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/ PART 01

Introduction
The lines between sales and marketing have blurred
and the two departments must work more closely
than ever before if they are to maximize effectiveness
in today’s omnichannel world.
According to Gartner, buying groups spend
27% of their time researching independently,
and only 17% meeting with potential suppliers.1
Buyers today are empowered and independent.
They have a wealth of tools at their disposal to
carry out their own information gathering.
As Caitlin Olmsted, Associate Director
(Marketing Strategy), Fjuri says, “It’s common
knowledge among most demand generation
professionals that by the time a buyer is getting
close to a sales representative they have
gathered around 60-70% of the information
1

they need to make a purchasing decision.
The companies who don’t acknowledge this
are missing the opportunity to be part of that
buyer’s consideration process.”
The buying journey today is not linear, with
prospects no longer moving predictably
from the ‘awareness’ stage to ‘consideration’
and ‘purchase’. Digital has transformed the
purchase funnel. Buyers jump around using
numerous different channels, platforms and
devices to explore existing problems and
possible solutions.

https://www.gartner.com/en/sales-service/insights/b2b-buying-journey
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“It’s common knowledge among most
demand generation professionals that by
the time a buyer is getting close to a sales
representative they have gathered around
60-70% of the information they need to
make a purchasing decision.”
— CAITLIN OLMSTED
Associate Director (Marketing Strategy), Fjuri
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48%

of CEOs cited poor alignment and
collaboration as a major marketing
challenge during 2019.
— FORRESTER, 2019

This means salespeople can often be the
first touchpoint for brands, while marketers
can act as sales enablers. The two functions
have naturally become intertwined, but
for organizations to grasp the opportunity
this presents they must actively break
down the silos between the two and
facilitate collaboration.
Forrester has reported that 48% of CEOs cited
poor alignment and collaboration as a major
marketing challenge during 2019. Yet enabling
sales and marketing to work more closely
together is within every organization’s reach.

By adopting a demand center model,
organizations can bring multiple pieces of
a business together in a single location,
leveraging decision makers to agree on a goal
and work towards it.
We look at practical steps businesses can take
to go about achieving what Hubspot coined as
‘smarketing’ in 2007 — alignment between your
sales and marketing teams…
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There are three major challenges facing organizations
that have failed to more closely integrate their sales
and marketing teams to meet the demands of today’s
buyer journey. Let’s take a quick look…
The Cultural Divide
The first area stems from cultural differences.
In most organizations, sales and marketing are
working hard to improve collaboration, however
one big barrier is the incentive to achieve
separate goals rather than working together
towards a single outcome. As Olmsted says,
“Sales are focused on delivering bookings and
revenue, and marketing can be obstructed from
that process and bogged down in Marketing
Qualified Leads (MQLs). These different goals
can give rise to an adversarial conversation
that one isn’t doing what the other thinks they
should be doing.”
Working in isolation leads to the use of different
data, different terminology and, ultimately,
a different view of the business. Instead,
efforts should be focused. As Orlando O’Neill,
Partner, Fjuri says, “At best, this means the two
organizations need to spend time reconciling
their views of the world. At worst, it means the
two organizations operate with siloed views
that are in opposition to each other.

But marketing and sales shouldn’t be
competing, or fighting for credit. They should
be complementing each other. Successful
businesses have realized the error of their ways,
instead realigning these two functions to be
greater than the sum of their parts.
“One of the goals of marketing is to generate
qualified leads and ensure sales turns them into
customers,” says Ben Plomion, former CMO
(now CGO) at media company, Gum Gum.“2
So sales and marketing need each other just
as much and one cannot function without
the other.”
“It’s like being a happy couple – you know each
other quite well, you know what they’re looking
for in the future and what their goals are. It’s
essential marketing and sales are well aligned at
prospect level and client level.”

“We’ve worked with clients where marketing
wants to measure or quantify their contribution
to the pipeline, and they come up with ways to
do it that are summarily dismissed by the sales
team, or the two teams just don’t have a view
of what is going on in each other’s functions; it’s
like a black box.”
2

https://www.cmo.com.au/article/627840/why-sales-marketing-alignment-more-important-than-ever/
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“It’s like being a happy couple – you know each
other quite well, you know what they’re looking for
in the future and what their goals are. It’s essential
marketing and sales are well aligned at prospect
level and client level.”
— BEN PLOMION
former CMO of Gum Gum

Technical difficulties
As marketing and sales efforts become more
reliant on technology it is a growing challenge
to integrate different systems in order to
share data and allow the two disciplines to
work in tandem. As both areas become more
sophisticated, platforms and tools continue to
proliferate, adding to the complexity.
Smitha Reddy, Consultant (Marketing
Operations), Fjuri says, “I think only a handful of
companies are at a point where they are making
data-driven decisions and are fully leveraging
the tools they are using and the people they
have, and working like a well oiled demand
generation machine.”
Finding a common set of priorities is just as
important as integrating different systems

when it comes to optimizing data. Jenn Sturgill,
Associate Director (Data and Analytics), Fjuri
says, “Getting people on the same page is
probably the toughest hurdle in developing
any kind of data treatment process, which is
paramount to creating valuable and actionable
insights that are standardized and normalized.”
The involvement of too many stakeholders
creates another challenge for companies
when it comes to data consolidation. “Many
organizations have multiple stakeholders
but lack one team or a designated person
that manages how to approach reporting,”
says Sturgill.
Successful integration of technology is
not just about systems, it is about culture
and leadership.
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Content consistency
All too often, companies fail to align content
between marketing and sales teams. This stems
from working in silos, and a lack of visibility of
each other’s activities. Messaging, tone and look
and feel must be consistent and complementary
to ensure a smooth customer journey.
As O’Neill says, “Customers frequently get
conflicting messages from different teams.
For example, it’s not uncommon for a potential
customer to continue receiving marketing
messages after they’ve started coordinating with
a sales rep. Sales should own the relationship
once it has been handed over, and be the point
of contact for the customer when they make a
purchase, but sometimes the marketing team
continues to send marketing emails and comms
to that person, which creates noise.

“Microsoft calls it “master-brokering” —
controlling the messages coming from different
teams so you’re not inadvertently creating a lot of
noise and making it harder for that customer to
achieve their goal.”
With today’s buying journey more complex than
ever, creating impactful and relevant content
is imperative.

FJUR I.IO
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Making organizational changes
THE DEMAND CENTER
An effective demand center turns marketing
from a sales support operation into a revenuegenerating machine, and is designed to
facilitate ongoing conversation between an
organization’s decision makers. It will enable key
stakeholders to align on what success looks like
and map out a process to get there.
As Reddy says, “Companies need to invest in
marketing operations — or a demand center —
as a dedicated function, and appoint a leader
early on to bring people together in the same
room. That role is vital, and companies need to
recognize the importance of it.”
Getting different leaders under one roof
enables end-to-end visibility so they can see
the impact of the work they are doing. As
Reddy says, “Too often people are looking at
their own day to day activities but not seeing
the full puzzle. Once you enable people to
visualize the process from end to end it goes
a long way to helping them work together as
a team.”
Gartner’s CMO Spend Survey in late 2019
highlights the growing importance of marketing
operations. Participants were asked what
capabilities they consider most vital for the
execution of their marketing strategy over
the next 18 months: 30% cited marketing
operations as a top three capability.
Additional research by Gartner (the 2019
Marketing Organization Survey) found that twothirds of marketing organizations now have a

discrete marketing operations function, which
houses a range of strategic capabilities beyond
finance and budgeting, such as overseeing
digital project management and talent
development. This shift suggests a strategic
focus on improving the business management
of marketing.

PROCESS, GOVERNANCE AND
DOCUMENTATION
Process, governance and documentation
are key to sales and marketing integrating
more closely, ensuring there is no ambiguity.
Companies need to document what the end-toend process looks like across marketing, sales
and other teams such as IT and operations,
for example.
“We spend a lot of time with clients
talking about process, governance and
documentation,” says O’Neill. “In simple terms,
this means putting into words what should
happen, how it should happen and who is
responsible for making it happen. For example,
are the scripts being used by your inside
sales team aligned with the messaging in the
marketing campaigns?”
Documenting the end-to-end process and
eliminating any grey areas is key.
Companies should understand the journey and
purchase process — and rate themselves on
how well they deliver on the customer’s needs
— identifying ways to optimize this through
enhanced ways of working.
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Arranging teams in virtual teams is one way
of addressing this: for example, organizing
sales and marketing teams into virtual groups
tasked with sales of specific product verticals or
customers, with shared goals and objectives.
“For example, if you are Microsoft and you’re
trying to sell a platform into government and
technology start-ups, the marketing teams
and sales teams might continue reporting to
different parts of the organization but you
force them to sit together and work as part of
a virtual team focused on going after one set
of customers,” says O’Neill. “That way you are
aligning them around the customer experience,
needs, journey and purchase process of the
specific solution or product you are trying
to sell.”

DRIVING THE PROCESS
A demand generation center needs an executive
sponsor, typically a CEO, to ensure everyone
is contributing. Having executive buy-in also
ensures that the organization is supported as
it undergoes change management, giving it
the time and space it needs to optimize the
new approach.
As Reddy says, “We are trying to get marketing,
sales, operations and other relevant team
leaders to be a part of the demand center so
ideally this should come from the CEO, as a
cross functional leader, but be driven through
the CMO.”

Companies will increasingly start to fully
integrate their sales and marketing teams
around the customer journey, based on different
audiences or different solutions.
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COMMUNICATION AND
TR ANSPARENCY
An effective demand center will promote an
ongoing and positive dialogue between all
parties, exciting and motivating people to
maintain momentum and better enabling them
to overcome any hurdles on the way. It will also
create set ways of working and ensure everyone
understands what is expected and how they
can contribute and continue to improve.
Key to this is convening bi-weekly. Olmsted
says this allows demand center members
to consider core pieces of governance such
as campaigns and content, and data and
analytics, and make sure KPIs are being met.
“Having a set way of working enables people to
understand every week what is expected and
what decisions will potentially be made, and
really drives home the importance of everyone
being an active participant in that process.”
It is important to remember that the demand
center comprises more than just sales and
marketing, for example product teams and
customer insight teams, and these need to be
available and ready to respond if something
needs improving or changing.
“The demand center function is critical to a
company having an integrated and full funnel
end-to-end view of demand generation,”
says Olmsted.
Setting up an ongoing feedback loop —
particularly between marketing and sales — is
also important, ensuring that both team’s
feedback and better enable each other. While
sales enablement is commonly acknowledged,
illustrating how the marketing team can better

enable the sales team with knowledge, the
sales team also has a very important role
in feeding back to marketing what is and
isn’t working.

Technological changes
INTEGR ATING SYSTEMS
The challenge involved in implementing
technology to enable marketing and sales
integration can be considerable, particularly
as tech stacks continue to grow in size
and complexity.
Organizations typically have numerous martech
systems in place, such as Marketo, Salesforce or
HubSpot, and tools are being continually added.
It is challenging to integrate these in a way that
enables marketing and sales to collaborate
more closely. Yet marketing optimization tools
and CRM tools need to be synced to ensure one
version of the truth.
Once again, investing in marketing operations
as a dedicated function early on, and putting
in place a marketing ops leader who has a
high-level view of what technology is needed
and why — and overseeing its integration —
is critical.
As Reddy says, “Too often, there is a
disconnect between the person purchasing
new technology and the people using it — a
new tool needs to be properly resourced and
understood. A marketing ops person can
bridge this gap, ensuring that the right tools are
purchased and that they don’t lose their value.”
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Each new piece of technology demands
an additional process involving people.
Too often, companies fail to focus enough
attention on this aspect, resulting in a less
successful implementation.

disparate systems together. “Technology stacks
will only grow more complex,” says Reddy. “It
takes a demand center, and a dedicated leader
with a high-level view, to ensure companies are
optimizing the technology.”

Companies should look at having one Business
Intelligence (BI) tool which consolidates multiple
data points, or set up a data warehouse to bring

“Too often, there is a disconnect between the
person purchasing new technology and the people
using it — a new tool needs to be properly resourced
and understood. A marketing ops person can bridge
this gap, ensuring that the right tools are purchased
and that they don’t lose their value.”
— SMITHA REDDY
Consultant (Marketing Operations), Fjuri
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DATA SHARING
A demand center enables the cultural divide
between marketing and sales to be bridged. But
getting decision makers from different teams
in the same room to open a dialogue hinges on
the ability to be objective, not subjective. The
answer lies in facts and figures.
Data analytics will facilitate conversation
and better equip demand generation teams,
showing sales volumes and exposure rates at
various stages in the funnel to show where the
process can be optimized. “For example, you
might see a narrative of low conversion from
marketing leads versus sales-generated leads,
and sometimes seeing that data helps people
to see what a future state could look like,” says
Olmsted. The systems must allow marketing to
clearly track their value, tracking the leads they
sourced and how they have moved along the
funnel and converted into revenue.
“This is something we do with clients. We
match available data with industry benchmarks
and say, for example, if you were able to convert
MQLs at a higher rate this is what it means
down the funnel. That will get both marketing
and sales excited and you are then able to
orient around a common goal.”
But data must be integrated to achieve this,
and this requires a common priority among
stakeholders. It is not a straightforward task.
Each person has to be bought into the value of
doing the work and have a clear understanding
of the roadmap.
Data integration should be undertaken
gradually over a set of jobs or deliverables
that can achieve some quick wins. Companies
can use a cascading approach, working
methodically through the company to help
drive alignment from the top down. This gives

a full picture of the data needs, and can be
addressed piecemeal.
O’Neill says cascading is an approach Fjuri
often uses with clients. “We work through
the organization layer by layer in order to
understand the jobs and requirements, and
help drive alignment around data and analytics
from the top down. We can then break that
work into smaller chunks of activities.”
He says Fjuri might start by working with a
client’s Chief Marketing Officer (CMO), Chief
Strategy Officer (CSO) or Chief Revenue Officer
(CRO) to understand the business cases for
data, such as what they need to see and with
what level of granularity. For example, a CMO
might need to know how they should distribute
their marketing budget to different teams
the following year. For sales, they might need
to know how to distribute their sales reps to
support different products across different
geographies. You start with that layer and then
move to the next layer, understanding their
needs within the context of their senior leaders.
That gives a full picture of the organization’s
data needs.”
This approach allows companies to tackle data
integration in a manageable way.
Sturgill adds that the best approach to many
complex data projects is to first carry out a
deep-dive discovery of the data environments
being worked on by different teams,
understanding their business processes and
reasons for doing things, before getting them
all together to create a reporting/data team.
“This way, you can build a solid comprehension
of what data you have to work with, how
that data is currently being treated, and what
each team cares about before you all sit
down together.”
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It is also important to have a measurement
plan that is agreed upon cross-functionally,
and create governance from this around data
management and treatment. This will help to
pull data out of its silos.
“You have to think about what got the data in
those silos in the first place, which is more often
than not a scattering of business principles,
processes, and reporting needs across multiple
people/teams,” says Sturgill. “A lot of the time,
people are actually working from the same raw
data set, but they are filtering it differently or
using different logic. If everyone can (at least
mostly) agree on how to treat the data, then
the results will look the same for all.”
A shared understanding of existing data is key.

Creating content
CO-CR EAT ION
Content is the fuel for B2B demand generation,
and today it is less about being transactional
and more about maintaining a relationship in
the long term. Companies need to be in front of
customers as they educate themselves about
the products. This means delivering the right
content in the right format at the right stage
of the customer journey, enabling buyers and
facilitating decision making.
Research from Gartner in 2019 shows that 77%
of B2B customers rate their buying experience
as extremely complex or difficult. As Brent
Adamson, Distinguished VP, Advisory, Gartner
says: “There’s a massive opportunity for
supplier organizations to simplify the purchase
process by providing customers with the
information they need to anticipate obstacles
and overcome them.”

But to achieve this, sales and marketing must
work together and not operate in silos, with
visibility of each other’s activity and goals. As
Reddy says, from the style and frequency of
content to the tone and messaging, consistency
in sales and marketing content is key.
“Many companies fail to realize the importance
of staying aligned, but think of it as a customer
journey — you need it to be smooth and speak
with one voice as a company. Marketing and
sales often have very different approaches
and that hand off from one to the other must
be seamless. The best way to achieve that
is to have co-created content and for both
teams to have visibility into what is going out
to customers, especially today when there
are so many different channels. Prospects are
smart and empowered, with access to so much
information, so it must be congruent.”
O’Neill says organizations are starting to fully
integrate their sales and marketing functions
into one blended team, configuring them
around customer journeys for the different
audiences they are targeting, or the different
solutions they are selling.
Companies need to align around their
customers’ core needs, empower sales and
marketing to co-own the content, and integrate
two different perspectives to arrive at the best
possible solution to deliver on that customer
need. Marketing must draw on the sales team’s
face-to-face conversations with customers,
as well as tapping into the knowledge of the
customer insights team.
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“‘As a past CMO, product marketer, and sales enablement
lead, I find it interesting that more content marketing
leaders aren’t regularly meeting with sales – sales
management, AE’s, and partner sellers. These groups
have invaluable insights that will improve the business
value of your content market program.”
— MARC BROWN
Senior Director Analyst, Gartner

ACCOR DING TO BROWN, SALES CAN HELP BY:

01

Providing insights on what they use to effectively engage a client – messaging, tactics, and content. They
have expert customer insights that most marketing teams lack.

02

Provide content value ratings – sharing thoughts on the most, least, and never used content, along with
content gaps.

03

Provide feedback on content availability and accessibility needs. Sales need content to be easily ‘findable’
and available ‘on-demand’.

Source: Gartner, July 2018
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But content needs to continually evolve and
businesses may not get it right the first time.
Having the processes in place to learn and
iterate quickly is key. As O’Neill says, “Content
isn’t a ‘one and done’: organizations are setting
up a capability that needs processes, resources
and ongoing support to do it well.”
Feedback continues to be critical to ensure
content is agile and can be constantly
developed to meet changing needs. “Sales
teams have a very important role in feeding
back to marketing what is and isn’t working,
and what type of people the customers are,”
says O’Neill. “We are trying to figure out the
most common customer roles and understand
their perspective and then work back from the
marketing side and build content to address
those needs. Organizations need to put in place
ongoing feedback processes that actively go
through both departments.”
Marketing will continue to own content
creation, but sales — and other customer-facing
teams — should play a critical role in its strategy
and development.

Revenue responsibility
SH ARING ACCOUNTABILIT Y AND
ALIGNING KPIS
As the roles of marketing and sales blur, it is
necessary to redefine revenue sharing and align
KPIs. The wealth of data available to companies
today means marketing can demonstrate the
impact of their work on different parts of the
purchase funnel, whereas historically it was
only possible to measure sales’ contribution. As
Reddy says, “We can make data driven decision
in marketing now, and it is therefore easier

for marketers to claim their seat at the table
and show the impact they’re having — it is no
longer anecdotal.”
It means that marketing is increasingly being
given revenue responsibility, and is able to
deliver on targets. O’Neill says he is seeing more
CMOs taking on responsibility for revenue. “You
have to have shared accountability for KPIs.
Marketing can’t focus on a set of metrics that
doesn‘t impact revenue. A lot of money goes
into marketing so you need to be able to justify
asking for more budget.”
A demand center can help companies to align
around a common framework and agree a
complementary set of KPIs to ensure leads are
moving efficiently down the funnel. Sturgill says
companies should start with the goals for their
business or specific campaign. “For example, if
you have 5,000 leads as your target goal, then
you will need to know which channels you are
working with and how they are performing
at creating leads. You will need to know the
conversation rates over time between those
channels so you can figure out the right months
to pitch an offer. You will need to know how fast
or slow things are moving through the funnel
so you can be realistic about the timing you
have in order to reach that goal. You will need
to know which channels are performing best so
you can focus on those. In short, organizations
need to focus on a goal with a target and
work backwards.”
It is also important to align KPIs not just with
base level targets but with how you measure
different levels of performance such as
operational metrics, analytical metrics and
strategic metrics.
Differentiating between everyday operational
metrics and revenue related metrics is critical.
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As Olmsted says, “A demand center is a great
governance body because it is centered around
driving revenue. It will help to make sure
everyone is aligned on the strategic metrics.”
This also relies on being explicit about what
constitutes leads. As Reddy says, “All too often,
marketing has its definition of MQLs (Marketing
Qualified Leads) and it is very important to get
sales to agree on that definition because it is
sales you are handing-off to. Marketing should
be tasked not with how many MQLs they deliver
but how many SALs (Sales Accepted Leads) have
come from their efforts. If they’re not getting
past the MQL then it isn’t working.”
SALs show that the sales team are successfully
working those leads, and marketing can shift
from MQLs to SALs to ensure alignment. It is
about seeing the bigger picture.
Beyond standard metrics, companies need to
understand what is unique about their selling
process and the individual marketing tactics that
need to be measured, such as events or email
campaigns for example.

Again this relies on data. Companies should
aspire to a marketing sourced model, allowing
them to track converted leads. Data tracking
and governance are key to a successful hand-off
from marketing to sales, and to revenue being
attributed accordingly. “Governance of data
and analytics is hugely important for marketers
to take ownership of revenue, and once you
have that in place you can start to optimize the
marketing funnel to drive quality marketing
sourced leads,” says Olmsted.
KPIs should be clearly defined and visible to
both teams to enable them to function better
together. The more marketing understands how
sales is working its leads, the better the handoffs will be.
But avoid the trap of having too many KPIs for
any stakeholder group. Make it achievable and
meaningful. As O’Neill says, “If you’re trying to
get 30 things done that may be too ambitious.
Decide which three of these 30 things you
actually want to get done. Make it achievable and
keep people motivated.”

FJUR I.IO

20

CASE STUDY

SAP CONCUR
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US-based company, SAP Concur provides travel and expense
management services to businesses, automating and integrating
processes using emerging technology. It has over 38,500
customers and 46.5 million end users globally.
SAP Concur has 31 different organizational units in
marketing and 21 in sales, with numerous shared
services and Center of Excellence (COE) teams that
work in partnership with the field. “Our matrixed
structure is driving an approach that could continue
to stay fragmented and siloed, so we work very hard
to bring sales and marketing together,” says Kim
Albrecht, CMO, SAP Concur.
Albrecht believes that the overall success of an
organization’s demand generation effort requires a
partnership between sales and marketing across the
whole customer lifecycle. “One team can’t operate
in a silo and be successful. Even if you create a
marketing program you need to ensure the sales
team know what you might be trying to get across in
a theme, or in a specific CTA, and that requires, at the
very minimum, communication, but what is better
is collaboration.”
When Albrecht joined SAP Concur 18 months ago,
she realized the communications between marketing
and sales was not strong enough to drive the
necessary alignment between the two. “Marketing
felt like they were having conversations with their
sales counterparts but we weren’t meeting the
right level of our business objectives. We have very
aggressive goals, as I think every company does, and
you need to have sales and marketing working much
more closely together to hit those objectives.”
SAP CONCUR PARTNERED WITH FJURI TO
ADDRESS THESE OBSTACLES AND ACHIEVE
ITS AIMS.
One of the company’s early priorities was to unlock
insights about what was driving performance to
achieve alignment, and this meant acting on facts,
not feelings. “You can get into trouble when you’re
only using intuition or emotion to guide business
decisions. These have now become data driven
decisions which can augment the expertise,
emotion and passion that good sales and
marketers have in abundance.

To facilitate this, the company uses a single
dashboard that enables both teams to look at the
same data set. This was made easier by having a
primary system of record within Salesforce, while
Fjuri worked closely with SAP Concur to consolidate
any disparate data. “It doesn’t mean individuals
don’t have their own view and lens of their world — if
they’re in the SMB team in the US they can look at
SMB in the US versus the worldwide lens — but there
is also a common set of insights that we all share.”
SAP CONCUR ALSO HAS ANALYSTS
SIT TING ON THE MARKE TING SIDE AND
THEY WORK CLOSELY WITH ANALYSTS
ON THE SALES OPER ATIONS SIDE SO
BOTH DISCIPLINES CAN WORK TOGE THER
TO EN SU RE TH EY U N D ERSTA N D W H AT
IS HAPPENING IN THE BUSINESS AND
REPORT ON IT COLLABOR ATIVELY.
She adds that in a matrixed organization, discipline
holds the key to shared understanding. This is
enabled through the always-on dashboard but also
through regular conversations about the health of
the business. “From a process perspective we have
monthly and quarterly business reviews where the
marketing operations teams and sales operations
teams come together to present a review on the
health of the business in that particular country or at
a regional level. That drives really strong alignment
— starting with a common set of data and teams of
analysts working together.”
This data driven mindset has fueled a closer
relationship between the two teams. “The sales team
respects the expertise of the marketers and the data
reinforces that level of expertise,” says Albrecht.
The integration has been driven by Albrecht and her
marketing team, but she has a strong partnership
with the company’s Chief Revenue Officer, enabling
her to bring different teams together.
“SUPPORT FROM OUR CRO DEFINITELY
HELPS TO DRIVE SUCCESS.”
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We work with sales on issues that might accelerate a deal from
one stage to another but marketing is responsible for giving
them opportunities to work and close.”
Marketing takes revenue responsibility across the
overall pipeline from various different sources, such
as those generated directly from marketing programs
and from channel partners for example, while the
sales team closes the deals and bookings and brings
in revenue. “We work with sales on issues that might
accelerate a deal from one stage to another but
marketing is responsible for giving them opportunities
to work and close.”
Conversion rates are a key target for the marketing
team, and it examines what is converting with its sales
partners so it can drive more high performing leads into
the system. “We look closely at conversion metrics to
be able to see if what we’re generating from a pipeline
perspective is good enough, and ensure that it is
continuing to move through the stages.”
This is enabled by the marketing team sitting with
their sales counterparts or with the telesales team, to
understand why things are stalling and whether there
are programs that could move people more quickly
from one area of the funnel to another, for example.
Close collaboration between sales and marketing is also
essential for powerful content creation.

“The sales people are much closer to the customers
than the marketers,” says Albrecht. For example, the
SMB team that works with existing clients and the team
that works with prospects recently came together as
sales leaders and looked at the core needs identified by
customers. The two teams discovered that the demands
from both sets of customers were very similar.
“ W E M AT C H E D T H AT AG A I N S T W H AT
M A R K E T I N G WA S D O I N G F R O M A G O TO-MARKET PERSPECTIVE AND IT
R E A L LY W O R K E D T O B R I N G T H O S E I N T O
A L I G N M E N T,” S AY S A L B R E C H T. “ I T M E A N S
O U R G O -T O - M A R K E T M E S S AG E S A R E N OW
R E F L E C T I N G E X AC T LY W H AT O U R S A L E S
T E A M S H AV E T O L D U S C U S T O M E R S N E E D
A N D WA N T. W E H AV E B E E N A B L E T O
R E F I N E T H E M B A S E D O N T H AT D I R E C T
C U S T O M E R I N S I G H T. I T ’ S O N T H E G R O U N D
L E A R N I N G F R O M C U S T O M E R S A N D H OW
T H E Y U S E P R O D U C T S .”
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One of the biggest challenges SAP Concur has
encountered is change management. Albrecht employed
an external coach to enable this process, working with
groups at leadership level and at Town Hall events.
“I THINK PEOPLE NEED TO RECOGNIZE THAT
WHEN THERE IS THIS LEVEL OF CHANG E, THE
IMPACT ON PEOPLE CAN BE CONSIDER ABLE,
AND THERE IS ALWAYS A GENER AL
RESISTANCE TO CHANGE. ORGANIZATIONS
NEED TO BE PRE PARED FOR THE PROCESSES
NEEDED TO DO THIS SUCCESSFULLY.”
Albrecht makes the point that it is important to
acknowledge when you need external help in integrating
sales and marketing. “With regards to data, for example,
we didn’t have the skills in-house to be able to build some
of the reports and analysis we needed so we turned to
external experts at Fjuri. I would urge other organizations
to be honest about the skills and capabilities they have
in-house, and if they don’t have it, either invest in building
it or work with a partner.”
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For over 45 years RM Education has supplied technology and
resources to the UK education sector, supporting schools, teachers
and pupils. The company currently provides services to over 8,000
schools, including primaries, secondaries, independent, standalone and via a number of School Trusts.
Until 12 months ago, marketing activities within RM
Education were disparate, split between the separate
Service Lines (each with their own Sales Team)
developing propositions, managing events, mailings
and collateral production. The only centralization was
a creative function. “Marketing did not have a seat on
the Senior Leadership Team (SLT), and the perception
was that marketing did ‘creative’ and ‘execution’
not ‘strategy,’” says Simon Carter, Marketing and
Propositions Director, RM Education.
Marketing investment was more about reassuring
existing customers to renew than actively winning
new ones.
“ N E W C U S T O M E R AC Q U I S I T I O N
WA S S E E N A S W H O L LY A S A L E S
R E S P O N S I B I L I T Y,” S AY S C A R T E R . “ W H E R E
A N Y R E L AT I O N S H I P E X I S T E D ,
M A R K E T I N G WA S S E E N A S S U B S E RV I E N T
T O S A L E S , D E L I V E R I N G ( P O O R LY
QUALIFIED) LEADS WITHOUT ANY REAL
A S S E S S M E N T O F W H O , H OW O R W H Y.”
While some marketing processes existed, they were
operational, rather than commercial, with little time
spent on assessing business return on investment.
Many activities were repeated because they always
had been, or because an internal stakeholder
requested them.
There was also an emphasis on tangible activities
such as events and newsletters. “There was a heavy
focus on design, with minimal investment in building
brand awareness and credibility,” says Carter.
Following a company strategy review in mid-2018,
which identified a desire to grow the top-line, a
decision was taken to reposition the role of marketing
and make it a more strategic function, positioning it
as part of the SLT. The design team were disbanded
and a new team recruited who were re-named
‘Marketing and Propositions’, recognizing the
new remit.

“WHILE THIS TEAM ARE SEPAR ATE TO
THE SERVICE LINES , THEY OPER ATE
A ‘BUSINESS PARTNER’ MODEL, WITH
A NAMED PROPOSITION MARKE TING
MANAGER ALIGNED TO AN EQUIVALENT
SALES LEAD IN EACH OF THE FOUR
BUSINESS UNITS,” SAYS CARTER. “WE
SHARE THE SAME GOALS, TARGE TS AND
OBJECTIVES, REGULARLY SIT SIDE BY
SIDE, AND OPER ATE AS TWO HALVES
OF ONE WHOLE.”
It has been a learning curve. “Some see marketing as
the sole provider of all leads (and the people to blame
when a sales person is off their targets),” says Carter.
“Others see marketing as solely a short-term demand
generation engine. Others see them as the team who
provide the leaflets for an event and order branded
mugs for the canteen. Fortunately, as the year has
progressed, the roles have become more established,
quick wins made, and a growing acceptance that the
two must work closely if we are to #WinTogether
(one of our values).”
RM Education now has four main Service Lines,
each with P&L responsibility. They are responsible
for customer acquisition, service delivery, account
management and product development. Each
ServiceLine has its own sales team, and a director
who sits on the SLT. Marketing is a separate team,
led by a separate SLT Director. It is split into two
types of marketer who work closely together – a
Marketing Manager for each Service Line, and
functional marketing experts who look after the
website, social media, events, PR and content, and
marketing effectiveness.
The company operates an agile office space without
set desks. There is a marketing community, but
Carter says the respective Proposition Marketing
Managers are just as likely to sit in their respective
Service Line community.
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“Quick wins are essential for both marketing and sales to buy in to
the ultimate goal, and everyone must accept this will take time. But
the end game is worth it for those who are willing to stick it out, and
there is nothing better than working for a market leading brand –
which RM Education is in the edTech space.”
RM Education’s sales and marketing team share macro
revenue targets, with a subset beneath. “There are
sales targets for which marketing have responsibility
for creating the initial lead. Sales then pursue these
to a conclusion, and those that marketing influence –
for example, by inviting to an event, touching with an
advertisement, a piece of thought leadership or via a
social media nudge.”
Closer integration has proved challenging at times.
“We have sought to tag leads accurately, and better
understand the quality of the leads, and the reason
why a lead may not prosper,” says Carter. “Some of
this is cultural, and is addressed in time. Some is also
operational, as our systems were not originally geared
up to accurately track and report on some of this. Both
have improved as the year has progressed.”
The biggest challenges in integrating sales and
marketing lie in culture. Carter says that strong
leadership helps to overcome this, backed up by
a plan detailing how people will see a meaningful
difference. But there are core differences to overcome
too. “Remember, a good salesperson will be wired

differently to a good marketer,” says Carter. “They
want short-term results, where a marketer is working
for longer term change; a salesperson talks in clear,
tangible outcomes, whereas a marketer is often looking
towards the nurturing of leads and the changing
of perceptions.”
It is early days for this era for RM Education but
marketing and sales now share performance reviews,
have put together joint FY20 plans, and are being
invited to more sales reviews. “But this is not an
overnight fix,” says Carter. “We have at least another
cycle to go through.
“Quick wins are essential for both marketing and sales
to buy in to the ultimate goal, and everyone must
accept this will take time. But the end game is worth
it for those who are willing to stick it out, and there is
nothing better than working for a market leading brand
– which RM Education is in the edTech space.”
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B2B buying is no longer linear. It presents an opportunity
for switched on suppliers to differentiate themselves. As
Brent Adamson, Distinguished VP, Advisory, Gartner said in
2018, “As hard as it has become to sell in today’s world, it has
become that much more difficult to buy. The single biggest
challenge of selling today is not selling, it is actually our
customers’ struggle to buy.”

By closely integrating sales and
marketing, suppliers can better
facilitate customers’ complex journeys,
from identifying the problem to
understanding requirements, selecting
a supplier and making a purchase.
Here are 10 practical takeaways
for realizing a closer — and more
productive — working relationship
between sales and marketing:

01

Invest in marketing operations, or a demand center,
as a dedicated function and appoint a leader. This
will turn marketing from a sales support operation
into a revenue-generating machine.

02

Document the end-to-end process across
marketing, sales and other key teams such as IT,
operations and customer support, and be explicit
about who is tasked with what role.

03

Arrange sales and marketing into virtual teams,
working together and focusing on one set of
customers aligned around the customer experience,
needs, journey and purchase process of a specific
solution or product.

04

Ensure that the CEO sponsors the demand center
to ensure everyone is contributing, and to offer
the necessary support as the organization
undergoes change.

05

Demand center members should meet bi-weekly to
consider core pieces of governance and make sure
KPIs are being met, maintaining momentum and
making sure everyone understands their role.

Ensure that the marketing operations leader has a
high level view of what technology is needed and
why, and is able to ensure that the right tools are
correctly resourced and successfully integrated.

06

Work through the organization methodically
to understand the specific data needs and the
associated business cases, and then address these
in a series of small, achievable tasks. This helps to
drive alignment around data and analytics from
the top down.

07

Create and agree upon a measurement plan crossfunctionally, and create governance from this
around data management and treatment. This
will help to banish data silos.

08

Co-create content by aligning sales and marketing
around customers’ core needs, integrating both
perspectives to deliver the optimum solution.
Marketing should own content creation, but sales
(and other customer facing teams) should have
major input.

09

Marketing today is data-driven, and this means
taking revenue responsibility and having shared
accountability for KPIs. Clearly define KPIs and
make them visible to both sales and marketing.

10
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