
 
  

Make Revenue Teams Work 

Idea In Short

Organizations seeking stronger B2B collaboration should begin by aligning around the
buyer, not around internal functions. The practical sequence is to agree on the go-to-market
[GTM] strategy, define joint metrics, centralize usable customer data and clarify ownership
across sales, marketing, revenue operations, customer success and other teams that
influence revenue. From there, build shared journey maps, improve handoffs and review live
commercial performance together. Cross-training, dashboards, buying-group plays,
analytics, automation and artificial intelligence [A.I.] can accelerate the model, but they
cannot substitute for common objectives and disciplined operating routines. The objective is
not more internal communication. It is better coordinated action that helps buying groups
progress, gives teams a common view of customer reality and makes commercial
performance easier to improve

Sales and marketing collaboration has become a familiar B2B priority, yet many
organizations still describe it as a relationship problem. They schedule more meetings,
launch a shared channel, or ask leaders to communicate better. Those interventions may
improve tone, but they rarely change the commercial system. Real collaboration requires
teams to make coordinated decisions from the same customer evidence, against the same
strategy, with clear accountability for what happens next.

The survey options in the prompt describe the components of that system. Cross-training,
dashboards, role clarity, shared key performance indicators [K.P.I.s], central customer data,
buying-group approaches, stronger handoffs, A.I., journey maps, joint reviews, analytics
tools and common GTM strategy all matter. The mistake is to implement them as separate
projects. Their value comes from the way they reinforce one another around buyer
progress.

Align on the commercial job

The first collaboration decision is strategic. Sales, marketing, customer success, product
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and revenue operations need to agree on where the organization will compete, which
segments and accounts matter, what value proposition will lead and how demand will be
created and converted. Without that agreement, teams can collaborate efficiently while
pulling in different directions.

A shared GTM strategy does not require every function to do the same work. It requires
every function to understand the commercial choices that govern its work. Marketing needs
to know which accounts and buying situations deserve investment. Sales needs to know
which promise it is expected to make and which demand signals indicate real opportunity.
Customer success needs to know what was sold and what outcome the buyer expects.
Product teams need to see the recurring market evidence that should influence priorities.

Forrester's B2B Revenue Waterfall frames the shift well:

organizations move from managing isolated leads to identifying, prioritizing and
advancing opportunities with connected buying groups1

That move cannot be accomplished by one function. It requires a shared strategy for how
the organization finds, engages and advances revenue opportunities.

Define roles before adding tools

Clarifying roles and expectations often looks administrative, but it is a commercial necessity.
B2B sales cycles cross functions constantly. Marketing may create awareness and capture
early signals. Sales development may qualify interest. Account executives may orchestrate a
complex opportunity. Specialists may provide proof. Customer success may validate
implementation concerns. If ownership is unclear, buyers experience delay, repetition and
conflicting messages.

Role clarity should answer four questions for each stage of the journey:

Who owns the decision? Who contributes? What information must be passed
forward? What response time or service standard applies?
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These questions turn collaboration from goodwill into an operating commitment.

Revenue operations [RevOps] provides one way to institutionalize this model. Forrester
describes RevOps as the alignment of resources across marketing, sales, partner
ecosystems and customer success, with the aim of unifying data, process, technology and
talent around the customer lifecycle2. The point is not to create another layer of
management. It is to make dependencies visible and managed.

Establish common measures

Shared dashboards and common K.P.I.s are essential, but they should follow a shared
commercial logic. Teams often make the opposite mistake:

they start with a dashboard, then debate definitions after the numbers create
conflict

A better approach is to decide what buyer progress and commercial success mean, define
the signals that show them and then build reporting around those decisions.

Useful shared measures include target-account engagement, buying-group coverage,
opportunity progression, conversion, time in stage, handoff responsiveness, pipeline quality,
renewal, expansion and forecast confidence. The exact portfolio varies by business model,
but the principle does not:

measures should connect functional activity to shared commercial outcomes

Forrester's revenue-engine work emphasizes that aligned review cadences connect cross-
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functional performance to the needs of senior leaders and functional teams3. A dashboard
is useful when it supports a decision. If it becomes only a reporting artifact, teams will
defend their numbers rather than improve the buyer journey.

Build one customer view

Centralizing customer and prospect data into a single source creates the information
foundation for collaboration. Sales and marketing cannot coordinate account action if each
relies on different account lists, different engagement history, different definitions of
opportunity, or different views of customer intent. Fragmented data turns every handoff into
a debate about what is true.

The goal is not necessarily one physical database. It is one trusted commercial view with
governed definitions, visible signals, compatible systems and clear ownership for data
quality. That view should combine customer relationship management [C.R.M.] data,
marketing engagement, behavioral signals, transactional history, service interactions and
relevant account intelligence where appropriate.

Forrester argues that data visibility must precede meaningful sales and marketing alignment
because teams need to capture, analyze, visualize and act on signals throughout the
prospecting and buying cycle4. The important phrase is "act on." Centralization is not an
information-technology project alone. It exists to improve the next commercial decision.

Train across the boundary

Cross-training sales and marketing teams on each other's roles is one of the fastest ways to
reduce unproductive assumptions. Marketers often need more exposure to live discovery,
procurement friction, implementation concerns and the questions buyers ask when a deal
becomes real. Sellers often need a better grasp of segmentation, demand creation, content
strategy, channel economics and the discipline required to nurture a market before it is
ready to buy.

The best cross-training uses real work. Marketers can join account reviews, listen to calls
and examine why deals were won or lost. Sellers can participate in campaign planning,
review buyer research and see how content and channel choices affect account
engagement. This is more valuable than asking each function to sit through a generic
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presentation about the other.

The outcome is practical empathy. Each team learns what the other can and cannot control.
That improves collaboration because conversations move from accusations about lead
quality or follow-up speed toward evidence about what buyers did and what the
organization should do next.

Map the journey together

Shared customer journey maps bring the operating model into focus. They show the buying
tasks customers must complete, the touchpoints they encounter, the information they need,
the people involved and the friction they experience. Most importantly, they show where
functions depend on one another.

A useful map includes the buyer's work and the supplier's work. It identifies where the
buyer searches for information, where marketing creates or captures demand, where sales
engages, where specialists join, where implementation questions arise and where customer
success takes over. It also identifies which handoffs create delay or force buyers to repeat
themselves.

Gartner case material on transparent buying journeys shows the value of tracking customer
progress, surfacing stall points, clarifying touchpoint ownership and sequencing content
and sales interactions more effectively5. A journey map becomes useful when it changes
workflow, content, ownership, or investment decisions.

Improve handoffs and coverage

Handoffs are where collaboration becomes visible to the buyer. A weak handoff leaves a
prospect waiting, asks them to repeat information, sends an unprepared seller into a
conversation, or transfers an account with no clarity about what was promised. A strong
handoff includes the relevant context, a named owner, a clear next step and a feedback
loop.

Teams should define handoff quality operationally. For a marketing-to-sales handoff, that
might mean agreed qualification criteria, account context, known stakeholders, engagement
history, recommended next action and a response service level. For a sales-to-customer-
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success handoff, it means documented outcomes, implementation assumptions, risks and
stakeholder expectations. The same logic applies to specialist engagement and partner
referrals.

Coverage of the buying group should be managed with equal discipline. Complex B2B
decisions are rarely made by one person. Teams need to identify decision roles, assess
where relationships and evidence are missing and coordinate engagement so that the group
can build consensus. The aim is not more contacts. It is the right coverage for the decision
at hand.

Use A.I. and analytics deliberately

A.I. and data-analysis tools can improve collaboration when they reduce administrative
effort and make useful signals visible. They can summarize customer interactions, flag
changes in account activity, identify stalled opportunities, recommend next actions, support
account research and automate repetitive reporting. Process automation can also reduce
the friction of routing, follow-up and data capture.

The technology must serve a defined workflow. McKinsey advises commercial leaders to
start by auditing activities and capabilities, forming cross-functional task forces, identifying
lower-risk use cases in the customer journey and training teams on generative A.I. basics
before broader scale-up6.

This sequencing matters. A.I. can coordinate and analyze at speed, but it cannot resolve
unclear definitions, poor data, or conflicting incentives. If the underlying process is
incoherent, automation simply spreads incoherence faster. The best use cases begin with a
specific friction point and a measurable outcome.

Review performance as one team

Collaboratively reviewing and evaluating sales success turns alignment into a management
habit. The forum should not become a functional scorecard meeting. It should review priority
accounts, buyer progress, handoff performance, message effectiveness, coverage gaps
and the decisions needed to improve outcomes.

A strong review cadence balances leading and lagging indicators. Revenue and bookings
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show the result. Engagement, coverage, stage movement, content use, response time and
conversion show whether the system is producing that result. Teams then have a chance to
intervene before a quarterly number disappoints.

The review must also produce learning. What did the organization learn about the target
market? Which buyer roles mattered most? Where did the journey stall? Which content
supported consensus? What did the buyer experience during handoffs? These questions
make collaboration cumulative rather than episodic.

Build the operating system

The twelve actions in the survey are not a checklist for a transformation program. They are
the design elements of a commercial operating system. Strategy sets direction. Roles
establish accountability. Metrics create common standards. Data provides shared evidence.
Journey maps reveal dependencies. Handoffs translate coordination into buyer experience.
A.I. and analytics increase speed and visibility. Review forums create a learning loop.

Organizations should sequence the work instead of launching everything at once. Begin with
shared GTM strategy and priority buyer journeys. Define roles, handoffs and measures
around those journeys. Establish the customer-data foundation. Train teams through real
work. Then add technology where it removes a known source of friction.

1. Align leaders on target segments, buyer problems, value propositions and
commercial priorities

2. Map the critical customer journeys and identify cross-functional handoffs that
create friction

3. Define roles, service levels, shared measures and review routines
4. Build a trusted customer and prospect view that supports the agreed workflows
5. Use analytics, automation and A.I. to improve a specific decision or action in the

redesigned process

Sales and marketing collaboration is not a cultural aspiration. It is a commercial capability.
Organizations improve it when they design the conditions for teams to act together, learn
together and create a more coherent buying experience.

1Put the Forrester B2B Revenue Waterfall into practice
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2Why revenue operations should be on your radar
3Measuring the B2B revenue engine
4When it comes to sales and marketing alignment, data needs to come before
people
5Case study: Building transparent B2B buying journeys
6AI-powered marketing and sales reach new heights with generative AI

Summary

Sales and marketing collaboration becomes valuable when it changes how the organization
serves a buyer and how it learns from commercial outcomes. Shared dashboards without
shared definitions create more arguments. A centralized data platform without clear
ownership creates another repository. A.I. without reliable inputs can scale inconsistency.
The companies that gain from collaboration build an operating system: a shared strategy,
explicit roles, common measures, integrated account insight, defined handoffs and recurring
review forums. Those foundations make technology useful and make cross-functional work
more decisive. The result is a revenue engine that acts on one version of customer reality,
engages buying groups with greater relevance and improves through evidence rather than
functional opinion
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