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Case 4

Case Study

Fixing Revenue Productivity Gaps in IT Companies Through Structured Revenue
Operations

Client Profile

e Industry: IT Product & IT Services Companies
e Business Type: SME to Mid-Sized Organizations
e Core Challenge: Revenue operations active, but growth below potential

The Core Problem

Many IT companies had:
e Sales teams in place
e Marketing activities running
e CRM tools implemented
e Revenue targets defined

Yet growth remained inconsistent.

The issue wasn’t effort.
It was lack of revenue productivity clarity.

Common symptoms included:
e Pipeline volume but low conversion
e High activity but unclear ROI

e Long issue resolution cycles
e No real-time visibility into revenue bottlenecks

Strategic Intervention (External CMO — Revenue Productivity Mandate)

Instead of suggesting more campaigns or more hiring, we conducted a Revenue Productivity Diagnosis.
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Growth

Phase 1 — Unit Economics Analysis
We performed a deep audit of:

e Customer Acquisition Cost (CAC)
e Average Order Value (AOV)

e Sales Cycle Duration

e Lead-to-SQL Ratio

e SQL-to-Closure Ratio

e Revenue per Sales Resource

This helped identify:

e Where productivity leakage was happening
e Which funnel stage was underperforming
e Whether the issue was pricing, positioning, or process

For most organizations, the problem was not top-of-funnel —
it was mid-funnel inefficiency.

Phase 2 — Revenue-to-Effort Mapping
We built a clear alignment between:

o Business revenue target

e Required sales effort

e Required marketing contribution
e Required pipeline size

Every activity was mapped to revenue impact.

No more “busy dashboards.”
Only performance-linked dashboards.

Phase 3 — Performance Tracking Framework
We implemented:

e Weekly revenue review structure
o Funnel-stage conversion tracking
o Deal aging alerts

o Effort vs output dashboards
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Growth

e Individual KPI visibility
This reduced problem identification time from:
90+ days — 7 to 10 days

Earlier, issues were detected quarterly.
Now, they were detected weekly.

Phase 4 — Implementation & Mentorship Support
Most frameworks fail during execution.
We supported:

e Leadership alignment meetings

e Sales performance reviews

e Marketing-to-sales sync processes

e Accountability systems

e Ongoing performance mentoring

The focus was not reporting.
It was revenue correction velocity.

Complex SME-Level Challenges We Solved

1. Data Exists but No Interpretation

CRM dashboards were present, but no one translated data into decisions.

2. Founder-Led Escalation Model

Problems were escalated only when revenue dipped significantly.
3. Misaligned Incentives

Sales compensated on activity; leadership expected revenue.

4. No Standardized Deal Review System

Pipeline reviews were informal and non-metric driven.
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Growth

5. Lagging Indicators Used for Decision-Making

Revenue tracked monthly; leading indicators ignored.
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Results Achieved

v Revenue Bottleneck Detection Reduced to 7-10 Days
v Improved Sales Accountability

v Clear Effort-to-Revenue Visibility

v Better Forecasting Accuracy

v Structured Revenue Planning Model

v Organized Dashboard-Based Governance

Business Impact

Instead of reacting to revenue dips after a quarter,
organizations began operating with:

e Proactive correction cycles
e Real-time performance visibility

e Structured revenue execution discipline

Growth became systematic — not accidental.

Strategic Shift Achieved

Before:
Revenue operations running, but unclear productivity.

After:
Data-backed revenue governance with correction velocity.

What This Demonstrates
As an External CMO & Revenue Systems Architect, we:

o Diagnose revenue productivity gaps
e Align unit economics with execution
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e Build revenue dashboards that drive action
e Mentor teams for sustained implementation

END
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