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Closing the Quote-to-Cash Gap for a Subscription
Business

Extending CPQ into a connected Revenue Cloud lifecycle covering subscriptions, billing, invoicing,
amendments, renewals, and payment integration.
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One-liner: We extended a CPQ-driven sales process into a connected Revenue Cloud quote-to-cash
lifecycle — automating subscriptions, billing, invoicing, amendments, and renewals — so revenue
flowed straight from a signed quote to an accurate invoice, eliminating manual billing and revenue
leakage.

Engagement Snapshot

Client CloudAxis Subscription Systems Inc.

Industry B2B Saa$S / Recurring-Revenue Business

Region Delivered from India for an enterprise client

Salesforce Product Revenue Cloud (CPQ + Billing / Revenue Lifecycle Management)
My Role Revenue Cloud Solution Lead / Architect

Team Size Quote-to-cash implementation team

Duration Multi-phase program

Key Tools Salesforce CPQ & Billing, Apex, Flows, Copado, payment gateway integration

1. Project Context

CloudAxis Subscription Systems Inc. runs a subscription-led B2B SaaS business where revenue performance
depends not only on closing deals but on billing them accurately and managing them correctly across their
full lifecycle. The front end of the sales process had already improved through CPQ, but the back end
remained largely manual.

Closed deals still had to be re-keyed into billing processes, invoices were assembled with too much manual
intervention, and amendments or renewals created friction for both finance and customer-success teams.
This disconnect between what was sold and what was billed created delay, risk, and revenue leakage.



| was brought in to help extend the client's CPQ foundation into a full Revenue Cloud quote-to-cash model
so that a sighed quote flowed cleanly into orders, contracts, subscriptions, billing schedules, invoices,
payments, and renewals.

2. Problem Statement
The client had automated selling, but not revenue execution. The biggest pain points were:

e Broken bridge between quoting and billing. Accepted quotes still required manual re-entry into
downstream billing processes, introducing delay and avoidable errors.

e Manual, inconsistent invoicing. Invoices were assembled by hand, which slowed cash collection and
created billing accuracy issues.

e Hard-to-manage subscription changes. Mid-term amendments, upgrades, downgrades, and renewals
were difficult to process consistently, especially when proration was involved.

o Revenue leakage. Gaps between what was sold and what was billed meant some revenue was delayed,
missed, or recognised inaccurately.

e No unified quote-to-cash view. Sales and finance lacked a shared view of contract value, billing status,
and renewal exposure.

3. What We Built — The Solution

We implemented a connected Revenue Cloud operating model on top of the client's CPQ capability, turning
quote acceptance into an automated revenue process:

e Quote-to-order-to-contract automation — generated downstream order, contract, and subscription
records automatically from accepted quotes.

e Subscription management — modelled recurring products so terms, quantities, effective dates, and
lifecycle events were accurately tracked.

e Billing schedules and invoice runs — created automated billing cadence and invoice generation aligned
to subscription terms and billing frequency.

¢ Amendment and renewal handling — built clean flows for mid-term amendments, co-terming,
proration, and end-of-term renewals.

e Payment and finance integration — connected invoices, payment status, and balances with the
downstream finance/payment layer.

e Unified quote-to-cash reporting — gave sales and finance a shared view of contract value, billing
progress, and renewal pipeline.

4. My Role on the Engagement

As Revenue Cloud solution lead and architect, | focused on bridging commercial logic with finance-grade
operational accuracy. My responsibilities included:

e Quote-to-cash architecture — designing how accepted quotes flowed into orders, contracts,
subscriptions, billing, invoicing, payments, and renewals.

e Configuration and development — building the subscription model, billing rules, invoice logic, and
amendment / renewal flows; extending with Apex where needed.



e Integration design — connecting the payment and finance layer so balances and invoice states stayed
accurate across systems.

e DevOps leadership — managing version control and releases through Copado to keep environments
aligned and deployment predictable.

e Governance and review — ensuring proration, timing, and billing calculations were correct and
maintainable through structured reviews.

5. How We Achieved It — Delivery Approach

1. Quote-to-cash mapping. Mapped the end-to-end lifecycle from quote acceptance through order,
contract, subscription, billing, invoice, payment, and renewal, identifying every manual handoff to
remove.

2. Subscription model. Configured recurring products and contract structures so the platform understood
term, quantity, price, and timing across the subscription lifecycle.

3. Order and contract automation. Automated generation of orders and contracts from accepted quotes
while preserving pricing and commercial terms accurately.

4. Billing engine. Built billing schedules and automated invoice runs that aligned to contract terms,
frequencies, and billing milestones.

5. Amendments and renewals. Implemented proration-aware amendment flows and clean renewal
generation so lifecycle changes recalculated value correctly.

6. Integration and reporting. Connected the payment/finance layer and built dashboards so sales and
finance could operate from one quote-to-cash view.

6. Outcomes and Business Impact

The client moved from disconnected front-office quoting and back-office billing to a true quote-to-cash
process. Indicative benefits included:

~30% Unified

Quote-to-order flow Reduction in billing Invoice generation and Sales + finance
automated errors and rework cash collection revenue visibility

e Asigned quote could flow automatically into an accurate invoice without manual re-keying.

e Billing errors and revenue leakage were materially reduced through system-driven schedules and
controls.

e Subscription amendments and renewals became easier to process with correct proration and co-
terming logic.

e Finance and sales gained a shared quote-to-cash view covering contract value, billing status, and
renewal exposure.

e The organisation was better positioned for predictable recurring-revenue operations at scale.

Note: metrics shown are indicative portfolio figures and should be updated to reflect client-approved quote-to-cash KPIs
before external publication.



7. Tech Stack

Revenue Cloud Salesforce CPQ Billing / RLM
Subscription Management Contracts Billing Schedules
Invoice Runs Amendments & Renewals Apex & Flows
Payment Integration Copado

8. Architecture & Process Diagrams

The diagrams below illustrate the core process flows and architecture decisions behind the solution.
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Figure 1 — End-to-end quote-to-cash lifecycle from Quote through to Renewal.



Amendment & Renewal Lifecycle
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Figure 2 — Subscription amendment and renewal flow, including proration and co-terming.

Billing Automation Flow
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Figure 3 — Billing automation: subscription - billing schedule = invoice run = payment reconciliation.

9. Key Takeaways



e Quote-to-cash breaks at handoffs. The greatest value came from removing re-keying between the
selling system and the billing system.

e Subscription logic must be lifecycle-aware. Amendments, proration, and renewals cannot be treated
as edge cases in a recurring-revenue business.

e Finance and sales need one shared truth. Reporting improved because both teams were finally looking
at the same contract and billing dataset.

e Accuracy is a design feature. Revenue operations depend on calculation correctness, so architecture,
testing, and release discipline were all critical.
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