
THE MARKETING & SALES DISCONNECT
REMOVING IT ONCE . . . AND FOR ALL

The disconnect, some call it war, between marketing and sales is
found whenever the two functions exist in a company, and at

least one person works in each department. Periodically this issue
raises its head and people consider its causes and symptoms. To the
best of our knowledge this “problem” has existed for many decades
and has shown no sign of remission despite many efforts to find a
cure. Is that because sales is from Mars and marketing is from Venus,
or perhaps it is just a “law of nature?” We think no on both counts.
All prior solutions have been looking in the wrong place. We offer
new direction, a map to the solution, and no charge for the map.

The tensions and
disconnect between
these two vital
corporate functions
are really just a
symptom of the root
issue.

To "end the war"
between marketing
and sales, you must
address two much
deeper issues.

The disconnect between marketing and sales is a perennial issue for manage-
ment and an evergreen for business writers.  An article of note on the subject
was published in the July-August 2006 issue of the Harvard Business Review.
The article by Philip Kotler, Neil Rackham and Suj Krishnaswamy was titled
"Ending The War Between Marketing & Sales."

Now this is certainly a very impressive and authoritative set of authors, but
we think they more or less miss the point.  For we believe that the tensions and
disconnect between these two vital corporate functions are really just a symptom
of the root issue.  We believe that the author's prescriptions for connecting these
two functions is akin to telling a dysfunctional married couple to simply "spend
more time together," rather than to understand the real causes of any incompati-
bility they may have.

Of course, the analogy breaks down after this, because in a company you can
usually fix incompatibilities between organizations; that's not always possible in
a relationship.  But nonetheless, our point remains: to "end the war" between the
two vital functions of marketing and sales, you must address two much deeper
issues, namely:

a) what these functions are and do (and that — even today — is not well
understood), and

b) how these two functions should interact from an overall process level
— that is, what the links between them are, and what information
and/or activities travel along these links.
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Digging Deeper
These two issues represent a much more significant management task than the 
generally more surface-level "solutions" offered by these authors, and others.

Even in addressing the authors' prescriptions in light of their own description 
of the issue, we find problems.  These authors, and others, correctly point out 
that:

1) There are very different types of people in these two functions, and

2) These two functions are measured differently.

Yet the bulk of their proposed solutions and those provided by others (both 
explicit and implicit from their assessment questions) consist — essentially — 
of information-sharing and spending time together, even to the extent of rotating 
people between jobs in the two areas.  These kinds of prescriptions are often 
either not productive or down-right impossible.

For example, in light of the very different — indeed, incompatible — types 
of people that are suited for most big-company marketing and sales jobs, rotat-
ing one type into another's job is a recipe for poor results and perhaps the loss 
of key personnel1.  The analytical, data-driven, wide-area and longer-term view 
marketing personality is usually completely unsuited for most sales jobs, and 
vice-versa.  And using sales/marketing teams to address joint areas of concern, 
while useful — indeed essential, is not going to produce much if the two areas 
don't have, as we said above, a deep understanding of:

a) what these functions are and do, and

b) a full understanding of how these two function should interact from an
overall process level.

Finally, the differing measurements used to gauge success and dole out 
rewards to individuals in these two functions is a foundational problem rooted 
in fundamental human behavior.  Unless people are measured by the same met-
rics, they won't perform to the same metrics — pure and simple.  This issue is 
glossed over in the article.

The Solution
The key to marketing and sales working well together is to work off of a com-
plete (over-arching, hierarchical, and detailed) process model of the integrated 
marketing/sales function. And it is one integrated function, with clear "market-
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These kinds of
prescriptions are often

either not productive or
downright impossible.

1
We acknowledge that successful job rotation programs exist within big companies that allow marketing and sales
people to experience both sides. However, those rotation programs are difficult to maintain and may not always
lead to positive results.
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ing" tasks on one end of the spectrum and clear "sales" tasks on the other, with a 
fuzzy2 area in between.

If both functions work off of the same process-based game plan, disputes 
about roles and responsibilities can be eliminated.  Since downstream activities 
will have clear upstream activities, the blame game will be mitigated, if not vir-
tually eliminated.  The process model will specify the inputs for every activity in 
the process (whether tactical or strategic) and thus force the appropriate ele-
ments from marketing and sales to work together at the appropriate time on 
clearly specified issues.  Finally, the measurement of marketing and sales is 
accomplished by measuring the process at defined measurement points.  In a 
well-defined process, everyone understands where these points are and the crite-
ria used to measure them.  Reward systems merely need to be aligned to speci-
fied process measurements.

It’s About Processes
In short, ending the war between marketing and sales requires using process 
management to manage these two areas, whose ultimate outcome is to produce 
profitable revenue. Yes, these two functions are the last areas of the enterprise to 
resist process management, but that's only because there hasn't existed a 
sufficient over-arching process model until recently (see our book, Value 
Acceleration for an example).  For the same reason, the process management of 
marketing/sales is also just about the last place to wring compet-itive advantage 
out of an enterprise these days.  It's certainly where the battle for competitive 
advantage will be fought over the next several decades, since mar-keting 
(defined as the alignment of the market's demands with the enterprise's 
capabilities) is the only aspect of the modern corporation that can't be out-
sourced.

Marketing, properly defined, consists of so much more than simply the tasks 
of promotion and demand creation.  It requires a rigorous and complete under-
standing of the entire business environment . . . both now and in the future.  It 
feeds the analysis of that data into a structured decision-making process that 
defines market/product opportunities and allocates resources to them.  It uses 
iterations of that information to appropriately guide the product/service develop-
ment process throughout its progression from ideation to introduction.  It uses 
increasingly detailed levels of environmental data to effectively create demand 
and to support sales efforts.  And it dovetails in defined and planned ways with a 
properly designed sales process.
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Marketing, defined as
the alignment of the

market's demands with
the enterprise's

capabilities, is the only
aspect of the modern
corporation that can't

be outsourced.

2
By fuzzy we do not mean to imply undefined or unclear as to where the responsibility lies, but rather to suggest
that in some companies those functions may be considered marketing while in others they may be considered
sales. What they are considered is not the issue as long as they are defined and managed within the process …
which is usually the issue.
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To use a military analogy, the "war" between marketing and sales can be likened to
combat conflicts between various military elements.  The cure for such conflicts is not,
for example, to try and make bomber pilots into infantry, or even to just have them
spend time with their infantry brothers and sisters.  Solving the problem also requires
more than just joint tactical mission planning.  It requires that the roles and responsibil-
ities of each unit in the overall scheme of things are clearly defined, that the entire
spectrum of required capabilities is put in place and appropriately resourced, and that
the various elements link together effectively.  That is, it requires a well-defined, com-
plete, robust and sufficiently flexible process.

As to what constitutes a properly defined sales process, we believe that almost all
sales process used today are 180-degrees wrong…but that's another story3.

If you would like to get an evaluation of the degree of alignment that exists between
marketing and sales within your company, we invite you to take our alignment assess-
ment. It is available at www.customermfg.com/msalignment.shtml

More Information About Customer Manufacturing Group

If you would like more information about how to apply a process to improve your
marketing/sales function, simply contact us and we'd be happy to help you get started.
From sweeping marketing/sales management process strategies to specific branding or
product launch services, Customer Manufacturing Group can help.

If you'd like to learn more about Customer Manufacturing Group, or for a compli-
mentary subscription to Customer Manufacturing Updates, give us a call at (800) 947-
0140, fax us at (408) 727-3949, visit our website at www.customermanufacturing.com,
or e-mail us at info@customermfg.com.

We have offices in major cities in the United States, and our experts travel extensive-
ly throughout the world. If you'd like to schedule a meeting when we're in your area,
just let us know.
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If you would like to get
a free evaluation of the

degree of alignment
that exists between

marketing and sales
within your company,
we invite you to take

our alignment
assessment. It is

available at
www.customermfg.com/

msalignment.shtml

3
See our white paper at www.customermfg.com/wpfiles/AreYouCreating.pdf
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