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Foreword


Unprecedented Growth through Extraordinary Alignment


by Denise Persson, chief marketing officer, Snowflake, and Chris Degnan, chief revenue officer, Snowflake


Snowflake is an extraordinary company, and the alignment we have across our company has been a big contributor to our success.


Sales and marketing misalignment is a known issue at many companies. Some corporate leaders even believe that promoting tension between these two departments is beneficial and that it drives healthy competition or motivates top performance. We think that mindset is completely counterproductive. It simply does not work. We’re frankly astonished that anyone in the business world still clings to the belief that sales and marketing can operate in silos, much less that they should be intentionally pitted against each other.




When Chris first arrived at Snowflake, he remembers burning through an immense amount of mental energy establishing new processes. All he really wanted to do was get out there and sell, but he couldn’t do that without any client meetings. After Denise was hired, she made it clear that sales would be the marketing group’s number one customer moving forward. She said her job was to understand his needs and ensure they were met so their joint efforts would build pipeline for Snowflake.


We agreed that all of our activities had to ladder up to growth, revenue, and pipeline. And everything else followed from that agreement.


The success we’ve had with our teams stems from unity and trust. From the very start, we’ve created a culture at Snowflake that views sales and marketing as one big collaborative, cooperative supergroup that builds pipeline and drives revenue. We’ve busted silos that exist elsewhere, and created the greatest growth machine in the business, capturing logos including Capital One, Under Armour, PepsiCo, and JetBlue.


Everything you’re about to read in the pages that follow will help you do the same at your own organization. But before you start that journey, we want to offer you some advice from our perspective as passionate silo-busters.


A productive partnership between sales and marketing starts with a positive relationship between both leaders. If there’s friction at the leadership level, that friction will trickle down through teams and infect every aspect of the work. We know that some of you reading may be founders, or C-level execs, or emerging leaders, so your ability to control this alignment may vary. But it must be said that what we’re doing at Snowflake is fueled by the respect we hold for each other across all functions of our organization. We are business partners who have each other’s backs, and everyone knows it. That strengthens everything our teams believe, communicate, and execute.




To achieve insane alignment between sales and marketing, a key value pillar here at Snowflake, you must first focus on trust. All functional organizations are built on trust. Leaders at any level of either group can work toward getting the basics down, capturing and showing consistent results, and establishing their teams as reliable executors. Doing this lays groundwork for a meaningful partnership to grow.


Of course, that partnership will be meaningless if you don’t agree that the goal of marketing is to help make selling easier and creating opportunities, and the goal of sales is to turn those opportunities into revenue.


The current marketing teams know that if they aren’t putting sales first, they’re missing the entire point of their work. It’s not that marketing is secondary to sales, but that sales is closer to the customer and revenue and therefore marketing priorities stem from that proximity. Also Denise believes that marketing is all about eliminating waste. When marketing does something that doesn’t even have any impact on the sales process, that’s the most wasteful use of resources imaginable, and she has no tolerance for it.


For his part, Chris takes Denise’s input seriously and collaborates with her on everything from quarterly goals to board presentations. His team is trained to communicate frequently and respectfully with hers, and view all of marketing as valued partners.


This type of ongoing partnership requires honesty and humility. Everyone involved across both organizations needs to leave their egos at the door and be willing to listen. All of our team members know this. They know that they’re working for one of the greatest technology companies on the planet and that the tech world is accelerating. If they want to be part of that acceleration, they’ve got to get on board.


They’ve got to bust silos, get aligned, and trust each other.




Hillary Carpio and Travis Henry, the authors of this book, have been consistent champions of this philosophy, and this book is bursting with their insights into making it work. As wildly effective leaders in account-based marketing (ABM) and sales development (SDR) work, respectively, they’ve proven that marketing and sales teams can go farther and faster when they link arms. As pragmatists, they’ve taught their people that waste is unacceptable and all their work should be traced back to revenue generation. And as mentors, consultants, and advisers they’ve trained the next generation of marketing and sales leaders to think of everyone across both orgs as part of one big team.


And the book they’ve created is an actionable handbook for building your own end-to-end pipeline-generation machine on a foundation of radical alignment. As you read it, you’ll see how to unlock brand-new possibilities once you establish that alignment. Every chapter illustrates why alignment is so impactful, shows you what you can build with that alignment, explains how to activate what you’ve built, and offers advice on how to scale it up.


Read on to find out how they did all this at startup speed and enterprise scale, and steal their secrets for yourself. They will take you from scrappy first experiments where you can afford to fail fast without risking your neck, to scaled-up programs with global reach and an immense amount of automation.


And take it from us: the quickest route to extraordinary growth is creating extraordinary alignment between sales and marketing.











Introduction


Wide Nets and Wasted Resources


Although it only operated for a little more than eighteen months between 1860 and 1861, the Pony Express transformed how Americans communicated. This now-legendary system drastically cut the time it took to send mail between the east and west coasts of the United States, sometimes by a factor of six. Instead of loading envelopes onto hulking ships or lumbering stagecoaches, messages were carried by individual couriers moving swiftly on horseback through a series of checkpoints between Missouri to California. Riders hot-swapped from fatigued horses to fresh ones to maximize speed, stopping only for their own rest and caloric intake.


The Pony Express achieved a stepwise advance in communications velocity and reliability by stitching together a coordinated set of motions that worked continuously under very specific circumstances. If one of the waypoints wasn’t ready to supply the rider with a fresh horse, or if the waypoints were spread out beyond a day’s ride, the entire system would break down. The riders themselves even had to stay under a weight limit of 125 pounds. The horses they chose were specialized for stamina and distance. Before being supplanted by the telegraph, this system worked to reduce the average mail delivery time from coast to coast from multiple months to a ten-day sprint, from sender to recipient.


Cultivating new business isn’t all that different. To achieve real efficacy in today’s B2B sales and marketing landscape, you must orchestrate a symphony of content, digital experiences, peer validation, physical mail, in-person events, and the all-important human touch points of live conversations and asynchronous messages. And you need to do that at the scale of thousands of unique businesses and tens of thousands of unique humans in those businesses, with each permutation demanding a resonant value proposition that compels action.


Generating new business takes follow-through, vigilance, and skill, and it’s not something that can ever stop. As individuals who have dedicated our careers to growing B2B revenue as leaders, operators, advisers, and consultants for dozens of companies, we’ve learned the prospecting motion must be continuous and unbroken. Inbound leads must be triaged in a timely manner; outbound motions need room to build on themselves over weeks and months; and signals from target accounts can present themselves at any time and vanish just as quickly. Sales teams can’t focus exclusively at closing business in the immediate quarter; if they do, they wake up on day one of the next quarter inside a forecasting hole.


The hardest part of closing a deal is finding it. So we must always be looking.


At Snowflake, one of our mantras is “target the right accounts at the right time with the right message to the right people.” Doing this involves complex orchestration and organizational alignment that no single team can create alone. But any team or individual can start the work of alignment at a small scale and build a solid case. Lessons from our past roles and the framework we’ve constructed at Snowflake have helped us amplify that effort. We’ve built systems that enable us to address accounts, timing, messaging, and people simultaneously, as have many other corporations. What sets us apart is our ability to do these things in a highly targeted, one-to-one way as well as a digitally enabled at-scale approach, all while working as one big unified team.


Everyone wants to target the right accounts at the right time and deliver the right message to the right people. In this book, we’ll talk about how to actually do it, from ideation to execution, at startup speed and enterprise scale.


We know how because we’ve done it. We’ve created new systems and augmented existing ones to keep the Snowflake sales pipeline full at all times. We’ve either been in your shoes ourselves or worked with incredible people in your shoes. We know what it’s like to stare down a broken strategy and know it can be made better.


We also understand the temptation to solve go-to-market (GTM) problems by paying an expert consultant to come in and make those problems go away. We’ve even been those consultants. So we know the truth: Real change can and should be driven by tackling the tough work of internal alignment across your GTM teams. What we are proposing in this book is an evolution that builds on the concept of account-based, the strategy where marketing focuses on a specific set of accounts with tailored messaging and content. We will walk you through how to bring your revenue teams together to amplify your impact and ramp up your growth curve. We call this coming together of marketing, sales, and sales development “one-team go-to-market (GTM).”


All this to say that we’re speaking from experience. (Including dealing with our fair share of failures.) Both of us have driven change in pipeline-generation philosophies and processes for many years. And in the case of our work at Snowflake, we’ve had the opportunity to build an orchestrated one-team GTM machine that effectively engages the largest organizations in the world and maximizes the odds of landing them as customers. Undoubtedly, we have benefited from the work of predecessors, colleagues, market timing, and an unbelievable product. But we have also worked through the challenges of alignment and pushed the boundaries of what is possible in today’s data-driven, technology-enabled world of sales and marketing.


Here’s how it all got started.


A meeting of aligned minds


Hillary was working as a marketing manager at a network security company. Her job was to take a suite of solutions across the organization and develop GTM campaigns that included touch points from all marketing teams including corporate communications, product marketing, digital marketing, content marketing, and the web team. The company was close to mastering the bill of materials for the one-to-many approach, with well-aligned content, messaging, and delivery. The problem was that despite how well-oiled the machine seemed to be, it wasn’t netting the highest-profile, highest-spending customers. Hillary’s team needed to narrow their focus and make an impact on a list of key accounts selected by leadership. Doing this would help the company hit their overall revenue targets.


Because she’s constantly hunting for process improvements and ways to connect cross-functional teams, Hillary attended a conference, learned how Snowflake did account-based marketing (ABM), and brought those ideas back to her employer … with a twist. She had developed a reputation for stitching together free and existing technology to expand her impact beyond single-human limitations, and that’s what she did here. She took what she’d learned from Snowflake—which had a five-person team—and applied it as a one-person team by using tech to scale. Since the learnings were designed for a resourced team of multiple people, Hillary modified them and tweaked them to use as a foundation for what she wanted to do, and built her own ideas on top of them. (A practice we’ll strongly encourage you to do throughout this book.) This included pitching to the sales development (SDR) team to ask for volunteers to participate, and hiring developers out of Romania for $2K to help her connect a few key pieces in her tech stack.


She built up her ABM practice and refined it. Now able to target thousands of accounts with relevant messaging and content—with a subset of those messages teed up for SDR outreach as a team—she had results within a few weeks showing a 122 percent increase in SDR open rates, fifteen times the industry standard meeting conversion rate, and a sevenfold increase in reply rates. At this point she and her manager, the VP of corporate marketing, brand and demand at her company, knew they were onto something. By joining forces with the SDR function, they had cracked the code for taking their existing campaign infrastructure, tailoring it to top accounts, and scaling it. She proved that an account-based approach could be launched successfully, regardless of resources. It just required an innovative mindset and bias toward action.


Snowflake’s ABM experts heard about her innovations and got in touch with her. Inspired by the opportunities available at Snowflake, she later made the leap to lead its ABM function into the next era of the company’s scale, to IPO and beyond. In her new role, her first priority was to fortify and maximize the relationships between ABM folks and SDRs within the company. Although Snowflake was a big, well-funded organization with existing ABM, sales, and SDR departments and enthusiastic support from leadership, Hillary saw an opportunity to truly unify these teams.


She approached the SDR team with a grand plan of how they could collaborate to prioritize their accounts using intent data, then roll out an end-to-end program. But together they recognized that her grand plan was too grand, and she needed to scale back and look for one small way they could work together to get the ball rolling.


Instead of using intent data to orchestrate outreach to thousands of accounts, they took one person on Hillary’s ABM team and equipped them with the right data to partner with an SDR on a list of about ten accounts. This right-sized partnership worked spectacularly, and Hillary began making plans to scale her efforts slowly and methodically. Even with leadership buy-in and a solid vision, change takes time and requires winning the hearts and minds of cross-functional teams.


Meanwhile, Travis had been working in marketing and sales development roles for his whole career, and saw a repeating pattern of go-to-market inefficiency at the companies he worked at and consulted for. Marketing generated huge demand at great cost, but had little insight into and direction regarding what was happening with that demand. Often conversations with marketing leaders would circle back to the same script. There was lots of focus on what the company could do to optimize its campaigns, increase engagement, and drive more leads from the marketing dollars being spent, but Travis saw that these were the wrong issues to focus on, akin to Henry Ford focusing on smithing better horseshoes. Meanwhile, sales teams would regularly pursue the long, difficult road of cold outbound prospecting to individuals who had never been exposed to the company’s value proposition. Nobody was dedicated to and bought into converting the demand that marketing was producing into the things that mattered to the business: meetings, opportunities, and revenue.


This led him to recognize the power of the sales development representative (SDR) role. But that also wasn’t enough. SDRs themselves were not effective without the direction and guidance of the sales team, who held ultimate responsibility for the accounts that we were all trying to get in front of. He knew that inviting prospects to show up at an event, mingle with their peers, nosh on a scone, and learn about the company’s value proposition was necessary, but not sufficient in creating customers. These marketing campaigns had to be paired with a formalized sales follow-up mechanism to get prospects to a real buying cycle.


Finding and understanding the SDR function—a specialized role that sits between the scone and the sale—was a breakthrough for him. But his real aha moment came when he saw the power of a well-engineered tech stack in the hands of these purpose-built prospectors. He realized that the output of a single SDR could be multiplied by five to ten times if that person had clean data, the ability to automate the mundane, and a tight interlock with buying signals that they could home in on. So Travis pioneered the function of dedicated Sales Development Operations and Enablement, bringing the strategy and process rigor usually reserved for quota-carrying sales teams to the demand creating SDR teams at the top of the funnel. SDRs are one of the most data-driven, process-oriented, and tool-enabled functions in a go-to-market team, yet most companies do not dedicate an operations professional (or team) to support them. Travis was brought into Snowflake as an operations leader to shepherd the function’s growth from a group of 85 to more than 250 individuals.


Once the two of us started talking, we knew we were on the same page. And we were able to hit the ground running because the basic foundation was in place. Snowflake already had sales reps assigned to a list of accounts, ABM was already being used (though not in the way we were envisioning), and leadership had already put an SDR team in place. All of these factors helped us, as did identifying each other as like minds. Hillary had already been getting her team in place and pitching her ideas, but when Travis joined Snowflake it was like a door had opened for us both, and we could walk through it together.




At first, it was just the two of us putting our minds together, brainstorming how we could initiate change at a small scale within the larger company. Both of us had done similar work outside Snowflake with fewer resources and at smaller companies, so we were well positioned to build on our experiences. Now we have the same grassroots mentality but with stellar teams to support us and massive scale to push us. By creating some early wins together, gathering momentum among open-minded team members, landing some big clients using our strategies, and eventually making the case to leadership that our one-team GTM operation merited ongoing investment, we’ve built one of the largest teams in the industry.


If we can get started with just two people—two believers in the ABM way and the importance of aligning sales with marketing—so can you.


And honestly? If you find the right coconspirators, you can get a lean little ABM, sales, and SDR machine up and running in about three months, with whichever mix of resources you have. Most of the strategies we’re about to explain can be enacted with a few eager people and a creative plan to connect existing tech in a smarter way.


How This Book Works


Our job is to help you find your collaborators, experiment with some plays, and decide if this way of working works for you. We know you’re perusing these pages now so you can learn Snowflake’s one-team GTM secrets and apply them inside your own company. And we’re genuinely excited to share those secrets with you! One-team GTM is a journey, and not always a linear one. We wrote this book expecting that some of you will be intimately familiar with some of the concepts we explore and will thumb through them to dive into the nitty-gritty of execution; others will appreciate a full-spectrum guide from ideation to measurement. We hope you’ll bookmark, highlight, and use this book as a field guide through your journey. The fact that you picked up a copy in the first place proves that you believe there’s a better, more efficient way to pilot a twenty-first-century sales and marketing operation. You’re our kind of people, and we know you can succeed.


We wrote this book because we’ve been where you may be now, discovered (through real trial and error) how powerful an account-based strategy can be, and figured out how to move from loose idea to cold, hard execution.


We also wrote this book because we really, truly want to help you go to market more efficiently and effectively. We want to help you build your own Pony Express for your pipeline, and fundamentally transform your GTM processes. We are both process-savvy, operationally minded doers who make the most of whatever resources we’ve got, and it kills us to know that most sales and marketing departments still spend their time working against each other rather than cooperating. We might not be able to change that dynamic everywhere all at once but, with your help, we can start a ground-swell. We can start convincing people that there’s a better, more engaging, more profitable way to do business. And that way is together.


That said, this book is not an HR manual. We won’t be teaching you how to pitch an organizational change to your board or navigate the most toxic personalities in your company. You’ll have to manage those interpersonal politics on your own. We also won’t be offering solutions for lack of product fit, or ways to save a sinking ship. Uniting sales and marketing through a one-team approach is a long play, not a last-ditch effort.


This book is for you if you’re a doer, an ambitious tactician, a person who wants to make a positive impact regardless of your position in the org chart. The learnings and guidance we’ve compiled in these pages span from strategic plans down to gritty tactical details. We’ve also structured the book in such a way that you can learn how to build a world-class GTM machine from scratch or skip past topics you’ve already mastered to level up your operation. In short, we wrote this book for B2B go-to-market leaders of all levels who are looking for a better way to grow revenue.


In part 1, we’ll help you build a custom on-ramp to merging sales and marketing and creating your own pipeline-generating machinery at startup speed. While we heartily agree with Snowflake CEO Frank Slootman that “execution beats strategy every day of the week,” the truth is that you’ll set up your account-based program to fail without a solid understanding of what you’re trying to achieve. The chapters in this part of the book will challenge your thinking about why your business should change and who should be involved in the conversation.


Then in part 2 we show you how to get the structures, knowledge, and content in place to fuel that machine. These chapters will help you get a clear picture of which customers you want to bring into the fold and get you building the mechanisms you need to grab their attention.


Part 3 dives straight into defining and running your first big plays. We will cover the necessity of great timing and how to solve for it, stitching your content together, and drawing clear swim lanes for your GTM teams to bring everything to life for your target customers.


And finally in part 4, we walk you through the path to enterprise scale. We will explain how you can ramp up your marketing offers and seamlessly present them to thousands of companies instead of dozens. You will also get a sneak peek at how we see data powering the future of revenue.


Nearly every chapter wraps up with a table highlighting what you’ll need to do to create a “minimum viable” or “scaled” version of the processes we’ve explained. It also summarizes some mistakes to avoid as you dive into execution.


As you make your way through these pages, we’ll give you a bit of advice, plenty of strategies, and a handful of perspectives besides ours so you can see how this marketing magic works inside Snowflake itself. We’ll also share insights from our work with other B2B startups and scale-ups. Our hope is that you’ll highlight your favorite passages and dog-ear a few pages so you can refer back to ideas you’re eager to implement.


We’re not promising to change your business overnight, but we believe with these tools and ideas you could get to your first one-team GTM “win” in as little as a few weeks, changing the trajectory of your go-to-market machine over the next eight to twelve months.


It’s gonna be a wild ride. Are you ready? Let’s go.











PART 1


WHY











1
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Do the Unthinkable: Marry Sales and Marketing


When a big, sophisticated buyer considers making a purchase, many teams need to work together to enable the sale. We know this because we’ve been involved in closing deals with some of the biggest logos in the business world, including multinational corporations on the Global 2000 list. We’re fortunate to count several of the most complex and multifaceted media and entertainment companies ever to have existed as our clients.


Like many multinational corporations on the Global 2000 list, media companies are complicated to sell into for B2B tech orgs like ours. Most are actually composed of multiple, disparate companies including movie, television, and gaming studios, TV channels, news networks, and music houses. On top of that complexity, these corporations pose other sales challenges, including:






Employment of global teams and execution of regional initiatives


Frequent acquisitions, mergers, and joint ventures


Use of legacy technology cobbled together with newer offerings


The complications created by executive turnover and evolving vision


Disconnected buying cycles that create an excess of resources





For us at Snowflake, media companies present a massive opportunity, but no one salesperson can take it on alone. We have a whole team dedicated to selling into a few of our most prominent media clients, comprising one global account manager, two account executives, one territory account manager, one sales development representative, three sales engineers, and three professional services folks. These people only support selling initiatives for a single, high-priority company. They work on no other accounts.


Our sales and marketing strategy is designed to be multifaceted and address the needs of each of the biggest organizational sectors within the company. Our sales team starts by splitting the account and prioritizing different segments based on account intelligence.


Big, sophisticated buyers require a big, sophisticated approach.


And once we become part of the infrastructure, we are often able to do some silo busting within the walls of our client companies. Since Snowflake helps organizations centralize, organize, share, and better leverage their data and assets, we’ve been able to convince some of our Global 2000 clients—slowly, diplomatically, and in ways that genuinely serve them—to collaborate across their own teams and units. We offer webinars and trainings, show them how to share valuable insights across the business, and help them solve their business problems by improving their internal communication. We have entire teams of people dedicated to serving single clients as one team, and supporting their clients across all stages of the sales cycle.


We net and keep global enterprise customers because we are dedicated to learning about their needs, fulfilling those needs, and adapting to meet any new needs that might arise.


We net and keep global enterprise customers because we serve them as a unified team.


To state the obvious, Snowflake would never be able to land a single subsidiary within a global media enterprise using a wide net. Even a spearfishing approach—semi-targeted marketing efforts that reached a handful of mid-level leaders—probably would’ve fallen flat. Sophisticated, global buyers require a truly personalized buying experience. We had to sharpen our harpoons to make this happen.


Wide nets aren’t exactly obsolete, but they’re definitely ill-suited to the current fast-paced, information-flooded marketplace. With all the data, analytics, and tools available right now, we believe that B2B players who aren’t hyper-focused on priming and reaching their ideal customers are wasting time and resources. That said, we understand why many brilliant sales teams and marketing groups struggle to do that very thing.


One-Team GTM: The Future of ABM


Account-based marketing (ABM) is the inverse approach to the wide net. As a strategy, ABM has been floating around in one form or another since the 1990s, when companies recognized the need for personalized marketing efforts. Since then it has gone out of style, and then come back into focus as a more efficient way to capture ideal-fit customers.






WHAT IS ACCOUNT-BASED vs. ABM vs. ONE-TEAM GTM?


Account-Based: We refer to “account-based” as the strategic practice of identifying a set of accounts and executing activities against them. Sales, demand gen, field marketing, SDRs and beyond can all be account-based without being aligned and orchestrating across functions. This is where we see the problem.


ABM: Account-based marketing (ABM) is the marketing team dedicated to executing account-based programs that range from one-to-one to one-to-many.


One-Team GTM: One-team GTM is the unified, scaled strategy and execution of an account-based motion across GTM teams. Which teams are included in this GTM mix will vary based on your org structure, company size, and account-based maturity. The core of this strategy involves sales, sales development, and account-based marketing.


Do not use as: a targeted demand-get effort limited to dynamic, segmented ads at scale without sales input.





How did this resurgence of interest in ABM happen? What changed?




Data became more transparent: Companies now have the ability to identify (almost) every customer they might want to target. Why spend marketing dollars attracting companies who aren’t actually a fit for your product?




Recurring revenue models were born: The software as a service (SaaS) industry showed the growth leverage of landing the right customer with a high ceiling for expansion potential. You can now reassure your CFO that these logos are worth spending on if you can land them.


Increased noise drove a desire to differentiate: Marketing automation created a bridge between ABM 1.0 and its revival. As automation tools became common, their effectiveness waned and rekindled the need to “stand out” to buyers.


Buying committees rose to power: Big purchase decisions are now made by groups within companies who need to be engaged as a buying center, not individual decision-makers. In 2022, Harvard Business Review described that “Most B2B buyers start their journey by assembling an internal committee, whose members have different roles in influencing the decision. The committee often consists of three tiers: Ultimate approvers who own the decision; a core buying committee that does the research and runs the process; and internal influencers, including end users, who provide comments on vendors and products.





Given all of these shifts, it makes sense that ABM—a strategy that enables marketing and sales to identify, reach, and sign big, desirable customers—is seeing a second wave of popularity. Now, we are in an account-based era where 62 percent of B2B marketers plan to increase their investment in ABM technology in the next year. This approach and the supporting tools are approaching maturity, though still evolving. Now is the perfect time for this way of working to experience a revival.




However, plenty of organizations have resisted revamping their strategies. At this point, most marketers know ABM exists, but many aren’t sure how to implement it in their own organizations or industries. This happens for a whole slew of reasons, including:




People don’t know where to start. Getting the machinery of ABM up and running seems like an overwhelming task, and even expert marketers may assume they’re unqualified to handle it, because it spans multiple teams, multiple marketing tactics, and multiple channels.


Analytics and data can be incredibly overwhelming: Many marketers don’t know how to wrangle data and make sense of it. How should they score accounts? How do they analyze data attributes for those accounts in a meaningful way?


Companies assume software is all that’s needed: Many companies are buying ABM platforms to tackle this, but find themselves overinvested in technology and still lacking the strategy and executional know-how to leverage it fully. They struggle to translate the buzzword definition of ABM into something meaningful for their business.


Marketers don’t feel empowered to bring ABM to fruition: They may be individual contributors or otherwise “low-ranking” employees, so it never occurs to them that they could initiate company-wide change.


On a surface level, ABM may seem tricky to measure: Marketers are scared of failing and don’t know what success looks like.




Leaders are worried about the cost: They think it’s too expensive or requires hiring a fleet of new people.


They don’t have the patience to follow through on ABM: Many marketers (and their bosses) want results now, but ABM can take several months (or even quarters) to show ROI.





Alternatively, companies may have harvested gobs of data and analytics from various sources, but have no idea how to put those insights to use. They may even have invested in costly ABM dashboards from third-party vendors to capture and categorize all their customer signals, yet remain paralyzed when it comes to taking meaningful action. Plenty of teams are leveraging multiple ABM-related technologies and strategies without knowing it or without knowing how to optimize them.


Others are actively avoiding the strategy. Marketing and sales leaders may be especially wary if they see ABM as a passing fad. As industry veterans, we’ve seen lots of frameworks and tools get forced on workers just because they’re trendy. In an attempt to stay relevant, companies may invest in tech before fully understanding how to use it or if it truly applies to their needs. Or they may buy software and dashboards as a Hail Mary approach. They buy into the promise that ABM can be done via technology as an all-in-one, without realizing they have to power that tech with their own strategies. Leaders who have lived through these tech-investment nightmares are often leery of buying into new methodologies. They’ve been burned too many times before.


At the core of all these issues is an all-too-common misunderstanding: Tools alone can’t solve problems. People need to use tools to solve problems. And lacking people who can both use the tools and navigate the problems, you’re sunk. That shiny new dashboard isn’t gonna run itself.


Bridging the gap between tools and tool-users isn’t as simple as just hiring more bodies. You need people who have bought into the philosophy of targeted prospecting, solid playbooks and strategies, and the collective energy to tackle a whole lot of execution and orchestration. True believers and willing collaborators. As we wrote this book, we mulled the next generation of ABM and considered what to call our approach. There are several terms on the market, such as ABX (account-based everything), ABSD (account-based sales development), and GTM (go to market), but none capture the essence of what makes our approach unique: seamless execution across customer-facing teams. For that reason, we are suggesting to leave acronyms and spin-offs of AB____ behind us and focus on the outcome: A one-team go-to-market approach.


We define one-team GTM as the unified, scaled strategy and execution of an account-based motion across GTM teams.


Counterproductivity Codified


One-team GTM is by its nature an integrated motion. It requires highly surgical demand generation, which marketing is uniquely equipped to provide. But it also requires deep account knowledge and human execution, which is where sales comes in. With that in mind, welcome to square one. Marrying sales and marketing is your critical first step toward building an efficient, effective one-team GTM engine inside your current organization.


And we know it’s a doozy.






WHAT IS GTM?


At its core, a go-to-market (GTM) strategy is a plan that outlines how an organization can engage with customers to convince them to buy their product or service.


A well-oiled marketing and sales machine requires contributions from all functions, from brand and PR to sales and operations. Within the broader sales and marketing functions, there are a few specifically geared toward the final mile, the teams executing plays together directly to potential customers. While these can include a variety of team combinations dependent on your organization, we will refer to GTM teams as sales, sales development, and account-based marketing for the purpose of this book. We acknowledge that there are a host of functions that plug into these teams. You can read in chapter 11 how Snowflake works as an even larger GTM team.





As most people working in either group will attest, sales and marketing are often misaligned. In fact, we’d wager they’re locking horns right now at scrappy startups and behemoth enterprises alike, across every industry imaginable. We all hate this dynamic, but few of us know how to combat it. And if we don’t talk about why it’s happening, we’ll never be able to change it.


Here’s our take: Sales and marketing misalignment persists because conventional GTM strategies push these functions apart. And the further apart they drift, the more trust becomes eroded.


In The Five Dysfunctions of a Team, Patrick Lencioni examines the dynamics that drive friction inside workplaces, and “absence of trust” is cited as the root cause of team clashes. (The other four essentially use this dysfunction as a launchpad.) He points out that teams who lack trust conceal mistakes, jump to conclusions about the intentions of others, hold grudges, and dread meetings. The way sales and marketing teams are traditionally set up feeds into the natural, foundational dysfunction of trust that Lencioni describes. They are teams that intrinsically know they are responsible for revenue and dependent on one another to some extent, but they are composed of individuals with fundamentally different skill sets and backgrounds. Add in the wrong strategies and definitions of success, allow people on both teams to avoid talking to each other, and mix those factors together in a quarterly pressure cooker of make-or-miss results, and you can see how trust gets eroded.


This is the paradigm we follow simply because it’s what our predecessors laid out for us. Sales views marketing as a service agency— plying them with requests for custom-built customer stories and high-design decks—but marketing resists that characterization. Marketing tracks its own KPIs, frequently focusing on MQLs, and often struggles to connect its metrics back to company-wide revenue goals (despite increasing and exceeding their lead target every quarter). Leaders from both worlds butt heads, and their employees assume they should follow suit.


The absolute worst part about sales and marketing remaining locked in a departmental feud? The counterproductivity. In a B2B context, both groups—and all of their subgroups and dependent teams—exist to grow top-line revenue for the company. Period. These two teams have the same goal. It’s a broad goal, so plenty of wildly varied tasks can fall beneath it, but it’s a shared objective, which means that these teams working against each other is equivalent to them working against themselves. Remaining rivals is making all of the work harder for everyone and keeping true success at arm’s length.


Collaborating on this shared objective is a street that runs both ways. Just as it’s important for marketers to be thought-partners in any collateral or writing they generate, it’s important for salespeople to have a say in what qualifies a lead. According to a study by Marketo, companies with aligned sales and marketing teams are 67 percent better at closing deals. Involving sales in the definition of MQLs can help create a more accurate definition that leads to higher quality leads and more closed deals. And with more buyers conducting independent research, 81 percent of sales representatives say collaborating with their marketing counterparts helps them close more deals.1 They feel more informed and prepared to make their pitches.


Clearly, this is a partnership that can lead to measurable, ongoing success. That doesn’t mean it will be easy to tee up.


Fortunately there are technologies, roles, and mindsets that can break the cycle of rivalry, tactics that can quickly and efficiently generate some measurable wins so you can get people talking, drum up support, and launch a guerrilla campaign to start doing things differently.


Who are the players?


Before we dive into tactics for marrying sales and marketing, let’s talk roles. If we cornered a handful of marketing practitioners and sales executives and asked them to define their departmental functions, we’re quite sure we’d get a spectacularly varied array of answers. So here’s a snapshot of our own definitions:






We see marketing as a team that drives demand by spreading awareness of products and services at a high level. Marketing educates on why to buy.


We see sales as a team that is responsible for bringing in revenue and engaging with customers. Sales enables the buying.





The duties that these two teams perform are definitely different, but the overall goal is the same: drive revenue for the business. Both groups exist to communicate with the customer about their needs and pain points and direct them toward purchasable solutions. Both groups do work that is meant to increase sales and drive revenue. This vitally important overlap is what so many sales and marketing teams fail to see or choose to ignore. Part of the problem is that each department defines itself individually in reference to itself, not as part of a collective effort to support sales, buying, and the generation of revenue. We’re framing ourselves and our relationships to each other in the wrong ways. As teams, we may be doing different work, but we’re driving toward the same objective.


Busting silos starts here: by recognizing the shared goal, redefining everyone’s roles to be in alignment with that goal, and committing to the formation of a single, united team.


At Snowflake, we’ve worked toward conceptualizing sales and marketing as one big team, focused on a shared revenue goal for the next several years. Our shared goal keeps us focused on supporting each other. That said, we still make this crucial distinction: marketing’s work is focused on pipeline generation and sales’ work is focused on forecasting revenue.


In other words, marketing unlocks the ability to fill our pipeline continuously, which enables sales to forecast accurately. At Snowflake, our marketers measure their success and plan their activities based on the health of the sales pipeline. Tending to that pipeline becomes their primary focus. MQLs, conversions, engagement rates, and other traditional metrics don’t go away, but they end up serving pipeline coverage and health.


These are two groups of experts doing business-critical work, but that work becomes exponentially more impactful when everyone from both groups starts collaborating.


[image: images]


INSIDE THE IGLOO WITH SNOWFLAKE:


Lars Christensen, vice president of marketing and demand generation at Snowflake, on how ABM and SDRs unlock sales and marketing alignment


A seasoned B2B marketer with more than eighteen years of experience in growth marketing for leading software companies, Lars Christensen has been Snowflake’s vice president of demand generation since 2016 and has nearly two decades of experience in growth marketing for leading software companies. He has a proven track record of developing integrated and impactful demand-generation campaigns that have significantly improved company revenue. Originally from Denmark, Lars currently resides in the Bay Area.


We asked him to speak about the importance of creating and maintaining alignment between marketing and sales teams, and how he influenced that dynamic here at Snowflake.




In the world of B2B marketing, we traditionally relied on lead waterfalls to show what we were accomplishing. We’d present those to sales, showing them, “Here are the total leads, then the accepted leads, then the qualified leads,” and so on. I think that was a perfectly decent system, except for the fact that leads are not that interesting for sales. Their language is accounts. They want to know exactly what marketing has done for them within each of their accounts. This is one of the reasons I chose to champion ABM within Snowflake.


ABM allows us to get that kind of clarity much more easily. First it gives us more tools for tracking and showing activity within accounts. We have reporting, we have tactics and motions, where we can go in as tight as we want all the way down to the individual level, and we can explain to each salesperson what we did for their accounts this quarter.


But adopting ABM also allowed us to shift our mindsets around success. We began to define marketing and marketing success in terms of how we were able to create engagement in those accounts. Instead of creating our own goals in a vacuum, we began meeting with salespeople to say, “Let’s discuss what you need done in the twenty accounts that you own.” And we’d find out that some of them need a first meeting, some of them need pipeline acceleration, some of them need a cross-sell to be introduced into another functional area. We got them to describe that for us. And then we took that information and acted on it. We used ABM tactics and SDR motions to get them the meeting, the acceleration, the introduction to that other functional area, whatever they needed.


The ABM strategy just spoke to sales in a way that I’ve never really seen before. It allowed marketing to connect with sales in new ways. We could never have gotten sales excited about ABM unless we went in saying, “We are committed to doing this for a relatively large cross-section of the accounts that you own.” So we said exactly that.


And you can’t get the ABM motion right unless you also have the SDR motion, so we made that a priority, too. On the SDR side of the equation, aligning sales and marketing helps with efficiency, trust-building, and increased clarity.


Here’s what I mean by that: If you ask one hundred account executives, they will have one hundred different opinions about what an SDR team is supposed to be doing. Everything from doing contact discovery to event registration to meeting prep and meeting research. And in a lot of companies, that is exactly what has been happening. The alignment into sales has been so strong that individual SDR success depends almost exclusively on feedback from the AEs they’re servicing. SDRs had to do anything and everything their AEs asked of them, and it became insanely difficult to measure exactly any outcomes. The SDR services provided back to the sales organization became such a hodgepodge. You can’t know whether an SDR motion was successful or not if you need to look across one hundred SDRs who are all providing a mix of services that are all measured in different ways.
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