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INTRODUCTION

In an era defined by rapid technological 
advances and increasingly complex market 
dynamics, revenue operations has emerged 
as a critical linchpin for business growth. 
Unfortunately, today’s revenue leaders 
face numerous challenges, including data 
fragmentation, misalignment across departments, 
and a pressing need to adapt to shifting customer 
behaviors and expectations. According to a 
recent survey, 75% of revenue leaders cite data 
fragmentation as a major obstacle to achieving 
revenue goals. Failure to address these challenges 
can lead to a poor customer experience and stifled 
revenue growth, underscoring the importance of 
a holistic and robust approach to evaluating and 
optimizing the revenue process.

75% of revenue leaders cite data 
fragmentation as a major obstacle 

to achieving revenue goals*

75% 

*2024 Zion & Zion Internal Study
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Assessment Phases
This is a phased approach designed to ensure a detailed 
examination of the existing revenue processes. Through 
various assessment methods, we identify strengths, 
weaknesses, and opportunities for enhancement.

12 Pillars of the Revenue Process
These pillars constitute the core areas that influence the 
effectiveness of the revenue process. Each pillar represents 
a specific domain of revenue operations, aligning across four 
quadrants: Strategy & Vision, Resources & Organizational 
Dynamics, Technology Infrastructure, and Data & Insights.

Maturity Scale
The Maturity Scale allows us to classify the current state of 
each pillar within an organization. It assists in benchmarking 
against best practices and identifying the maturity level, 
thereby guiding the development of a strategic action plan.

Assessment Matrix
This tool is used to visually map out the interconnections 
between different aspects of the revenue operations and their 
maturity levels for both Sales and Marketing departments, 
providing a comprehensive overview that supports informed 
decision making and targeted improvements.

This framework offers a clear and effective approach to revenue 
process optimization enabling business leaders to understand their 
current operations, identify areas for improvement, and implement 
targeted strategies for measurable gains.

Assess and 
Improve Revenue 
Processes with The 
Revenue Optimization 
Framework
The Revenue Optimization Framework (ROF) 
was designed to assist our B2B clients in 
systematically assessing and improving their 
revenue processes. The framework is structured 
around four key components.

1
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Build Stronger Revenue 
Processes with Three 
Assessment Phases 

The structure of the ROF was designed to provide 
a comprehensive assessment and enhancement 
processes through three structured phases: 
Discover, Synthesize & Evaluate, and Develop. 
Each phase is critical in building a thorough 
understanding of the current operations to craft 
strategies for improvement. 

DISCOVER SYNTHESIS & EVALUATE DEVELOP
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Stakeholder Interviews
This involves engaging stakeholders from various roles and functions 
within sales and marketing. The goal is to gather diverse perspectives 
on the existing revenue process and to identify any challenges that 
hinder effectiveness. These interviews help pinpoint specific areas 
where the revenue process may be falling short.

Process Mapping
The entire revenue process from initiation to completion is mapped out, 
documenting every action taken across all platforms. This visual helps 
identify bottlenecks, gaps, and other challenges that could be impeding 
smooth operation and effective lead management.

Document Data Requirements
Understanding and aligning the data requirements for sales and 
marketing is crucial. This step ensures that all targeting, reporting, and 
sales enablement efforts are backed by the right data, facilitating better 
integration and use of information across departments.

Technology Assessment
Evaluate the existing technology stack to ascertain if it meets current 
needs and identifies gaps where new tools might be required. This 
assessment checks the integration and flow of data across systems 
such as CRM, marketing automation, and sales enablement tools to 
ensure they are contributing effectively to the revenue process.

Review Skill Sets and Training Needs
An analysis of the team’s skills in managing the revenue process is 
conducted to identify training gaps and areas needing professional 
development. Enhancing these capabilities is vital for the efficient 
management of the revenue cycle.

PHASE I
 

Discover
The Discover phase lays the 
groundwork for the entire 
optimization process by collecting 
essential data and insights about each 
of the 12 Pillars of the Revenue Process. 
There are core activities that take place 
in the Discover phase.

DISCOVER SYNTHESIS & EVALUATE DEVELOP
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Building on the discoveries from Phase I,  
Phase II focuses on synthesizing the information 
gathered and evaluating it against the Maturity 
Scale. During this phase, each of the 12 Pillars 
of Revenue Operations is assessed for both 
Marketing and Sales. We assign a score from 
1-5 for each pillar, which helps in determining 
their current maturity and effectiveness. This 
evaluation is crucial for identifying strengths 
and areas needing attention.

PHASE II
 

Synthesize  
& Evaluate

DISCOVER SYNTHESIS & EVALUATE DEVELOP
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The final phase uses insights from the previous 
phases to create a tailored optimization 
roadmap. This roadmap outlines and prioritizes 
specific efforts to address the identified issues, 
ensuring that each solution is tailored to the 
unique needs and goals of the organization. 
The recommendations are prioritized using the 
Assessment Matrix to understand holistic gaps as 
well as the gaps specific to sales or marketing.  

PHASE III
 

Develop
DISCOVER SYNTHESIS & EVALUATE DEVELOP



The 12 Pillars of the Revenue Process provide a 
comprehensive blueprint for evaluating and optimizing 
the key components of the revenue process. By focusing 
on four categories: Strategy & Vision, Resource & 
Organizational Dynamics, Technology, and Data & Insights, 
the framework ensures that every aspect of the revenue 
process is finely tuned to drive efficiency and effectiveness. 
The individual pillars are designed to support seamless 
collaboration between Marketing and Sales teams, 
align with the buyer’s journey, and leverage data-driven 
decision-making. Each pillar addresses specific aspects 
of the revenue operations ecosystem, contributing to a 
holistic and cohesive strategy for revenue growth.

Unlock Revenue 
Growth with 12 
Pillars of the 
Revenue Process
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Strategy & Vision
The foundation of a successful revenue 
process lies in a well-defined strategy. This 
category emphasizes the importance of 
aligning marketing and sales efforts with the 
buyer’s journey. The key pillars in this category 
are lead management, lead qualification, and 
setting measurable KPIs. By creating a unified 
approach, organizations can ensure that all teams 
work towards common goals, driving consistent 
revenue growth and operational excellence.
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Example Client Optimization 
A recent process mapping exercise with a client revealed 
that the handoff between Marketing and Sales was causing 
delays, with leads sitting unassigned for days. By introducing 
an automated lead assignment system and clarifying roles and 
responsibilities, the client reduced lead response time from 48 
hours to four hours, resulting in a 15% increase in sales.
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STR ATEGY & VISION

Lead Management 
Strategy  
Clearly defined and operationalized 
marketing and sales stages align with both 
the buyer’s journey and business needs. 
Marketing efforts are segmented to target 
individuals based on their lifecycle stage. 
Sales has a lead assignment strategy that 
aligns with their process and needs, and 
marketing effectively routes leads. Sales 
opportunity progression follows the buyer’s 
process, supporting swift movement from the 
opportunity pipeline to closed-won revenue.

Organizations that leverage 
integrated technology stacks see a 
30% improvement in data accuracy 

and reporting capabilities*

30% 

*2024 Zion & Zion Internal Study



Example Client Optimization 
During stakeholder interviews with a client in the technology 
sector, it was discovered that their Sales and Marketing teams 
were operating with different definitions of a qualified lead. 
Marketing was passing leads based on engagement metrics, 
while Sales required more detailed qualification criteria. By 
standardizing the lead definition and aligning the qualification 
criteria, the client experienced a significant increase in lead 
conversion rates within six months.

THE REVENUE OPTIMIZ ATION FR A MEWORK  |  12

STR ATEGY & VISION

Lead Qualification 
Strategy  
A robust framework includes necessary 
dimensions of qualification and interest, 
ensuring leads are a good fit. The Lead 
Qualification Strategy and optimizations 
are data-driven and the model generates 
the desired results. Sales qualification steps 
align with the buyer’s journey, capturing 
details for leads that drop out of the sales 
cycle. Marketing has implemented a process to 
evaluate and optimize lead qualification, with a 
feedback loop for Sales input.



Example Client Optimization 
A recent scenario with a client revealed that the Sales team 
was measuring opportunities sourced, while the Marketing 
team was measuring opportunities influenced. They were 
measuring success differently, leading each to believe the 
other wasn’t generating the desired results. Through an 
assessment, we identified this misalignment and, together 
with business leaders, performed a Measurement and KPI 
workshop. We established the metrics to be tracked and defined 
how they would be measured. Now, with shared dashboards 
and a common language for growth, there is clarity across the 
organization regarding needs and direction.
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STR ATEGY & VISION

Measurement &  
KPIs Strategy 
Established KPIs measure the impact of 
marketing and sales on revenue, creating 
a shared language across the organization. 
Reporting is aligned across teams and 
departments, ensuring consistency. These 
KPIs provide the business with insights to 
understand revenue growth, informing both 
sales and marketing at all levels, enabling 
data-driven decisions.
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Resource &
Organizational 
Dynamics
Effective revenue operations require well-
structured and skilled Sales and Marketing 
teams. The Resource & Organizational 
Dynamics category focuses on the human 
aspect of the revenue process with the key 
pillars ensuring that the team is structured 
to support and scale the process at all levels, 
possesses the necessary skills, and maintains 
alignment and adoption throughout the process. 
By fostering collaboration and continuous skill 
development, organizations can build a resilient 
and adaptive team capable of supporting long-
term growth and scalability. 

Companies prioritizing the alignment of sales 
and marketing teams are almost three times 
more likely to surpass their revenue targets.

3x
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Example Client Optimization 
A client with separate Customer Marketing, Customer 
Service and Customer Success teams lacked collaboration 
across teams. By implementing the ROF we uncovered 
that each team operated independently, focusing solely 
on their specific objectives without a unified strategy for 
addressing customer needs. This lack of coordination led 
to inconsistent messaging and a fragmented customer 
experience. By restructuring the teams into cross-
functional pods focused on specific customer segments 
(Small Businesses, Mid-Market Companies, and Enterprise 
Clients), each pod included members from all three areas. This 
allowed them to directly address the needs of their specific 
customer segments, providing cohesive and timely responses 
to customer inquiries and issues, leading to a more seamless 
customer experience and higher customer retention.

THE REVENUE OPTIMIZ ATION FR A MEWORK  |  15

RESOURCE & ORGANIZ ATIONAL DYNAMICS

Team Structure   
The team is structured to effectively 
perform their roles and responsibilities 
within the revenue process. They collaborate 
within their team and cross-functionally, 
supporting scalability as needed. 

Organizations with aligned 
teams see a 40% higher 

customer retention rate*

40% 

*2024 Zion & Zion Internal Study



Example Client Optimization 
A client in the financial services industry faced 
challenges due to a lack of sales enablement experience 
on their team. Without a dedicated focus on resources, 
the Sales team created materials ad-hoc, leading to 
inefficiencies and inconsistent results. The client hired 
a Director of Sales Enablement who immediately began 
creating effective sales collateral, utilizing CRM tools, 
and developing standardized sales processes. As a result, 
the Sales team became more effective in their roles and 
focused their time and skills where they were needed. 
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RESOURCE & ORGANIZ ATIONAL DYNAMICS

Talent & Capabilities  
The team possesses the necessary skills to 
support all functions and responsibilities 
within the revenue process. All capabilities 
are covered, and continuous skill 
development and growth are encouraged.



Example Client Optimization 
A client struggled with resistance to new processes from 
senior Sales staff, particularly regarding the adoption of an 
updated sales process. They were accustomed to their legacy 
systems and process, which led to skepticism and reluctance 
to change. To overcome this resistance, we involved these 
senior members in the development of the new processes, 
including conversations and workshops where their insights 
and feedback were actively solicited. They participated in focus 
groups that discussed the functionality and benefits of the new 
CRM system and how the updated sales methodologies could 
enhance their workflow. This resulted in high levels of adoption 
across Sales and an open line of communication about future 
process optimizations. 
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RESOURCE & ORGANIZ ATIONAL DYNAMICS

Alignment & Adoption 
The team has a comprehensive 
understanding of the revenue process, 
with a shared language across all members. 
The impacts and potential influences on 
the revenue process are discussed and 
considered, ensuring adherence to the 
established process. Across all role levels, 
individuals are empowered and effective 
in executing the responsibilities required to 
support the revenue process. 
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Technology 
Infrastructure
Technology is a critical enabler of efficient 
revenue operations. The Technology 
Infrastructure category encompasses 
three pillars that address the need for the 
right technology and systems to support 
the revenue process, ensure appropriate 
implementation and integration, and enable 
scalability to meet future needs. These pillars 
guarantee that technological capabilities 
are fully leveraged to enhance operational 
efficiency and effectiveness.
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Example Client Optimization 
A client had invested substantial time and money on 
their marketing efforts and was clear on their cost per 
acquisition, but they lacked visibility on the effectiveness 
of different channels in influencing the pipeline and 
revenue. After evaluating their tech stack, we identified the 
need for a marketing automation tool. By implementing a 
tool called Marketo Measure, we were able to uncover that 
display ads for specific segments were more expensive and far 
less effective. By making this adjustment, they saw a dramatic 
increase in the ROI of their marketing efforts.
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TECHNOLOGY INFR ASTRUCTURE

Fit & Coverage   
The required technology for each team 
to execute their responsibilities within 
the revenue process is in place, with no 
functional gaps. The technological capabilities 
are sufficient, and no limitations arise from 
the absence of necessary technology.



Example Client Optimization 
As a result of multiple acquisitions and failure to assess 
and plan for the integration of their acquired tech stack 
and data, a client was struggling with fields storing data 
in siloed systems that led to outdated and inaccurate data 
over time. Following a revenue process assessment, we 
recommended they consolidate their data into a unified 
CRM. By doing so, they improved data accuracy and 
accessibility. This enabled their marketing team to target 
and personalize messaging, which resulted in a substantial 
increase in campaign engagement more effectively.

THE REVENUE OPTIMIZ ATION FR A MEWORK  |  20

TECHNOLOGY INFR ASTRUCTURE

Implementation  
& Setup
The necessary technology is implemented 
and integrated, providing full capabilities 
for teams to be effective and efficient in the 
revenue process. There are no constraints 
caused by technology implementation or 
integration issues. 



Example Client Optimization 
A client with a very mature Marketing team and go-to-
market strategy had been effectively using Marketo for 
the past few years. Looking ahead, they were unsure 
how to execute the real-time communications at scale 
with their existing tool. During the Discovery phase of 
our assessment, we learned a great deal about their 
future state strategy and quickly realized that Marketo 
alone would no longer meet their needs. After further 
investigation we recommended that they transition 
to Segment, enabling them to achieve the required 
personalization at scale. 
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TECHNOLOGY INFR ASTRUCTURE

Scalability
The current technology infrastructure 
supports known future strategies and 
goals, accommodating evolving needs 
and growth.
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Data & Insights 
Accurate and actionable data is the foundation 
of informed decision-making in revenue 
operations. The Data and Insights category 
focuses on the following pillars: Data Collection, 
Accuracy & Hygiene, and Access and Usability 
across the organization. By ensuring that data is 
consistently captured, maintained, and accessible, 
this step empowers teams to make data-driven 
decisions, optimize processes, and measure the 
impact of their efforts on revenue growth.

Strategy
& Vision

Data &
Insights

Resource &
Organizational

Dynamics

Technology

St
ra

te
gy

M
an

ag
em

en
t

Le
ad

St
ra

te
gy

Qua
ilifi

ca
tio

n

Le

ad

StrategyReportingKPI &

&
 Adoption

Alignm
ent

Capabilities

Talent &

Structure

Team

Co
ve

ra
ge

Fi
t &

& Setu
p

Im
plem

enta
tio

n

ScalabilityCollection

Data

& Hygiene

Accuracy

U
sability

A
ccess &



Example Client Optimization 
A client wanted to personalize communications not only 
based on the industry of their prospects but also by job 
role. When they built out these segments, they found 
that the data was only present for a small portion of their 
database. We worked with them to enrich the existing 
database with third-party job title data and ensured they 
was collecting this information at all points of entry for 
new records. We also helped them normalize these values 
so they could be easily actioned on, enabling marketing to 
create more relevant, personalized messaging. 
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DATA & INSIGHTS 

Data Collection
Relevant and necessary data is consistently 
captured at the appropriate time by Sales 
and Marketing. This data supports reporting, 
measurement, and optimization efforts for 
each team.



Example Client Optimization 
As a result of not having a list import process, a client’s 
Marketo instance consisted of almost 30% duplicate 
records. None of the records contained up-to-date field 
and behavior data, so the marketing team was unable to 
effectively target and nurture communications, resulting 
in a drop in their net new to MQL conversion rate. By 
conducting a thorough data cleansing to merge their 
duplicates and establishing ongoing data hygiene protocols, 
they improved data accuracy and restored their net to MQL 
conversion rate within a 3-month period.

THE REVENUE OPTIMIZ ATION FR A MEWORK  |  24

DATA & INSIGHTS 

Accuracy & Hygiene
Collected data is accurate and trusted, 
with updates made to maintain relevance. 
A well-defined and operationalized process 
ensures data normalization and minimal 
errors or inconsistencies. 

Companies with high data quality 
standards report that campaigns 

are 40% more effective than those 
with unreliable data*

40% 

*2024 Zion & Zion Internal Study



Example Client Optimization 
A client’s Sales team struggled to quickly access 
relevant customer data due to inconsistent input and 
scattered storage in Salesforce. This inefficiency led to 
a low and stagnant win rate. By normalizing data points 
and providing a user-friendly dashboard with real-time 
customer insights, the Sales team increased their efficiency 
and, in turn, their win rate.
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DATA & INSIGHTS 

Access & Usability
Collected data is available in the 
necessary systems and formats, 
supporting and enabling the teams and 
their processes.
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Evaluating the maturity of an organization’s revenue 
process is crucial for understanding its current 
capabilities and identifying areas for improvement. The 
Maturity Scale is a structured framework used to assess 
the development and effectiveness of the 12 Pillars of 
Revenue Operations across both Marketing and Sales 
functions. By using a consistent and shared language, 
this five-level scale helps organizations measure 
their progress, set clear goals, and drive continuous 
improvement. It ensures that both teams are aligned 
and working towards common objectives, facilitating 
better communication and collaboration. 

Evaluate and  
Advance the Revenue 
Process with the 
Maturity Scale 
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The Five ROF Maturity Levels

Undefined

Developing

Defined

Managed

Optimized

At the Undefined level, the revenue operations process is mostly siloed and ad-hoc. Processes are not 
standardized, and the necessary characteristics and elements for effective revenue performance are 
lacking. This level represents the starting point where organizations recognize the need for structured 
processes but have yet to implement them. There is minimal coordination between Marketing and Sales, 
leading to inefficiencies and missed opportunities.

In the Developing level, some processes are in place, and the organization acknowledges the need for 
a more structured approach. However, many essential characteristics and elements of a formalized 
revenue process are still missing. There is a growing awareness of the importance of alignment between 
Marketing and Sales, but efforts are often inconsistent and lack the depth required for significant 
impact. Organizations at this level are beginning to move away from ad-hoc practices but still face 
challenges in achieving full integration.

At the Defined level, the organization exhibits a mix of essential characteristics and elements of a 
high-performing revenue process, but consistency and adoption are still lacking. Processes are more 
standardized, and there is a clearer understanding of the roles and responsibilities within the revenue 
operations framework. However, gaps in execution remain, and not all teams may be fully on board. 
This stage represents a critical point where organizations need to focus on increasing consistency and 
fostering broader adoption of best practices.

The Managed level is characterized by the presence of many essential characteristics and elements 
of a formalized revenue process, with well-adopted practices. There is a strong alignment between 
Marketing and Sales, supported by standardized processes and effective use of technology. Data-driven 
decision-making is more prevalent, and teams collaborate efficiently. Organizations at this level have 
established a solid foundation and are well positioned to optimize their revenue operations.

At the Optimized level, the organization includes most or all essential characteristics and elements of 
a formalized revenue process, with consistent adoption and continual, planned, and communicated 
optimization. Revenue operations are fully integrated, and both Marketing and Sales work seamlessly 
together towards common goals. The organization continually evaluates and refines its processes, 
leveraging data insights to drive informed decisions and sustain growth. This level represents the 
pinnacle of maturity, where revenue operations are a strategic asset.

1

2

3

4

5
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The Assessment Matrix is a visual tool designed 
to map and share the assessment findings of an 
organization’s Revenue Process Assessment. It 
serves as a crucial instrument for aligning Marketing 
teams, Sales teams, and business leaders around the 
current state of their revenue processes. By clearly 
visualizing the maturity levels across various pillars, 
the Assessment Matrix helps organizations prioritize 
their efforts for optimization and drives a cohesive 
strategy for improvement.

Visualize and  
Optimize Revenue 
Processes with the 
Assessment Matrix 
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The Value of the Assessment Matrix

Comparative 
Analysis

Comprehensive 
Overview

Enhanced 
Communication

Progress Tracking 
Over Time

Strategic Planning  
and Decision Making

Plotting both Sales and Marketing on the same chart makes it easier to compare their 
relative maturity. This comparison is essential for understanding the alignment of these 
two functions, which is essential for effective revenue operations.

The Assessment Matrix offers a holistic view of an organization’s revenue process 
across multiple dimensions. Stakeholders can assess individual aspects and see how 
they connect. For example, one can plot the relationship between pillars within a single 
quadrant or the overall maturity between two quadrants.

The matrix acts as a powerful communication tool, providing a common reference point 
that is easy to understand and discuss. It supports effective dialogue between team 
members and stakeholders across the Marketing and Sales departments.

The consistent visual framework enables organizations to track their progress over  
time. They can overlay historical data on current charts to visualize tangible  
development and improvement.

The visual representation supports strategic discussions, allowing leadership to prioritize 
investments and interventions based on clearly identified needs. This assists with 
informed decision-making to drive continuous improvement.
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Track KPIs to  
Measure Success
Once there is a clear understanding of the current state 
of the revenue process, including its strengths and 
weaknesses, organizations can begin executing their 
optimization roadmap. The Matrix Assessment serves 
as a vital tool for tracking and measuring improvements 
across the 12 pillars. 

Identifying the right key performance indicators (KPIs) 
is at the core of the Measurement & KPIs Strategy 
Pillar. It’s critical that these KPIs, their benchmarks, and 
anticipated growth targets are established, ensuring cross-
departmental and cross-functional alignment.

Core KPIs used to measure  
revenue operations:

	� Lead Conversion Rate
	� Sales Cycle Length or Stage Velocity
	� Customer Acquisition Cost (CAC)
	� Customer Lifetime Value (CLV)
	� Revenue Growth Rate

Ultimately, the most important indicator of success is a 
steady increase in revenue. Optimizing pricing strategies, 
expanding into new markets, and continuously improving the 
product or service based on customer feedback will drive this 
growth. Effective cross-selling and upselling strategies, coupled 
with strong alignment between marketing campaigns and sales 
efforts, are also critical for revenue growth. 
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Leverage the Revenue Optimization 
Framework for Sustained Growth
Optimizing revenue processes is not merely a strategic advantage but a 
necessity for sustainable growth. The challenges faced by leaders—ranging 
from data fragmentation to departmental misalignment—underscore the 
critical need for a comprehensive and systematic approach to revenue 
operations. The Revenue Optimization Framework (ROF) provides a robust 
solution to these challenges, enabling organizations to assess, refine, and 
methodically enhance their revenue processes.

The actionable insights derived from the ROF are invaluable. By 
meticulously evaluating each of the 12 Pillars of Revenue Operations, 
businesses can identify specific areas for improvement and implement 
targeted strategies that drive measurable gains. The structured phases 
of assessment—Discover, Synthesize & Evaluate, and Develop—ensure a 
thorough understanding of current operations and facilitate the creation of 
tailored optimization roadmaps.

CONCLUSION
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