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“Sales and marketing misalignment is extremely common, 
leading to trillions of dollars in lost revenue every year,” is the 
story that’s been rotating for decades in the B2B world. And a 
quick Google search will give you dozens of statistics to back 
this up.


However, when we took a closer look, we noticed many of these 
statistics are outdated or irrelevant in the context of SMBs. In a 
world that’s changing fast, we wouldn’t want to rely on data from 
2012. And the newer statistics that are available focus mainly on 
larger businesses and enterprises.


So, here we are, with fresh data on the alignment of sales and 
marketing among SMBs, as reported by a total of 302 
professionals: 151 who work in sales and 151 in marketing.

Introduction
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SMBs will have to find what works for them to align 
sales & marketing around the common goal of 
revenue. But a good place to start is by 
implementing the strategies and tactics that other 
SMBs have reported to have success with: ensure 
executive buy-in, agree on shared Key Performance 
Indicators (KPIs) and hold regular joint meetings 
between the two functions.”


Andrus Purde 
Co-founder and CEO of Outfunnel

“



B2B marketing and sales evolve with every decade, and the 
focus on revenue as a shared goal between the functions has 
been the biggest trend in recent years. The rise of ABM, revenue 
operations and revenue teams all go to show the importance the 
world of B2B places on finding ways to ensure alignment.


And so, the need for alignment between the teams has evolved 
from a hot topic discussed in Harvard Business Review to a 
fundamental piece of running a B2B company.


In this report, we take a close look at the state of sales and 
marketing alignment among SMBs, so that we can understand 
where revenue marketing stands in 2021. We’ll look at what 
well-aligned teams are doing differently and how it reflects in 
their results. We also look at the perceptions of salespeople and 
marketers separately, and the role that technology plays in 
alignment. 


And of course, it’s impossible to talk about the state of sales and 
marketing alignment in 2021 without recognizing the COVID-19 
pandemic that turned the world upside down in 2020. So, we 
share a glimpse of what the year 2020 meant for the world of 
B2B, and for sales and marketing alignment.

Executive 
Summary
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1
Nearly half of sales and marketing professionals still don’t feel 
they are well aligned. 46% of respondents rate the quality of 
communication between the teams as ‘Poor,’ ‘Fair’ or ‘Good,’ and 
45% rate their alignment of goals with the same low-to-average 
terms. Company size plays a role here, with the SMBs that have 
51-100 employees being least confident about alignment 
compared to smaller and larger subgroups.

2
Sales and marketing teams’ attitudes towards each other 
reveal disagreement regarding each other’s contributions. 
Nearly half (46%) of marketers think that their sales team 
doesn’t understand what’s important to the marketing team. 
Sales are more confident: just 31% of salespeople think that 
their marketing team doesn’t understand what’s important to the 
sales team. 58% of salespeople strongly agree that their 
marketing and sales teams cooperate effectively, as compared 
to just 43% of marketers.

3
Companies with seamless sales and marketing collaboration 
see more revenue growth than organizations with ineffective 
sales and marketing alignment. Revenue growth is 70% more 
common among companies where sales and marketing 
cooperate effectively. The survey found the best form of 
alignment is when both teams cooperated on strategic and 
tactical initiatives, like executive buy-in, regular joint meetings 
and shared KPIs.

Key 
Findings
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4
More than one third of respondents are dissatisfied with the 
tech available for aligning sales and marketing teams. 36% of 
respondents rate the usefulness of sales tech and martech tools 
as poor or average. Nearly half of all respondents (47%) agree 
that these tools would be more useful if they could be easily 
integrated, and 40% agree they’d be more useful if they would 
be more affordable.

5
More than half of B2B companies report that the COVID-19 
pandemic had a negative impact on their revenues, and on 
aligning sales and marketing. 51% of the respondents reported 
that COVID-19 had a somewhat negative or strong negative 
impact on their company’s revenues. 53% of respondents 
agreed that the pandemic has made it more difficult to align 
sales and marketing goals.
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The dysfunctional relationship between sales and 
marketing is hurting business’ top lines. It’s clear 
that companies still have a lot to do to improve their 
internal relationships, both for alignment and 
revenue-driving purposes. Taking the time to build, 
foster and maintain relationships between sales 
and marketing teams is now more important than 
ever as buyers are engaging sales later in the 
buying process. Focusing on relationship dynamics 
will help companies operate more effectively 
internally and in turn, better service their customers 
and create high-value engagements.”


Dennis Fois 
CEO of Copper

“



 Nearly Half Still Not 
Well Aligned 

State of Sales and 
Marketing Alignment in 
2021:
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For the majority of the last few decades, cooperation between 
sales and marketing has been pretty straightforward. 
Traditionally, marketing has ownership of the top of the funnel, 
building brand awareness and driving leads, and sales is 
responsible for closing the deals.


As the buyer’s journey has become increasingly self-directed, 
the linear deal progression with a handoff from marketing to 
sales, is increasingly outdated. To adapt, sales and marketing 
teams have to break off their silos and work in a more integrated 
way, throughout the customer lifecycle.


This requires great communication and well aligned goals 
between the two teams. Where do sales and marketing teams 
stand on this in 2021?

Nearly half (46%) of respondents rate the quality of communication between the 
teams as ‘Poor,’ ‘Fair’ or ‘Good’. On a 5-point scale, the average rating is 3.6.


Similarly, 45% of respondents rate the alignment of goals with either ‘Poor,’ ‘Fair’ 
or ‘Good,’ altogether coming to an average 3.6 rating on a 5-point scale.
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Overall, how would you rate the alignment of goals between sales and marketing in your 
company?

Poor, Fair or Good Very Good or Excellent

60%

40%

20%

0%

10–50 employees 51–100 employees 101–150 employees

43%

54%

33%

57%

46%

67%

And perhaps this is not too surprising. After all, even the 
strategies, tactics and tools available for aligning sales and 
marketing are not created equal. 


On the one hand, ABM, revenue operations and dedicated 
revenue teams may be on the rise among larger firms, but they 
are out of reach for the smaller SMBs. On the other hand, the 
teams in smaller companies do not need formalized processes 
or much effort to stay aligned—if you have just a few people on 
your sales and marketing teams, alignment is arguably easier to 
achieve.


The middle subgroup is thus falling behind—with decent-sized 
teams, but without many tools available to help align sales and 
marketing teams.

Further, sales and marketing alignment is not even across the 
board. According to our data, the 51–100 employees subgroup 
feels least alignment, as compared to the smaller and larger 
SMBs.
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Salespeople and Marketers 
Are Not Quite Done With 
Finger Pointing

A closer look at the responses reveals more discord in 
salespeople’s & marketers’ attitudes towards one another. When 
asked about the other side’s perception of their work, marketers 
reveal just how misunderstood they feel.

Nearly half (46%) of marketers think that their sales team doesn’t understand 
what’s important to the marketing team.

At the same time, salespeople are more self-assured in the other 
side’s attitudes towards their work.

Less than one third (31%) of salespeople think that their marketing team doesn’t 
understand what’s important to the sales team. 

Further, splitting the responses about sales and marketing 
alignment by role revealed that salespeople are a lot more 
confident about alignment than marketers. 58% of salespeople 
strongly agree that their marketing and sales teams cooperate 
effectively, as compared to just 43% of marketers. 

How much, if at all, do you agree with the 
following statement: “Our marketing and 
sales teams cooperate effectively.”

60%

50%

40%

30%

Sales

% that “Strongly agree”

58%

Marketing

43%
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Make Sure You Have Sales 
& Marketing Alignment

Want Revenue Growth?

The companies that have found ways to align their sales and 
marketing teams have been rewarded. Our data shows that well 
aligned sales and marketing teams that are more likely to see 
revenues increase year over year.

Revenue growth is 70% more common among companies where sales and 
marketing cooperate effectively.

Among those who strongly agree that their sales and marketing 
teams cooperate effectively, 73% saw revenues increase year 
over year.

% of companies whose revenues increased from 2018 to 2019


How much, if at all, do you agree with the following statement: 
“Our marketing and sales teams cooperate effectively.”

70%

60%

50%

40%

30%

Strongly agree sales & 
marketing cooperate efficiently

73%

Disagree sales & marketing 
cooperate efficiently

43%
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Companies where sales and marketing teams do not cooperate 
effectively are falling behind. Among respondents who think 
their teams cooperate ineffectively, only 43% saw revenues 
increase.


Similarly, likelihood of revenue growth goes up by one third if the 
goals of sales and marketing teams are well aligned.


71% of companies that rated the alignment of goals between 
sales and marketing as ‘Very good’ or ‘Excellent’ saw revenues 
increase year-on-year, while revenues increased in 53% of the 
companies whose goals alignment is ‘Poor,’ ‘Fair’ or ‘Good’.

% of companies whose revenues increased from 2018 to 2019


Overall, how would you rate the alignment of goals between sales and marketing in your 
company?

So, how is this alignment achieved? Both strategic and tactical 
measures matter.


Our data reveals that revenues are more likely to grow in 
companies where executive management encourages sales and 
marketing alignment.

70%

60%

50%

40%

30%

Alignment of goals between 
sales and marketing is Very 
good or Excellent

71%

Alignment of goals between 
sales and marketing is Poor, 
Fair or Good

53%
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78% of companies where revenues grew report that their 
executive management encourages sales and marketing 
alignment, as compared to 55% of those that saw revenues 
decrease.

% of respondents that “Somewhat agree” or “Strongly agree”


How much, if at all, do you agree with the following statement:  
“Our executive management encourages sales and marketing alignment.”

80%

70%

60%

50%

40%

30%

Revenues increased

78%

Revenues decreased

55%

One way to ensure your sales and marketing teams 
are aligned is to look at how they are incentivized. If 
the marketing team only has goals around 
top-of-funnel metrics like visits to the website, they 
aren’t aligned with the sales team who is 
incentivized by closed sales. Create goals for the 
marketing team that focus on more bottle of the 
funnel metric like sales calls set up from MQLs.”


Kelsey Raymond 
Co-founder and CEO of Influence & Co

“
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In terms of tactical measures, our data shows that key revenue 
marketing practices help companies drive revenue. If sales and 
marketing teams have regular joint meetings and shared KPIs, 
the company is more likely to see revenue growth.


68% of all respondents reported they have regular joint 
meetings including sales and marketing, but this percentage 
grew to 75% in companies that reported increased revenues, 
and dropped to 60% among companies with decreased 
revenues.


36.5% of all respondents reported they have shared KPIs 
between the teams, but this number increased to 40% in 
companies with increased revenues, and fell to 30% in 
companies where revenues decreased.

Which of the following do the sales and marketing teams at your company engage in 
together? Select all that apply.

80%

60%

40%

20%

0%

Regular joint 
meetings 
including sales 
and marketing

Shared Key 
Performance 
Indicators 
(KPIs)

Shared Ideal 
Customer 
Persona (ICP) 
profiles

Regular input 
from sales into 
marketing 
materials

None of the 
above

Integrations among 
tools that share 
real-time intent 
data on leads

Revenues incresed Revenues decresed

75%

40%

28%

64%

1%

43%

60%

30% 34%

66%

6%

43%
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In recent decades, sales and marketing technologies have 
become an integral part of B2B selling. Modern sales and 
marketing teams leverage these technologies to increase 
productivity and to automate the mundane.


However, an evaluation of the efficacy of these tools for aligning 
sales and marketing reveals that there’s a lot of room for 
improvement.

More than one third (36%) of respondents don’t find sales tech and martech tools 
to be useful for aligning sales and marketing.

So, how could these software tools be more useful? Our data 
reveals the tools are lacking most when it comes to integrations 
and affordability.


Nearly half (47%) agree that these tools would be more useful if 
they could be easily integrated and 40% agree they’d be more 
useful if they were more affordable.

Siloed Data and High Cost 
of Tools Are Obstacles to 
Alignment
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How could these software tools be more useful? (Check all that apply.)

50%

40%

30%

20%

10%

0%

If they could be 
easily 

integrated

If we could choose 
our tools, instead of 
top-down decisions 
of implementation

If each tool’s use 
and setup had an 
internal “owner” 

in our team

If they would 
be more 

affordable

If we recieved 
training on how 

to use them

Other

47%

30%

21%

40%

35%

2%

In B2B, sales and marketing alignment is a must. In 
fact, the enterprise market has developed ABM 
strategies and tools to support alignment, and their 
value is undeniable. However, most SMBs cannot 
afford these, and need to seek out more fitting 
approaches to align their sales and marketing 
around common goals, specifically revenue.”


Robin Daniels 
CMO of Matterport

“
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COVID-19 Has Had a 
Negative Impact on 
Revenues, and On 
Alignment

We do not need to tell you that 2020 was an unprecedented 
year. While some businesses saw accelerated growth, others 
were focused on survival, not revenue growth. 


The impact of the COVID-19 pandemic on SMBs was not a key 
focus of our survey, but we did ask respondents to evaluate how 
their revenues had been affected, and whether they felt sales 
and marketing alignment had been affected. In both regards, 
more than half of the respondents reported negative impact.

51% of the respondents reported that COVID-19 had a strong negative impact or 
somewhat negative impact on their company’s revenues in 2020. 

The widespread negative impact is also visible when comparing 
data on reported revenue change from 2018–2019 to 
2019–2020. 
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How did your company’s revenue change from from 2018 to 2019?

To date, how has your company’s revenue changed from 2019 to 2020?

30%

20%

10%

0%

30%

20%

10%

0%

Decreased by 
more than 20%

Decreased by 
more than 20%

Decreased 
by 10–19%

Decreased 
by 10–19%

Decreased 
by 2–9%

Decreased 
by 2–9%

Stayed about 
the same

Stayed about 
the same

Increased 
by 2–9%

Increased 
by 2–9%

Increased 
by 10–19%

Increased 
by 10–19%

Increased 
more than 20%

Increased 
more than 20%

I don’t 
know

I don’t 
know

3%

13%

7%

15%

6%

12%

16%

17%

23%

14%

26%

15%

14%

10%

5%

5%
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Sales and marketing alignment isn’t something 
that’s done once and then implemented. It’s an 
initial strategy that requires ongoing communication 
and structure. At the end of the day, both teams 
should be focused on revenue, which spans the 
entire customer journey.”


Ali Schwanke 
Founder, Simple Strat

“

53% of respondents agreed that the pandemic has made it more difficult to align 
sales and marketing goals.

However, challenging times can inspire people to move outside 
of their comfort zones and teams to buckle up and try out 
creative ways to cope. Some of our respondents that saw 
revenues increase in 2020 despite the pandemic shared what 
they did differently:


A B2B marketer from New York, who works in education:

“During the pandemic, marketing took over live chat to take 
pressure off sales, and we all learned a lot from this 
experience.”

A salesperson from Chicago, who works in manufacturing:

“I will use a personal example. Since I run the Government 
sales department, which no one really understands, I tend to 
have to create my own marketing pieces. During this 
pandemic, many of my pieces have done quite well, so 
Marketing has been using a lot of my ideas, and asking for 
much more advice than previously. Our flyers and website 
have changed drastically since I've had more one on one 
meetings with the Marketing Director.”



Additional 
Findings
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60%

40%

20%

0%

Quality of 
leads

Number of 
leads

Inbound 
marketing 

effectiveness

Outbound 
marketing 

effectiveness

Leveraging 
buyer data

Marketing 
persona 

focus

Wins vs 
competiton

Contract / 
Deal value

Other

58%

29% 27%

17%

39%

30%

20%

35%

2%

Which of the following do the sales and marketing teams at 
your company engage in together? Select all that apply.

Only 39% of salespeople and marketers use integrations that share real-time 
intent data between tools.

Which of the following do you think are the most important 
metrics for business success? Choose up to three.

Quality of leads is considered the most important metric for business success: 
58% of all respondents consider it as one of the top 3 most important metrics.

Which of the following do you think are the most important metrics for business success? 
Choose up to three.
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0% 10% 20% 30% 40% 50% 60%

Pipedrive

AWeber

Copper

Drip

Zoho CRM

Marketo

ActiveCampaign

Insightly

Zendesk Sell

Freshsales

HubSpot CRM

ConstantContact

HubSpot Marketing

MailChimp

Salesforce

Other

Not using

3%

5%

5%

5%

5%

6%

7%

7%

7%

8%

9%

15%

16%

24%

49%

14%

15%

Which of the following tools do you use in your company? Select all that apply.

Salesforce and Mailchimp are market leaders, while 15% of B2B marketers and 
salespeople still don’t use a CRM or marketing automation tools.



Methodology, 
Demographics and 
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To help us better understand the state of sales and marketing 
alignment in 2021, Outfunnel and Copper conducted a survey in 
December 2020. We surveyed senior-level (Director+ with 
decision making authority) sales leaders and B2B marketers 
from companies with both sales and marketing functions. The 
respondents were from a range of industries and company sizes.


Of the 302 respondents, 151 were in Sales roles and 151 in 
Marketing. Nearly half of the respondents (47%) worked at 
companies with 10-50 employees, a little more than one third 
(36%) at companies with 51-100 employees and a minority (17%) 
at companies with 101-150 employees. 


Industries Represented


Agriculture/Food 
Construction 
Ecommerce 
Education 
Energy/Utilities 
Financial Services and Insurance 
Healthcare 
Manufacturing 
Media 
Pharmaceuticals

Professional Services 
Real Estate 
Software / Technology 
Telecommunications 
Textiles 
Transportation 
Travel and Hospitality 
Wholesaling and Retailing 
Other
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(# of employees)Company size 

Company maturity

10–50

Less than 2 
years

101–150

5 to just under 
10 years

10 years or 
more

51–100

2 to just under 
5 years

50%

40%

30%

20%

10%

0%

50%

40%

30%

20%

10%

0%

47%

6%

17%

25%

55%

36%

14%
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Our thanks to 
Heinz Marketing, 
CaliberMind and The 
Pedowitz Group

Standing on the shoulders 
of giants: 

We’d like to extend a big thanks to Heinz Marketing, CaliberMind 
and The Pedowitz Group for their work on Revenue Marketing. 
These companies have made major contributions to the 
industry’s understanding of the role of marketing in the 
ever-evolving world of business. 


You can find out more about their work on the topic following 
the links below:


https://www.heinzmarketing.com/resources/#guides 
https://www.calibermind.com/state-of-revenue-marketing-report-2020 
https://revenuemarketing.pedowitzgroup.com/

Revenue marketing is a goal-oriented approach to marketing 
and sales, used by companies to drive revenue growth 
predictably. 


When done well, revenue marketing aligns marketing and 
sales around this common goal by creating a continuous 
feedback loop between sales (data) and marketing (data).



About Outfunnel


Founded in 2018, Outfunnel is a revenue 
marketing automation tool for SMBs. It 
offers key marketing automation features 
and deep integrations with CRMs like 
Copper, Pipedrive and HubSpot to help 
sales and marketing work together in 
driving revenue. Outfunnel has raised €1.1 
million in funding from byFounders, Paua 
Ventures, and a group of angel investors. 


For more information or to sign up for a 
free trial, visit https://outfunnel.com

About Copper


Copper is a Google-recommended CRM 
for Workspace users, loved by over 
25,000+ businesses globally. Designed 
for people whose business relies on 
building long-lasting relationships, 
Copper functions seamlessly in the 
background, freeing up time for what 
matters: people. Headquartered in San 
Francisco, the company has raised 
$100m in venture capital financing to 
date. 


For more information or to sign up for a 
free trial, visit https://copper.com


