
Change happens. 

It is the true constant for successful businesses, especially in a climate 
that is so integrated with  —  and reliant on  —  technology.

As innovation speeds ahead, B2B tech companies are faced with  
new competition from specialized startups, who pose a threat not  
just in their technological capabilities but also the perception of  
those capabilities, and where they fit into the marketplace. Even  
when a company’s products are keeping up, however, their marketing 
is often not.

Some companies respond to this competitive landscape simply by 
“making more” —  producing a higher number of dispersed marketing 
messages, designed to spread their value across a wider base of 
opportunity. As a result, CMOs spend more resources creating 
disjointed messaging and consistently get less ROI as they attempt to 
play catch-up.

So what is it about successful B2B tech businesses both new and old 
that enables them to thrive and survive?

Across all company stakeholders, to investors, and to the 
consumer  — the most successful businesses have a unified brand.

At the current churn rate, nearly 50% of the current  
S&P 500 will be replaced over the next 10 years.

— Innovate S&P Study

How to Unify Your 
Business Messaging



Companies battle 
 25 competitors on 
average.

87% say their 
market has become 
more competitive in 

the last 3 years.
 —  Crayon’s 2019 State of Competitive Intelligence report



Forbes says  
“a company’s brand 
can be as valuable 
  —  if not more so  —   
than the products 
and services it offers.”

If perception of 
your business in 
the marketplace is 
fractured, it can do 
long-lasting damage 
to your bottom line.

To be wholly united, a business must have a consistent, fully 
articulated vision. It must be centered around one broad universal 
truth: an archetype that is universally felt and understood. 

“Single-minded” brands — those strongly aligned with a single 
archetype — succeed by creating meaningful stories and messages 
that both customers and employees believe in.

A Young & Rubicam study of top brands found that the Market  
Value Added (MVA) of single-minded brands rose by 97% more  
than the MVA of “confused” brands which people associate to 
different archetypes.

A confused or poorly executed brand narrative is detrimental to 
the company’s success. It causes misalignment between sales and 
marketing, impacts perception of the company’s ability to perform, 
and positions it below single-minded brands who have invested long-
term resources to consider the impact that unified branding has on 
their business.

In a market where competitors can imitate or duplicate your efforts, 
businesses have two broad strategic routes; reduce prices, or imbue 
your products with meaning. If a company is willing to drop prices to 
compete, it should be willing to invest in its brand.

The Value of a 
Unified Brand



S A L E S  +  M A R K E T I N G

Organizations where sales & 
marketing teams are aligned 
generate 208% higher revenue 
from marketing. 

Superior brand preference or 
reputation command price 

premiums of 26% on average, 
 even when quality is the same.

 —  Marketing Profs

 —  Marketing Science Institute



There are also several kinds of internal pressures that make telling a 
more unified story difficult.

The people directly involved in a business day in and day out don’t 
see things from the outside the way a customer does. Stakeholders 
operate in different silos and very often will have opposing goals. And 
with the many different products or services a company offers, it’s 
easy for the company’s story to become inconsistent or conflicted.

B2B storytelling is difficult. That’s why companies tend to stick with 
more rational purchase drivers as the foundation of their marketing. 
It’s easier to hold the product or service up and talk about why it has 
more features — or has a lower TCO than the competition — than it is 
to invest the time and resources to dig deep and create a strategic 
messaging framework that will inspire and empower the company in 
the long-term future.

Companies make a common mistake: Leaving the consumer to make 
their own connection between the product or service. 

The consumer applies its own meaning because it is too difficult to 
establish that meaning any other way. And on the surface, this makes 
sense. Why not let each customer feel their own connection?

As much as B2B businesses want to believe that the consumer will 
care once they know everything about a product or service, the hard 
truth is that thinking that way means the company has already lost 
the battle for relevance — because it sees people as consumers. 

Too often, B2B tech 
companies leave the 
big-picture thinking 
and story-building to 
the audience.

Roadblocks to a 
Unified Narrative

But there’s a fundamental problem with this strategy: the customer doesn’t care yet.



“Consumer” is a financial term that represents an action by a person, 
and it’s that action companies are focused on. But consumers see 
themselves as people — people who can change their behavior, buying 
or otherwise, if the reason is compelling enough. And that reason 
doesn’t come from a company’s product or service.

It’s where all great brand stories start — with people. How they feel, 
what they love, what they fear. These are the human motivations for 
behavioral change. B2B companies are asking decision-makers to 
stop their current behavior and make a company-wide shift to a new 
product or service. It’s no small request.

Great B2B stories start with the people that business will serve. 
Single-minded brands have a clear understanding of what moves 
people. An empowering brand narrative fits snugly and strategically 
into that motivation, rather than leaving it up to the consumer. The 
most successful B2B companies build real meaning into their brand, 
uniting employees under a single vision and bringing the voice of the 
customer into every aspect of their business.

That reason to believe comes from the story of a product 
or service and how that story intersects their own.

Customers now expect to form deep connections with 
brands. Superior brand preference in a given category 
directly improves profitability, price premiums, cash flow, 
market share and share price.

People, Not 
Companies, Make B2B 
Purchase Decisions

Customer Brand



The transition towards cohesive branding across all silos isn’t easy, 
but the discovery/ideation process can create a clarity and focus that 
serves as a north star for all of the company’s marketing messages in 
the future. This is called a Unified Narrative Framework (UNF).

A UNF is a master business story that takes into account a multitude 
of POVs across the entire customer journey. It breaks down silos and 
moves across business functions. The UNF solidifies the concept of 
a brand, ensuring that all experiences are consistent and inspiring 
across audiences and channels. But building a Unified Narrative 
Framework from a fractured business takes time.

Companies without a united 
brand waste 91% of potential 
ROI on fractured marketing.

— Entrepreneur

The Solution



?
!

Analyze, organize and synthesize all existing and in-progress 
business communications materials from you and your competitors 
to act as a lever in generating a more simplified, succinct messaging 
architecture. This also includes unwritten or codified information 
held in the minds of you and your various team members, which is 
why you need to:

To design a strategic framework that will resonate, you must collect 
all perspectives, from both inside and outside the company. You 
have to validate priority personas against the existing story, market 
segments, and audience care-abouts, and define new personas 
if necessary — all within the context of a shared narrative. But this 
process doesn’t happen in a vacuum. It is critically important to:

Use the information you have gathered to design a series of 
structured workshops that unites people in differing leadership roles 
across the company. It is crucial to get everyone working off of the 
same page. The process itself should create a sense of ownership for 
key stakeholders so they become more invested in the messaging 
architecture. Ideate strategically — taking all viewpoints into 
consideration  —  and begin exploring creative concepts that can be 
expressed by emotional and visual means. The final step is to:

Rigorously test your ideas to finalize a Unified Narrative Framework 
that stands up to scrutiny across all levels of the company, to 
the investors, and — most importantly — to consumers. Design big-
picture thinking documentation and visualizations of the UNF that 
can be utilized to develop more succinct, coordinated, and unified 
communications materials across the board.

Audit Content & Run  
Competitive Intelligence

Research & Interview

Align Stakeholders in the  
Workshop Process

Apply Shared Narrative  
Vision to Everything



T O P 5  R E S U LT S

of businesses see 
quantitative results

91%

95%
see qualitative results 
from competitive 
intelligence efforts

 —  Crayon’s 2019 State of Competitive Intelligence report

Increased revenue

Higher sales  
win rate

Improved  
marketing results

Sales team usage  
of materials

Increased  
brand awareness
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The Unified Narrative Framework incorporates competitive 
intelligence strategies but also moves beyond them. It is a foundation 
to create meaningful stories your customers and employees will 
care about, and is brought to life by translating what is captured in 
meetings, workshops, and audits into a formal narrative structure.

When developed properly, the UNF tackles silos and brings clarity to 
your business by memorializing critical details about your products, 
services, and vision. It does more than drive awareness, adoption, and 
accelerate sales cycles. It brings businesses to life and gives people on 
all sides of your company, inside and out, something to believe in.

As change in the B2B tech world marches on, businesses with 
fractured messaging will continue to struggle. For those that commit 
to a strategic re-evaluation, however, the development of a Unified 
Narrative Framework serves as a roadmap for all future messaging, 
enabling those brands to create “single-minded” marketing messages 
that solidify long-term reputation and directly affect the bottom line.



Follow-Up Questions

info@firstperson.is


