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A heavy industry company in Australia operates in a highly specialized market where

buying decisions are long, deeply technical, and rarely owned by a single person. 

In this sector, a single opportunity typically moves through a buying committee of more

than five people. Technical specialists, commercial managers, operational leads,

procurement teams, and senior decision makers all bring different priorities, timelines,

and questions to the same purchase. A sales cycle that looks like one deal on a

forecast is often dozens of small conversations happening in parallel across the

customer's organization.

The company had already done meaningful work. They had built an ABM motion,

invested in prospecting, and developed a confident sales team with a clear ambition to

be more targeted. What they needed was a system that matched the discipline of their

commercial strategy. HubSpot stored the contact data, but it didn’t clearly show which

contacts were actively being worked by marketing, which were ready to pass to sales,

which required ongoing nurturing, or which should be excluded from communications

altogether.

The real issue went beyond reporting. The bigger concern was operational friction.

Without a clear lifecycle model, the business could end up double-contacting the same

person, overwhelming a prospect with marketing while a sales rep was already in

conversation, sending the wrong message at the wrong moment in the buying cycle, or

spending budget, data enrichment, AI credits, and sales attention on contacts who

were never likely to become customers. In a market where every interaction shapes

how a serious buyer perceives the company, that friction has a direct commercial cost.
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Case Study

Marketing in heavy industry does not behave like marketing in most other

sectors. Decision cycles are long, often measured in months or quarters rather

than weeks. Each contact tends to be highly specialized, with deep technical

knowledge of a specific part of the buying decision. Touchpoints need to be

precise, and personalization has to reflect the contact's lifecycle stage, their role

in the buying committee, their level of intent, and their commercial relevance.

The buying committee itself is part of what makes this market complex. A

technical engineer needs specification detail. A procurement lead needs

commercial terms and total cost of ownership. An operational manager needs

reliability data and service expectations. A senior decision maker needs the

strategic case. Different people need different information at different moments,

and any communication that ignores that reality risks feeling generic at exactly

the moment when credibility matters most.

In a market like this, volume is not the priority. Precision is. A serious prospect

does not need more emails, more calls, or more content. They need the right

interaction based on where they are in the journey, and they need the company

to behave consistently across every touchpoint, regardless of which team is

reaching out.

The Marketing Landscape

“In heavy industry, where a single
opportunity can shape a full year
of revenue, the cost of contacting
the wrong person at the wrong
moment stops being a marketing
inefficiency. It is commercial value
left on the table.”



 Fileroom's objective was to transform HubSpot into an operating system for lifecycle

intelligence, AI-supported segmentation, and sales-ready prioritization. The goal was a model

that reflected real commercial intent in this business, rather than a generic CRM template.

That meant defining customized lifecycle stages built around the real customer journey, and

clarifying which actions, attributes, and engagement signals move a contact from one stage to

the next. It meant creating clean handoff rules between marketing and sales so each team

knew when to step forward and when to step back, preventing crossover between automated

marketing activity and active sales prospecting. It also meant introducing AI in a controlled

way, to support data enrichment, segmentation, and communication by lifecycle stage, rather

than treating it as a broad layer applied to the whole database.

Behind these goals sat a clear commercial intent. Reduce waste by excluding irrelevant or

low-value contacts from automation and marketing activity. Give the sales team a sharper view

of target companies and contacts showing genuine commercial interest. Protect the customer

experience by ensuring that the company spoke to the right person, with the right message, at

the right moment.
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Strategic Objectives

The starting point was a clear diagnosis rather than a redesign for its own sake. HubSpot

already held contact data, but the structure was not yet reflecting true buying readiness. A

contact who had downloaded a technical product sheet looked the same in the system as a

contact who had once subscribed to a newsletter.

ABM activity and prospecting were already in motion, but governance around who should be

contacted, nurtured, enriched, or handed to sales needed to be made explicit. The complexity

of the buying committee made this harder. With multiple decision makers and influencers

attached to the same opportunity, lifecycle clarity at the contact level was essential. Without it,

the company risked treating an influencer who had simply opened an email the same way it

treated a technical specifier who had requested detailed product information.

There were also no clear exit points. Contacts could stay in automation longer than was useful.

Without stronger segmentation, the business risked spending time, AI credits, data

enrichment budget, and campaign investment on contacts with little commercial potential.

And without coordinated visibility between marketing and sales, double-contacting was a

constant risk, eroding the controlled and professional experience the company wanted to

maintain.

Challenges Faced



Our Approach
 

Case Study

Fileroom began with strategy before implementation. 

The first step was understanding the customer journey in detail and defining lifecycle stages

that matched the company's real sales process, not just the default CRM model. 

For each stage, we defined the actions, attributes, engagement signals, and commercial

criteria that determined whether a contact should stay in nurture, move forward, be enriched,

be passed to sales, or be excluded from communication.

A key strategic decision was to stop forcing a traditional MQL and SQL split where it did not fit

the reality of this business. 

In a heavy industry context, a person who downloads a highly technical product sheet,

engages with specification content, or requests detailed product information is not simply

showing soft marketing interest. They are often signaling real commercial intent. For that

reason, Fileroom redefined MQL and SQL into a single, stronger Qualified Lead stage,

designed to identify commercially meaningful intent and then use lifecycle signals to indicate

how warm, relevant, and sales-ready each contact had become.

The lifecycle framework, was structured around the following stages:



Once the strategic model was defined, Fileroom implemented the lifecycle

structure inside HubSpot using automation, segmentation, list logic, workflow rules,

and clear entry and exit points. 

AI was then introduced as a controlled layer rather than a broad sweep. 

Case Study

The transformation moved through five connected phases, each one building on the discipline
of the last.

Only contacts moving down the funnel became candidates for deeper data

enrichment. Only qualified contacts were passed to sales. 

Only contacts with potential commercial relevance continued receiving

personalized communication. 

AI agents and enrichment tools helped identify target companies and

contacts showing genuine commercial intent, with signals activated by

lifecycle stage so that sales could focus on the accounts that mattered most.

AI was treated with discipline rather than as a shortcut. It sat inside a

controlled lifecycle system, so the business could improve relevance, timing,

and prioritization without simply making poor communication faster.

Strategic Evolution

Customer journey and lifecycle definition. Fileroom mapped how contacts move from
early awareness to qualified opportunity, including the actions and attributes that indicate
readiness at each step.

HubSpot implementation. The strategic lifecycle model was translated into HubSpot
workflows, properties, lists, automation logic, and reporting foundations, so the system
reflected the strategy rather than the strategy bending to the system.

AI-supported segmentation and enrichment. Fileroom introduced AI-supported processes
so enrichment and prospecting effort could be applied selectively, focused on contacts with
commercial potential, rather than broadly across the database.

Sales activation. Sales received a cleaner view of qualified contacts, high-intent
companies, and lifecycle-based signals. This helped the team prioritize outreach and avoid
duplicated or poorly timed communication.

Exit points and efficiency controls. Fileroom defined where contacts should leave
automation, be excluded from communication, or stop receiving resources if they were no
longer commercially relevant. The lifecycle stopped behaving like a one-way funnel and
started behaving like a managed system, with exits that protected the business as carefully
as the entries did.

1

2

3

4

5



The most visible change after implementation was clarity. The company gained a far

cleaner view of where contacts sit in the lifecycle at any moment, and what each stage means

for the way marketing and sales should engage. With that clarity came a more disciplined

handoff between teams. Marketing knew when to release a contact, sales knew when to take

ownership, and the risk of double-contacting prospects and customers dropped because both

sides were working from the same lifecycle logic.

The model also created a more efficient use of AI, enrichment, data, time, and campaign

budget. Investment was concentrated on contacts moving toward commercial intent, rather

than spread thinly across the entire database. Segmentation became sharper, which mattered

in a market built around long-cycle, technical buying committees, where the difference

between an early influencer and a true qualified contact is significant. The business gained a

stronger ability to identify companies showing real commercial interest, and a cleaner

operating model for ABM, prospecting, and lifecycle-based communication.

Perhaps most importantly, HubSpot became more valuable to the sales team. It stopped

behaving like a contact repository and started behaving like a prioritization tool, giving sales

people a meaningful view of which accounts and contacts deserved their attention next.
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Measurable Business Impact

“HubSpot became more than a database. It
became a way to understand who should be
nurtured, who should be prioritized, and when
sales should step in.

The lifecycle model gave us a shared language
between marketing and sales, and that has
changed how we plan campaigns, how we
manage accounts, and how we measure what
is actually worth our time.”
 

Marketing Leadership Perspective



For heavy industry businesses, AI only creates value when it is connected to the right data

structure, lifecycle logic, and sales process. Without that foundation, AI can simply make poor

communication faster, reaching the wrong people with greater efficiency. With the right

lifecycle system in place, AI helps teams focus their effort where there is genuine commercial

potential, and helps the business behave with the precision its customers expect.

That is the real story of this project. It extended well beyond a HubSpot cleanup or automation

build, becoming the foundation for a lifecycle intelligence model designed for a heavy industry

organisation with long sales cycles, technical buyers, and complex buying committees.

The strategic shift was moving away from generic lifecycle labels and toward a model that

reflected how commercial intent actually appears in this business, where the meaningful

difference is no longer between MQL and SQL, but between light engagement, true qualified

intent, active commercial opportunity, and contacts that should be paused, recovered,

excluded, or removed from communication.
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Closing Reflection

Curious about the results and
what they could mean for you?

Get in touch to find out more.

TALK TO US

https://fileroom.com/contact-us
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