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introductory content is for marketers who are new to the subject. 

This content typically includes step-by-step instructions on how 

to get started with this aspect of inbound marketing and learn its 

fundamentals. Read our introductory ebook, “An introduction to 

lead nurturing.”

introDuCtorY

is tHis Book rigHt For Me?
not quite sure if this ebook is right for you? See the below description to determine if 

your level matches the content you are about to read.

intermediate content is for marketers who are familiar with the 

subject but have only basic experience in executing strategies and 

tactics on the topic. This content typically covers the fundamentals 

and moves on to reveal more complex functions and examples. 

Read our intermediate ebook “optimizing lead nurturing.”

interMeDiate

Advanced content is for marketers who are, or want to be, experts 

on the subject. in it, we walk you through advanced features of 

this aspect of inbound marketing and help you develop complete 

mastery of the subject. After reading it, you will feel ready not only 

to execute strategies and tactics, but also to teach others how to 

be successful. 
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If you’re not managing leads 
properly, you’re wasting your time, 
marketing resources, and money.“

”
So, how do you help these leads become sales-ready? That’s where lead nurturing 

comes in. lead nurturing is a system that allows you to send an automated series of 

emails to an early-stage lead in order to pre-qualify them before handing them over to 

your sales team. 

in other words, it’s a way for you to follow up with your leads – to keep them engaged 

with educational and informative content that will help them learn more about your 

product, company, or industry. As they learn more and become ready to consider your 

product or service, you can qualify them and send them over to sales.

but this ebook is about going beyond lead nurturing. let me introduce you to the 

next level of lead nurturing, a better way to manage your leads, and one of the most 

powerful tools available to marketers today: workflows.

In this ebook, we’ll talk about what workflows are, why you should use them, when is 

the right time to start using workflows, what components make up a workflow, and 

recommendations for making your workflows effective. By the time we’re done, you’ll 

be ready to create and implement your own workflows to help you convert more of 

your leads to customers.

Ready to get this ‘flow going?

As a marketer, your most valuable asset is your marketing database. but your 

database is only as powerful as you make it. you’ve put a lot of work into attracting 

leads. However, research from gleanster suggests that, even when it comes to 

qualified leads, more than 50% of leads aren’t ready to buy on the day they first 

convert on your site. if you call up these leads and push them into making a decision 

right away, you will likely lose them. 

but these are valuable leads, and just because they’re not ready to purchase now, 

doesn’t mean they will never be ready. if you’re not managing these leads properly, 

you’re wasting your time, marketing resources, and money.
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CHaPter 1

wHat are 
workFlows & 
wHen sHoulD 
You start 
tHeM

A workflow is a series of automated 
actions that you can trigger 
to occur based on a person’s 
behaviors or contact information.
“

”
A workflow is a series of automated actions that you can trigger to occur based 

on a person’s behaviors or contact information. Workflows go way beyond simple 

marketing automation, though. With workflows, you can send emails, update contact 

information, add or remove contacts from lists, and trigger email notifications. 

So let’s say an existing lead downloads a piece of content from your site and now you 

want to send this lead to your cRm system because it’s sales-ready. based on what 

you know about the lead’s history, you want to increase their score because now 

they’re more qualified. You can move them from a lead to an opportunity stage and 

you can deliver a personalized call-to-action. 
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Save Time with Automation

our goal here is to waste less time, 

define the rules that we want, and 

be able to automate it. Workflows 

makes that possible, and – better yet 

– workflows makes that easy. 

With workflows, you can trigger actions based 

on any information you have about your leads, 

allowing you to send the right message to the 

right person at the right time. For instance, you 

can send a series of emails to:

 

leads who have viewed a certain page on your website 

leads from companies with more than Xyz employees  

leads from companies in Xyz industry or Xyz location 

Leads with a specific website history like page views, clicks, downloads, etc.

How Workflows Help You Convert  
more leads into customers

Workflows give you the opportunity to do 

extremely powerful segmentation. being able to 

group your leads based on different properties 

and behaviors means that you can very closely 

target your emails and your nurturing process to 

their specific interests and needs. 

gone are the days of sending one big email to all of your leads and 

hoping it’s relevant enough for some of them to click through or 

engage with it. it’s time to start using smarter tools to send your leads 

what they’re looking for and make them sales-ready faster. 

According to a report released by Lenskold Group and The Pedowitz Group, 60% of 

survey respondents who use marketing automation say it has increased the quality 

of the leads that get passed to sales. market2lead also found that leads that go 

through automated workflows have a 23% shorter sales cycle. Imagine what your 

sales team could do with 23% more time.

t $
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Workflows Are Smarter Than  
Standard marketing Automation

Workflows give you the flexibility 

to define the actions you want to 

trigger, your own rules for triggering 

them, and the timing of each part of 

the process. in other words, they give 

you the tools to segment and nurture 

your leads better.

Not only will workflows help you do smarter marketing, they’ll also help you save time. 

Just set up your campaigns, and once they’re live, they’ll simply keep running with no 

active work required on your part. no need to be constantly sending a new batch of 

emails every time you add more leads to your list: these leads will be added to your 

workflows and you won’t have to do a thing.

Customize The Timing of Your Workflows 

Speaking of time, workflows also 

let you set custom timing for your 

campaigns, so you can decide when 

each email or action should be 

triggered, down to the minute after the 

lead is entered into the campaign. 

For example, if you have a handful of leads 

that are much closer to being ready to buy than 

others, you can set up a workflow to send them 

three emails per week instead of one.

if your leads who own small businesses respond better to emails sent on the 

weekends, you can set your workflow for these leads to only trigger emails to send on 

Saturdays and Sundays, and maybe just in the mornings.

6 C
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when is the Right Rime to 
Start Using Workflows?

more effective marketing? Saving time? 

converting more of my leads to customers? 

Alright, you’ve got me hooked! but how do i 

know when it’s the right time to start using 

workflows in my marketing? 

There’s no explicit answer for this, and it’s really up to you when you want to start 

integrating workflows into your marketing strategy, but we will offer you some 

indications that it’s time to think about getting started with workflows. If any of these 

are true of your marketing process, you should consider using workflows to improve 

your lead nurturing and make your marketing more effective.

?
Indications It’s Time to Use Workflows 

you’re generating leads but ignoring the ones that are not yet ready to buy.

your sales team is unhappy with the quality of the leads you’re sending them.

you’re sending the same emails to your entire list.

you’re collecting valuable lead information, but not using it for segmentation.

you’re not targeting your offers & messaging based on your leads’ needs.

you’re sending or following up to all of your emails manually.

you’re mass updating contact information manually.

you want to convert more leads to customers with better lead nurturing.
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CHaPter 2

workFlow 
CoMPonents

Now that we’ve discussed what workflows are and how they can help you 

improve your lead-to-customer conversion rate, let’s dive in and take a look at 

what makes up an actual workflow.

Starting condition
In order to create a workflow, you need to provide a starting condition, or criteria 

which, if met by a given lead, will trigger the workflow to begin for that lead. HubSpot’s 

Workflows app, for instance, provides three options for a starting condition: 

A form is submitted

A smart list is triggered

no starting condition

What makes up an actual workflow? 
Let’s dive in and take a look!“ ”

3

1
2
3
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A Sample Workflow When a Form Is Submitted

The first option is to trigger a workflow when a given form is submitted. This is useful 

when you want to send emails to follow up to a specific download on your site. For 

example, let’s say you have a landing page with a form to download a specific ebook. 

maybe you want to set up a nurturing campaign to engage the people who download 

this ebook with more content about that specific topic. You can create a workflow with 

emails tailored to these topics and automatically enter any lead that downloads this 

ebook into that workflow. Here is an example of what that setup might look like:

A Sample Workflow Triggered by a Smart List

You can also trigger a workflow when a lead is added to a certain list. You can design 

these lists to include only leads that meet certain criteria for contact properties or be-

haviors. in HubSpot, you can create smart lists, or lists based on specific criteria that 

dynamically update to include any leads that come to meet that criteria:

For example, you can create a smart list of leads who have visited your website a cer-

tain number of times, or a list of leads who have requested a free trial of your prod-

uct, or a list of leads who live in Texas and have fewer than 50 employees, etc. You 

can use any information from your contact database to create these smart lists, and 

then trigger workflows based on those. This gives you a wide range of possibilities for 

the rules you can set up for each of your workflows.

1 2
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A Workflow With No Starting Condition

Lastly, you should also be able to set up a workflow that doesn’t have a starting condi-

tion. This simply means that you only want to add contacts to the workflow manually. 

For instance, if you host a conference or another type of marketing event and want to 

create a workflow for the leads you drive from it, you might upload that list and add it 

to the workflow on its own. Or if you engage in a comarketing initiative, you can import 

a list of opt-ins and nurture them with a specific set of emails.

Actions

Now we get to the meat of the workflow – the sequence of actions that it triggers. 

much like starting conditions, there are a few different types of actions that you can 

initiate with your workflows:

Setting a contact property value 

Sending an email 

Adding a contact to a list or removing them 

Sending an email notification

33

1
2
3
4
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Setting up a contact property Value 

As we discussed earlier, workflows can be used to change or update information 

about your leads in their contact records. This gives you an extremely easy way to 

perform mass updates to your database, instead of going in and making changes to 

each lead record, one at a time. 

let’s say you have a handful of new contacts that you want to mark as subscribers in 

your database. you can simply create a list of these new contacts and enter them into 

a workflow that updates their Lifecycle Stage property value to “Subscriber.” 

1 Maybe you have a contact field that indicates whether or not a lead has requested 

a demo of your product. you can immediately set these contacts apart in a way 

that demonstrates that they are high quality leads. For instance, you can create a 

workflow that says, “If a lead’s Demo Requested property value is equal to True, 

change that lead’s Lifecycle Stage to Marketing Qualified Lead.” In this case, you 

have a starting condition of a smart list (as a member of a smart list requests a 

demo) and an action (set their Lifecycle Stage value to Marketing Qualified Lead).

Or maybe you want to create a workflow that changes specific contact information of 

your contacts. For instance, you can take a list of leads whose company name value 

is blank, and change them all to the value “unknown.” 
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Add a contact to a list or Remove Them 

The third type of action that a workflow can perform is adding a contact to a list or 

removing a contact from a list. This is another great organizational tool to simplify the 

way you handle your lists of leads by automating the otherwise manual process. 

For example, you might be hosting a webinar and have a landing page with a form 

that lets people register for that webinar. You could set up a workflow that takes any 

leads who submit that form and adds them to a list of webinar registrants. Again, 

here you have a starting condition (submits webinar form) and an action (add to 

webinar registrants list). couldn’t get much simpler than that!

2 Sending Automated emails 

The second type of action that you can trigger in a workflow is sending an 

email. This is probably the most intuitive use case for workflows because it 

allows you to nurture your leads with a targeted series of emails. 

with HubSpot, you can take emails that you’ve created and save them 

specifically for automation, which then allows you to select those emails 

when you’re setting up a workflow. So now, you can create each of your 

emails ahead of time, and build workflows to schedule these emails to 

be sent in the order you want with the timing of your choice. 

You can include as many steps in a workflow as you’d like – you can 

build a nurturing campaign with two follow-up emails and another 

one with six follow-up emails. The campaigns can span five days, two 

weeks, or three months. no matter how you choose to set them up, 

your workflows will take the pain out of lead nurturing by simplifying 

and automating the entire process.
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Send Email Notification 

The last type of action you can add to a workflow is sending an email notification. 

This feature allows you to send a notification to a specific address the minute that 

something important happens to one of your contacts. 

This has a vast number of possible uses. You can set up a notification email to alert 

a sales representative when someone submits a key form, like a pricing information 

download or a bottom-of-the-funnel offer. you can also use this feature to notify a 

sales rep when a lead becomes sales qualified, hits a specific lead score threshold, 

or when any other property on their contact record changes. 

You could even set up a notification for your social media manager to trigger when a 

lead who is a “social media influencer” comes into the system, based, for instance, 

on their Twitter follower count. Workflows make it easy to keep track of these 

important changes, so you know which of your leads are warmest, and can act on 

that information immediately.

The great thing about workflows is that you can add multiple actions to a given 

workflow in whatever order you choose – and they don’t all have to be the same type 

of action! 

You could create a workflow whose starting condition is “submits webinar form,” in 

which the first step is “add to webinar registrants list,” the second step is “update 

lifecycle Stage to lead,” and the third step is “send demo offer for webinar 

registrants email.” now you’re all set to perform three distinct actions for every single 

lead that fills out that form, without having to do a thing once you’ve set up that 

simple workflow.

4
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Time delays
Workflows should allow you to select the timing of each action they trigger. For every 

step you add to a workflow, you can say “I want these leads to receive this email two 

days after they fill out this form, and the next email five days after that.” You can 

update contact properties or add them to a list as soon as the leads are entered into 

the workflow by setting the time delay to zero. You can spread out the actions over 

as much time as you’d like, and specify timing down to the number of days, hours, or 

even minutes.

Time delays are unique to each individual lead. So when John doe enters your 

workflow on a Monday, he’ll get the email two days later on Wednesday, but Mary 

Jane, who entered the workflow on Tuesday, will get the email two days after her 

workflow began, on Thursday. You weren’t really going to send John an email on 

wednesday and send mary a separate email on Thursday on your own, were you? 

That would be a total pain. you probably would’ve just picked one of those days to 

send the email to the entire list of your leads, and sacrificed the effectiveness of 

aligning the timing of your marketing with your leads’ needs. 

With workflows, you can just schedule everything to send automatically and you don’t 

have to worry about keeping track of who needs to get what on which days. And more 

importantly, you can time your marketing based on what’s best for your leads, not 

what’s easiest for your busy schedule.
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Settings

The last main component of a workflow is its settings. There are various settings that 

you can arrange to refine the way your workflows operate, and you can use these to 

your advantage to make your workflows more effective.

One option is to set your workflow to execute steps on 

business days only. if you don’t want to be emailing your 

leads on the weekends, you can turn this setting on, and 

it will override the time delays that you’ve selected when 

necessary. in other words, any steps that are scheduled 

to occur on a Saturday or Sunday, (say, an action is set to 

trigger one day after the previous one, which occurred on a 

Friday) it will be rescheduled to occur on monday.

3 There is also a setting to execute steps only within a certain time range. This setting 

also overrides the time delays you’ve selected when necessary. 

let’s say you’ve done some research on the 

effectiveness of your email marketing, and you’ve 

found that your highest clickthrough rates occur 

in the morning. You can set your workflows to only 

send emails between 7am and 12pm. if your time 

delays are set to send an email in the afternoon, the 

workflow will reschedule it for the following morning.\ E
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Another useful feature is the setting that allows you to unenroll contacts from other 

workflows when a specific workflow begins. If you have multiple workflows set up 

(which presumably you do), you need to make sure that they all work together. in 

other words, if one workflow updates Lifecycle Stage to “Customer” for any leads who 

become customers, you probably want to remove them from your other lead nurturing 

workflows. This is easy to do – you simply adjust the setting on your Customers 

workflow to remove those contacts from all other workflows once that workflow 

begins. Here is a screenshot of HubSpot’s Worflow App Settings:

It’s also possible to select only certain workflows from which you’d like to unenroll 

contacts. This allows you to prioritize and move contacts through different nurturing 

workflows while leaving them in other “administrative” workflows, such as ones that 

are used to update contact properties. 

in conclusion to this chapter, let’s recap the main points we have covered. To build a 

workflow, you must first select a starting condition, then choose the actions you’d like 

the workflow to trigger, determine the order and timing of those actions, and adjust 

the workflow settings as appropriate. Once you have these four main components 

covered, you’re ready to launch your workflow!
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CHaPter 3

workFlow 
segMentation 
iDeas

one of the beautiful things about 

workflows is that you can use them 

to target your nurturing emails and 

strategies much more precisely. if 

you’re collecting all this data about your 

leads from your landing page forms and 

tracking their activity on your site, why not 

put this information to good use?

Figure out which properties and behaviors are strong indicators of the likelihood of 

a lead to download a certain offer or take a specific action, and match your calls-to-

action to your email recipients.

If you’re collecting all this data 
about your leads from your 
landing page forms and tracking 
their activity on your site, why not 
put this information to good use?

“
”
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Segment by Topic of offers downloaded

if you can group the offers you’re sending to 

your leads by topic, seeing which topics interest 

each of your leads is valuable information. 

For example, if you run a company that sells 

home and garden appliances, you may find 

that your leads who are reading your ebooks 

about gardening would like to learn more about 

that topic, and aren’t interested in receiving 

information about interior design. 

if you’re sending your leads content that actually interests them, and educating 

them on topics they’re looking to learn more about, you’ll have a better chance of 

improving your conversion rates.

3

p
Segment by lifecycle Stage

It’s crucial to know how far along 
in your buying cycle a given lead 
is in order to target that lead 
effectively. 

you want to make sure you’re sending your leads content that is appropriate for their 

lifecycle Stage. if a lead is still in research mode, it may be too early to send her an 

offer to try out your product, and you might want to stick to educational resources. 

However, if a lead has already received a demo of your product, you should focus on 

getting her to speak with a sales rep, rather than sending her additional early-stage 

information.
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Segment by page Views or lead Source

The pages of your website that a given lead has viewed and the source through which 

a lead found your site in the first place are both valuable pieces of information. 

For instance, if you know that a lead has visited your pricing page, especially if she 

has visited that page multiple times, that’s a great indication that she’s pretty far 

along in your buying cycle and you should be sending her product-related content and 

sales-focused offers. 

In terms of lead source, you may find that leads who find your site through organic 

search convert at higher rates than those who find you through your blog. Maybe you 

should target video content to your youTube subscribers, or send more text-heavy 

offers to your blog readers. There are numerous possibilities for segmenting based on 

lead source.

Segment by contact properties

You can also use various other contact properties to create workflows that are 

appropriate for certain categories of leads. perhaps you’re hosting an event in boston 

next month, and you want to create a workflow for your leads on the East Coast.  

Or maybe you have a different workflow for your leads who are marketers than for 

your leads who are business owners. if you have a contact property that indicates 

whether or not a lead has spoken to a sales rep, you can segment based on that, or 

even create a different workflow for those who have spoken to a rep in the last three 

months, six months, year, or five years.

once you determine which contact properties and behaviors have the greatest impact 

on conversion rates, test out segmentation based on that information, and see if 

more precise targeting will help the performance of your nurturing campaigns.
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CHaPter 4

reCoMMenDeD 
strategies 
For Your 
workFlows

Okay, so now you know how to build a workflow. What’s next? 

As a marketer, you know that it’s not enough to simply throw some parts together and 

see what happens. You need to optimize your workflows to strengthen your lead-to-

customer conversion rate and make your marketing more effective as a whole.

How do you do that? in this section, we’ll cover some recommended strategies 

for your workflows, and suggest a few great ways to use this tool to improve your 

marketing.

You need to optimize your 
workflows to strengthen your 
lead-to-customer conversion rate 
and make your marketing more 
effective as a whole.
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Schedule multiple emails  

While workflows are also great for scheduling follow-up emails to pair with form 

submissions, its real power lies in lead nurturing. To take full advantage of the tool, 

set up workflows that follow up with your leads over time and address their needs in 

stages, rather than only attempting to get them to take action once. 

keep Track of nurtured leads  

Speaking of using workflows to nurture your leads, you’ll 

want to keep track of which of your leads are enrolled in 

a nurturing workflow, so you don’t send them additional 

marketing emails on top of the automated ones. 

we’d recommend creating a contact property called “is being nurtured.” Then 

you can set this contact property to “True” as the first step of your workflow, 

and reset it to “False” as the last step. Bracketing your workflows with these 

property changes is a simple way to assign this data to each of your leads, and 

suppress the ones you’re nurturing from your other email sends.

Use Workflows for Admin Tasks 

Use workflows to do your 

administrative work. you 

really should stop doing 

mass updates to your 

contact information one 

record at a time. 

your time as a marketer is extremely valuable, and there’s no longer a need to waste 

it on menial tasks like this. Simply create a workflow to update your contact records 

for you on a rolling basis, and start using your time more effectively.
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monitor Timing 

Because workflows let you automate multiple steps and emails over time, the timing 

that you choose is a very important factor in determining the effectiveness of your 

campaigns. See if you can dig up some data on the performance of your marketing 

emails based on timing – which days of the week yield the highest conversion rates? 

How many emails do you send per week? This data may help you get started with a 

good timing strategy. 

You can also test the timing of your workflows by creating two versions of the same 

workflow with different time delays, and look at the results of your A/B test to 

determine if the difference has a significant effect.

3 Track email & landing page metrics

In order to tell how well your workflows are performing, you should keep track of your 

email engagement and landing page statistics. Are your clickthrough rates higher for 

some emails than others? Are your landing page conversion rates above average?

Here is an example of HubSpot’s landing page analytics:
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Ensure Your Workflows Get Along

If you build out a large number of workflows, or even just a handful, make sure that 

they work together properly. Is one workflow accidentally removing leads from another 

workflow when it shouldn’t be? Can a lead be enrolled in two, three, or four workflows 

at once, if necessary? 

The flexible settings of the workflows tool are 

great for giving you more control over your 

workflows, but you need to make sure that there 

are no unwanted obstructions or interferences 

among them so that they all function properly.
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Workflows empower you 
to do better marketing.“ ”

Workflows empower you to do better marketing. By setting up automated email 

campaigns, triggering immediate notifications, and performing contact property 

updates on a rolling basis, workflows equip you with the tools to be a smarter 

marketer. 

With workflows you can build strong relationships with leads through more targeted 

nurturing, keep your sales team in the know about important changes to the leads 

they’re working, and save more time to focus on other areas of your marketing. 

And the best part is, you can adapt your use of workflows to your own needs, your 

own database, and your own strategy, so you can start converting more leads to 

customers for your business right now. 

set uP workFlows 
witH HuBsPot
Ready to create some workflows? 
get a head start. Request a custom 
demo of HubSpot and learn about 
our Workflows app, Smart Lists and 
other marketing features.

http://bit.ly/get-a-Demo-of-Hs
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