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Introduction

The days of a heavy divide between Sales and Marketing are over. Today's most suc-
cessful companies proactively create a collaborative environment in which Sales and
Marketing communicate clearly and frequently about how they will collaborate to gen-
erate leads and grow revenue.

At HubSpot, this alignment is especially emphasized. In this part of our series, Mark talks
about:

« When a company should start using inbound marketing to generate sales leads

* Tips for improving Sales and Marketing alignment

+ The essential metrics for measuring alignment
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When should you start marketing to generate leads?

A: It's never too early to start marketing - especially blogging. We began blogging 9-12
months before we even had a product. We didn't even know exactly what our product would
look like; we just knew that we wanted to help small businesses reinvent their marketing.
So we started writing about that, and we ended up with 1,000 people reading our blog
before we even launched our product. And that helped us build a better product because
we had been learning from our readers — asking them questions and getting feedback. By
the time we launched our product, we had 100 people who told us they wanted it, and we
ranked in #1 in Google for Internet marketing, which also helped us attract VC funding.

Another really powerful way we used marketing to generate leads was by running a Sur-
vey Monkey with 30 questions. We offered an iPod as a prize and tried to get as many
people to answer the survey as possible, and each one of those questions became a blog
article. At the end of the blog, we said, “Click here to download the whole report.” They'd
give us their name, title, phone number, and email address, and we'd give them the re-
port. It's a huge lead generator, it's great blog content, and it's really simple.

How do Sales and Marketing work together to hit the bookings number?

A: We have great communication between Sales and Marketing about what is needed to
reach the bookings number. We call this our SLA — or Service Level Agreement — which
is essentially a “contract” between the two departments that defines following things:

For Marketing:

+ How a lead needs to be qualified before it is ready to be handed from Marketing to Sales.
« The number of such qualified leads needed each month.

For Sales:

+ How quickly sales reps must attempt to contact a lead.
+ How many attempts each rep makes to contact that lead.

Maintaining a high quality of leads is essential for Sales and Marketing alignment, and it

also helps us ensure that we are giving our reps the same quantity and quality of leads,
which is one of the foundations of my sales philosophy.
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How else do you ensure that Marketing provides Sales with a con-
sistent quantity and quality of leads?

A: Well, in addition to a strong SLA, you have to develop an inbound marketing engine for
this to work, which requires a lot of data and analysis. We have an amazing marketing
team that generates leads in accordance with our SLA, which helps us ensure that all of
our sales reps are getting the same quality of leads.

We also provide all our sales reps with background information about the leads they're
going to call so that they can have productive conversations every time they make a call.
When they call and leave voice messages or send emails, they can reference the lead's
specific reason for reaching out — did they download an eBook? Attend a webinar? This
stuff really affects how a sales conversation will play out. But this is only possible if you
track how a lead came to you, and we do that well with Hubspot software, which helps
us ensure that we're giving all of our reps similar leads.

Finally, we also make sure our sales reps are reaching out to leads who are exhibiting buyer
behavior, which we can discern with our new Hubspot Signals product. And if they are tweet-
ing about your company or visiting your page, you can use that information to help you sell to
them. You should make pitches based on the client info you learned prior to the call. If your
pitch is tailored enough, it is easier to engage with a prospect and get them to start a dialogue
and even start asking questions. And our research has shown that if they ask a question, your
chance of closing them has increased from about 0.5% to almost 10%.

So, once you train your reps the same way and make sure you're giving your reps the
same quantity of leads, you're better able to maximize the results you get from them.

What metrics do you use to measure Sales and Marketing alighment?

A: Success comes from making pre-defined agreements between the two departments
that are based on specific metrics. In a lot of companies, you still hear Sales say “these
leads suck” and Marketing say “Sales doesn't understand, strategically, what business
we need to be in."” So at HubSpot, we work to eliminate that part of the equation. We use
our SLA to help us take the subjectivity out of the Sales and Marketing discussion so we
can be as clear and quantitative as possible about the expectations from each group.
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So for Marketing: How many leads and what quality of leads every month? Not just dem-
os requested or whitepapers downloaded, but really specific stuff: “B2B companies of a
certain size or industry” and so on.

And Sales needs to call those leads in a certain amount of time, with a certain amount
of frequency during each lead's lifecycle and convert a certain percentage of those leads
into opportunities and so on.

After all of this, you should be left with a really specific agreement between Sales and
Marketing. Marketing will deliver a certain number of sales-qualified leads every month
and Sales will follow up a specific number of times in a given time period.

From there, you can get into some really interesting stuff. For example, you can start to
assign qualified leads different values based on your agreement. So, for instance, we've
found that if a VP of Marketing requests a demo, he's 4.2 times more likely to become a
customer than if he attends a webinar. So, that lead is worth 4.2 times as much.

In other words, by measuring the conversion rates for different lead sources and multi-
plying it by the average revenue per customer, you can create a lead value that properly
weights different lead sources — like webinars and demo requests. So now your SLA isn't
15,000 qualified leads, it's $100,000 of lead value and Marketing can choose how they
want that value distributed — 30 leads from webinars, 60 from whitepapers, etc.

How can a company come up with its own SLA metrics?

A: Right, so as | said, it takes a lot of communication and a clear definition of all terms
involved. And you have to use data, not intuition. One thing that really helps is analyzing
a lot of different types of lead data.

First, there is demographic data: job title, company revenue and size, business location, etc.

But you should also analyze behavioral data: number of pages viewed and forms com-
pleted, time since last visit, whether they subscribed to the blog, and so on.

Once you have all this information, you can measure how much these variables affect
the probability of a lead becoming a customer, which is a huge part of your SLA.
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What does your SLA look like?

A: Here is an example of the SLA we use at HubSpot:

Computing the Marketing

MQL Type Average Value per

Revenue / | Customer MQL
Customer

Whitepaper $160,000 1.0% $1,600

Webinar $100,000 1.5% $3,000

Online Demo $150,000 2.0% $3.000

Tradeshow $125,000 1.0% $1.250

Contact Sales  $110,000 10.0% $11,000

Source: HubSpot Presentation

What are your tips for improving Sales-Marketing Alignment?

A: It's all about building communication and creating one team, which we call “Smarket-
ing". And within this team, | try to encourage a lot of interactions and overlap.

To do this, | use a few simple tactics. First, | make sure the teams meet frequently, not
just at the top, but across all levels. Second, | mix the desks to encourage regular and

spontaneous interactions.

Third, | make sure feedback goes in both directions and that we rely on a bunch of differ-
ent feedback formats. | try to rely on data as much as possible for that communication.
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Finally, | make sure everybody agrees on terminology. What is a lead? What is a sales-
ready lead? What is an opportunity? Agreeing on these terms is the foundation of a
strong Sales-Marketing Alignment, and using data to communicate helps people agree
on the right terminology.

Great SLAs are specific, formalized in writing, quickly and easily measured, and moni-
tored regularly.

How does an SLA help generate deals?

A: Having a great SLA and a refined process for evaluating leads is essential for closing
deals. For one thing, it improves the quality of leads that Sales gets. And the leads that
aren't as good can go back to Marketing for more nurturing. If you look at the demo-
graphic data or the behavioral data and determine that a lead isn't ready yet, Marketing
can nurture it by sending more personalized messages and offers.

This process is a huge part of moving these leads closer to a sale by educating them
and building trust with them. But it's important to do this with more than just emails.
You should be using social media, blog subscriptions, blog comments, and one-on-one
interactions to nurture these leads toward the finish line.

Finally, a great SLA helps you analyze the closed loop. Which Marketing programs are
working? Which campaigns have the highest ROI? How should Sales prioritize its leads?
What tactics should they use to convert leads? Only by following your SLA and analyzing
the closed loop can you really answer these questions.
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Y Conclusion

In the last decade or so, Sales has gone through a lot of big changes. The buyer has more
control, salespeople have become more consultative, and Sales-Marketing alignment is
paramount. The ever-shifting landscape can be scary to some. At HubSpot, Mark has
been on the vanguard of this change, so he has an interesting perspective on what these
changes mean for Sales. In the next, and final, installment of our 6-part interview series,
Mark answers some of the most pressing questions about the New Sales, including:

1. How do you sell at HubSpot?

2. What are the challenges of the Inbound Model?

3. How does Inbound Marketing connect to Sales?

4. How do you recommend that reps work Inbound leads?

5. How do you figure out which leads to call?

6. Do all your leads go to the same place?

7. How long does the average sale take?

8. Why do you often have two people on a call?

9. How do you recommend that reps focus their time and energy?
10. How do you ask qualifying questions?

11. How do you get your reps to focus more on needs and strategy?
12. What is the future of Inbound Marketing?

13. How should you use social media to build a social selling machine?

14. What's your approach to customer retention?
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