURNEY

UNAWARE
OF PROBLEM

Buyers don’t 

realize they 

have a 

problem

PROBLEM 
AWARE

Buyers realize 

they have a 

problem 

SOLUTION 
AWARE

Buyers know 

solutions exist, 

but they don’t 

(about) know you 

BRAND 
AWARE

Buyers know 

(about) you, 

but haven’t 

bought

BRAND 
LOYALISTS

You’re their 

preferred brand 

or supplier

DEMAND GEN [DORMANT] DEMAND CAPTURE [IN-MARKET]

90-95% OF MARKET 5-10% OF MARKET



SAM

TAM > SAM > SOM

All your ICPs:
Total Addressable

Market 
TAM

SOM

The ICPs you can help:
Serviceable

Addressable Market

The ICPs you can sell to:
Serviceable

Obtainable Market

IN MARKET SWEET SPOT



DATA INSIGHT

96% of B2B marketers report success with intent 
data, yet only 25% of companies leverage it.

Source: Mixology Digital / Landbase Intent Signal Statistics, 2026

DATA INSIGHT

Signal-qualified leads show 47% better 
conversion rates and 43% larger deal sizes vs. 
traditional lead scoring.

Source: Landbase Intent Signal Analysis / Autobound, 2026

DATA INSIGHT

When sales and marketing share visibility into 
signals and coordinate on high-intent 
accounts, conversion rates increase by 48%.

Source: Salesplay: MarketsandMarkets B2B Intent Data Report, 2025

DATA INSIGHT

Companies using multi-signal ICP qualification 
see 25–35% higher conversion rates vs. single-
source targeting.

Source: Salesmotion Intent Signals Guide, 2026

CLOSING THE GAP: SIGNAL-BASED OUTBOUND

https://www.landbase.com/blog/intent-signal-statistics
https://www.autobound.ai/blog/signal-based-selling-complete-guide
https://www.marketsandmarkets.com/AI-sales/intent-data-for-b2b-sales
https://salesmotion.io/blog/intent-signals-guide


[LAND]
CUSTOMER

ACQUISITION

(PRE-)
AWARENESS

ONBOARDINGEDUCATION SELECTION ADOPTION EXPANSION
MUTUAL
COMMIT

[EXPAND]
CUSTOMER RETENTION 

AND EXPANSION

1 2 3 5 6 74

8 THE GTM SYSTEM 

THE BOWTIE: HOW YOU MEASURE GTM PERFORMANCE



Customer Lifecycle Signal Taxonomy

Context Signals

PRE-AWARENESS

Fit Score

Intent Signals

AWARENESS

Intent Score

Engagement Signals

EDUCATION

Engagement Score

Deal Signals

SELECTION

Deal Score

Customer Health Signals

RETENTION

Health Score

Customer Growth Signals

EXPANSION

Fit Score

PRE-SALE POST-SALE

HubSpot Series B funding Engaging on LI



B2B SIGNAL 1: GOOGLE EARTH API



B2B SIGNAL 2: RSS FEED SCRAPE



B2B SIGNAL 3: CHAMBER OF COMMERCE EXTRACT





TECH STACK: 3 CATEGORIES

1: out of the box 2: configure 3: ‘code’



KEY 
TAKEAWAYS



CONNECT WITH ME ON LINKEDIN
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