


Praise for create togetherness.

“In Create Togetherness, Jeff Davis goes beyond just facts and fig-
ures to help business leaders deeply understand why and where the 
sales and marketing relationship breaks down. Jeff brings a fresh 
and unique perspective that helps B2B marketing and sales leaders 
understand how they can finally and sustainably align. This book 
is immensely valuable for any c-suite executive looking to position 
their organization for growth.” 

— Mary Shea, 
Ph.D., Principal Analyst, Forrester Research

“Sellers and marketers must be aligned and in agreement on their 
buyers’ needs in order to meet revenue goals. Jeff Davis under-
stands deeply what it means for sales and marketing teams to 
achieve this, and Create Togetherness is a great representation of 
that. Whether at a company that is struggling with misalignment, 
or one that simply wants to help take their go-to-market teams to 
the next level, readers will find a lot of value in this book.”

— Ed Calnan, 
President and Founder, Seismic

“I’m so excited that Jeff Davis wrote Create Togetherness. He con-
tinues to be at the forefront of helping B2B leaders transform their 
thinking about sales and marketing. It is not easy to do so, but he 
pulls it off by having the tough conversations and speaking plainly 
about the changes that have to happen to win a modern buyer.”

— Trish Bertuzzi, 
CEO, The Bridge Group, Inc.,  

author of The Sales Development Playbook 



“Create Togetherness is a must-read for any company leader who 
wants to win in today’s complex B2B selling environment. Jeff Da-
vis offers an extremely unique perspective on alignment that will 
resonate with both sales and marketing leaders because of his ex-
tensive experience in both fields. Alignment is the future of B2B, 
and Jeff does a stellar job of showing us how to get there.” 

— Roderick Jefferson, 
keynote speaker and CEO, Roderick Jefferson & Associates, LLC

“Jeff Davis has an amazing way of helping sales and marketing 
leaders understand how they can become better partners in order 
to close more deals, faster. He is without a doubt an authority when 
it comes to helping B2B organizations transform their sales and 
marketing teams into a high-performing Revenue Engine and Cre-
ate Togetherness proves that fact.” 

— Brian Everett, 
CEO, Transportation Marketing and Sales Association

“The ageless battle between sales and marketing has led both func-
tions to underperform and under-contribute for too long. Finally, 
Jeff Davis offers a wonderful solution for leaders and members of 
both functions to come together and create competitive capabilities 
neither function could on their own. His blueprint for co-creating 
an integrated revenue machine will enable sales and marketing 
leaders to thrive in areas where they’ve long floundered. If you are 
a sales or marketing leader, keep this book handy on the edge of 
your desk. You’ll be so glad you did.” 

— Ron Carucci, 
bestselling author of Rising to Power: The Journey of Exceptional 

Executives, and Managing Partner at Navalent
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“Sales and marketing leaders will continue to see the 
increasing importance of building a Revenue Engine 
that aligns both teams’ efforts as the only way to connect 
with the modern buyer. The way buyers interact with 
B2B companies is in the midst of a seismic shift. Those 
leaders who commit to an alignment transformation will 
be winners in the new B2B economy. Those who don’t will 
be at a stark disadvantage.”

— Jeff Davis, 
Founder & CEO, 

JD2 Consulting Group



x 



xi

Table of Contents

FOREWORD XIII

PREFACE XVII

INTRODUCTION: Why We Need Togetherness  1

CHAPTER 1: What Makes a Team Successful? 3
What Does Misalignment Look Like? 6

CHAPTER 2: The Cost of Misalignment  15
How Misaligned Are Sales and Marketing? 19

CHAPTER 3: Alignment: The Revenue Generator 20
Alignment Has Become a Competitive  
Advantage 22
How Sales and Marketing Leaders Benefit  
Each Other 25

CHAPTER 4: The Origins of Misalignment 28
The Origins of Marketing 28
Four Types of Sales-Marketing Configurations 29
Transforming Marketing to a Profit Center  
from a Cost Center  35
Working Across Silos 39
Transforming Opaque Silos Into Transparent 41

CHAPTER 5: The Modern Buyer-Seller Relationship 43
Information Inequality 44
Buying Has Become More Complex for Everyone 45
The New Buyer’s Journey Is Non-Linear 47
Buyers Want a Strategic Business Partner  51



Create togetherness

xii 

CHAPTER 6: A Three Pillar Framework  
 for Alignment Transformation 53

Getting ready for transformation 55
6 Key Imperatives for Transformational Change  57
The Three Pillars of Alignment Transformation 59

CHAPTER 7: Pillar 1: Data 60
Data Is Alive 60
Create a Single Source of Truth 61
Focusing on Metrics That Matter 62
Align Goals 63
Discover the Ideal Customer 64
Buyer Personas Allow You to Be Laser-focused  66
Developing a Data Stack 67

CHAPTER 8: Pillar 2: Process 70
The Modern Buyer’s Journey 72
Consider an Account-Based Strategy 77
Key Steps To An Account-Based Strategy 80
Measuring Alignment Efficiency  81

CHAPTER 9: Pillar 3: Communication 84
Establish a Clear Vision 84
Formalize the Feedback Loop 86
Building Collaboration Takes Time and Active Leader-
ship 86
The Path to Collaboration 87

CHAPTER 10: Recommendations For Sustaining  
 Togetherness 93

9 Recommendations For More Togetherness 93

ACKNOWLEDGMENTS 105
The Alignment Podcast Roster 107

ABOUT THE AUTHOR 111



xiii

Foreword

From the SaleS leader

Every sales leader knows it’s become more challenging to achieve 
revenue growth in today’s complex B2B selling environment. With 
the modern buyer demanding a more cohesive and seamless buying 
experience, many leaders are starting to realize they must find a 
better way for sales and marketing to work together. 

Jeff Davis intimately understands how to transform sales and 
marketing into better strategic alignment. He leverages his profes-
sional experience of 15+ years in sales, marketing, and business 
development from Fortune 100 companies to early-stage startups. 
His passion for improving the relationship between sales, market-
ing, and the modern buyer have led him to exclusively focus his 
energy on helping companies build high-performing Revenue 
Engines. 

Davis is definitely the go-to resource when B2B leaders want to 
better understand how to align their teams. Through keynoting 
conferences, producing the TheAlignmentPodcast.com, and deliv-
ering hands-on executive workshops, he consistently produces 
highly valuable thought leadership that inspires leaders to shift their 
mindset and approach to the sales and marketing relationship. 

His book Create Togetherness is a perfect example of his passion 
and commitment to fundamentally changing the way B2B orga-
nizations approach sales and marketing, as well as the customer 
experience. Davis empowers B2B leaders with actionable insights, 
frameworks, templates, and other business tools that create clarity 
for when they decide to begin the alignment transformation journey 
in their organizations. 

http://TheAlignmentPodcast.com
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As a sales leader, it’s exciting to have a resource like this who 
provides a blueprint for how sales leaders should approach lever-
aging their marketing team to more effectively and consistently hit 
revenue targets in the modern B2B selling environment.

— Craig Wortmann,  
CEO, Sales Engine Inc., 

Clinical Professor of Innovation & Entrepreneurship, 
Founder & Executive Director of the Kellogg Sales Institute 

Kellogg School of Management at Northwestern University,  
and Operating Partner, Pritzker Group Venture Capital 

From the marketing leader

Sales and marketing alignment is an age-old topic that continues 
to be a major challenge for B2B companies. There have been many 
studies showing how lack of alignment is a huge blocker to revenue 
growth for companies — and conversely — can be a major competi-
tive advantage when done right. In Create Togetherness, Jeff Davis 
brings keen insight to helping leaders see why this conflict continues 
to be dysfunctional. He then offers a clear path to improving sales 
and marketing collaboration and shows how to empower leaders to 
transform sales and marketing into one team focused on growth. 

Jeff Davis taps into his unique expertise and fresh perspective to 
create a book that clearly lays out the business case for why align-
ment is worth the time, energy, and effort. He relies on his back-
ground from a variety of organizations of all sizes to shed light on 
what companies can do to improve. This includes breaking down 
the silos between sales and marketing and showing that, by focusing 
on the customer and their buying experience, companies can align 
their teams. 

Davis not only evangelizes alignment, he provides real value by 
sharing examples, stories, business tools, and more to help leaders 
create meaningful change in their organizations. 
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Foreword

It is such a pleasure to have a business leader of Jeff Davis’ caliber 
focused on such an important and relevant topic for every B2B busi-
ness leader today. This book creates a real opportunity for sales and 
marketing leaders, as well as CEOs, to start an authentic conversa-
tion about alignment and make change happen. 

— Tracy Eiler, 
CMO, InsideView 

and author of Aligned to Achieve, Wiley 2016



xvi 



xvii

Preface

“Do the difficult things while they are easy and do the great 
things while they are small. A journey of a thousand miles 
must begin with a single step.” 

— Lao Tzu

Why did I write a book on the need for aligning sales and market-
ing? I had worked in both areas and became frustrated with the two 
departments not understanding their value to one another. I reached 
a point in my career where I felt compelled to speak out and help 
companies resolve the disconnect before it destroyed their ability 
to compete in the new B2B marketplace. I had to use all means 
possible to help resolve this breakdown, whether it was through 
a book, as a speaker, on a podcast, or getting into the trenches as 
a consultant to help transform companies. My engineering back-
ground wouldn’t allow me to stop obsessing that there had to be 
a better way for marketing and sales to work together, especially 
since I’ve been on both sides. I repeatedly saw missed opportunities 
because sales and marketing weren’t working as a team within a 
cohesive revenue-generating system. And so my journey led me to 
explore how to align these two functions. When I couldn’t easily see 
the answers, I was motivated to better understand why the system 
was broken and what could be done to create sustainable change.

One experience in particular changed the way I saw the relation-
ship between sales and marketing. It was this “aha” moment that 
confirmed that this relationship had to experience a major transfor-
mation to end misalignment.

As a sales representative for several years after receiving my bach-
elor’s degree in engineering, I attended our usual district sales 
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meeting, where I had planned to talk about the same issues we 
always discussed – how the district was performing, how we could 
work together better, best practices, blah blah blah. I was prepared 
to contribute to the discussion and to be fully engaged. I wanted my 
manager to hear my opinions and know I was focused on finding 
a solution. At the same time, I was counting down the hours for 
the meeting to end and lamenting over my preferring to be in the 
field calling on customers. Instead, I was at a sales meeting with my 
colleagues, so I felt determined to put on a show. 

What I didn’t know was that something would happen in that 
meeting to forever change the way I saw the relationship between 
sales and marketing. Until that point, I never had contact with 
marketing outside of receiving their sales content directing us 
(the sales professionals) to talk about the product as they thought 
best, and to hear their strategy at our company-wide meetings on 
the main stage. As a salesperson, I didn’t really understand what 
marketing did. 

The meeting started as usual. We had our morning coffee and 
engaged in catching-up with our team. The district sales manager 
then reviewed our district and individual territory performances. 
This is where we prayed we weren’t at the bottom of any list to avoid 
being singled out. After going through performance, our district 
sales manager announced we had a special guest joining us from the 
marketing department. All our expressions showed concern. What 
did we do wrong? 

The special guest was introduced, and again our expressions said, 
“Uh oh, someone from corporate is here. Look like you know what 
you are talking about.” But his presentation proved to be vastly 
different from what we expected. 

The marketing leader (Mark – not his real name) immediately 
established credibility. “I’m here to share with you how we, as the 
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marketing team, are here to partner with you and support you in 
building better relationships with your customers.” 

I questioned what I was hearing since no one from marketing had 
ever shared or treated sales as a partner. 

He continued: “We know it’s been challenging to drive sales in the 
current environment, and we want to help you by helping shape the 
market and develop tools that educate your customers on why they 
should be choosing your products.”

I had to express my surprise and gratitude. “Really excited to have 
you join us today.” 

Marketing had been the Ivory Tower that disseminated our orders. 
The idea of partnering with marketing was foreign, but I was all ears 
to hear what he had to say. He explained how they had created a new 
tool to help us identify the different types of customers, how best to 
sell to them, what they cared about, the best messaging to use, how 
to emotionally connect with them, the best resources to share with 
them to offer proof, and that using this tool would help us be more 
efficient in targeting the right buyers. 

Whoa! This was a game-changer for me. I instantly saw how this 
tool would improve my performance and I planned on using it the 
next day. 

Now, as a marketer, I understand what Mark and his team had 
done. He wanted to share with the sales team the customer persona 
research that was generated by marketing. They translated the 
work into a relevant context for salespeople to improve targeting 
and interactions with customers, which would ultimately lead to 
increased sales. 

The alignment solution hit me. I finally saw how beneficial it was 
for marketing to partner with sales to help increase revenue. The 
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partnership made sense to me and I wondered why it hadn’t been 
done this way before. I made a direct link between what marketing 
did for sales and how I could leverage their work to increase my 
sales to hit quota.

I wasn’t the only one to have an “aha” moment. The energy of the 
room had shifted. All my sales colleagues were engaged and asking 
real questions on how to best use the tool to help them sell more. 
Suddenly, we were talking marketing’s language. What?! Sales and 
marketing seemed like one team with one goal that day. We were 
discussing a marketing resource that could not only help us better 
manage our time (a salesperson’s most precious asset), but how 
to increase our close rates. This was an overdue conversation we 
needed to have because it directly benefited our results. 

This one presentation changed my entire perspective. The market-
ing leader took the time to explain how their work was relevant to 
helping the sales team increase sales. 
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INTRODUCTION

Why We Need Togetherness 

“A single arrow is easily broken, but not ten in a bundle.”

— Japanese Proverb

What is togetherness and what does it have to do with aligning 
sales and marketing teams to accelerate revenue growth? 

Sales and marketing misalignment is not a new problem. So why 
haven’t most B2B companies cracked the code on fixing it once and for 
all? Is it due to management’s lack of motivation to do the work needed 
to transform opaque silos into transparent ones? Perhaps management 
has not yet realized at the core that misalignment is a people issue. 

Fixing misalignment is not easy and requires more than just reor-
ganizing roles, sharing templates, and tweaking processes created 
under old marketplace conditions. True alignment in the new B2B 
business takes active leadership and a shared vision with built-in 
cross-functional trust and incentives for collaboration. With the 
overwhelming amount of research from top analyst firms and more 
companies leveraging alignment to achieve better results, leaders 
should be ready and willing to do whatever it takes to identify the 
root cause of why misalignment persists in their companies and take 
the necessary steps to address all underlying issues. Transforming 
sales and marketing into an aligned, high-performance Revenue 
Engine does require a significant amount of commitment and 
change management from leadership, but it can and has been done 
successfully by leaders willing to take the plunge. 



Create togetherness

2 

Management wants employees to work together toward a common 
goal, but they need to acknowledge what motivates and incentivizes 
employees to initiate collaboration. This is why it was necessary for 
me to invite experts in psychology, neuroscience, and human collab-
oration on TheAlignmentPodcast.com. I wanted to ensure we could 
have a holistic conversation about transformation that covered all 
necessary viewpoints. This is the only way to come to a solution that 
works for all involved. 

Leaders cannot create and implement cross-functional solutions 
from the comfort of their opaque silos. Management must have a 
conversation that includes perspectives from all the departments 
that influence the buyer’s journey. Companies should start with the 
two most important customer-facing functions: sales and market-
ing. Once companies create a synergy between these two depart-
ments, it will be easier to do the same among the other departments. 

In my keynote presentation titled, “Togetherness: Achieving Sales 
and Marketing Alignment,” I refer to sales and marketing like two 
siblings at a family reunion who are asked to join forces in a three-
legged race, but don’t realize they must coordinate efforts to finish 
the race and win. They are focused only on winning as individuals, 
so they can’t see their approach has made it difficult for them. 

This book is for all B2B leaders tired of short-sighted tips and tricks 
that provide short-term, marginal improvements to fix misalign-
ment. In the following chapters, leaders will learn what strategies it 
takes to build a solid foundation for sales and marketing teams to 
enjoy a lasting and profitable partnership.
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CHAPTER 1

What Makes a Team Successful?

“None of us is as smart as all of us.” 

– Ken Blanchard

In 2012, Google initiated a two-year study of 180 teams, Project 
Aristotle1, comprised of Google’s most talented employees to 
unlock the secrets to team effectiveness. The insight resulting from 
this study is a great example of what company traits are necessary 
to improve the relationship between sales and marketing so they can 
operate as one team with increased effectiveness. Google’s research 
found five traits that lead to effective teams:

 • Psychological Safety

 • Dependability

 • Structure and Clarity

 • Meaning

 • Impact

This groundbreaking research helps identify the key components 
of creating togetherness between sales and marketing. More often 
than not, the dysfunction between sales and marketing is due to the 
relationship not providing its members with one or several of the 
key traits that Project Aristotle identifies. 

1 https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-
its-quest-to-build-the-perfect-team.html

https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html
https://www.nytimes.com/2016/02/28/magazine/what-google-learned-from-its-quest-to-build-the-perfect-team.html
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Achieving alignment between sales and marketing goes beyond 
people, process, and technology, which many solely focus on. This 
relationship has been strained for a very long time, so leaders will 
have to build a bridge between these often-estranged teams. They 
must not only focus on changing the company culture in which sales 
and marketing operate, but also focus on changing the dynamics 
between the two teams. When leaders do this, they can create an 
essence of “we are in this together,” “my success is dependent on the 
success of the team,” and “what I do has a direct impact on my team 
members.” While leaders may not want to talk about feelings in a 
business book, I strongly urge them to seriously consider creating 
togetherness in their organizations. 

Developing a culture that embodies these five elements of together-
ness will help improve the relationship between sales and marketing 
and, ultimately, lead to everyone working together more effectively. 

Trust – Members feel safe since their colleagues will always do 
what is best for the team, rather than follow individual, self-serving 
motives. To do this, leaders must: 

 • Solicit input and feedback routinely from both sales and 
marketing on how things are working.

 • Encourage cross-functional work experiences and create 
sub-teams for special projects.

 • Establish transparency in decision-making and 
communication.

Accountability – Leaders establish clear expectations and hold all 
team members accountable when goals are not met. To do this, leaders 
must:

 • Focus on demonstrating marketing ROI on programs and 
campaigns.

 • Tie marketing-variable income to revenue targets.

 • Share revenue-generation metrics across both teams.
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Structure and Clarity – Members are clear on overall team 
goals, how their work contributes to achieving those goals, and what 
is expected from them to achieve those goals. To do this, leaders 
must:

 • Create clear goals and objectives, and a path showing how to 
achieve them.

 • Share goals often and reinforce how sales and marketing both 
directly contribute to helping achieve those goals.

 • Establish clear expectations between sales and marketing.

Meaning – Members feel connected to the overall vision of why the 
team exists. To do this, you must:

 • Create a shared vision that connects with everyone’s hearts 
and minds.

 • Develop a customer-focused company culture.

 • Create a “what’s best for the customer” mantra.

Impact – Leaders demonstrate how sales and marketing efforts 
contribute to the team achieving its goals. To do this, leaders must:

 • Hold regular cross-functional meetings to highlight the 
impact of each function’s efforts and how these led to achiev-
ing revenue goals.

 • Share marketing campaign results with sales.

 • Openly praise cross-functional collaboration that led to 
achieving key milestones.

 • Create empathy between sales and marketing by encouraging 
a better understanding of what each team does on a day-to-
day basis.

Building a culture focused on these aspects will have a profound 
effect on the sales and marketing relationship, and ultimately, 
revenue growth. In a culture of togetherness, both teams will be 
connected to a common purpose and motivated to place customer 
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needs ahead of individual ones. Creating a feeling of “us” rather 
than “me” will have a profound effect on the organization’s ability 
to become customer-focused to meet the demands of the modern 
buyer. If leaders continue to ignore or minimize the sales and 
marketing misalignment issues, they do so at their own peril and 
handicap their ability to achieve significant growth. 

What doeS miSalignment look like?
Most B2B organizations have some level of misalignment between 
sales and marketing, whether leaders admit it or not. What is more 
shocking is that too many organizations refuse to recognize the 
problem is as bad as it is. Misalignment slowly destroys a company 
from the inside out, but it won’t be felt until it’s too late. Companies 
can stop the decay by getting an objective perspective to better 
understand the health of their sales-marketing relationship. Only 
then can leaders face the detrimental consequences of misalignment 
and build one of the most powerful tools for company growth – a 
high-performance Revenue Engine. 

In my work as a keynote speaker, consultant, and an executive 
producer of a fast-growing international podcast, B2B leaders have 
often asked how to determine whether sales and marketing are 
misaligned in their organization. Though an in-depth assessment 
and analysis would need to be conducted to understand the dynam-
ics in play, the following are some telltale signs to look for. If one or 
several of these issues exist within a company, it’s time to get serious 
about alignment. 
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Key Indicators of Sales and Marketing Misalignment: 
 • Marketing-generated leads produce low- or no-close rates.

 • Combative or dysfunctional relationships exist between sales 
and marketing leaders.

 • Marketing takes no responsibility or accountability for 
revenue contribution.

 • Sales and marketing use different data to evaluate business 
performance.

 • Sales and Marketing tell two different or conflicting stories 
about business performance.

 • Customers complain about a poor customer experience or the 
difficulties of purchasing from the company.

 • Sales and Marketing disagree on target customers and the 
unique value proposition of the company.

 • Sales and Marketing don’t share their insights or business 
intelligence.

 • Sales and/or Marketing leaders often complain about 
misalignment.

The B2B economy is in the midst of a seismic shift due to digital 
disruption. The buyer is coming to the conversation with more infor-
mation than ever before. Dave Elkington, founder of InsideSales.
com, addressed the issue on TheAlignmentPodcast.com, Ep. 39. 
According to Elkington, there is a massive amount of information 
inequality between buyers and sellers. Today’s buyers have access to 
deep research. They have been on the company website, talked with 
their peers, and have done all of that before they even engage with a 
sales rep. Because buyers have access to a nearly unlimited amount 
of information, limiting conversations to product and service 
features and benefits is not enough to satisfy them. Organizations 
must provide the valuable, personalized insights that buyers are 
demanding, and sales and marketing must join forces as one unified 
team to meet those demands. 
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Winners and losers are being created in today’s marketplace. 
Company leaders must decide whether to be proactive by setting 
up their company for success in the new B2B economy, or wait until 
it’s too late to take action. Leaders who choose to wait will find that 
when they are ready to take action, they will be at such a stark disad-
vantage that becoming competitive will feel like an unsurmountable 
task. 

Leaders, the choice is yours. 

For those who are ready, let’s start the journey to creating 
togetherness. 



A strategic roadmap for B2B leaders ready to take on the challenge 
of aligning their sales and marketing teams to win the business of 
modern buyers and accelerate revenue growth. 

“Jeff Davis taps into his unique expertise and fresh perspective to deliver Create To-
getherness, a book that creates clarity for how B2B marketing and sales leaders can fix 
their dysfunctional relationship and increase company revenue. Highly recommended 
for any revenue leader that is looking at how to compete in the modern and complex 
B2B business environment.”

—Tracy Eiler, 
CMO, InsideView and author of Aligned to Achieve, Wiley 2016

“Achieving growth in the modern B2B selling environment has become harder and 
more complex. In Create Togetherness, Jeff Davis does a tremendous job at showing 
sales and marketing leaders why they need each other more than ever before and how to 
start their journey to a more collaborative relationship that produces improved revenue 
results.”

— Craig Wortmann, 
CEO, Sales Engine Inc., Clinical Professor of Innovation & Entrepreneurship, 
Founder & Executive Director of the Kellogg Sales Institute Kellogg School 

of Management at Northwestern University, and Operating Partner, Pritzker 
Group Venture Capital 

“Jeff Davis is an authority on helping B2B company leaders understand how to align 
their sales and marketing teams for faster growth. Davis gives us proof in the form of 
stats, facts and valuable insights that provide a clear roadmap for leaders to transform 
their organizations.”

— Shep Hyken, 
New York Times Bestselling Author of The Amazement Revolution

Jeff Davis is an international speaker, business consultant, 
and podcast host who specializes in helping B2B organiza-
tions strategically align their sales and marketing teams to 
accelerate revenue growth. He pulls from his over 15 years 
of experience in sales, marketing, and business develop-
ment at Fortune 100 companies to early-stage startups. 
He regularly speaks to B2B leaders and executives helping 
them understand how to transform sales and marketing to 
win the business of the modern buyer.

meetjeffdavis.com


	
	
	
	
	
	
	

	
	
	

	
	
	
	

	
	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	

	
	
	
	
	
	
	
	
	

	
	
	
	
	
	

	
	
	
	
	
	

	
	
	

	
	

	

