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AI × COLD EMAIL OPERATIONS

AI Qualifies
Leads Fast.
Turn pasted lead sheets into ranked sales actions with Claude. A 
practical system for operators who run lists past 100 rows.

1 Built for operators with 100+ raw leads

2 Outputs Hot SQL → Disqualified, scored 0–100

3 Based on workflows that processed 5M leads in a week

LIVE QUALIFICATION — SAMPLE RUN

Pasted lead sheet · 247 rows

Maya R.
VP Sales · 85−person SaaS

HOT · 88

Daniel K.
Head of Growth · Series A

HOT · 82

Priya S.
Director RevOps · Mid-market

WARM · 71

James L.
Sales Manager · Enterprise

MQL · 56

Sara T.
SDR · Small business

NURTURE · 38

Olivia M.
Marketing intern · Agency

DISQUALIFIED
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AGENDA WHAT YOU WILL BUILD

IN THIS RESOURCE

What You Will Build

01 Lead diagnosis
Spot why manual review fails the moment a list passes 100 rows.

02 AI system map
See how raw lead data flows from spreadsheet to a clear sales action.

03 Scoring model
Rank every lead across ICP fit, intent, urgency, authority, and budget.

04 Claude prompt
Copy the full prompt structure and paste your own lead sheet into it.

05 Daily workflow
Run a 15−minute lead review and assign the right next step every morning.
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SECTION 01 SECTION 01 — THE SHIFT

01SECTION ONE — THE SHIFT

Lead Qualification 
Changed.
AI turns raw lead rows into ranked decisions — without a rep guessing at midnight.
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01 · THE SHIFT THE PROBLEM WITH MANUAL REVIEW

WHY THIS RESOURCE EXISTS

Manual Review Breaks.

Rows pile up. A 500−row sheet creates 500 separate judgment calls before a single email goes out.

Signals get missed. Reps scan title, company, and email — while urgency and budget clues stay buried in the notes column.

Priority gets guessed. Without scoring rules, two reps can rank the same lead three ways in under five minutes.

Follow-up slows. Manual review delays outreach exactly when speed matters most — after form fills, event lists, or ad 
clicks.
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01 · THE SHIFT SPEED COMPARISON

FROM SPREADSHEET TO SYSTEM

Speed Changes Outcomes.
PROCESS VOLUME TIME PRACTICAL EFFECT

Manual spreadsheet review 500 leads 2 to 4 hours Rep fatigue starts to affect ranking by row 
200.

Clay-style row processing 1,000,000 leads 27 hours Workable, but campaign launches get 
delayed by a day.

Custom Claude system 1,000,000 leads 5 seconds Same-day list refresh — outreach goes out 
while signals are still hot.

SME system at peak 5,000,000 leads 1 week Scale bottleneck removed entirely.

Source: SME transcript, AI lead system reference build.
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01 · THE SHIFT WORKFLOW COMPARISON

SAME INPUT, FASTER DECISION

AI Shortens Review.
OLD WORKFLOW AI WORKFLOW

STEP 1

Raw Lead Sheet

STEP 2

Manual Scan

STEP 3

Subjective Priority

STEP 4

Delayed Outreach

STEP 1

Raw Lead Sheet

STEP 2

Claude Analyzer

STEP 3

Score + Category

STEP 4

Sales Action

VS

Same input, fewer judgment gaps, faster decision.
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SECTION 02 SECTION 02 — SYSTEM

02SECTION TWO — SYSTEM

Build The System.

The prompt needs a clear input, a clear score, and a clear output. Everything else is noise.
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02 · SYSTEM QUALIFICATION STACK

FRAMEWORK — 4 LAYERS

The Qualification Stack Works.

L1 Data Input
Paste lead rows with name, company, title, source, notes, and any visible intent signal.

L2 Signal Reading
Claude checks ICP fit, buying intent, urgency, authority, and budget clues across every row.

L3 Lead Scoring
Each lead receives a 0 to 100 score with a named category and a one-line reason.

L4 Sales Action
Claude returns the next-best step plus a matching email angle tied to a real signal.

APPLY Use this stack when your lead sheet has enough fields to support real scoring — otherwise enrich first.
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02 · SYSTEM DATA PREPARATION

WHAT TO FEED THE PROMPT

Inputs Decide Scores.

Company data — industry, size, location, website, funding, hiring activity, ad spend signals.

Person data — title, seniority, department, LinkedIn URL, and known role in the buying process.

Intent data — source, form fill, event attendance, ad activity, job posts, recent company change.

Sales context — your ICP definition, disqualifiers, average deal size, target buyer titles.
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02 · SYSTEM END-TO-END FLOW

ONE INPUT, FOUR OUTPUTS

Data Becomes Decisions.

01

Lead Sheet
Pasted rows with headers

02

Claude Prompt
Role · rules · format

03

Signal Scoring
5 signals × 20 points

04

Lead Category
Hot SQL → Disqualified

05

Sales Action
Next step + email angle

— LOGIC ENGINE INSIDE STEP 03 —

ICP Fit Buying Intent Urgency Authority Budget Signal
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SECTION 03 SECTION 03 — SCORING

03SECTION THREE — SCORING

Score Before Outreach.

Qualification needs rules before Claude can rank leads. Set the rules once, run them every day.
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03 · SCORING THE FIVE SIGNALS

FRAMEWORK — 5 SIGNALS × 20 POINTS

Five Signals Rank Leads.
ICP fit. Company matches target industry, size, geography, and buyer profile.

Buying intent. Active behavior — form fill, ads, hiring, recent tool research.

Urgency. Timing signal suggests action needed within 30 to 90 days.

Authority. Contact can decide, influence, or introduce the buying committee.

Budget signal. Spend capacity through ads, hiring, funding, or current tooling.

APPLY Use 0 to 20 points per signal for a clean 100−point score.

Sample lead — total score: 76 / 100
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03 · SCORING WEAK VS STRONG EVIDENCE

QUALITY OF EVIDENCE SETS QUALITY OF SCORE

Signals Need Evidence.

ICP Works in sales VS VP Sales at an 80−person B2B SaaS company

INTENT Company seems to be growing VS Hiring 3 SDRs this month

URGENCY May need a tool someday VS Contract renewal scheduled in Q2

AUTHORITY Sales intern VS Founder, CRO, or VP Sales — clear buying influence

BUDGET Has a website VS Running LinkedIn ads consistently for 60 days
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03 · SCORING SCORE → CATEGORY → ACTION

FROM SCORE TO ACTION

Categories Set Action.
CATEGORY SCORE RANGE MEANING ACTION

Hot SQL 80 – 100 Strong fit plus clear intent. Send a direct sales email today.

Warm SQL 65 – 79 Good fit with partial intent. Send a consultative email within 24 hours.

MQL 45 – 64 Fit exists, intent is unclear. Add to a 3−email education sequence.

Nurture 25 – 44 Weak timing or weak authority. Check again in 30 to 60 days.

Disqualified 0 – 24 Bad fit or missing core criteria. Remove from active outreach.
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03 · SCORING ACTION — SET YOUR RULES

DO THIS ONCE, BEFORE RUNNING THE PROMPT

Set Your Rules.
Define your ICP
Write 3 target industries, 3 company sizes, and 5 buyer titles.

Set disqualifiers
List 5 exclusions — students, agencies, competitors, unsupported regions, free-mail-only contacts.

Choose your signals
Pick 5 scoring signals: ICP · Intent · Urgency · Authority · Budget.

Assign weights
Use 20 points per signal for a simple 100−point score. Adjust later only with evidence.

Map actions
Assign one next step to each category — before running Claude, not after.
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SECTION 04 SECTION 04 — PROMPT

04SECTION FOUR — PROMPT

Write The Prompt.

Claude needs role, rules, data, and output format. Skip any one of those and the output gets soft.
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04 · PROMPT STRUCTURE

ENGINEERED, NOT GUESSED

Prompt Structure Matters.
Assign the role. Tell Claude to act as a B2B sales qualification analyst — not a generic assistant.

Define the target. Give Claude your ICP, buyer titles, and disqualifying criteria before the lead data.

Set the scoring. 5 signals worth 20 points each. 100−point total. No partial systems.

Force evidence. Require one qualification reason tied to a visible field in the lead sheet.

Fix the format. Ask for a table with category, score, reason, next action, and email angle.
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04 · PROMPT THE 4−PART RECIPE

THE RECIPE

The Prompt Has Four Parts.

1
ROLE

Set who Claude is

"Act as a B2B sales qualification 
analyst for my sales team."

2
RULES

Define the scoring

"Score 5 signals — ICP, intent, 
urgency, authority, budget — 
from 0 to 20."

3
DATA

Paste the lead sheet

"Here is my lead sheet with 
headers: Name, Title, Company, 
Source, Notes…"

4
OUTPUT

Lock the format

"Return category, score, reason, 
next-best action, and a sales 
email angle."

One pass — Claude returns ranked leads and matched actions in the same response.
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04 · PROMPT COPY-READY PROMPT

THE ASSET — COPY THIS AND RUN IT

Use This Prompt.
1. Open with the role
Act as a B2B sales qualification analyst for my sales team.

2. Paste your ICP
Our ICP is [industry], [company size], [buyer titles], [regions].

3. Add the scoring criteria
Score ICP fit, buying intent, urgency, authority, and budget signal from 0 to 20.

4. Paste your leads
Here is my lead sheet: [paste rows with headers].

5. Lock the output format
Return category, score, reason, next-best action, and sales email angle.
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SECTION 05 SECTION 05 — ACTION

05SECTION FIVE — ACTION

Turn Scores Into Action.

The score only matters if the next step is clear. Here is how the system becomes a daily motion.
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05 · ACTION WORKED EXAMPLE

ONE ROW, FULLY QUALIFIED

Sample Analysis Works.

LEAD INPUT

TITLE

VP Sales
COMPANY

85−person B2B SaaS
HIRING

4 SDRs open this month
AD ACTIVITY

LinkedIn ads running for 45 days
SOURCE

Inbound — webinar registration

CLAUDE OUTPUT

REASON

Hiring SDRs while running paid acquisition signals real outbound 
investment + budget + urgency.

NEXT ACTION

Send a direct email within 24 hours about outbound pipeline gaps.

EMAIL ANGLE

"Saw you are hiring SDRs while running paid acquisition. Are you adding 
outbound capacity this quarter?"

88 / 100 HOT SQL
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05 · ACTION ACTION MAPPING

OPERATING MAPPING PER CATEGORY

Match Action To Score.

HOT SQL Send 1 personalized email today with one concrete trigger pulled from the lead row.

WARM SQL Send 1 consultative email within 24 hours and ask about timing or ownership of the problem.

MQL Add to a 3−email education sequence built around the pain suggested by their role.

NURTURE Set a 30−day review date. Monitor hiring, ads, funding, or website changes.

DISQUALIFIED Remove from active outreach. Record the reason for future list filters.
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05 · ACTION DAILY 15−MIN ROUTINE

A 15−MINUTE MORNING ROUTINE

Run This Daily.
Export leads
Pull yesterday's new leads into a sheet with consistent headers.

Clean columns
Keep name, company, title, source, website, notes, and signal fields. 
Drop the rest.

Run prompt
Paste the sheet into Claude with your scoring rules already at the top.

Review outliers
Manually check scores above 85 and below 25 before you send 
anything.

Assign actions
Move each lead into Hot SQL, Warm SQL, MQL, Nurture, or Disqualified.

Save reasons
Keep Claude's reason column. Use it later to refine the scoring rules.
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CLOSING START YOUR WORKFLOW

YOUR NEXT 15 MINUTES

Start Your Workflow Today.
✓ Paste 25 leads into Claude ✓ Review the score output ✓ Keep the reasons that worked

Try Sparkle.io Free  →

CLOSING — TAKE ACTION 24

https://app.sparkle.io/sign-in


Build better outbound workflows with cleaner data and faster decisions. Built by 
operators, for operators.


