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Executive Summary

For IT and commercial teams collectively, stalled growth is increasingly a shared problem.
Revenue leaders see pipeline inconsistency, forecast volatility, and rising customer
acquisition cost. Technology leaders see fragmented platforms, duplicated data, fragile
integrations, and growing pressure to make Al useful without increasing operational risk.
These are not separate issues. They are symptoms of a revenue engine that was assembled
haphazardly: feature by feature, tool by tool, function by function, and quarter by quarter
rather than designed as a coherent operating architecture.

This white paper submits that revenue generation should be treated as an enterprise
architecture problem, and not a series of disconnected functional improvements. Coffee +
Dunn structures that work through our Revenue Engine Operating System (RE/OS), which
evaluates and sequences transformation across six interdependent lenses: Data + Signal
Quality, Demand Architecture, Pipeline Mechanics, Sales, Marketing, and Service Alignment,
Technology Configuration, and Measurement + Feedback Loops. The framework is designed
to enable marketing, sales, and service teams to improve revenue predictability while giving
technology teams a governable, scalable technology architecture that can support

automation, analytics, and Al.

Coffee + Dunn's role is to close the gap between revenue strategy and revenue system
execution. We do that by combining advisory diagnosis, Microsoft Dynamics 365 and Power
Platform implementation depth, data and Al engineering, proprietary accelerators, and
ongoing managed services accountability. The result is not simply a better-configured CRM—
it is @ measurable revenue architecture built on the Microsoft ecosystem and governed in a
way that both commercial and technology leadership can trust.



The CIO/CRO Mandate

The Chief Information Officer (CI0) and Chief Revenue Officer (CRO) increasingly own
different sides of the same outcome: profitable, predictable growth. The CRO is accountable
for pipeline quality, conversion, retention, expansion, and sales productivity. The CIO is
accountable for platform integrity, data governance, security, integration, scalability, and

Al readiness.

Revenue architecture sits at the

intersection of those responsibilities.

For that reason, this white paper speaks to the CRO's need for a revenue engine that
produces measurable commercial outcomes, and to the ClIO's need for a technology
ecosystem that reduces integration debt, improves data reliability, and creates a responsible

foundation for Al agents, automation, and advanced analytics.
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Why Does Growth Stall in Mature Organizations?

Mid-market organizations and small enterprises occupy a difficult middle ground for growth.

They have likely evolved from the ad hoc way of working when the company was smaller, but

they have not yet made the infrastructure investments that large enterprise organizations take
for granted. The result is a familiar and costly pattern:

07  Disconnected demand and pipeline
Marketing generates leads that the sales team does not trust, so sellers build their
own pipeline that duplicates cost, effort, and dilutes the value of any demand
generation spend.

02  Fragmented data
Customer data lives in the CRM, the marketing automation platform, the support desk,
and a half-dozen spreadsheets, with no single definition of the customer that any of
them can agree on.

03  Unreliable forecasting
Forecasts are built from sales intuition, rather than actual stage-conversion history,
because the CRM was configured to track activity, not drive process.

04  Point-solution sprawl
Every new tool—a chatbot, a subscription-billing tool, an intent-data feed is integrated as
a one-off project and adds integration debt rather than compound capabilities.

05  Weak feedback loops

Reporting exists, but it likely measures activity (calls made, emails sent) rather than
the outcomes and conversion rates that would let leadership reallocate investment
with confidence.

THE REVENUE ENGINE IMPERATIVE —
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None of these symptoms are the result of a single broken tool or an underperforming team.

They are caused by the absence of an underlying architecture—a designed system in which

data, process, technology, governance, and commercial operating discipline are deliberately

connected. This is the gap that Coffee + Dunn's RE/OS is built to close, and it is where Coffee +

Dunn is positioned differently from other CRM advisors or systems integrators.
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Framing Revenue Operations
as an Architecture Problem

Most revenue transformation engagements are
delivered as discrete projects: a CRM
migration, a marketing automation rollout,
and a sales process redesign. Each can
succeed on its own terms and still leave the
organization no better architected overall,
because the interdependencies between data,
demand, pipeline, alignment, technology,

and measurement are rarely addressed as

a system.

Coffee + Dunn uses RE/OS as the operating
model for that systems view. The framework

gives commercial and technology leaders a

shared diagnostic language, a sequenced
transformation path, and a delivery model
that moves from assessment to blueprint to
implementation to ongoing optimization. In
practice, this means we do not begin with a
feature list or a software demo. We begin by
identifying where growth is leaking, which
architecture constraints are creating that
leakage, and what capabilities should be built
first to create the highest-confidence path to
measurable value.
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The Six Lenses of Revenue Architecture

Each lens below represents a distinct discipline with its own practices and failure modes.
We've also mapped each to specific capability within the Microsoft Dynamics 365 ecosystem
and revenue architecture.

RE/OS

REVENUE ENGINE OPERATING SYSTEM

Data + Signal Quality Demand Architecture Pipeline Mechanics

Sales, Marketing, and Technology Measurement +
Service Alignment Configuration Feedback Loops

Figure 1. The six interdependent lenses evaluated and sequenced by the Revenue Engine Operating System.



01 Data + Signal Quality

The fidelity, completeness, and activation-readiness of customer and prospect data across the
revenue stack.

DYNAMICS 365 ENABLEMENT i3 ) @

e Dynamics 365 Customer Insights (Data) unifies transactional, behavioral, and third-party signals
into a governed customer profile

e Dynamics 365 Customer Insights (Journeys) contributes real-time engagement signals back into the

profile, adding behavioral details that transactional and case data don't capture alone.

e Dynamics 365 Sales and Dynamics 365 Service contribute the first-party interaction, opportunity,
and case history that make that profile more complete

e Fabric provides the data lakehouse backbone for signal at scale.

Business impact at higher maturity: Organizations further along on this lens tend to see fewer
duplicate and conflicting records, which generally improves segmentation reliability, attribution
accuracy, and confidence in Al or agent outputs downstream—including signals that focus on
renewal and expansion risk or churn.

02 Demand Architecture

How demand is systematically generated, categorized, and routed—not just campaign execution,
but the underlying design of how demand is created and qualified.

DYNAMICS 365 ENABLEMENT 0 ‘ 3

e Customer Insights (Journeys) orchestrates always-on and triggered journeys

e Dynamics 365 Sales' lead and qualification process converts that demand into a governed
pipeline object

e Copilot Studio agents can qualify and enrich inbound demand in real-time across both.

Business impact at higher maturity: Demand creation can shift from campaign-by-campaign
decisions to a more holistic system with clearer throughput and conversion assumptions
(depending on commercial process discipline).
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03 Pipeline Mechanics

The stage-gate logic, velocity, and hand-off discipline that governs how opportunities move from
qualified demand to closed revenue.

DYNAMICS 365 ENABLEMENT ) &b

Dynamics 365 Sales is the system of record for this lens via configurable business process flows,
opportunity scoring, and forecasting models that enforce sales stage discipline

Copilot can surface next-best-action and deal-risk signals at each stage provided that sellers use
these capabilities consistently.

Directional impact at higher maturity: Forecast accuracy and stage conversion tracking tend to
improve as this lens matures, though the technology platform only enforces discipline the
organization has already decided to enforce.

o« Sales, Marketing, and Service Alignment

The shared definitions, SLAs, and feedback loops that determine whether marketing and sales

coordinate and orchestrate as one engine or competing environments.

pyNAmics 365 ENABLEMENT @ I3

A single Dataverse model underlies Customer Insights and Dynamics 365 Sales alike, with a shared
lead/opportunity object structure that removes the common technical excuse for the translation
layer between marketing automation and the rest of the CRM system.

Directional impact at higher maturity: Shared data reduces one source of funnel leakage and hand-
off friction, but alignment failures are frequently born out of process gaps or organizational
misalignments (i.e., differing incentives, unclear ownership, political infighting) and a shared data
model does not resolve those on its own.



o5 Technology Configuration

Determining if the underlying platform is configured as a coherent and comprehensive system of
record and action, or as a patchwork of point solutions bridged by manual effort.

DYNAMICS 365 ENABLEMENT ) P @ &

* Dynamics 365 Sales and Dynamics 365 Service sit on the same Dataverse and Power Platform core
(Power Automate, Power Apps, Power BI) as Customer Insights and Fabric, which reduces or
eliminates custom integrations required to align a best-of-breed software stack.

Directional impact at higher maturity: Consolidation lowers the burden of integration maintenance
and shortens deployment times for modernizing capabilities

os Measurement + Feedback Loops

The mechanisms (i.e., dashboards, attribution models, and governance cadences) by which the
organization learns what is working and aligns investments accordingly.

DYNAMICS 365 ENABLEMENT P .

e Power Bl and Fabric provide governed, real-time reporting across the full funnel

e Attribution can tie revenue outcomes back to originating programs and channels, while case, CSAT,
and renewal data from Dynamics 365 Service adds visibility into revenue growth after the original
deal closes.

Directional impact at higher maturity: Better instrumentation makes faster, more evidence-based
reallocation possible, but instrumentation still requires a governance cadence that acts on what the
data shows.
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The Case for Microsoft Dynamics 365

A revenue engine spans the applications that acquire, sell to, service, retain, and expand a
customer relationship. For CIOs, that makes platform choice a governance, integration,
security, and data architecture decision. For CROs, it is a productivity, visibility, and revenue
predictability decision. Dynamics 365 allows those requirements to converge on a shared
Microsoft foundation rather than forcing the organization to stitch together separate
systems for marketing, sales, service, analytics, automation, and Al.

i3 Dynamics 365 Customer Insights: the unified customer record
Dynamics 365 Customer Insights offers two capabilities that impact this framework.

Customer Insights—Data unifies transactional, behavioral, and third-party signal data into a single
governed profile, which is the direct input to the Data + Signal Quality lens.

Dynamics 365 Customer Insights—Journeys sits on top of that unified profile to orchestrate unique,
always-on, and triggered demand programs, which is the direct input to Demand Architecture.

The two are often sold and discussed together, but they solve different problems. An organization
can have excellent customer journey orchestration running against a poorly unified profile, and
the output will be well-timed messages sent to the wrong or duplicated audience, so sequencing
of the configuration and build order matters as much as what tools you license.

&) Dynamics 365 Sales: the pipeline execution engine

Dynamics 365 Sales is the operational core of the Pipeline Mechanics and Sales, Marketing, and
Service Alignment lenses. Business process flows enforce a consistent stage-gate discipline
instead of leaving deal progression to the vagaries of individual sellers. Opportunity scoring and
Copilot-driven deal-health signals can surface risk before it shows up as a forecast miss. With lead
and opportunity objects living in the same Dataverse environment as Dynamics 365 Customer
Insights and Dynamics 365 Sales can inherit marketing data rather than retyping it.



#® Dynamics 365 Service: the retention and expansion layer

A revenue engine that stops measuring at the point of sales is architected for acquisition, not for
the renewal and expansion revenue that matters for sustainable growth. Dynamics 365 Service
brings case management, omnichannel support, and customer health signal into the same
Dataverse environment as Dynamics 365 Sales and Customer Insights, which gives the
Measurement + Feedback Loops lens a direct way to connect service friction back to renewal risk
without separate integration projects to link the two systems.

& Power Platform: the connective and governance layer

Power Automate, Power Apps, and Power Bl are frequently treated as an afterthought to the core
applications, but they are what actually carry process and governance across Sales, Service, and
Customer Insights including: routing rules, approval flows, and custom data-entry for the edge
cases that standard forms don't cover, and the reporting layer that operating reviews need to run
on. An organization can own every Dynamics 365 application listed above and still fail to realize
the shared-data-model advantage if the Power Platform layer is thin or improvised.

@ Ashared data model as the enabler of governance

Dataverse gives sales, marketing, service, and finance a shared object model rather than a set of
systems bridged by middleware. The Microsoft Dynamics 365 platform lowers the cost of data
governance because it works alongside the organizational discipline to define, own, and enforce
overall data governance.

) Native Al and agent infrastructure

Copilot Studio and the emerging Al agent ecosystem within Dynamics 365 are built against the
same data model that runs Dynamics 365 Sales, Customer Insights, and Service, which lowers the
effort of deploying agents without duplicating customer records into a separate platform. Agents
read and write to the same Dataverse environment the rest of the business already relies on,
and they can be governed with the same controls and audit trail as any other process running on
the platform.
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g Fabric as the analytics backbone

Microsoft Fabric consolidates lakehouse, warehouse, and reporting layers that used to require
separate platforms—unifying data from Sales, Service, and Customer Insights into one governed
model. This is a real simplification for the Measurement + Feedback Loops lens and gives the
organization governed, real-time reporting across the full customer lifecycle without needing to
stand up a parallel analytics stack.

How Coffee + Dunn extends the Microsoft Dynamics 365 platform

While Microsoft provides the Dynamics 365 platform, Coffee + Dunn designs, builds, and operates
the revenue engine on top of it. Our capabilities span advisory diagnosis, revenue architecture,
Dynamics 365 Sales, Customer Insights, and Service implementation, Power Platform automation,
Power Bl and Fabric analytics, Copilot Studio agent design, data governance, adoption, and
managed services. That breadth matters because the value of the Microsoft ecosystem is not
unlocked by configuring one application well—it is unlocked by orchestrating the applications,
data, workflows, and operating cadence as one system.

For the CIO, Coffee + Dunn brings implementation discipline, integration design, governance,
security awareness, and a pragmatic path to Al readiness. For the CRO, Coffee + Dunn brings
revenue strategy, pipeline and demand architecture, sales and marketing alignment, measurement
design, and outcome accountability. The differentiator is the combination: strategy and systems

execution delivered together, with an operating model that continues after go-live.
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The Revenue Engine Maturity
Curve: From Ad Hoc to Optimized

Coffee + Dunn's Revenue Engine Maturity Assessment scores an organization across all six
lenses and translates the result into an executive roadmap. The assessment is useful because it
gives Cl0s and CROs a common view of current-state maturity, investment sequencing, and risk.
It clarifies where technology remediation must precede commercial process change, where
process discipline must precede automation, and where Al can responsibly accelerate work
only after the data and operating model are ready.

Ad Hoc Managed Integrated Optimized

Manual, tribal-knowledge Basic CRM hygiene and Data, process, and Feedback loops actively

driven; data and process  defined process exist, technology are connected tune the engine and

live in individual heads but lenses operate across lenses and hand- Al agents extend

and spreadsheets. independently of offs are systematic rather human capacity across
one another. than heroic. every lens.

Figure 2. Maturity stages and their characteristic state.
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Business and Operational
Impact in a Mature Environment

The value of the revenue engine architecture is easiest to describe by the lens, but

organizations that reach the Integrated and Optimized stages across most or all six tend to

experience the impact as compounding rather than additive. Provided are the types of patterns

we have observed across engagements. The magnitude varies considerably by starting point

and by how consistently the organization sustains changes after initial deployment.

Investment Scope and What It Typically Buys

Since the six lenses are interdependent, the business impact an organization should expectis a

function of how much of the architecture is addressed versus how much money is spent. The

table below describes three common investment scopes we see clients pursue and what each

realistically changes.

INVESTMENT

SCOPE

Foundational

Integrated

Optimized

TYPICAL FOCUS

Data + Signal Quality plus basic
Technology Configuration helps
with deduplication, a governed
customer record, and core
Dataverse hygiene

Foundational scope plus
Pipeline Mechanics and Sales,
Marketing, and Service
Alignment helps with shared
definitions, enforced stage
gates, and connected hand-
offs.

All six lenses, including
Measurement + Feedback
Loops and selective agent/Al
deployment on top of a
governed data foundation.

WHAT TENDS TO CHANGE

Fewer conflicting records,
more trustworthy reporting
inputs, and a usable
foundation for later phases

Reduced funnel leakage,
more stable stage
conversion data, and
forecasts grounded in
process rather than
intuition.

Continuous, evidence-based
reallocation of demand and
program spend, retention
risk visible well before
renewal, Al deployable with
lower error risk.

WHAT IT DOES NOT
GUARANTEE

Improved pipeline
conversion or forecast
accuracy on its own

Full SLA realization
without leadership
enforcing new processes
and governance

Value without ongoing
governance



Revenue Predictability and Forecast Accuracy

When Data + Signal Quality and Pipeline Mechanics mature, the forecast can shift from a
negotiation between finance and sales leadership toward something closer to a statistical
output of stage-conversion rates. Several executive teams we have worked with describe this as
the single most valuable change within these lenses, because it lets planning decisions be
made against a real revenue forecast that the organization has more reason to trust.

Cost of Growth

Mature Sales, Marketing, and Service Alignment and Demand Architecture can reduce the
source of hidden cost—mainly any duplicated effort where sellers prospect for leads marketing
has already generated because they do not trust the hand-off. In organizations where lead
definitions are genuinely shared and enforced, marketing tends to get measured on qualified
pipeline contribution rather than activity volume, and the size of impact depends heavily on
the size of the lead management problem.

Organizational Leverage from Technology and Al

A mature Technology Configuration lens is a prerequisite for deploying agents responsibly and
not necessarily a guarantee of good outcomes from doing so. An Al agent deployed against a
fragmented, poorly governed data environment will automate errors as readily as it automates
good decisions. An Al agent deployed against a well-governed environment can be trusted with
more judgment—triaging leads, drafting renewal outreach, and flagging at-risk accounts
because the underlying data has already been made more reliable. We would highlight this as a
reason to prioritize data and process maturity before Al investment rather than as a reason to
treat Al itself as the primary technology lever.

The "Interaction Effect" Across a Mature Revenue Engine Environment

The most consequential impact is often the "interaction" between lenses rather than any single
one. A mature Measurement + Feedback Loop lens can surface where Demand Architecture or
Pipeline Mechanics underperforms, and a mature Technology Configuration lens lets the
organization act on that finding in weeks versus a full budget cycle. This is the practical
difference between a revenue function that improves through discrete, disconnected projects
and one that focuses on continuous improvement.
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Closing Perspective

The conclusion for CIOs and CROs is straightforward: revenue underperformance is rarely
solved by another isolated campaign, dashboard, workflow, or CRM configuration project. It
is solved when the organization treats revenue generation as an operating architecture—
connecting strategy, data, process, technology, Al, measurement, and governance into a
system that can improve continuously.

Coffee + Dunn is positioned to help leaders build that architecture on Microsoft. Our RE/OS
provides the diagnostic and operating model. Dynamics 365 Sales and Service, Dynamics 365
Customer Insights, Power Platform, Copilot Studio, and Fabric provide the platform
foundation. Our advisory, implementation, Al/data, and managed-services capabilities
connect both—turning Microsoft capability into a revenue engine that is commercially
measurable and technically governable.

Organizations evaluating their CRM initiative should expect a credible partner to do more
than recommend software or produce a strategy deck. The partner should be able to
diagnose where revenue is leaking, design the system required to close those gaps, build it
on a scalable platform, govern it responsibly, and stay engaged long enough for the

operating model to compound.

That's the role Coffee + Dunn is built to play.



ABOUT COFFEE + DUNN

We don't just do projects.
We do partnerships.

Coffee + Dunn delivers Al-ready revenue engines that fuel growth using
the Microsoft ecosystem. With 12+ years as a Microsoft partner, we go
beyond traditional CRM projects—combining strategy, process, data and
Al with technology to create connected revenue systems that drive
growth, velocity, and retention.

Our PLAN » BUILD » RUN framework and deep expertise in Dynamics 365,
Power Platform, Azure Al, and Copilot help companies improve
customer engagement.
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YEARS AS A ENGAGEMENTS CERTIFIED PARTNER OF THE YEAR
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