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FIELD GUIDE - AT IN THE CRM

Three ways Claude
and HubSpot go
wrong together

and what fixes them

When Claude gets write access to a HubSpot portal, the first
mistake rarely looks like one. Three real failure modes from
client implementations, and the fix for each.
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The deal landed in the wrong Claude created a company A property update set off a
pipeline that already existed workflow nobody expected



INTRODUCTION

The API returned a success.
That was the problem.

When rolling out write access for Claude across client HubSpot portals, the

first mistake rarely looks like one. A record gets created, a property gets

updated, the API returns a success, and nobody notices until a forecast won't

reconcile or a customer receives an email meant for someone else.

Below are three real failure modes we've encountered in client

implementations and how we solved each. In every case, Claude did roughly

what it was asked. The breakdown occurred because the portal had

operational rules that only existed in people’s heads.

AT A GLANCE

WHAT WENT WRONG

A deal went to the default
pipeline and missed the
forecast for three weeks

A duplicate company
soaked up a live client’s
activity

Accurate updates fired
nurture sequences,
reassignments and renewal
notices

WHY HUBSPOT
ALLOWED IT

Pipelines and stages are
internal IDs; a missing or
mismatched ID is
accepted

Companies have no
native deduplication over
the API

API updates frigger
workflows exactly like
manual edits
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THE FIX
A property mapping layer

and read-only staging

A mandatory lookup rule,
external IDs and upserts

A write allowlist, a
dedicated private app
and an AI flag
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FAILURE MODE ONE

The deal landed in the wrong pipeline

WHAT HAPPENED

In one implementation, a client used Claude to create a deal whenever a discovery call
log was submitted through an automated form. Instead of assigning the deal to the
"Enterprise New Business" pipeline, it created the record in the "Default Sales Pipeline”.
Because the deal sat outside the forecast report used by the sales leadership team, it
sat completely unnoticed for three weeks until a monthly reconciliation audit exposed

the discrepancy.

WHY HUBSPOT ALLOWED IT

The mechanics are mundane. HubSpot stores pipeline and deal stage as internal IDs, and
the labels people see are just display names. Create a deal without a pipeline ID and it
goes into the default pipeline. Stage names like "Proposal sent” often exist in several
pipelines under different IDs, so a model matching on the label can pick the wrong one

and the API will accept it without complaint.

Create Deal X
Deals - Edit this form
Suggested follow-ups B Al feal hahi®
' Northwind Analytics - Enterprise New Business (from discovery call form) ‘
Pﬁpelme’
Deal owner = Create date =  Last ‘ Sales Pipatine = ‘
Appointment Scheduled 0 Deal stage *
‘ Contract Sent : 2 J
Amount
‘ £86,000.00 ‘ F I G . 1
Currency
[ svitsn Pouna stering (G0 £ - The Create Deal form. Pipeline falls back to
‘":""1 | the default unless an ID is supplied, and
Deat ovner nothing on the form flags that the record
‘ Marie Roberts - ‘ . . .
o o g s will sit outside the forecast.
8 deals Create and add another Cancel
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FAILURE MODE ONE - THE

FIX

Claude picks the business term.
The mapping supplies the ID.

c A property mapping layer

A fixed table between the business

terms Claude works with (new business,

renewal, partner-sourced) and the exact

pipeline and stage IDs in the portal.

Claude picks the business term and the

mapping supplies the ID. If a term isn't

in the table, the write stops.

a Read-only staging

Claude's proposed changes land in a
staging area (such as a custom review

object or a staging sheet) and someone
approves them before anything touches

the live portal. Once the mapping had
run clean for 30 days, approval moved
from every record to spot checks.
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FIG. 2

Pipeline settings. Every pipeline carries an

internal ID. The label is for people; the ID is

what the API uses, and what the mapping

table should hold.
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FAILURE MODE TWO

Claude created a company
that already existed

WHAT HAPPENED

During a deployment designed to log incoming contacts from email threads, Claude
consistently checked for existing contacts using email addresses, leveraging HubSpot's
built-in deduplication. However, company records lack native API deduplication
protections. When logging a contact from an existing client company, ACME Group,
Claude searched for "Acme Ltd", found no match, and created a duplicate company

record over the API.

THE KNOCK-ON EFFECT

Subsequent contacts, new deal objects, and email activities were linked to the duplicate

record. The account manager reviewing the primary ACME Group account saw no activity

and assumed the account had gone quiet. We saw the same pattern repeat whenever

contacts emailed from personal addresses or following corporate domain rebrands.

Companies Actions ~ Activities More - @ Customize
~ Deals (0)

M Acme Ltd All activities  Notes Emails  Calls More ~

Collapse all ~

Activity (18/28)~ ~  All time ~ More ~ cl

October 2026
v Aboutt. Actions~ (G

Note by Marie Roberts

~ Fundrais.

Logged from email thread: contact enquiring about

See the Fundraised

Created fn with this re

FIG. 3

Marie Roberts This company was created by Marie Roberts

~ Investm.. The duplicate: "Acme Ltd", created over the

API, now holding the notes and activity
k........k that belonged on ACME Group.
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FAILURE MODE TWO :- THE FIX

A lookup rule Claude can't skip

Before any create, search on the unique identifier (domain for companies, email for
contacts) and update the match if there is one. For records synced from another system,
store an external ID in a unique-value property and write through HubSpot's upsert
endpoints, which update on a match and only create when there isn't one. Where the
match is uncertain, the record goes to the same staging queue as example one.

THE RULE, IN ORDER

Match found - update the existing record

Search first
Domain for companies, email for -

contacts, external ID for synced records No match - create, via upsert

[ Uncertain - send to the staging queue

Companies v

B All companies My companies

scme

Company owner = Crestedate ~  Last activity date = Lead status = +) (¢ Advanced filters

any name Create Date

M Acme Ltd oday at 11:42 GMT+1

Today af 11:42 GMT+1

h ACME Group

FIG. 4
k
P Two records for one client. Without a
e 10 mepes domain lookup, the API will create as many

2 companies

companies as it's asked to.
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FAILURE MODE THREE

A property update set off a
workflow nobody expected

WHAT HAPPENED

In another rollout, Claude updated lead statuses to "Unqualified" after processing
negative call notes and updated lifecycle stages to "Customer” upon deal closures. While
these individual updates were accurate based on conversation context, unexpected side
effects occurred across automated portal workflows.

WHY HUBSPOT ALLOWED IT

The portal contained active workflows configured to enrol records upon property updates.
Triggered by AI-written updates, contacts were immediately dropped into generic nurture
sequences, reassigned to different owners, or sent automated renewal notices intended
for different account tiers.

The HubSpot API treats programmatic
updates identically o manual user edits,

so downstream automation executes
without distinction.

Nurture sequences Owner changes Wrong renewals
Contacts enrolled into generic  Records reassigned to Notices sent for the wrong
nurture different owners account tier
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FAILURE MODE THREE - THE FIX

Agree what Claude can write,
and make every write traceable

A A write allowlist. The properties Claude can change, agreed with whoever owns the
workflows, with every enrolment trigger left off by default.

B Its own private app. Claude connects through a dedicated private app, so its changes
show up under that name in property history and can be traced.

C An Al flag. For any trigger property Claude genuinely needs to write, add a flag
property ("last updated by AI", say) and use it as an enrolment exclusion or a branch in

the workflows that shouldn't fire.

D A sandbox first. Test the whole thing in a sandbox before it goes near live data.

File Edit Settings View Help

Triggers Cancel Save

Start triggers Settings

Group 1
e changed has been
ey Prrbet of

Property value changed has been

completed any number of times anytime

e s Lead status
and

Lead status is any of

Property name is Lead status

New value: Lead status is any of Unqualified

Only enroll contacts that meet these conditions R T —
(optional)

& Test contact Edit criteria

Group 1 - FIG. 5
e b A workflow enrolling on Lead status, with
Horre 40 an exclusion: only enrol contacts where

"Last updated by AI" is not True.
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CHECKLIST

Before you give
Claude write access

Across every portal deployment, the core issue remains consistent: Claude
made logical choices with incomplete context, and HubSpot accepted the
writes because API validation checks request syntax rather than business
logic intent.

Three questions are worth answering before Claude touches a live portal:

Can you list every object and property Claude is allowed

to write, and the exact ID it should use for each? SEE O
Does every create search for an existing record first? SEE 02
Do you know which workflows enrol on the properties in

that list? SRR O

IF ANY ANSWER IS NO

Start in read-only staging and let Claude earn direct writes one
object at a time.
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WORK WITH CENTRALISE

Planning to give Clau
write access to HubSpo

We design the foundations first: the ID mapping, the lookup rule
the write allowlist and the staging process, so the first write that
goes live is one you can trust.

Talk to us - centralise.com

o .:;0 centrqlise Revenue infrastructure for mid-market companies
[ ]
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