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Introduction

You've invested in HubSpot—a powerful platform with the potential to transform your sales,
marketing, and customer service operations. But will this investment deliver the business

improvements you're expecting?

The reality is sobering: According to industry research, between 30% and 70% of CRM
implementations fail to meet expectations. The primary reasons aren't technical issues or
software limitations—they're strategic and organizational challenges that no technology

alone can solve.

This document introduces a constraint-based thinking approach to HubSpot
implementations—a methodology that has consistently proven effective in helping
organizations achieve meaningful improvements in business throughput rather than simply

deploying new technology.

Beyond Technology: The Real Goal

When organizations invest in platforms like HubSpot, they're rarely seeking just a new

software system. The underlying objectives typically include:

- Increasing conversion rates

- Shortening sales cycles

- Improving customer retention

- Reducing customer acquisition costs

- Growing revenue without proportionally increasing costs

In other words, most organizations are looking to improve their throughput—the rate at which

they generate value through their sales, marketing, and customer service functions.

The OT:OT Approach

At OT:OT, we believe that HubSpot is an excellent platform, but it's just that—a platform. The

path to realizing its value requires:

1. Identifying the constraints that are truly limiting your business throughput

2. Designing processes that address these constraints



3. Configuring HubSpot to support and automate these processes

4. Training and supporting your team through the change

This constraint-based approach helps cut through complexity, focuses resources where
they'll have the greatest impact, and avoids the common pitfall of trying to solve every

problem simultaneously.

In the following pages, we'll introduce you to constraint-based thinking, show how it applies
to HubSpot implementations, and provide a practical framework for maximizing the return on

your HubSpot investment.



Why Technology Projects Often Fail

Despite substantial investments in platforms like HubSpot, many organizations fail to realize
the promised benefits. Understanding these failure points is the first step toward avoiding

them.

The Technology Fallacy

There's a persistent belief that implementing new technology will automatically improve
business operations. This "silver bullet" mentality leads organizations to:
- Focus primarily on features and functionality rather than business outcomes
- Delegate implementation to junior management or IT departments without executive
engagement
- Underinvest in process redesign and change management

- Attempt to solve all problems simultaneously in a "big bang" approach

When results fail to materialize, the technology itself is often blamed, leading to a cycle of

platform-hopping that wastes resources and creates organizational fatigue.

Common Symptoms of Systemic Issues

Before diving into HubSpot implementation, it's worth examining whether your organization
exhibits any of these common symptoms:
- Slow responsiveness to leads and opportunities: Sales teams struggle to
prioritize follow-up, resulting in missed conversions
- Field sales time dilution: Outside sales or field support personnel spend substantial
time on activities other than meeting qualified customers
- Manual reporting processes: Staff spend hours consolidating information from
multiple systems to generate essential reports
- Shadow systems proliferation: Teams create workarounds using spreadsheets,
private notes, or emails because official systems don't meet their needs
- Delayed performance visibility: Sales teams lack timely information on target
attainment, preventing course correction within reporting periods
- Marketing ROI blindness: Inability to assess relative performance of marketing

campaigns or calculate customer acquisition costs

These symptoms aren't simply operational inefficiencies—they're indicators of deeper

systemic constraints that technology alone cannot solve.



Lessons Learned

Organizations that successfully implement HubSpot and achieve meaningful business
improvements typically follow these principles:
1. Focus on constraints, not features
Invest in upfront analysis and stakeholder buy-in
Demonstrate and celebrate early wins

Adopt an incremental approach
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Integrate change management throughout
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3. Demonstrate and celebrate early wins
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In the next section, we'll introduce constraint-based thinking as a practical framework for

focusing your HubSpot implementation efforts where they'll have the greatest impact.




Introduction to Constraint-Based Thinking

To understand how constraint-based thinking can improve HubSpot implementations, we first

need to grasp its fundamental principles.

The Rowboat Metaphor

Imagine a rowing team in a multiperson boat. Each rower represents a different department
or function within your organization—sales, marketing, customer service, operations, and so

on.

If each rower sets their own pace according to their individual capabilities, what happens?
The boat zigzags inefficiently, wasting energy and making little forward progress. To win the

race, all rowers must synchronize to the pace of the slowest rower.
Similarly, in your organization:

- When departments optimize locally without consideration for the overall system,
the organization as a whole cannot achieve its maximum throughput

- The pace of your organization is determined by its most constrained resource

- Improvements anywhere except at the constraint have minimal impact on overall

performance

The Cubicle Worker Metaphor

Imagine an organization where everyone sits apart, separated by cubicle walls or in separate
buildings.

Each department optimizes its own work without visibility into how it affects others. Sales
promises delivery timelines without consulting operations. Marketing generates leads that
sales isn't prepared to handle. Customer service deals with issues they had no role in
creating.

This is the reality in many organizations. HubSpot, when implemented with constraint-based
thinking, becomes the mechanism that smooths the flow of information between groups who
need to collaborate to achieve collective success. When implemented well, HubSpot
provides team members a view of their work-related activities that puts everything at their

fingertips and makes it easy to focus on the most important things to do.



The Bottleneck Analogy

Another helpful way to visualize constraints is as bottlenecks in a pipe system. No matter
how much you expand other sections of the pipe, the flow through the entire system is

limited by the narrowest point.
In business terms:

- The narrow point in your pipe is your system constraint
- Improving flow elsewhere won't increase overall throughput

- Widening the bottleneck is the only way to improve system performance

Local Efficiency vs. System Throughput

One of the most counterintuitive aspects of constraint-based thinking is the distinction
between local efficiency and system throughput:
- Local efficiency focuses on maximizing the output of individual departments or
functions

- System throughput focuses on maximizing the output of the entire organization

When viewed through a constraint-based lens, it often makes perfect sense to operate some
resources at less than 100% efficiency to protect and support the constrained resource. This
means deliberately choosing not to maximize local efficiency in order to improve the overall

throughput of the organization.

Theory of Constraints: The Basics

The Theory of Constraints (TOC) is a management philosophy developed by Dr. Eliyahu

Goldratt in the 1980s. At its core are a few key principles:

BN

Every system has at least one constraint limiting its output

The constraint determines the throughput of the entire system

Optimizing non-constraints won't improve overall performance if the constraint
remains unchanged

Improving the constraint directly improves the entire system

The constraint will eventually shift to another part of the system



Application to Sales, Marketing, and Customer Service

In the context of sales, marketing, and customer service—the primary functions supported

by HubSpot—constraint-based thinking helps you:

- ldentify which specific resource or process is truly limiting your throughput
- Focus improvement efforts where they'll have the greatest impact
- Align all departments to support the constraint

- Measure improvements in terms of overall business results, not departmental metrics

Instead of asking "How can we use all of HubSpot's features?" the constraint-based
approach asks "Which specific constraint, if addressed, would most improve our overall

performance?"

In the next section, we'll explore the Five Focusing Steps of constraint theory and how they

can be applied to your HubSpot implementation.
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Case Scenario: Acme Professional Services

To illustrate the application of constraint-based thinking to HubSpot implementation, we'll

follow a fictional company through the Five Focusing Steps.

Company Background

Acme Professional Services is a mid-sized consulting firm with 50 consultants and 15
support staff. They recently invested in HubSpot to improve their sales and marketing

processes after experiencing:

- Stagnant growth despite increasing marketing spend

- Long sales cycles (averaging 90 days from initial contact to contract)

- Low conversion rates (10%) from qualified leads to customers

- Inconsistent follow-up on proposals and quotes

- Frequent complaints from consultants about spending too much time on
administrative tasks

- Difficulty tracking the ROI of various marketing channels

- Manual reporting processes that consumed significant time each month

Acme's management hoped that implementing HubSpot would solve these problems, but six

months after the initial implementation, they were still experiencing most of the same issues.

They engaged OT:OT to help them apply constraint-based thinking to their HubSpot

implementation.

Throughout the following sections, we'll see how Acme identified and addressed their

constraints using HubSpot as an enabling tool rather than a solution in itself.
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Step 1: Identify the Constraint

The first and most crucial step in applying constraint-based thinking is accurately identifying

the system constraint—the factor that most limits your organization's throughput.

Beyond Symptoms to Root Causes

Many of the issues organizations experience are symptoms, not constraints themselves. For

example:

- Slow lead response times might be a symptom of unclear prioritization, not lack of
effort

- Poor conversion rates might result from inadequate qualification, not selling skills

- Excessive administrative time could indicate process inefficiencies, not staffing
shortages

The discovery process must look beyond these symptoms to identify the underlying
constraint.
The Discovery Process

Identifying the true constraint typically involves:

Surveys and data collection: Gathering quantitative data on current performance
Stakeholder interviews: Speaking with representatives from all affected functions

Process mapping: Documenting the current flow of work through the organization

e

Bottleneck analysis: |dentifying where work consistently slows or accumulates

This discovery process should involve both frontline staff and leadership to ensure a

comprehensive view of the system.

The Cross-Functional Steering Committee

Constraint identification should not be delegated to a single department. Form a

cross-functional steering committee that includes:

- At least one senior executive with decision-making authority

- Heads of sales, marketing, and customer service
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- Representatives from finance

- Key operational stakeholders

This committee helps validate constraint identification and ensures the improvement process

doesn't merely shift bottlenecks between departments.

Common Constraints in Sales and Marketing

While each organization is unique, we frequently observe these constraints in sales and

marketing functions:

1. Sales capacity constraint: When the sales team lacks the capacity to pursue all
qualified opportunities
Lead quality constraint: When insufficient qualified leads enter the pipeline
Process velocity constraint: \WWhen excessive handoffs or approvals slow the sales
process

4. Information constraint: When critical data for decision-making is unavailable or
inaccessible

5. Expertise constraint: When specialized knowledge is concentrated in too few

individuals

Case Study: Acme Professional Services Identifies Their

Constraint

Initial Symptoms

When OT:OT began working with Acme, the following symptoms were immediately apparent:

- Low conversion rates from qualified leads to customers
- Long sales cycles
- Inconsistent follow-up on proposals

- Consultants spending excessive time on non-billable administrative tasks

Discovery Process

The OT:OT team implemented a structured discovery process:
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1. Data collection: Analyzed conversion rates, sales cycle durations, proposal
follow-up patterns, and consultant time allocation

2. Stakeholder interviews: Conducted interviews with executives, sales team
members, marketing staff, consultants, and administrative personnel

3. Process mapping: Created detailed maps of the lead-to-cash process and

consultant engagement model

The Constraint Identified

After analyzing the data and interview feedback, the cross-functional steering committee

identified Acme's primary constraint:

The time of senior consultants was the system constraint.

Despite being the firm's most valuable resource for both selling and delivering services,
senior consultants were spending only 55% of their time on high-value activities (meeting

with qualified prospects and delivering billable work). The remaining 45% was consumed by:

- Responding to unqualified leads (15%)
- Creating custom proposals from scratch for each prospect (15%)
- Searching for information across disparate systems (8%)

- Administrative tasks and reporting (7%)

This constraint was limiting both sales (by reducing time available for high-potential

prospects) and delivery capacity (by consuming time that could be spent on billable work).

In the next section, we'll see how Acme applied Step 2: Exploit the Constraint, using
HubSpot to make the most of their senior consultants' limited time without major additional

investment.

Step 2: Exploit the Constraint

Once you've identified your system constraint, the next step is to exploit it—making the most
of this limited resource without significant additional investment. This step focuses on quick

wins and efficiency improvements that can often deliver immediate throughput gains.
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Maximizing Constraint Effectiveness

Exploiting the constraint means:

Eliminating waste and non-value-adding activities that consume the constrained
resource
Ensuring the constrained resource is focused on the highest-value work

Preventing idle time or inefficient use of the constrained resource

In sales and marketing contexts, this often involves ensuring that your most valuable

resources—typically your most experienced salespeople or subject matter experts—are

focusing their time on activities with the highest potential return.

HubSpot Features That Help Exploit Common Constraints

HubSpot offers several features that can be quickly configured to exploit common

constraints:

For Sales Capacity Constraints

Lead scoring automation: Automatically prioritize leads based on fit and
engagement to ensure sales teams focus on the most promising opportunities

Email templates and sequences: Reduce time spent on repetitive communications
while maintaining personalization

Meeting scheduling tools: Eliminate back-and-forth scheduling communications
Sales playbooks: Provide guided selling that helps less experienced team members

perform more effectively

For Information Constraints

Customized dashboards: Provide at-a-glance visibility into the most important
metrics

Sales activity reporting: Focus attention on high-impact activities

Contact and company records: Create a single source of truth for customer
information

Document sharing tools: Make critical content easily accessible

For Process Velocity Constraints

Workflow automation: Trigger notifications and actions based on specific events
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- Approval workflows: Streamline review processes for quotes and proposals
- Task management: Ensure critical follow-ups don't fall through the cracks

- Deal pipelines: Visualize sales progress and identify stalled opportunities

Quick Wins vs. Perfect Solutions

During the exploit phase, focus on:

- Solutions that can be implemented quickly (days or weeks, not months)
- Changes that directly impact the constraint's productivity
- Improvements that demonstrate immediate, visible results

- Building momentum and support for more substantial changes

This is not the time for complex, multi-phase projects. Those come later, in the elevate step.

Case Study: Acme Professional Services Exploits Their
Constraint
Recall that Acme identified their constraint as the time of senior consultants, who were

spending only 20% of their time on high-value activities.

Improvement Focus

Acme's cross-functional steering committee identified four areas where HubSpot could help

exploit this constraint:

1. Reducing time spent on unqualified leads (15% of consultant time)

2. Streamlining proposal creation (15% of consultant time)

3. Improving information accessibility (8% of consultant time)

4. Automating administrative tasks (7% of consultant time)
HubSpot Quick Wins

Working with OT:OT, Acme implemented these quick wins using HubSpot:

Lead Qualification Improvements

- Implemented lead scoring based on firmographic data and website engagement
- Created a two-tier qualification process where marketing and junior staff conducted

initial qualification
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- Configured HubSpot dashboards to highlight only the most qualified leads for senior

consultant attention

Proposal Process Streamlining

- Created a library of proposal templates and standard service descriptions in HubSpot
- Implemented a guided process for junior staff to assemble draft proposals

- Set up approval workflows for senior consultants to review and finalize proposals

Information Accessibility

- Consolidated customer information from disparate systems into HubSpot's CRM
- Created custom record views showing the most relevant information for consultants

- Implemented a knowledge base for frequently requested information

Administrative Automation

- Configured automated reports to replace manual reporting
- Set up task management workflows to delegate follow-up activities

- Implemented meeting scheduling tools to eliminate scheduling back-and-forth

Results

Within four weeks of implementing these changes:

- Senior consultants' time spent on high-value activities increased from 55% to 65%

- This 10% increase represented approximately 4 additional hours per week per
consultant

- For a team of 15 senior consultants, this equated to 60 additional hours per week of
high-value time

- Response time to qualified leads decreased from 48 hours to 4 hours

- Proposal creation time decreased by 60%

These improvements were achieved before any significant modifications to Acme's
underlying processes or additional investments—they simply made better use of the

constraint resource they already had.

In the next section, we'll explore how Acme applied Step 3: Subordinate Everything Else to

align their entire organization around supporting the constraint.
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Step 3: Subordinate Everything Else

After identifying and exploiting the constraint, the next step is to subordinate everything else
in the system to support the constraint. This means aligning all non-constraint resources and

processes to ensure the constraint operates at maximum effectiveness.

The Challenge of Subordination

Subordination is often the most challenging step in the constraint improvement process

because:

- It may require non-constrained resources to operate at less than their maximum
efficiency
- It can disrupt established departmental processes and metrics

- It may challenge traditional organizational hierarchies and responsibilities

However, subordination is essential for achieving maximum system throughput.

From Departmental Optimization to System Thinking

Traditional organizations typically optimize each department independently:

- Marketing focuses on generating maximum leads
- Sales focuses on closing maximum deals

- Service focuses on handling maximum tickets
In a constraint-focused approach, all departments align around the constraint:

- If sales capacity is the constraint, marketing might generate fewer, higher-quality
leads

- If expert time is the constraint, service might route only complex issues to specialists

- If process velocity is the constraint, all departments might prioritize speed over

completeness

This shift from departmental optimization to system thinking requires clear communication,

executive support, and appropriate performance metrics.
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HubSpot's Role in Subordination

HubSpot can facilitate subordination through:

Process Alignment

Cross-functional workflows: Automate processes that span multiple departments
Shared pipelines: Create visibility across traditionally siloed functions
Universal contact records: Ensure all teams work from the same customer

information

Resource Allocation

Ticket routing and assignment: Direct work to the appropriate resources based on
constraint impact
Task prioritization: Ensure high-impact activities receive attention first

Time-based alerts: Prevent delays that could cause constraint idle time

Communication and Collaboration

Internal notifications: Alert team members when their action could impact the
constraint

Shared dashboards: Create visibility into constraint performance across
departments

Conversation threads: Maintain context when multiple team members engage with

customers

The Role of the Cross-Functional Steering Committee

The steering committee plays a crucial role in the subordination step by:

Resolving conflicts between departmental priorities and constraint requirements
Adjusting department-level metrics to align with constraint performance
Communicating the "why" behind process changes to build understanding and buy-in
Monitoring system performance to ensure subordination is achieving the desired

results
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Case Study: Acme Professional Services Subordinates
Everything Else

Having identified their constraint (senior consultant time) and implemented quick wins to
exploit it, Acme now needed to subordinate the rest of the organization to support this

constraint.

Aligning Marketing Around the Constraint

Acme's marketing team had previously been measured on lead volume. With support from

the steering committee, they:

- Shifted their primary metric from lead quantity to "qualified opportunities delivered to
senior consultants”

- Implemented progressive profiling in HubSpot to gather qualification data
incrementally

- Created nurture campaigns for leads not yet ready for senior consultant engagement

- Developed educational content that answered common questions, reducing

"information only" calls with senior consultants

Aligning Junior Staff Around the Constraint

Junior consultants and administrative staff were repositioned as "constraint protectors" with

responsibility for:

- Conducting initial discovery calls to qualify prospects before senior consultant
involvement

- Assembling preliminary proposal drafts using the HubSpot template library

- Following up on sent proposals and handling routine client questions

- Managing reporting and administrative tasks in HubSpot

Aligning Operations Around the Constraint

The operations team modified their processes to:

- Prioritize system improvements that directly impacted senior consultant effectiveness
- Create and maintain the HubSpot knowledge base with frequently needed

information

20



- Generate pre-populated reports for senior consultants rather than requiring them to
create reports

- Provide tech support for senior consultants as their highest priority task

Realigning Performance Metrics

With guidance from the steering committee, Acme:

- Modified department-level KPls to reflect their contribution to constraint effectiveness

- Created a single dashboard showing "effective senior consultant hours" as a
company-wide metric

- Implemented team-based incentives tied to overall system throughput rather than
departmental metrics

- Used HubSpot reporting to provide weekly visibility into constraint utilization

Results

Within three months of implementing the subordination step:

- Senior consultant time on high-value activities increased from 65% to 73%
- This represented approximately 3 additional hours per consultant per week
- Sales cycle length decreased by 30% as administrative delays were eliminated
- Proposal conversion rates increased by 25% due to improved qualification and

follow-up

These improvements went beyond the quick wins achieved in the exploitation step, as they

required more substantial process changes and cross-functional collaboration.

In the next section, we'll explore how Acme approached Step 4: Elevate the Constraint

through more significant investments.

Step 4: Elevate the Constraint

After identifying, exploiting, and subordinating, the fourth step in the constraint improvement
process is elevation—making a more significant investment to break or expand the
constraint. This step becomes necessary when the previous steps have maximized the

performance of the current system but further improvement is still required.
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When to Elevate

Elevation should be considered when:

- Steps 1-3 have been thoroughly implemented
- The constraint remains a limitation on system throughput
- The business case for additional investment is clear and compelling

- The potential return justifies the required resources

Unlike exploitation and subordination, which focus on making better use of existing

resources, elevation typically requires additional investment of time, money, or both.
Elevation Strategies for Common Constraints

For People-Based Constraints

- Hiring additional skilled personnel
- Providing specialized training to develop skills in more people
- Advanced HubSpot automation to handle more complex tasks

- Outsourcing certain activities to qualified third parties

For Process-Based Constraints

- Implementing more sophisticated HubSpot features and integrations
- Redesigning processes to eliminate unnecessary steps
- Investing in custom development to address specific needs

- Adopting complementary technologies that integrate with HubSpot

For Information-Based Constraints

- Implementing business intelligence tools integrated with HubSpot
- Creating custom reporting solutions for complex analysis needs
- Developing more sophisticated data integration strategies

- Building knowledge bases and decision support systems

HubSpot's Role in Constraint Elevation

HubSpot offers several avenues for constraint elevation:



Platform expansion: Adding additional HubSpot hubs or features

Advanced automation: Implementing more sophisticated workflows and sequences
Custom development: Utilizing HubSpot's API for tailored solutions

Integration ecosystem: Connecting with specialized third-party applications

Advanced analytics: Implementing more sophisticated reporting and insight tools

Building the Business Case

Elevation requires investment, which necessitates a clear business case:

ok~ w0 Dbd =

Quantify the current constraint's impact on throughput

Estimate the potential improvement from breaking the constraint
Calculate the required investment and expected timeline

Identify risks and mitigation strategies

Consider alternative approaches and their relative ROI

The cross-functional steering committee plays a crucial role in evaluating and prioritizing

elevation investments.

Case Study: Acme Professional Services Elevates Their

Constraint

Having maximized their senior consultants' effectiveness through exploitation and

subordination, Acme was ready to consider more substantial investments to further elevate

this constraint.

The Business Case

The steering committee analyzed the data and determined:

Despite improvements, senior consultants were still the system constraint

Current utilization on high-value activities had increased from 55% to 72%

Each 10% increase in high-value time was worth approximately $500,000 in annual
revenue

The next significant improvement would require more than quick wins and process

changes
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The Elevation Strategy

After evaluating options, Acme decided on a multi-faceted elevation strategy:

1. Expertise Expansion

Created a formal mentoring program pairing senior and junior consultants
Developed a HubSpot knowledge base documenting senior consultant expertise
Implemented a training program to elevate mid-level consultants' capabilities

Hired two additional senior consultants in areas of highest demand

2. Advanced HubSpot Implementation

Upgraded to Enterprise tier for advanced automation capabilities
Implemented custom objects to better model their complex projects
Created sophisticated approval workflows for proposal development

Developed advanced reporting dashboards for real-time performance tracking

3. Integration and Extension

Integrated HubSpot with their project management system
Implemented a CPQ (Configure, Price, Quote) solution connected to HubSpot
Created a customer portal for self-service information access

Developed custom applications for industry-specific needs

Investment and Timeline

This elevation strategy required:

$120,000 in additional HubSpot licensing and third-party tools
$150,000 in custom development and integration
$50,000 in training and knowledge base development

6 months for full implementation

Results

Nine months after beginning the elevation phase:

Senior consultant time on high-value activities increased from 72% to 80%
This 8% increase represented approximately 3.2 additional hours per week per
consultant

Sales cycle length decreased by an additional 20%
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- Proposal conversion rates increased by an additional 15%

- Annual revenue increased by $1.2 million, delivering a positive ROl within 7 months

More importantly, the constraint began to shift away from senior consultant time to market
demand—a much better constraint to have, as it led Acme to focus on the next iteration of

improvement.

In the next section, we'll explore how Acme applied Step 5: Return to Step 1, preventing

inertia and continuing the improvement cycle.

Step 5: Return to Step 1 (Preventing Inertia)

The final step in the Five Focusing Steps is returning to the beginning—identifying the new
constraint that inevitably emerges once the original constraint has been broken. This step is

crucial because it:

- Prevents complacency after initial successes
- Acknowledges the dynamic nature of organizational systems
- Maintains the momentum of continuous improvement

- Guards against the natural tendency to drift back to local optimization

The Shifting Nature of Constraints

When a constraint is successfully elevated, one of two things happens:

1. The constraint shifts to another part of the system

2. An external constraint (usually market demand) becomes limiting

Either way, the organization needs to identify this new constraint and begin the process

again to continue improving overall throughput.

Common Patterns of Constraint Shifts

In sales and marketing contexts, constraints often shift in predictable patterns:

- From people to process: When skilled personnel are no longer the bottleneck,

inefficient processes often become the next constraint
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- From process to information: When processes are streamlined, lack of timely or
accurate information often becomes limiting
- From internal to external: When internal constraints are addressed, market

constraints (demand, competition, pricing) often become the limiting factor

Understanding these patterns helps organizations anticipate and prepare for constraint
shifts.

Preventing Drift Back to Silos

Without conscious effort, organizations naturally drift back toward:

- Department-level optimization rather than system thinking
- Measuring and rewarding local efficiency over system throughput
- Pursuing improvement initiatives based on ease or visibility rather than constraint

impact
The steering committee plays a vital role in preventing this drift by:

- Maintaining focus on the current system constraint
- Reinforcing the importance of subordination
- Ensuring performance metrics remain aligned with constraint theory

- Communicating successes achieved through the constraint-based approach

HubSpot's Role in Ongoing Constraint Management

HubSpot can support this iterative improvement process through:

- Adaptive dashboards that highlight the current constraint

- Flexible workflows that can be reconfigured as constraints shift
- Scalable automation that grows with the organization

- Comprehensive analytics that identify emerging constraints

- Knowledge management that preserves lessons learned

Case Study: Acme Professional Services Returns to Step 1

After successfully elevating their initial constraint—senior consultant time—Acme found

themselves in a new situation:
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The New Challenge

With their elevation strategy implemented, Acme achieved significant improvements:

- Senior consultants were now spending 80% of their time on high-value activities (up
from the original 55%)

- Sales cycle length had decreased by 50% compared to pre-implementation

- Proposal conversion rates had increased by 40% overall

- Annual revenue had increased by $1.2 million

However, a new problem emerged: senior consultants were starting to experience idle time
between qualified opportunities. The steering committee recognized this as a classic sign of

a constraint shift.

|dentifying the New Constraint

Working with OT:OT, Acme conducted another round of discovery:

- Data analysis: Examined pipeline metrics, conversion rates, and time allocation
across departments

- Stakeholder interviews: Spoke with senior consultants, marketing team, and junior
staff about the new bottlenecks they were experiencing

- Process observation: Tracked the flow of leads through the qualification process
This discovery process revealed that the constraint had shifted to lead qualification:

- Marketing was generating sufficient raw leads, but qualification was now the
bottleneck

- The junior staff who handled initial qualification were overwhelmed by volume

- The qualification criteria hadn't been updated to reflect Acme's evolving service
offerings

- HubSpot's lead scoring hadn't been recalibrated to reflect new market patterns

Beginning the Process Again

With the new constraint identified, Acme began another cycle of the Five Focusing Steps:

1. ldentify: The constraint was now the lead qualification process
2. Exploit: They immediately recalibrated lead scoring and prioritization rules in
HubSpot
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3. Subordinate: They reallocated some administrative staff to support the qualification
team

4. Elevate: They implemented more sophisticated marketing automation and
Al-assisted qualification

5. Return: They established ongoing monitoring for the next constraint shift

Establishing a Continuous Improvement Cycle

Through this experience, Acme transformed their approach to business improvement:

- The steering committee became a permanent governance body meeting monthly
- Constraint analysis became part of quarterly business reviews

- Custom HubSpot dashboards were configured to highlight emerging constraints
- Training programs incorporated constraint thinking principles

- Success stories were documented and shared to reinforce the approach

Measurable Impact of Constraint-Based Thinking

After 18 months of applying constraint-based thinking to their HubSpot implementation,

Acme achieved:

- 45% increase in overall throughput (measured as revenue per consultant)
- 35% reduction in cost of customer acquisition

- 45% decrease in sales cycle length

- 28% improvement in customer retention

- 150% return on their HubSpot and implementation investment

More importantly, they had established a sustainable approach to continuous improvement
that didn't rely on fads or "silver bullet" solutions, but on a systematic method for identifying

and addressing constraints.

The Journey Continues

By embracing the iterative nature of constraint management, Acme transformed their

approach to business improvement:

- Instead of pursuing multiple unrelated initiatives, they focused on the current

constraint
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- Rather than deploying technology for its own sake, they implemented HubSpot
features based on constraint impact
- Instead of optimizing departments independently, they aligned the entire organization

around system throughput

This approach delivered significantly better results than their previous efforts, with less

investment and greater organizational alignment.

The constraint-based journey never truly ends—it becomes a way of thinking that
continuously drives organizational improvement, with each constraint broken leading to new

opportunities for growth and optimization.

Conclusion

Throughout this introduction to constraint-based thinking for HubSpot implementations,
we've explored how focusing on system constraints can dramatically improve the return on

your technology investment.

Key Takeaways

1. Technology alone doesn't solve process problems. HubSpot is a powerful
platform, but it's most effective when implemented with a clear understanding of your

organization's constraints.

2. Not all improvements are equal. By identifying and focusing on your system
constraint, you can achieve significantly better results with the same investment of

time and resources.
3. The Five Focusing Steps provide a practical framework:

- ldentify the constraint limiting your throughput

- Exploit the constraint by maximizing its effectiveness without major
investment

- Subordinate everything else to support the constraint

- Elevate the constraint through targeted investment

- Preventinertia by returning to Step 1 when the constraint shifts
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Cross-functional collaboration is essential. Constraint-based thinking transcends

departmental boundaries and requires alignment across the organization.

Change is iterative, not all-at-once. Successful implementation combines quick

wins with a structured approach to addressing more complex constraints over time.

Beyond HubSpot

While this document has focused specifically on HubSpot implementations, the principles of

constraint-based thinking apply broadly across your organization. As you become more

familiar with this approach, you may find opportunities to apply it to other aspects of your

business.

Moving Forward with OT:OT

At OT:OT, we apply constraint-based thinking to everything we do. We believe this approach

delivers the best possible outcomes for our clients by:

- Focusing on meaningful business improvements, not just technology implementation

- Designing processes that address true constraints, not just symptoms
- Implementing HubSpot in a way that supports overall throughput, not just

departmental efficiency

If you're ready to explore how constraint-based thinking can help maximize the value of your

HubSpot investment, contact us to begin the conversation.

Further Reading

For those interested in learning more about constraint-based thinking, we recommend:

- Wikipedia's "Theory of Constraints" page — A concise overview of key TOC

conceptsThe Goal by Eliyahu M. Goldratt — The foundational text on Theory of
Constraints

- The Machine by Justin Roff-Marsh — A practical application of TOC to sales
processes

- The Fifth Discipline by Peter Senge — A broader look at systems thinking in

organizations

30


https://en.wikipedia.org/wiki/Theory_of_constraints

Appendix: Signs Your Sales and Marketing

Functions Are Constrained

The following checklist can help you identify potential constraints in your sales and
marketing functions. The more items you check, the more likely it is that a constraint-based

approach would benefit your organization.

Lead Generation and Qualification

o Marketing generates leads, but sales complains about their quality

o Your cost-per-lead is increasing while conversion rates remain flat or decline
o You're unable to accurately attribute revenue to specific marketing channels
o Lead scoring is subjective or non-existent

o New lead follow-up lacks consistent timing or process

Sales Process Efficiency

o Sales cycles are longer than your industry average

o Proposals and quotes frequently go unanswered by prospects
o Your sales team spends significant time on administrative tasks
o Win rates vary dramatically between sales team members

o Outside sales or field personnel spend less than 50% of their time with customers

Information Management

o Staff regularly create workarounds using spreadsheets, private notes, or emails
o Critical customer information is stored in multiple disconnected systems

o Generating reports requires manual consolidation of data from multiple sources
o Sales and marketing teams have different definitions of key metrics

o Team members report difficulty finding the information they need when they need it

Resource Allocation

o Your most skilled personnel spend significant time on routine tasks
o Performance feedback comes too late to make meaningful adjustments

o Resource allocation decisions are made without clear prioritization criteria
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o Departments compete for resources rather than collaborating toward common goals

o Management lacks visibility into the true bottlenecks in the sales and marketing process

Customer Relationship Management

o Customer retention rates are below industry benchmarks

o Customer feedback isn't systematically captured and acted upon
o Cross-selling and upselling opportunities are frequently missed
o Service delivery issues negatively impact sales opportunities

o Customer communication is inconsistent across departments

Technology Utilization

o Your existing CRM has low adoption rates or inconsistent usage

o Users complain that technology makes their jobs harder, not easier

o System capabilities are underutilized relative to licensing costs

o Technology implementation decisions are made without clear business objectives

o The organization lacks a roadmap for continuous improvement of technology utilization
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