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DYNAMIC FORECASTING   

A More Agile Approach to Forecasting and Realizing 

Predictable Growth in a Modern Commercial Model 

Several mega-trends have changed how we generate revenue growth in the past 30 years. Customer expectations have 
shifted as buyers have become more digital, better informed, and impatient. Traditional selling processes have become more 
capital intensive and data-driven as more buying activity happens within the digital channel infrastructure, and as human 
sellers rely on analytics and automation to deliver against customers’ demands. These challenges are being amplified by the 
growing appetite of owners, investors, and CEOs to replace episodic sales transactions and fragmented teams with reliable 
recurring revenues and aligned organizations.  

 

FIGURE  1: THE MEGA TRENDS CHANGING THE GROWTH FORMULA 

 

 

 

This has put CEOs under pressure to deliver predictable and profitable growth in an increasingly uncertain market. More 
consistent revenue streams increase the value of a business relative to its peers with traditional business models. This 
pressure on CEOs has led the majority of business-to-business organizations to put in place increasingly sophisticated 
relationship structures with customers that involve multiple points of value delivered on a one-time or continual basis. As a 
result, CEOs, CFOs and operations leaders now face a range of challenges as they try to manage a mix of new business 
revenue streams, which can include a blend of products, services, and one time sales combined with consumption-based 
contracts, time-based projects, and subscriptions. 

The dynamic nature and complexity of more sophisticated relationship structures, along with the timing and variability of 
their associated revenues streams, has made the ability to forecast effectively an even greater challenge. Finance and 
accounting teams struggle to close the growing gap between committed and realized revenues, and to accurately forecast 
future revenues over time. Sixty three percent of finance executives believe the complexity of forecasting revenues and 
business performance has increased course over the past year.9  And most (54%) agree it will only become more complex in 
the future.9   

Financial leaders lack the visibility they need into the key signals of customer demand, consumption, retention, and 
expansion to effectively manage and optimize revenues. Managing and forecasting these sophisticated relationship 
structures, and the associated usage and time-based revenue streams which they create, increasingly depends on changing 
customer variables at every stage of the revenue cycle – from upstream business development to downstream ramp and 
run rate forecasts. There are two dozen post-booking variables that are confounding the revenue forecasting process and 
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generating significant revenue leakage, shrinkage, and slippage after a customer commitment has been made. These 
include information about onboarding, rollouts, adoption, consumption, service, and success – all of which are impacted by 
the front office teams in sales and service.  

Financial leaders need to gain a stronger command of these demand signals from the front office so that they can manage 
investments and operations which align to when revenue will actually get recognized.  The traditional spreadsheet-based 
approaches to gathering, aggregating, sharing, and analyzing this demand data are too slow, inefficient, and error prone to 
support revenue forecasting in a modern commercial model. 

• The manual processes used to gather the data on spreadsheets are too slow to keep up with the rising volume and 
frequency of post-booking changes to contracted revenues, which leads to outdated or unreliable forecasts. 

• Most organizations lack established cross functional processes where front office sales, product, and service teams 
can collaborate and share information with finance.  

• Most finance teams lack the ability to manage and leverage the large amounts of new customer and transaction 

data produced by these complex contracts and relationships.  

Nearly two-thirds (65%) of senior financial executives report that they are having operational problems in establishing 

processes to track, manage, and maximize revenues over the long term. Sixty seven percent of finance executives said 

finance leadership should better align with sales leadership to improve forecasting and maximize revenue growth.6 Nearly 

half (48%) of companies with a re-occurring revenue business model report they are struggling to comply with ASC 606 and 

IFRS 15 accounting standards, which dictate revenues have to be recognized when realized and earned, not necessarily 

when received, and can ultimately lead to audit and compliance issues.6 

Market uncertainty, combined with the inability to quickly adjust manual revenue forecasting and reporting processes, have 
compounded the problem to make it extremely difficult for finance teams to accurately plan and forecast future revenues. 
A perfect storm caused by a pandemic, global supply chain disruptions, and geo-political shifts has organizations feeling a 
whiplash effect in trying to source, build, and deliver to increasingly variable demand patterns. Most CFOs (70%) lack 
confidence in their organization’s ability to pivot and adapt to disruptive events.7 

This combination of mega-trends is forcing the front office sales, account management, product, and services teams to 
work more closely with the back office finance, controller, and financial planning functions to transform their approach in 
managing and forecasting revenues.   

The confluence of these trends – and the financial, performance, and timing constraints they impose on finance teams – 
has forced CEOs and growth leaders to rethink the way their teams manage and forecast revenues. In response, financial 
leaders are embracing the notion of Revenue Operations – which is the alignment of revenue generating teams, data, 
systems, and processes along the revenue cycle to generate more consistent, profitable, and scalable growth. 

Revenue Operations (RevOps) is now critical to managing, forecasting, and optimizing revenues because financial leaders in 
charge of digitally transforming the entire revenue cycle – from the initial customer engagement to the receipt of cash – are 
tasked with maximizing revenues, margins, and the lifetime value of the customer. Progressive finance teams are 
embracing RevOps as a better way to align the organizations’ processes and data across the core business groups to make 
forecasting more agile, transparent, and precise over time.   

 

What Is Dynamic Forecasting and Why Is It So Important? 

The concept of Dynamic Forecasting is to align the organizations’ processes and data across the core business groups, 
making forecasting more agile, transparent, and precise over time.  Dynamic Forecasting aligns, operationalizes, and 
automates the forecasting of revenue. It effectively moves the forecasting process from a calendar-based approach to an 
“always on” skill set that becomes a day-to-day management tool. 

Dynamic Forecasting differs from bookings-based sales forecasting efforts in two important ways. First, it looks at the key 
activities and outcomes upstream and downstream of the sales transaction. Second, it links the supply chain to the 
demand chain to the future revenue estimates that form the basis of firm valuation.   
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Dynamic Forecasting utilizes existing data, systems, and knowledge from the field and operations teams to both expand 
the inputs and improve the outcomes of existing sales forecasts. It goes beyond commitment size and bookings to factor 
in the pre- and post-transaction variables that impact the ramp and finance-based recognition of total expected revenue 
over time. This provides finance with better visibility into changes to the committed business in-flight, as well as the 
expansion or contraction of existing business on account. It factors in multiple data sources, including pre-transaction 
signals of customer intent and close rates, along with post-transaction data from customer success, services, product 
usage, and account management. This helps Revenue Operations and Finance teams create more reliable estimates of 
how revenues will ramp, when they will be realized over time, and what “run-rate” revenue will be as customers reach 
steady state. 

Dynamic Forecasting also significantly improves the outcomes of forecasting by creating an active feedback loop. This 
creates better “connective tissue,” which links the financial planning and analysis teams that report revenues to the 
upstream product, sales, and production teams that generate revenues. The feedback loop starts by automating more 
granular revenue forecasts and updating them with customer activity and success data to create timelier and ever-more 
precise forecasts. The loop is closed by providing questions, alerts, and plan adjustments to the upstream teams to 
expose operational gaps. This helps them take actions to eliminate revenue leakage, variances, and shrinkage with better 
planning, contracting, and execution. It also gives leadership teams greater visibility into the operational variables in both 
production and the demand chain. Better response to changes in expectations unlocks more predictable growth from the 
revenue chain by eliminating the leakage and “slack” built into it to buffer against uncertainties, variances, and 
inefficiencies inherent to running the business. 

 

ALIGNING THE FRONT AND BACK OFFICE TO GENERATE MORE CONSISTENT, PROFITABLE, AND 
SCALABLE GROWTH 

To better align the front and back office data, systems, and processes, the most progressive business-to-business firms are 
taking concrete steps to leverage their customer data and automate the forecasting process, creating better alignment and 
collaboration as well as feedback loops between the front and back office. They are connecting the dots across the systems, 
data, and processes which support the revenue cycle to extract more revenue and margin from their commercial assets and 
to adapt more quickly to customer, operational, and market changes. 

 

FIGURE 2: ALIGNING THE FRONT AND BACK OFFICE  TO 

GENERATE CONSISTENT, PROFITABLE AND SCALABLE GROWTH 

 

Specifically, these steps include: 

• Creating More Dynamic, Data-Driven, and Reliable Revenue Forecasts.  

• Automating Data Sharing Along the Revenue Cycle to Improve Revenue Realization. 
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• Establishing a Feedback Loop Between the Front and Back Office to Improve Revenue Management 

 

Creating More Dynamic, Data-Driven, and Reliable Revenue Forecasts. 

Business to business organizations are moving to a more agile, data-driven, and reliable revenue approach to forecasting in 
order to compete in this new era. The most progressive business-to-business firms are using a more data-driven approach 
to forecasting to automate the rules, logic, and scenarios they use to develop revenue forecasts. 

“The notion of operational and financial forecasting and future revenue recognition is a hot issue for everyone right now 
given the uncertainty in the macro environment, particularly in industries like manufacturing and professional services 
where managing capacity, inventory, and fulfillment assets are so critical,” according to Tim Brackney, the President and 
Chief Operating Officer at RGP (Nasdaq: RGP).13 

“The reason everyone is dying about this right now is because when there is uncertainty in the economy, and in demand 
contracts, clients are more likely to ask for specialized terms, delay start dates, sequence rollouts, and extend or eliminate 
project stages,” Brackney continues. “This means we have critical people idle because they are staffed to projects that are 
not happening, and we may have to write down or delay revenues we have booked. The cost of poor operational 
forecasting is huge to a business like ours which is so dependent on matching supply to demand and utilizing our billable 
people assets.” 

To become more data driven, 63% of CFOs make it a priority to leverage analytics and improve data management to 
improve visibility and drive insights.11 In addition, nearly two thirds (67%) of finance leaders are exploring better systems to 
help sales and finance better support dynamic and recurring contracts.6  Almost 40% of organizations are moving beyond 
transactional process improvements to focus on transforming judgement-intensive processes.11  They are doing this by 
moving their analysts off spreadsheets and onto data platforms that can better manage the different run rate, expansion, 
and new business data streams from the field, which allows finance teams to automate the forecasting process – saving 
time and making it more scalable and data driven. All this process automation can free up a third or more of analyst time 
which can be better applied on the analysis of revenue streams and making judgements to improve future customer 
lifetime value.  

By automating the process, the best organizations are able to reconcile and update their forecasts on a weekly, daily, or a 
near real-time basis to reflect changes in the market instead of scrambling to sort through gaps and variances at the 
quarterly close. This helps to accelerate the pace of forecasting in their business in the face of the growing frequency of 
customer changes, market uncertainty, and operational constraints due to talent and supply chain issues. Most (57%) 
senior financial executives are actively accelerating their forecasting processes, according to a survey of 551 CPAs in 
leadership roles by the Association of International CPAs (AICPA).9 “The frequency of forecasting is on an upswing as 
financial leaders grapple with inflation, interest rate hikes by the Federal Reserve, and supply chain uncertainty,” says Tom 
Hood, the EVP of Business Engagement and Growth at the AICPA.14  

 

Automating Data Sharing Along the Revenue Cycle to Improve Revenue Realization. 

According to Scott Gehsmann, who serves on the board of partners at PwC, the world’s second largest accounting firm,  
“Revenue realization and recognition has emerged as one of the more challenging audit issues because of the growing 
complexity of contracts, the nuances of client acceptance of delivery in a SaaS world, and the pace of change in business,”  

“The challenge of making sure your revenue forecasts don’t get out in front of your actual revenue is amplified when the 
economy contracts creating bigger headaches,” Gehsmann continues. “The last thing the CFO wants is to be whiplashed 
and have revenue expectations get too far out in front of the reality on the ground with the clients who are accepting 
performance obligations and managing the timetables that dictate when revenue is recognized.” 

The root of the problem is that the revenue object – a contract or booking – has to be handed off from the sales 
organization to accountants who recognize and record the information in their accounting and financial management 
systems. At the start, sales will own the contract before it is executed. In the middle, the goods or services need to be 
accepted by the client based on things being delivered and aspects of projects being completed. That’s where the gray area 

https://www.cfodive.com/news/cfos-up-forecasting-frequency-recession-risk-looms-survey-aicpa-cima/637784/
https://www.cfodive.com/news/cfos-up-forecasting-frequency-recession-risk-looms-survey-aicpa-cima/637784/
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comes in. A lot of things can change in the “messy middle” between the time a contract is written and the time the 
performance obligations in the contract are met and accepted by the customer. Users can get laid off. Deliveries can be 
delayed. Timetables can get stretched out. 

In all there are 24 post-booking variables that can confound the way revenues are recognized, when they are realized, and 

whether cash can come in.  

 

FIGURE 3: 24 POST BOOKING VARIABLES THAT IMPACT REVENUE REALIZATION 

Contracting 

1 Contract compliance and governance  

2 Deal terms 

3 Payment terms 

4 Pricing structure compliance and approvals 

Timing 

5 Delayed project or program kick off 

6 Changing sequence of project phases and rollout 

7 Extending the term of the project over time 

8 Project timeline and milestone changes 

Execution 

9 Onboarding key stakeholders and operations 

10 Delivery of materials and equipment 

11 Training key stakeholders and users 

12 Availability of execution staff and resources 

13 Disputes and service issues 

Usage 

14 The number of users or groups in a phased rollout 

15 The level of adoption of the platform 

16 The level of ongoing consumption in units, transactions, eyeballs 

Eternal 

Factors 

17 Seasonality 

18 Changing market demand 

19 Layoffs and staff reductions 

20 Changes to capacity and material availability forecast estimates 

Project     

Scope 

21 Expansion through add-ons, cross sell and upsell 

22 Change orders 

23 Contract amendments 

24 Customer churn and cancellation 

 

Tim Brackney of RGP echoes the importance of managing these post booking variables. “If you take a $5 million deal, to us 
that breaks down into a number of months, people deployed, a start data, and some assumptions about ramp and run 
rate,” says Brackney.  “Over time that deal is likely to get bigger with change orders and natural account expansion and the 
relationship matures and value is realized. But in times like now, where the macro environment is uncertain, that $5mm 
may become a $4 million dollar deal because clients are uncertain and take steps to delay projects, extend terms, 
resequence execution, or cut back discretionary spend.”  
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Historically, the Financial Planning and Analysis (FP&A) teams bridged this gap to help apply rules and run down any delays, 
scheduling slips, or contract amendments to ensure accounting had the most accurate information for the financial 
accounting system (ERP). But the process is largely manual and slow; it’s too labor intensive and inflexible to manage the 
length and complexity of long-term contracts. This labor-intensive approach hurts the ability to plan, recognize, realize, and 
forecast future revenues over time.  For example, managing the unique revenue attributes of 1,000 contracts using a 
spreadsheet based process leaves little time for analysis teams to actually analyze the data. Data entered into the 
spreadsheets is already outdated because, in the real world, it has already changed. Making updates and changes to those 
estimates based on delivery failures, schedule slips, or onboarding issues is next to impossible given the large number of 
variables in large contracts – and the frequency of events that impact revenue timing and recognition.  

Progressive firms are finding ways to automate the capture of information directly from systems they already have – 

notably the CRM system – to get better information on pre- and post-transaction events. Updates from customer facing 

teams are captured in real-time. This provides a more a complete and dynamic view of more of the data needed to 

recognize revenue versus the relatively small subsegment of information used in the current approach. The best 

organization have created formalized feedback loops where they are able to adjust their forecasts to reflect any changes in 

the clients budgets, delays, or contract adjustments every month. 

“Bridging this sales and finance divide by connecting the people, systems, and processes involved in converting 

opportunities to cash is the key to effective revenue forecasting, recognition, and management in a modern commercial 

model,” says Gehsmann. “From a functional standpoint, the most advanced businesses in the technology, biotech, and 

manufacturing industries are putting a C-level or near C-level executive – a CFO or a Chief Revenue Officer – in charge of the 

whole prospect-to-cash cycle.” 

In fact, most finance leaders are working to take greater ownership of end-to-end quote-to-cash processes to eliminate 

functional and data siloes and standardize the information and outputs of the process. 60% of financial planning and 

analysis (FP&A) organizations are driving global ownership of end-to-end processes for booking, reporting, and forecasting 

revenues by reducing fragmentation across siloes and harmonizing the way information moves across the process. 

 

Establishing a Feedback Loop Between the Front and Back Office to Improve Revenue Management 

Growing revenues is a capital intensive and data driven team sport. That is why reliable planning and forecasting of revenue 

is much more of a collaboration and organizational issue than it is a technical or systems integration issue. Revenue 

Operations – the alignment of revenue teams with the operations and processes that support them – is critical to 

effectively managing, forecasting, and realizing future revenue in a modern commercial model.  

Forecasting requires a variety of inputs to be accurate, such as upstream inputs from product, pricing, and contracting 

teams. Information about account activity must flow vertically from front line customer-facing employees to finance at the 

top of the organization. Information also needs to move between revenue operations and finance to marry knowledge of 

historical buying and revenue patterns with actual customer consumption and delivery information. The resulting, more 

accurate, view provides longer term horizons for operations to plan for demand, further strengthening the alignment of the 

organization and optimization of resources. 

 

 

 

 

 

https://www.revenueenablement.com/the-relationship-between-revenue-operations-and-recurring-revenues/
https://www.revenueenablement.com/the-relationship-between-revenue-operations-and-recurring-revenues/
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FIGURE 4: STAKEHOLDER ROLES IN THE REVENUE MANAGEMENT PROCESS 

 

The best organizations are creating feedback loops between the back office and the front office. To bridge the sales and 

finance divide, best in class organizations are connecting the dots across the people, systems, and processes involved in 

converting opportunities to cash into a closed loop, data-driven system. 31% of CFOs are making it a high priority to 

integrate their finance processes from the back office to the front office across organizational hierarchies.11  They are doing 

this by finding practical ways to aggregate interaction, transaction, and engagement data from their customer-facing 

systems to better inform their sales forecasts and ensure they reflect the work actually being delivered to clients over time. 

The smartest way to do this is to capture pre-booking, transaction, and post-booking data from customer-facing systems 

and teams in the system most used – the CRM.   

A new generation of growth leaders – CXOs – with more direct control over the entire revenue cycle are expanding the 

aperture of Revenue Intelligence. They are incorporating more upstream revenue and operational inputs as well as 

downstream diagnoses and remediation into their forecasting efforts. They are tasking their operations teams to better 

connect the dots across functions and systems to create a “feedback loop” that connects finance, sales, and production 

teams. This initiates continuous process improvements, and usually starts by asking how much the revenue forecast was off 

– but also why the numbers changed. By continually unpacking the root causes of unreliable revenue ramp and run rate, 

teams start to identify the internal and external factors leading to a problem.  These can be fixed immediately.  Over time, 

these questions will lead to more reliable information feeds on other external factors impacting the forecast, such as better 

inputs on client budgets, timetables, and training schedules. 

“Based on the feedback loop we’ve gotten from analyzing our revenue forecast, we’re taking a number of upstream steps 

to optimize our revenues,” says Scott Kelley, the Senior Vice President of Sales, Customer Success, and Revenue Operations 

at Global Healthcare Exchange (GHX).  “We are working with our product team to test a change in the pricing of the ePay 
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payments solution from a transactional model to more of a flat rate subscription model, with discounts based on average 

volumes we see. We are willing to trade gross revenue for predictability.” 

 

THE SMART ACTION: AUTOMATING DATA SHARING TO IMPROVE REVENUE MANAGEMENT, 

FORECASTING AND REALIZATION 

The best firms are taking a layered, step-by-step approach to automating the capture, aggregation, sharing, and analysis of 

customer signals and contract information in finance.  

Each step should be practical to execute, interconnect multiple building blocks of your operating system, accretive 
financially, and link together with other Smart Actions toward a long-term objective. Leaders should use four pragmatic 
criteria when defining the steps they take to connect the dots in improving revenue management, forecasting, and 
realization. Specifically, each step should be: 

1. Actionable: Can it be achieved with existing assets, skills, capital budgets, and management bandwidth? 

2. Connected: Does it unite multiple building blocks of the operating system together to create more leverage and 
eliminate key points of failure in your core selling processes? 

3. Accretive: Will it generate short-term financial gains by reducing leakage, improving sales performance, and 
eliminating waste?  

4. Scalable: Can we stack this action with others to generate higher long-term returns on our technology, data, and selling 
infrastructure assets and create the foundation for consistent non-linear growth. 

Automating data sharing along the revenue cycle meets all of these criteria.  

It is actionable because the front office customer activity, contract, and financial transaction data required to better 
manage and forecast revenues already exists in your organization. The analytic tools and skills to get better visibility have 
become democratized and available.  

Better connected data, systems, and processes between the front and back office requires you to link four parts of your 
Revenue Operating System together to create value. It combines customer activity data from CRM with customer success 
and CPQ systems within your revenue operations stack and makes it available to finance teams. This helps finance teams to 
automate the logic and rules they use to recognize revenues and analyze errors, changes, and variances in invoices and 
forecasts, thus putting into place controls at the front of the revenue cycle to avoid those same pitfalls. 

It’s accretive because it keeps more of the revenue you already have by reducing revenue leakage, slippage, and 
“shrinkage” while at the same time reducing operating costs and saving time. Two-thirds (67%) of financial leaders believe 
that better alignment between finance and sales and improved revenue forecasting will lead to a 5% increase in revenue 
growth while simultaneously lowering both finance and sales costs by 5% and providing greater control and compliance.6 

And it is estimated that between 1 to 5% of EBITDA flows unnoticed out of companies because they do not have their 
contract management and payment follow-up processes completely in order, according to Nikolaas Vanderlinden, Executive 
Director Advisory (Risk) at EY.1 

It is scalable because any effort to share information between the front and back office teams, and the mechanism to 
provide that feedback loop to help teams make the necessary adjustments, will spark a process of continuous 
improvement. This will allow teams to realize incremental, ongoing reductions in revenue leakage and ever increasing gains 
in in return on commercial assets. 

Figure 5 outlines the requirements to automate data sharing to improve revenue management, forecasting, and realization. 

 

 

 

 



REVENUE OPERATIONS: A NEW WAY TO ALIGN SALES AND MARKETING MONETIZE DATA AND IGNITE GROWTH: 
DYNAMIC FORECASTING 

CONFIDENTIAL 10   ©The Revenue Enablement Institute, 2023 

FIGURE 5: CONNECTING THE DOTS TO IMPROVE REVENUE MANAGEMENT, FORECASTING AND REALIZATION 

 

 

 

Step One: Automate Data Gathering from All Accounts 

The first step is to automate the capture of key engagement data and signals from the many different systems and touch 
points where your organization engages the customer. The modern selling engine relies on data sourced from many 
channels, systems, and touchpoints to support the management and measurement of the sales engine. Most organizations 
are sitting on large amounts of customer engagement, interaction, and transaction data in a variety of revenue enablement 
systems – including CRM, customer experience platforms, and customer engagement solutions. And that’s not counting 
telemetry and usage data from the product itself. Organizations that are able to automate the capture of customer data, 
unify it, and convert it into insights that optimize revenue generation and growth resource allocation will have a 
competitive advantage over those that don’t. 

The smartest way to do this is to capture pre-booking, transaction, and post-booking data from the systems most customer-
facing teams use – CRM.  The signals from CRM and customer engagement platforms during new business development are 
essential. When the field is selling something new, things can change, and the size and timing of that deal can shift after the 
close or after a contract is signed. The problems come after the commitment event when many front-line sellers tend to 
throw the booking “over the wall” to finance and move on to the next deal. But over the next six to twelve months, the 
revenue associated with that deal shifts in size. At least two dozen material post-booking items will affect that timeline for 
when the revenue comes to fruition. Understanding those changes quickly and generating that data is becoming 
increasingly important. 

From a sales perspective, this is a common issue in manufacturing. Account teams manage all these post-booking changes 
and variables on a spreadsheet outside the CRM, where they do their job daily. Account managers were spending as much 
as 60% of their time adjusting these schedules manually on new business deals that were already booked, which kept them 
away from their primary purpose – selling. All those changes made manually on the deal should be completed within the 
CRM system. The data also needs to be visible to the finance teams so they can apply, and ideally automate, the logic and 
rules they use to recognize, realize and forecast revenue. 
 
From an operational perspective, the problem is more significant than just the optimization and realization of revenue 
dollars because these changes impact actual units of production and capacity. This can be an even bigger issue in an 
environment where most CFOs are highly focused on managing an efficient production forecast, given all the supply chain 
issues industries have faced in recent years. For example, when a customer changes the schedule, not only are the dollars 
realized shifting, but operations teams need to be aware of these changes.  This visibility allows them to deal with the 
supply and fulfillment issues associated with these changes to ensure that companies can meet the promises made to 
customers over time or reallocate resources, inventory, and production to meet demand.  
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By feeding this information back to production, supply chain, and sales leaders, organizations can more effectively match 
supply to demand and reallocate production, staffing, inventory, and client-facing resources to the places they can generate 
the most revenue. 

“Markets are dynamic, and your revenue forecasts need to be as well, “says Ted Serentelos, a Managing Director of the 
Revenue Enablement Institute and Co-Founder of revVana, a Revenue Operations platform.  

For example, Kevin O’Conner, the CFO of Acuant – a fast-growing identity platform business – has connected the dots 
across sales and finance systems to improve precision, agility, and visibility.10  “We don’t want to turn salespeople into 
ASC606 revenue recognition experts,” says O’Conner. “We want them to tell us about the things that impact billing in the 
systems they use every day – Salesforce – to get a firm understanding of what is in the pipeline and what is happening in 
accounts.” 

“We’ve built a nice regular cadence of having sales make changes to the pipeline weekly. It comes into our reporting layers 
and forecasting so we can review what’s changed each week,” he continues. “Having this structured data about billings 
from sales allows finance to consume it and convert that into revenue. If we have questions, we know exactly who to go to 
and where to look. We know the run rate, we can understand implementations, we know when things are going live as 
things are ramping, when things are going to expand, and we can layer that in appropriately. It lets us use the science of 
data to inform our judgments on forecasts. We’re spending less time analyzing what is in the data to get it right and 
spending more time analyzing what the data means to our business.”  

To echo Kevin’s point, almost 40% of organizations are moving beyond transactional process improvement to focus on 
transforming judgment-intensive processes, according to a Global CFO Survey by the Everest Group in 2022.11  Right now, 
only 24% of finance time is spent on insight-generating activities according to a PWC Survey of finance professionals.5  

“We used to have a top-down forecasting process based on a ‘black box’ spreadsheet,” O’Connor continues. “This new 
system has democratized the forecasting process by getting everyone on the sales team involved. It’s much more scalable. 
Our revVana system allows us to convert that into revenue and get a firm understanding of what is in the pipeline and what 
we can expect.”  

Since most ERP systems are designed for transactional businesses, it can be difficult for them to handle more complex 
contracts, subscription services, and consumption-based contracts spanning multiple periods. When product sales reach 
$75 million to $100 million annually, the problems with old systems start becoming insurmountable. Thus, nearly two-thirds 
(67%) of CFOs were actively exploring new processes or systems to support recurring revenue products or services, 
according to a survey of finance executives by Salesforce and CFO Research.6 

From an accounting perspective, there is an issue of compliance and auditability. When you do this in spreadsheets, every 
time you touch data, there is less fidelity and more opportunity for error, which is why you see billing disputes on complex 
time-based contracts. On the other hand, if the controller could draw upon that post-booking client data directly from a 
system of record like CRM, finance teams could then go right to the source information on a product, account, or 
geography directly from the customer-facing resources. 
 
 

Step Two: Automate The Consolidation Of This Data for Consumption by Finance Teams 

The next layer is to automate the consolidation and harmonization of key customer information about utilization, adoption, 
schedule changes, and amendments so they can be used by finance to apply revenue recognition rules and logic for 
diagnosing billing disputes and variances. 
 
An excellent place to start is to understand and automate how this critical customer data flows across the revenue cycle. 
Organizations will define this process using different terms depending on how broadly they set the boundaries for how 
revenue is generated in their business. Some people call it the lead-to-cash cycle. Others will call it the opportunity-to-cash 
cycle or the client engagement-to-cash cycle. However, they all share that the process starts in the front office and spans 
the back office after a commitment or booking. At that point, the transaction moves from an opportunity object that lives in 
the CRM to become a financial object that is ultimately reported through the financial control systems of the business. 

https://revvana.com/what-our-customers-are-saying-acuant-full-video/
file:///C:/Users/diori/Dropbox/Revenue%20Enablement%20Institute/PIPELINE%208.17.20/Revvana%203.8.22/CONTENT%20ASSETS%2011.15.22/White%20Paper%209.22.22/WNS_Everest_Global_CFO_Survey_2022_Report.pdf
https://www.pwc.com/il/en/consulting/assets/finance-effectiveness-benchmark-report-july-2017.pdf
https://cdn-cf.cfo.com/content/uploads/edd/2019/03/CFO_Salesforce_eBook_2019.pdf
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Ultimately, the process is a closed loop where finance must communicate with operations and sales teams to resolve 
disputes, update commitments, and reallocate resources and delivery assets to the accounts where they can generate the 
most customer lifetime value. 

The entire process relies on different sorts of information about the customer order and commitments for delivery and 
service that come from a variety of systems:   

• Opportunities and the size of deals are tracked in CRM 

• Customer signals and communications are captured in sales engagement and enablement systems 

• Contracts and prices are generated in CPQ systems 

• Finance provides the baseline expectation for revenue recognition based on product, account type, region, etc. 

• Customer changes and updates often come from the service or customer success organization before and after the 
booking information 

 

The most progressive organizations connect these dots across the front and back-office systems to create a feedback loop 
that allows finance, product, and customer-facing sales and service teams to share information. This collaboration results in 
more precise revenue forecasts that adapt to ever-changing customer relationships over time.   

The information needed to create more timely and accurate revenue forecasts and maximize revenue and margins exists in 
every organization. The problem is that it lives in front office systems. So, the trick is getting that information, particularly 
the downstream pieces, into the hands of finance teams who can take advantage of it.  

CRM systems are essential to this. A CRM such as Salesforce is a critical starting point for any dynamic forecasting effort.  It 
is the system of record most customer-facing employees trust and rely upon to do their jobs on a day-to-day basis.  More 
and more of the information finance teams need for revenue recognition, realization, and forecasting lives in that system or 
systems that connect to the CRM.  Much of that information about what the customer is either planning to do or is 
currently doing (or changing or struggling with) is generated in day-to-day customer engagement during sales, service, and 
customer success conversations, which can be captured, aggregated, and harmonized.  

This sounds complicated, but a lot of companies are starting simply by automating the collection and aggregation of that 
data so finance teams can stop entering it manually on spreadsheets and begin to automate the rules and logic they use to 
recognize when revenue comes in over time. This is essentially what most finance teams are doing today, just in a more 
automated manner and using more data. By connecting actual customer engagement data, finance teams can forecast 
revenue using richer data than just the fields across the top by customer with dollar amounts. Now they can see the units, 
consumption, and everything else impacting the revenue number and how it changes. 

 

Step Three: Automate the Generation of Revenue Plans and Forecasts 

The next smart action is to automate the rules and logic used by finance to recognize and forecast revenue over time, 
utilizing actual account data rather than just estimates. 

The key here is to move your financial planning and analysis team off using spreadsheets and homegrown “black box” 
systems to translate this billing and customer engagement data into revenue forecasts. Moving off spreadsheets to a data 
platform that can manage the different run rate, expansion, and new business data streams from the field allows finance 
teams to automate the forecasting process – saving time and making it more scalable and democratic. More importantly, it 
provides transparency into the exact detail of a forecast – a stable data set to perform advanced analytics that lets finance 
teams and business managers identify variances from plans and drill down into the underlying root cause of an item, 
product, or customer level. 

This allows executives to make proactive business decisions based on forward-looking data rather than trying to constantly 
unwind history and debate where the data and assumptions originate. 
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By automating the process, the best organizations can reconcile and update their forecasts on a near real-time basis to 
reflect changes in the market instead of scrambling to sort through gaps and variances at the quarterly close. 

This ensures the controller and the accounting team put the best possible revenue recognition information into the 
financial accounting system used for reporting to the board, auditors, and investors. “The last thing the CFO wants is to be 
whiplashed and have revenue expectations get too far out in front of the reality on the ground with the clients who are 
accepting performance obligations and managing the timetables that dictate when revenue is recognized,” says Scott 
Gehsmann, who serves on the Board of Partners at PWC, the world’s second-largest accounting firm. 

From a financial planning and analysis standpoint, connecting all this data allows analysts to start seeing trends that enable 
FP&A teams to anticipate and avoid problems. For example, finance teams will use this data to automate the logic to 
recognize when revenue is expected to come into the business as cash over time based on what is happening instead of 
historical rules and generalized assumptions. Getting customer-level detail also gives analysts better visibility, so they can 
start seeing nuances in how a business functions in different scenarios, which helps them generate better revenue 
forecasting over time. 
 

Step Four: Automate These Plans Using Different Scenarios and Models 

The next layer is to automate scenario planning and modeling. Automation can allow FP&A teams to significantly improve 
the number of variables and facts they use in pressure testing and future proofing their revenue plans by anticipating more 
customer variables along with actual customer actions, rather than using a few macro level assumptions on a spreadsheet. 
This also arms models that forecast customer lifetime value by more accurately determining a customer’s propensity to 
buy, propensity to attrit or cancel, and the overall value and margin of a given account. 

Once companies connect and share this information, the finance team starts seeing the factors driving revenue, misses, and 
errors. As a result, they have more to work with, become more accurate in their forecasts, and have fewer billing 
discrepancies based on customer changes. When finance and operations teams can investigate the data, they can continue 
improving by identifying the gaps sooner or possibly before they happen. That feedback loop, combined with the ability to 
closely examine client issues and disputes, and identify self-inflicted wounds, allows them to reduce or avoid revenue 
leakage, slippage, or “shrinkage” on booked revenue during customer ramp and run rate revenue. It becomes a virtuous 
cycle.  

Another problem manufacturers tend to have is that when a commitment is made, they struggle to understand how 
revenue will ramp up in the first year of their business relationship. This is because finance teams lack confidence in the 
estimates they get from sales and don’t have access to the data about accounts to refine those estimates. For example, it’s 
not uncommon for finance teams in manufacturing to forecast 50% of what the sales team was telling them, just to be 
conservative. They will apply that assumption across many accounts. Because the forecasting process is so manual, it’s 
difficult for them to get data about what is happening with those accounts regarding rollout plans and timetables. The 
typical finance organization looks at a fraction (20%) of their actual deals (a select number) when they make these 
estimates because the sheer amount of data is too demanding to provide a complete picture. 

Account management teams have the most insight into the state of a given contract or project deployment because they 
are in day-to-day contact with the customer. For example, Acuant, an identity platform, has its sales team input information 
relevant to billing – units, items, and users – directly into Salesforce so that finance can apply accounting rules to translate 
that information and forecast revenue.  

The same applies to post-booking information that impacts the timing and recognition of revenue, such as client 
onboarding, delivery schedules, rollout timetables, and key project milestones, which are tied to performance obligations in 
the contract.  Customer service and success managers are in direct contact with clients daily and are best situated to revise 
this information directly in the system.  “Our customer experience reps and account managers know when a customer is 
likely going to attrit, or if onboarding is ahead of or behind schedule, or if adoption is below expectations,” says Haley 
Katsman, VP of Revenue Strategy at Highspot. “The challenge has been to get that information to finance so they can 
incorporate it into their forecasts to make them more and more precise by weaving in more data and making sure there are 
no surprises.”  This way, finance can continually update their revenue forecasts based on client facts rather than estimates 
made upon bookings. In addition, pre-booking signals from customer engagement and enablement platforms make the 
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revenue forecasts even more accurate by giving insights into customer expansion and cross-sell opportunities that will 
expand the revenue over time. 

Organizations that automate the collection of customer information about changes, timetables, and estimated rollouts that 
account managers put into CRM, can create a data set allowing them to move from estimating future revenue to dealing 
more with actuals.  

This allows finance and operations teams to bring actual revenue information and order information against these 
estimates to be much more precise in their forecasts for ramp and run rate revenue. As a result, they can better understand 
how revenue will ramp over time. It also allows them to quickly find the gaps in that data, which can lead to a discrepancy 
or delay, and resolve it. Then, over time, they can see all the nuances that impact how and how much revenue is realized 
within and across accounts by drilling into that data.  

The more you operate from actual client data rather than estimates, the more accurate your revenue and operating 
forecasts will be.  That’s because many of those actuals will include information about the two-dozen different post-
booking variables that make revenue go up and down into the future. 

For example, a bookseller will have a distributor that commits to buy and deliver a million books over the next year at ten 
dollars each.  You assume you're getting $10 million in revenue this year once those books ship, and everybody does a high 
five and reports that revenue number. In five months, 800,000 of those books are still sitting in the warehouse, and finance 
is trying to explain why there is a revenue shortfall relative to the forecast. It’s a common scenario. So many things can 
happen in those five months – schedules change, customer demand ebbs and flows, and supply chains are increasingly 
disrupted.  

 

Step Five: Automate Change Management As Core Customer-Level Data Changes 

The final stage is to automate the revenue forecast and plan to quickly reflect changes, amendments, and the two dozen 
post-booking variables that materially alter the timing, size, and value of future revenues. 

Ultimately connecting customer engagement data along the revenue cycle is a catalyst for continuous process 
improvement, where finance, sales, and operations work as a team to make the enterprise quote-to-cash processes better 
and better every quarter. 
 
Once the feedback loop gets started, the teams in the field who engage with the customer will begin adjusting those 
numbers. Because they are closest to this information, these customer-facing teams reflect the reality of what is happening 
in their accounts before and after commitment. As a result, the information gets better, timelier, and more reliable. 
 
At the next stage of maturity, finance, sales, and operations teams start to see and discuss the issues and gaps that lead to 
revenue leakage, slippage, or “shrinkage.” Once the back office starts talking to the front office using actual revenue data, 
they can locate the source of the performance gap and just fix the root cause of the problem. It could be a pricing problem, 
a client service problem, a product packaging problem, or a contracting problem. Over time, this process can improve the 
value of the business because consistent revenue growth is a vital component of a firm’s valuation. If investors lose 
confidence in your ability to understand your future revenue and margins, it can impact your valuation by five percent or 
more, according to academic research. That can equal tens or even hundreds of millions of dollars.  
 
The goal is to build firm value through investor confidence and consistency in the revenue forecast. 
 

  

https://www0.gsb.columbia.edu/mygsb/faculty/research/pubfiles/12918/Rajgopal_is_silence.pdf
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