
Revenue Audit
& Growth Roadmap
A comprehensive audit of website performance, HubSpot CRM health, pipeline
integrity, and ICP alignment + a phased roadmap to close the gaps.
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P A R T  O N E

Revenue
Audit

01
Website Audit

UX & Messaging, SEO & Conversion Metrics

02
CRM Audit

Hygiene, Pipeline & Deal Data

03
Growth Strategy Audit

Execution against your stated Ideal Client Profile & Personas
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What follows is a detailed Revenue Audit broken into 3 key categories. You

will see assigned letter grades in comparison to best practice for your

industry, stage & growth goals.



R E V E N U E  A U D I T   ·   A N O N Y M I Z E D   ·   S U M M A R Y

Executive Scorecard

C
Website

UX & Messaging

3 Critical  ·  2 Needs Attention

Homepage value prop
misaligned with ICP. Navigation
buries key conversion paths.
Social proof thin.

TOP RECOMMENDATIONS

Rewrite hero headline to
lead with buyer outcome
Consolidate all CTAs to one
primary action
Add 3+ named logos and
vertical case studies
Flatten navigation to ≤ 5
top-level items

D
Website

SEO & Conversion

4 Critical  ·  1 Needs Attention

No content strategy,
inconsistent CTAs, Core Web
Vitals below benchmark.

TOP RECOMMENDATIONS

Launch content: 2
posts/week on ICP keywords
Fix Core Web Vitals: LCP to <
2.5s mobile
Build 3 dedicated ICP
landing pages
Consolidate to 1 primary + 1
secondary CTA

D
HubSpot

CRM Hygiene

4 Critical  ·  2 Needs Attention

~40% of contacts missing
lifecycle stage. Deal stages
undefined. Duplicate records
abundant.

TOP RECOMMENDATIONS

Define deal stage entry/exit
criteria
Backfill lifecycle stages on all
contacts
Run de-duplication sprint w/
a target < 3%
Build 8+ core automation
workflows

C
Pipeline &
Deal Data

2 Critical  ·  3 Needs Attention

Pipeline coverage insufficient
for ARR target. No weighted
forecast. Stale deals inflating
totals.

TOP RECOMMENDATIONS

Configure weighted forecast
by stage
Purge stale deals > 60 days
in stage
Add structured Loss Reason
field
Build board-ready pipeline
coverage report

B
ICP

Alignment

1 Critical  ·  2 Needs Attention

ICP documented but not
operationalized in CRM. SDR
outreach not segmented by ICP
fit score.

TOP RECOMMENDATIONS

Create ICP Fit Score field in
HubSpot
Backfill ICP score on all
contacts
Build ICP-segmented
outreach sequences
Add vertical-specific landing
pages

OVERALL  REVENUE READINESS

C+ Solid ICP foundation and deal activity, but critical gaps in CRM hygiene, website conversion, and pipeline visibility are limiting growth capacity and creating forecast
risk ahead of the PE growth mandate.
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A U D I T  F I N D I N G  0 1   ·   W E B S I T E

UX &	Messaging	Audit

C
Homepage messaging, navigation, and
social proof are not optimized for the
ICP or for driving inbound conversion
at the $25M ARR growth target.

WHAT WE EVALUATED

Homepage hero: headline, sub-copy, primary
CTA, visual hierarchy
Value proposition clarity and ICP specificity
Navigation structure and conversion path depth
Social proof: logos, testimonials, case studies
Mobile responsiveness and layout consistency
Above-the-fold content vs. scroll depth to CTAs

WHAT GOOD LOOKS LIKE

Hero states the outcome for the buyer, not a
product feature
Primary CTA visible without scrolling on desktop
and mobile
3+ named logos or case studies from relevant
verticals
Navigation leads to demo/contact within 2 clicks
Messaging matches the language buyers use, not
internal jargon

FINDINGS

CRITICAL Hero Headline	Doesn't	Speak	to	the	Buyer

Current headline leads with the platform name and a feature descriptor. The ICP (a fintech ops or growth leader) can't
immediately map it to their problem. No outcome + no specificity = no urgency.

CRITICAL Primary CTA	Buried	Below	the	Fold

'Request a Demo' appears after two scroll events on desktop. Conversion benchmark for SaaS landing pages shows
3× lift when the CTA is visible in the first viewport.

CRITICAL Social Proof	Is	Thin	and	Non-Specific

Two testimonial quotes without company, title, or metric. No named logos. No case study links. PE growth-stage buyers
expect vertical-specific proof before engaging.

NEEDS ATTENTION Navigation Has	7	Top-Level	Items

Industry benchmark for SaaS conversion is ≤ 5. Current structure creates decision fatigue and dilutes focus away from
the demo conversion path.

NEEDS ATTENTION Mobile Layout	Degrades	Significantly

Hero image and CTA stack awkwardly on mobile. With ~45% of B2B research now happening on mobile, this is a
meaningful conversion leak.
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A U D I T  F I N D I N G  0 2   ·   W E B S I T E

SEO &	Conversion	Audit

D
No content strategy, inconsistent CTAs,
and technical performance issues are
suppressing organic discoverability and
reducing the site's ability to convert
traffic that does arrive.

WHAT WE EVALUATED

BENCHMARK COMPARISONS

Organic keyword rankings and content inventory
Core Web Vitals (LCP, FID, CLS) via PageSpeed
Insights
CTA consistency, placement, and action-language
audit
Landing page structure and intent alignment
Backlink profile and domain authority benchmark
Blog/content cadence and topical authority

Core Web Vitals (LCP) 3.8s Target: < 2.5s

Blog Posts (Last 90 days) 0 Target: 4–8/mo

Organic Keywords (Top 10) 12 Target: 50+

CTA Variants on Site 6 Target: 1–2

Domain Authority 28 Target: 35+

FINDINGS

CRITICAL No Content	Strategy	or	Blog	Infrastructure

Zero posts published in the last 90 days. No keyword map, no editorial calendar, no topic clustering. Organic search is
delivering negligible inbound traffic to the top of funnel.

CRITICAL Core Web	Vitals	Failing	on	Mobile

LCP of 3.8 seconds on mobile (target: < 2.5s). CLS issues present on pricing and product pages. Google demotes pages
with poor Core Web Vitals in rankings.

CRITICAL 6 Different	CTA	Variants	Across	the	Site

'Get Started,' 'Learn More,' 'Request a Demo,' 'Talk to Sales,' 'Book a Call,' and 'Contact Us' all appear. No primary
conversion action is established, fragmenting signal and converting nothing.

CRITICAL No Conversion-Optimized	Landing	Pages

Paid and outbound traffic lands on the homepage. No dedicated pages for ICP segments, use cases, or campaigns = a
consistent CVR problem for any demand gen spend.

NEEDS ATTENTION Backlink Profile	Is	Thin	for	Domain	Authority

DA of 28 vs. category benchmark of 35+. No active PR, partnership, or thought leadership content driving inbound links.
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A U D I T  F I N D I N G  0 3   ·   H U B S P O T

CRM Hygiene	Audit

The CRM data in inconsistent. Lifecycle
stage gaps, undefined deal stages, and
duplicate records = pipeline data can't be
trusted and forecasting is guesswork.

WHAT WE EVALUATED

Contact record completeness and lifecycle stage
population
Deal stage definitions and exit criteria
documentation
Duplicate contact and company record volume
Property usage and custom field audit
Workflow and automation health check
Owner assignment coverage across contacts and
deals

CRM HEALTH METRICS

Contacts w/ Lifecycle Stage 61% Target: 95%+

Deals w/ Close Date Set 54% Target: 100%

Duplicate Contact Rate ~18% Target: < 3%

Owner Assigned (Contacts) 72% Target: 100%

Active Workflows 3 Target: 8–12

FINDINGS

CRITICAL 39% of	Contacts	Have	No	Lifecycle	Stage
Nearly 4 in 10 contacts are unclassified. Marketing automation can't segment correctly, lead scoring is unreliable,
and no one knows what to do with these records.

CRITICAL Deal Stages	Are	Labels,	Not	Definitions
5 deal stages exist in HubSpot but none have documented entry/exit criteria. Reps self-report stage on gut feel, making
pipeline reviews and forecasting unreliable.

CRITICAL ~18% Duplicate	Contact	Rate
Estimated 1,800+ duplicate records. Duplicates corrupt automation triggers, inflate contact counts, and cause
miscommunication when two reps unknowingly work the same lead.

CRITICAL Only 3	Active	Workflows	for	a	$25M	ARR	Business
Best-practice benchmark is 8–12 core workflows covering lead routing, lifecycle transitions, deal follow-up, and re-
engagement. Current automation is leaving revenue on the table.

NEEDS ATTENTION 28% of	Contacts	Have	No	Owner	Assigned
Unowned contacts fall into a follow-up black hole. Without ownership, no one is accountable for outreach and these
records age out of any sales motion.

NEEDS ATTENTION Custom Properties	Inconsistently	Populated
Key fields like 'ICP Fit Score,' 'Vertical,' and 'Deal Source' are filled in on fewer than 40% of deal records — making
segmentation and reporting unreliable.
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A U D I T  F I N D I N G  0 4   ·   H U B S P O T

Pipeline &	Deal	Data	Audit

Deal volume is present and activity
exists, but the pipeline lacks the
structure, coverage, and data integrity
needed to forecast confidently or hit the
PE growth target.

WHAT WE EVALUATED

Pipeline coverage ratio vs. ARR growth target
Deal age and stale deal volume by stage
Average deal size and velocity by segment
Weighted vs. unweighted forecast comparison
Win/loss rate by deal size and source
Close date accuracy (slippage rate)

PIPELINE SNAPSHOT

Pipeline Coverage Ratio 2.1× Target: 3–4×

Deals > 60 Days in Stage 34% Target: < 15%

Close Date Slippage Rate 51% Target: < 25%

Weighted Forecast in Use No Target: Yes

Avg Deal Size (Mid-Market) $42K Target: $65K 

FINDINGS

CRITICAL Pipeline Coverage	at	2.1×	=	Below	Target

A healthy pipeline for a $25M ARR business growing at PE-mandated rates requires 3–4× coverage. Current pipeline
leaves no room for normal deal slippage and will produce a miss if even moderate deals push.

CRITICAL 34% of	Deals	Are	Stale	(60+	Days	in	Stage)

One-third of the pipeline is stuck. These deals are either dead and unremoved, or not actively advanced. Both scenarios
corrupt the forecast and distort rep performance data.

NEEDS ATTENTION No Weighted	Forecast	Model	Configured

HubSpot's deal probability fields are unpopulated. All pipeline reporting is unweighted so a deal at 10% confidence looks
identical to one at 90%. Useless for board reporting.

NEEDS ATTENTION Close Date	Slippage	at	51%

More than half of all deals miss their CRM close date. This points to optimistic stage-setting by reps or a lack of manager
accountability on close date discipline.

NEEDS ATTENTION No Win/Loss	Data	Captured	Structurally

Loss reasons are in deal notes as free text, not in a structured field. Win/loss analysis is impossible to run at scale so
strategic insights remain on the table.
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A U D I T  F I N D I N G  0 5   ·   S T R A T E G Y

ICP Alignment	Audit

B
The ICP is aligned and the team agrees on
who the best customer is. The gap is
embedded it in CRM scoring, outreach
targeting, and content strategy.

WHAT WE EVALUATED

Existence and documentation of ICP definition
ICP operationalization in CRM (scoring,
segmentation)
Alignment between ICP and closed-won
customer base
SDR outreach targeting vs. ICP criteria
Website messaging alignment to ICP persona
Content and case study alignment to ICP
verticals

Verticals Fintech, Payments, Banking

CURRENT ICP DEFINITION (ANONYMIZED)

Revenue $10M–$100M ARR

Headcount 50–500 employees

Stage Series B / PE-backed

Tech Stack Salesforce or HubSpot, Stripe

Personas CRO, VP Sales, Head of RevOps

FINDINGS

CRITICAL ICP Not	Operationalized	in	HubSpot

No ICP fit score, no firmographic segmentation, no ICP tier field in CRM. The ICP exists in a document but has no
operational presence, so reps can't see which leads match it without looking it up separately.

NEEDS ATTENTION SDR Outreach	Is	Not	Segmented	by	ICP	Fit

Outreach sequences run broadly against all contacts. No prioritization by vertical, company size, or tech stack match.
Reps spend equal time on poor-fit and high-fit prospects.

NEEDS ATTENTION Website Messaging	Doesn't	Reflect	ICP	Verticals

The ICP centers on Fintech, Payments, and Banking, but the website has no vertical-specific pages, case studies, or
language. Generic messaging reduces relevance for high-fit visitors.

HEALTHY Closed-Won Base	Aligns	Well	with	ICP

79% of 24 closed-won accounts in the last 12 months match the defined ICP on vertical and company size. The ICP
definition itself is well-calibrated. The gap is activation.

HEALTHY Internal ICP	Alignment	Is	High

Sales, Marketing, and CS leadership all referenced the same ICP definition in interviews. No ambiguity about who the
best customer is, which is a meaningful competitive advantage at this stage.
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P A R T  T W O

Revenue
Roadmap

01
Phase 01: Foundation  ·  Days 1-45

Fix the critical infrastructure gaps creating risk today.

02
Phase 02: Scale  ·  Days 46-90

Build the systems and motion that carry the growth mandate.

03
Phase 03: Optimize  ·  Days 91+

Iterate, test, and compound the gains from Phases 1 & 2.
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What follows is a phased roadmap that directly addresses the findings from

the audit organized into three phases built for PE-backed growth targets.



R E V E N U E  R O A D M A P   ·   P H A S E  1   ·   D A Y S  1 – 4 5

Foundation -	Fix	What's	Broken

01 Eliminate the gaps creating revenue risk and forecasting blind spots right now. No new programs until the foundation holds.

1

Define Deal	Stage	Exit	Criteria

Write entry/exit criteria for all 5 deal stages. Align the team in a 90-min session.
Configure HubSpot deal stage properties with required fields that enforce criteria
at stage change.

Owner: Sales Leadership Effort: Low Impact: High

2

CRM Lifecycle	Stage	Backfill

Run a segmentation query against all contacts without a lifecycle stage. Assign
stages based on activity, deal association, and last touch. Implement a workflow to
auto-assign going forward.

Owner: RevOps Effort: Medium Impact: High

3

Duplicate Contact	Deduplication	Sprint

Use HubSpot's native deduplication tool + manual review of the top-18% duplicate
pool. Estimated 3–5 days of focused effort. Set up dedup rules to prevent
recurrence.

Owner: RevOps Effort: Medium Impact: Medium

4

Homepage Hero	Rewrite	+	CTA	Consolidation

Rewrite homepage headline to lead with buyer outcome. Consolidate all CTAs to
one primary ('Book a Demo') and one secondary ('See How It Works'). Copy-only
change, no dev required.

Owner: Marketing Effort: Low Impact: High

5

Win/Loss Structured	Field	Implementation

Create a required Loss Reason dropdown in HubSpot (8–10 options). Add to the
deal close workflow. Begin capturing structured win/loss data immediately, 90
days of data is actionable.

Owner: RevOps + Sales Effort: Low Impact: High

6

ICP Fit	Score	Field	+	Segmentation

Create a 3-tier ICP Fit Score (Tier 1 / Tier 2 / Not ICP) based on vertical, company
size, and tech stack. Backfill all existing contacts. Use to segment outreach
sequences and marketing automation.

Owner: RevOps Effort: Medium Impact: High
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R E V E N U E  R O A D M A P   ·   P H A S E  2   ·   D A Y S  4 6 – 9 0

02

Scale -	Build	the	Growth	Engine

With the foundation stable, build the programs and systems that convert the ICP strategy into consistent pipeline and revenue motion.

Owner: Marketing Effort: High Impact: High

8

Owner: RevOps + CRO Effort: Medium Impact: High

9

Owner: Sales + RevOps Effort: Medium Impact: High

7

Content Strategy	&	SEO	Foundation

Develop a 90-day editorial calendar targeting 12 high-intent keywords for the
Fintech/Payments ICP. Publish 2 posts/week. Set up HubSpot blog, meta structure,
and internal linking framework.

Weighted Forecast	Model	Configuration

Configure HubSpot deal probability by stage based on historical close rate data.
Build a board-ready forecast report showing weighted pipeline, coverage ratio, and
gap-to-target. First forecast review in week 7.

ICP-Segmented Outreach	Sequences

Build 3 distinct outreach sequences by ICP Tier (Tier 1 fintech, Tier 2 adjacent, Non-
ICP = no sequence). Configure enrollment triggers based on the ICP Fit Score field
from Phase 1.

10

Owner: Marketing Effort: Medium Impact: High

11

Owner: Sales Leadership Effort: Low Impact: High

12

Owner: Marketing + Dev Effort: Medium Impact: Medium

Conversion Landing	Pages	(3	ICP	Use	Cases)

Build dedicated landing pages for the 3 highest-performing ICP verticals. Each:
outcome-first headline, 1 CTA, 1 social proof item, form. Route paid and outbound
traffic here instead of homepage.

Stale Deal	Purge	+	Pipeline	Hygiene

Run a structured pipeline review to close-lost or push all deals > 60 days in stage
without documented next steps. Establish a weekly 30-min pipeline hygiene
cadence with each rep going forward.

Core Web	Vitals	Performance	Sprint

Improve LCP to < 2.5s on mobile (image optimization, lazy load, CDN). Fix CLS
issues on pricing and product pages. Resubmit to Google Search Console after
improvements.
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R E V E N U E  R O A D M A P   ·   P H A S E  3   ·   D A Y S  9 1 – 1 8 0

03 Iterate on what's working, build programs that compound over time, and create the reporting infrastructure to sustain growth independently.

13

Owner: RevOps + CRO Effort: Low Impact: High

14

Owner: CS + CRO Effort: High Impact: High

15

Owner: RevOps + Marketing Effort: High Impact: High

16

Owner: CRO + Finance Effort: Low Impact: Medium

17

Owner: Sales Leadership Effort: Medium Impact: High

18

Owner: Marketing + RevOps Effort: Medium Impact: Medium

Optimize -	Compound	the	Gains

Win/Loss Analysis	Program	(First	Cycle)

By Day 91, there will be 45 days of structured win/loss data from Phase 1. Run the
first formal win/loss analysis. Identify the top 3 loss reasons and build counter-
strategies into sales enablement.

Expansion Revenue	Motion	Design

Design a formal expansion playbook: define expansion triggers, build a CS-to-Sales
handoff process, create upsell-specific email sequences in HubSpot. Target NRR
improvement from current baseline.

Marketing Attribution	Model	Build

Implement multi-touch attribution reporting in HubSpot connecting marketing
activity to pipeline and closed revenue. Required for PE reporting and for making
confident marketing investment decisions.

Quarterly Pricing	Review	Process

Establish a recurring quarterly pricing review: review win/loss by price point,
competitive movement, and deal size trends. Document findings and update
pricing guardrails each quarter.

SDR Performance	Dashboard

Build a live HubSpot dashboard tracking SDR activity vs. quota: dials, connects,
meetings booked, opportunities created. Tie to weekly 1:1 cadence. Replace
spreadsheet-based tracking entirely.

Content-to-Pipeline Tracking	&	Iteration

Connect HubSpot blog and landing page traffic to contact records and pipeline
creation. Run monthly content performance reviews to double down on what's
driving pipeline and cut what isn't.
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R E V E N U E  R O A D M A P   ·   S U M M A R Y

180-Day Implementation	Timeline

Phase 1:	Foundation
Days 1–45

1 Define deal stage exit criteria

2 CRM lifecycle stage backfill

3 Duplicate contact deduplication

4 Homepage hero rewrite + CTA consolidation

5 Win/loss structured field implementation

6 ICP fit score field + segmentation in HubSpot

Phase 2:	Scale
Days 46–90

7 Content strategy & SEO foundation build

8 Weighted forecast model configuration

9 ICP-segmented outreach sequences

10 Conversion landing pages (3 ICP use cases)

11 Stale deal purge + pipeline hygiene protocol

12 Core Web Vitals performance sprint

Phase 3:	Optimize
Days 91–180

13 Win/loss analysis program (first cycle)

14 Expansion revenue motion design

15 Marketing attribution model build

16 Quarterly pricing review process

17 SDR performance dashboard & accountability

18 Content-to-pipeline tracking & iteration

E X P E C T E D  O U T C O M E S  B Y  D A Y  1 8 0
Pipeline Coverage
2.1× →	3.5×+

CRM Completeness
61% →	95%+

Organic Traffic
+60–80% vs.	baseline

Forecast Accuracy
Weighted model	live
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	Revenue Audit
	& Growth Roadmap
	A comprehensive audit of website performance, HubSpot CRM health, pipeline integrity, and ICP alignment + a phased roadmap to close the gaps.

	Revenue Audit
	PART ONE
	What follows is a detailed Revenue Audit broken into 3 key categories. You will see assigned letter grades in comparison to best practice for your industry, stage & growth goals.
	Website Audit
	UX & Messaging, SEO & Conversion Metrics

	CRM Audit
	Hygiene, Pipeline & Deal Data

	Growth Strategy Audit
	Execution against your stated Ideal Client Profile & Personas


	Executive Scorecard
	Website UX & Messaging
	3 Critical  ·  2 Needs Attention
	Homepage value prop misaligned with ICP. Navigation buries key conversion paths. Social proof thin.
	TOP RECOMMENDATIONS

	Rewrite hero headline to lead with buyer outcome
	Consolidate all CTAs to one primary action
	Add 3+ named logos and vertical case studies
	Flatten navigation to ≤ 5 top-level items

	Website SEO & Conversion
	4 Critical  ·  1 Needs Attention
	No content strategy, inconsistent CTAs, Core Web Vitals below benchmark.
	TOP RECOMMENDATIONS

	Launch content: 2 posts/week on ICP keywords
	Fix Core Web Vitals: LCP to < 2.5s mobile
	Build 3 dedicated ICP landing pages
	Consolidate to 1 primary + 1 secondary CTA

	HubSpot CRM Hygiene
	4 Critical  ·  2 Needs Attention
	~40% of contacts missing lifecycle stage. Deal stages undefined. Duplicate records abundant.
	TOP RECOMMENDATIONS

	Define deal stage entry/exit criteria
	Backfill lifecycle stages on all contacts
	Run de-duplication sprint w/ a target < 3%
	Build 8+ core automation workflows

	Pipeline & Deal Data
	2 Critical  ·  3 Needs Attention
	Pipeline coverage insufficient for ARR target. No weighted forecast. Stale deals inflating totals.
	TOP RECOMMENDATIONS

	Configure weighted forecast by stage
	Purge stale deals > 60 days in stage
	Add structured Loss Reason field
	Build board-ready pipeline coverage report

	ICP Alignment
	1 Critical  ·  2 Needs Attention
	ICP documented but not operationalized in CRM. SDR outreach not segmented by ICP fit score.
	TOP RECOMMENDATIONS

	Create ICP Fit Score field in HubSpot
	Backfill ICP score on all contacts
	Build ICP-segmented outreach sequences
	Add vertical-specific landing pages



	C+
	Solid ICP foundation and deal activity, but critical gaps in CRM hygiene, website conversion, and pipeline visibility are limiting growth capacity and creating forecast risk ahead of the PE growth mandate.

	UX & Messaging Audit
	OVERALL GRADE
	Homepage messaging, navigation, and social proof are not optimized for the ICP or for driving inbound conversion at the $25M ARR growth target.

	WHAT WE EVALUATED
	Homepage hero: headline, sub-copy, primary CTA, visual hierarchy
	Value proposition clarity and ICP specificity
	Navigation structure and conversion path depth
	Social proof: logos, testimonials, case studies
	Mobile responsiveness and layout consistency
	Above-the-fold content vs. scroll depth to CTAs

	WHAT GOOD LOOKS LIKE
	Hero states the outcome for the buyer, not a product feature
	Primary CTA visible without scrolling on desktop and mobile
	3+ named logos or case studies from relevant verticals
	Navigation leads to demo/contact within 2 clicks
	Messaging matches the language buyers use, not internal jargon

	FINDINGS
	Hero Headline Doesn't Speak to the Buyer

	CRITICAL
	Current headline leads with the platform name and a feature descriptor. The ICP (a fintech ops or growth leader) can't immediately map it to their problem. No outcome + no specificity = no urgency.
	Primary CTA Buried Below the Fold

	CRITICAL
	'Request a Demo' appears after two scroll events on desktop. Conversion benchmark for SaaS landing pages shows 3× lift when the CTA is visible in the first viewport.
	Social Proof Is Thin and Non-Specific

	CRITICAL
	Two testimonial quotes without company, title, or metric. No named logos. No case study links. PE growth-stage buyers expect vertical-specific proof before engaging.
	Navigation Has 7 Top-Level Items

	NEEDS ATTENTION
	Industry benchmark for SaaS conversion is ≤ 5. Current structure creates decision fatigue and dilutes focus away from the demo conversion path.
	Mobile Layout Degrades Significantly

	NEEDS ATTENTION
	Hero image and CTA stack awkwardly on mobile. With ~45% of B2B research now happening on mobile, this is a meaningful conversion leak.


	SEO & Conversion Audit
	OVERALL GRADE
	No content strategy, inconsistent CTAs, and technical performance issues are suppressing organic discoverability and reducing the site's ability to convert traffic that does arrive.

	WHAT WE EVALUATED
	Organic keyword rankings and content inventory
	Core Web Vitals (LCP, FID, CLS) via PageSpeed Insights
	CTA consistency, placement, and action-language audit
	Landing page structure and intent alignment
	Backlink profile and domain authority benchmark
	Blog/content cadence and topical authority
	Core Web Vitals (LCP)
	Blog Posts (Last 90 days)
	Organic Keywords (Top 10)
	CTA Variants on Site
	Domain Authority
	3.8s

	BENCHMARK COMPARISONS
	Target: < 2.5s
	Target: 4–8/mo
	Target: 50+
	Target: 1–2
	Target: 35+

	FINDINGS
	No Content Strategy or Blog Infrastructure

	CRITICAL
	Zero posts published in the last 90 days. No keyword map, no editorial calendar, no topic clustering. Organic search is delivering negligible inbound traffic to the top of funnel.
	Core Web Vitals Failing on Mobile

	CRITICAL
	LCP of 3.8 seconds on mobile (target: < 2.5s). CLS issues present on pricing and product pages. Google demotes pages with poor Core Web Vitals in rankings.
	6 Different CTA Variants Across the Site

	CRITICAL
	'Get Started,' 'Learn More,' 'Request a Demo,' 'Talk to Sales,' 'Book a Call,' and 'Contact Us' all appear. No primary conversion action is established, fragmenting signal and converting nothing.
	No Conversion-Optimized Landing Pages

	CRITICAL
	Paid and outbound traffic lands on the homepage. No dedicated pages for ICP segments, use cases, or campaigns = a consistent CVR problem for any demand gen spend.
	Backlink Profile Is Thin for Domain Authority

	NEEDS ATTENTION
	DA of 28 vs. category benchmark of 35+. No active PR, partnership, or thought leadership content driving inbound links.


	CRM Hygiene Audit
	OVERALL GRADE
	The CRM data in inconsistent. Lifecycle stage gaps, undefined deal stages, and duplicate records = pipeline data can't be trusted and forecasting is guesswork.

	WHAT WE EVALUATED
	Contact record completeness and lifecycle stage population
	Deal stage definitions and exit criteria documentation
	Duplicate contact and company record volume
	Property usage and custom field audit
	Workflow and automation health check
	Owner assignment coverage across contacts and deals

	CRM HEALTH METRICS
	Contacts w/ Lifecycle Stage
	61%
	Target: 95%+
	Deals w/ Close Date Set

	54%
	Target: 100%
	Duplicate Contact Rate

	~18%
	Target: < 3%
	Owner Assigned (Contacts)

	72%
	Target: 100%
	Active Workflows
	Target: 8–12


	FINDINGS
	39% of Contacts Have No Lifecycle Stage

	CRITICAL
	Nearly 4 in 10 contacts are unclassified. Marketing automation can't segment correctly, lead scoring is unreliable, and no one knows what to do with these records.
	Deal Stages Are Labels, Not Definitions

	CRITICAL
	5 deal stages exist in HubSpot but none have documented entry/exit criteria. Reps self-report stage on gut feel, making pipeline reviews and forecasting unreliable.
	~18% Duplicate Contact Rate

	CRITICAL
	Estimated 1,800+ duplicate records. Duplicates corrupt automation triggers, inflate contact counts, and cause miscommunication when two reps unknowingly work the same lead.
	Only 3 Active Workflows for a $25M ARR Business

	CRITICAL
	Best-practice benchmark is 8–12 core workflows covering lead routing, lifecycle transitions, deal follow-up, and re-engagement. Current automation is leaving revenue on the table.
	28% of Contacts Have No Owner Assigned

	NEEDS ATTENTION
	Unowned contacts fall into a follow-up black hole. Without ownership, no one is accountable for outreach and these records age out of any sales motion.
	Custom Properties Inconsistently Populated

	NEEDS ATTENTION
	Key fields like 'ICP Fit Score,' 'Vertical,' and 'Deal Source' are filled in on fewer than 40% of deal records — making segmentation and reporting unreliable.


	Pipeline & Deal Data Audit
	Pipeline Coverage at 2.1× = Below Target
	FINDINGS
	OVERALL GRADE
	CRITICAL
	A healthy pipeline for a $25M ARR business growing at PE-mandated rates requires 3–4× coverage. Current pipeline leaves no room for normal deal slippage and will produce a miss if even moderate deals push.
	Deal volume is present and activity exists, but the pipeline lacks the structure, coverage, and data integrity needed to forecast confidently or hit the PE growth target.
	34% of Deals Are Stale (60+ Days in Stage)

	CRITICAL
	One-third of the pipeline is stuck. These deals are either dead and unremoved, or not actively advanced. Both scenarios corrupt the forecast and distort rep performance data.

	WHAT WE EVALUATED
	Pipeline coverage ratio vs. ARR growth target
	Deal age and stale deal volume by stage
	Average deal size and velocity by segment
	Weighted vs. unweighted forecast comparison
	Win/loss rate by deal size and source
	Close date accuracy (slippage rate)
	No Weighted Forecast Model Configured

	NEEDS ATTENTION
	HubSpot's deal probability fields are unpopulated. All pipeline reporting is unweighted so a deal at 10% confidence looks identical to one at 90%. Useless for board reporting.
	Close Date Slippage at 51%

	PIPELINE SNAPSHOT
	Pipeline Coverage Ratio
	2.1×
	Deals > 60 Days in Stage

	34%
	Close Date Slippage Rate

	51%
	Weighted Forecast in Use

	No
	Avg Deal Size (Mid-Market)


	$42K
	Target: 3–4×
	Target: < 15%
	Target: < 25%
	Target: Yes

	NEEDS ATTENTION
	More than half of all deals miss their CRM close date. This points to optimistic stage-setting by reps or a lack of manager accountability on close date discipline.
	No Win/Loss Data Captured Structurally

	NEEDS ATTENTION
	Loss reasons are in deal notes as free text, not in a structured field. Win/loss analysis is impossible to run at scale so strategic insights remain on the table.
	Target: $65K


	ICP Alignment Audit
	OVERALL GRADE
	The ICP is aligned and the team agrees on who the best customer is. The gap is  embedded it in CRM scoring, outreach targeting, and content strategy.

	WHAT WE EVALUATED
	Existence and documentation of ICP definition
	ICP operationalization in CRM (scoring, segmentation)
	Alignment between ICP and closed-won customer base
	SDR outreach targeting vs. ICP criteria
	Website messaging alignment to ICP persona
	Content and case study alignment to ICP verticals

	CURRENT ICP DEFINITION (ANONYMIZED)
	Verticals
	Fintech, Payments, Banking

	Revenue
	$10M–$100M ARR
	Headcount
	50–500 employees

	Stage
	Series B / PE-backed

	Tech Stack
	Salesforce or HubSpot, Stripe

	Personas
	CRO, VP Sales, Head of RevOps

	ICP Not Operationalized in HubSpot


	FINDINGS
	CRITICAL
	No ICP fit score, no firmographic segmentation, no ICP tier field in CRM. The ICP exists in a document but has no operational presence, so reps can't see which leads match it without looking it up separately.
	SDR Outreach Is Not Segmented by ICP Fit

	NEEDS ATTENTION
	Outreach sequences run broadly against all contacts. No prioritization by vertical, company size, or tech stack match. Reps spend equal time on poor-fit and high-fit prospects.
	Website Messaging Doesn't Reflect ICP Verticals

	NEEDS ATTENTION
	The ICP centers on Fintech, Payments, and Banking, but the website has no vertical-specific pages, case studies, or language. Generic messaging reduces relevance for high-fit visitors.
	Closed-Won Base Aligns Well with ICP

	HEALTHY
	79% of 24 closed-won accounts in the last 12 months match the defined ICP on vertical and company size. The ICP definition itself is well-calibrated. The gap is activation.
	Internal ICP Alignment Is High

	HEALTHY
	Sales, Marketing, and CS leadership all referenced the same ICP definition in interviews. No ambiguity about who the best customer is, which is a meaningful competitive advantage at this stage.


	Revenue Roadmap
	PART TWO
	What follows is a phased roadmap that directly addresses the findings from the audit organized into three phases built for PE-backed growth targets.
	Phase 01: Foundation  ·  Days 1-45
	Fix the critical infrastructure gaps creating risk today.

	Phase 02: Scale  ·  Days 46-90
	Build the systems and motion that carry the growth mandate.

	Phase 03: Optimize  ·  Days 91+
	Iterate, test, and compound the gains from Phases 1 & 2.
	REVENUE ROADMAP  ·  PHASE 1  ·  DAYS 1–45



	Foundation - Fix What's Broken
	Eliminate the gaps creating revenue risk and forecasting blind spots right now. No new programs until the foundation holds.
	Define Deal Stage Exit Criteria
	Homepage Hero Rewrite + CTA Consolidation
	Rewrite homepage headline to lead with buyer outcome. Consolidate all CTAs to one primary ('Book a Demo') and one secondary ('See How It Works'). Copy-only change, no dev required.
	Write entry/exit criteria for all 5 deal stages. Align the team in a 90-min session. Configure HubSpot deal stage properties with required fields that enforce criteria at stage change.

	CRM Lifecycle Stage Backfill
	Win/Loss Structured Field Implementation
	Run a segmentation query against all contacts without a lifecycle stage. Assign stages based on activity, deal association, and last touch. Implement a workflow to auto-assign going forward.
	Create a required Loss Reason dropdown in HubSpot (8–10 options). Add to the deal close workflow. Begin capturing structured win/loss data immediately, 90 days of data is actionable.

	Duplicate Contact Deduplication Sprint
	ICP Fit Score Field + Segmentation
	Use HubSpot's native deduplication tool + manual review of the top-18% duplicate pool. Estimated 3–5 days of focused effort. Set up dedup rules to prevent recurrence.
	Create a 3-tier ICP Fit Score (Tier 1 / Tier 2 / Not ICP) based on vertical, company size, and tech stack. Backfill all existing contacts. Use to segment outreach sequences and marketing automation.
	LIMITLESS GROWTH CONSULTING AGENCY  ·  WWW.LIMITLESSCONSULTING.AGENCY  ·  CONFIDENTIAL
	REVENUE ROADMAP  ·  PHASE 2  ·  DAYS 46–90



	Scale - Build the Growth Engine
	With the foundation stable, build the programs and systems that convert the ICP strategy into consistent pipeline and revenue motion.
	Content Strategy & SEO Foundation
	Conversion Landing Pages (3 ICP Use Cases)
	Develop a 90-day editorial calendar targeting 12 high-intent keywords for the Fintech/Payments ICP. Publish 2 posts/week. Set up HubSpot blog, meta structure, and internal linking framework.
	Build dedicated landing pages for the 3 highest-performing ICP verticals. Each: outcome-first headline, 1 CTA, 1 social proof item, form. Route paid and outbound traffic here instead of homepage.

	Weighted Forecast Model Configuration
	Stale Deal Purge + Pipeline Hygiene
	Configure HubSpot deal probability by stage based on historical close rate data. Build a board-ready forecast report showing weighted pipeline, coverage ratio, and gap-to-target. First forecast review in week 7.
	Run a structured pipeline review to close-lost or push all deals > 60 days in stage without documented next steps. Establish a weekly 30-min pipeline hygiene cadence with each rep going forward.

	ICP-Segmented Outreach Sequences
	Core Web Vitals Performance Sprint
	Build 3 distinct outreach sequences by ICP Tier (Tier 1 fintech, Tier 2 adjacent, Non-ICP = no sequence). Configure enrollment triggers based on the ICP Fit Score field from Phase 1.
	Improve LCP to < 2.5s on mobile (image optimization, lazy load, CDN). Fix CLS issues on pricing and product pages. Resubmit to Google Search Console after improvements.
	LIMITLESS GROWTH CONSULTING AGENCY  ·  WWW.LIMITLESSCONSULTING.AGENCY  ·  CONFIDENTIAL
	REVENUE ROADMAP  ·  PHASE 3  ·  DAYS 91–180



	Optimize - Compound the Gains
	Iterate on what's working, build programs that compound over time, and create the reporting infrastructure to sustain growth independently.
	Win/Loss Analysis Program (First Cycle)
	Quarterly Pricing Review Process
	By Day 91, there will be 45 days of structured win/loss data from Phase 1. Run the first formal win/loss analysis. Identify the top 3 loss reasons and build counter-strategies into sales enablement.
	Establish a recurring quarterly pricing review: review win/loss by price point, competitive movement, and deal size trends. Document findings and update pricing guardrails each quarter.

	Expansion Revenue Motion Design
	SDR Performance Dashboard
	Design a formal expansion playbook: define expansion triggers, build a CS-to-Sales handoff process, create upsell-specific email sequences in HubSpot. Target NRR improvement from current baseline.
	Build a live HubSpot dashboard tracking SDR activity vs. quota: dials, connects, meetings booked, opportunities created. Tie to weekly 1:1 cadence. Replace spreadsheet-based tracking entirely.

	Marketing Attribution Model Build
	Content-to-Pipeline Tracking & Iteration
	Implement multi-touch attribution reporting in HubSpot connecting marketing activity to pipeline and closed revenue. Required for PE reporting and for making confident marketing investment decisions.
	Connect HubSpot blog and landing page traffic to contact records and pipeline creation. Run monthly content performance reviews to double down on what's driving pipeline and cut what isn't.
	LIMITLESS GROWTH CONSULTING AGENCY  ·  WWW.LIMITLESSCONSULTING.AGENCY  ·  CONFIDENTIAL
	REVENUE ROADMAP  ·  SUMMARY



	180-Day Implementation Timeline
	Days 1–45
	Phase 1: Foundation
	Phase 2: Scale
	Phase 3: Optimize
	Days 46–90
	Days 91–180
	Define deal stage exit criteria
	Content strategy & SEO foundation build
	Win/loss analysis program (first cycle)
	CRM lifecycle stage backfill
	Duplicate contact deduplication
	Homepage hero rewrite + CTA consolidation
	Win/loss structured field implementation
	Weighted forecast model configuration
	ICP-segmented outreach sequences
	Conversion landing pages (3 ICP use cases)
	Stale deal purge + pipeline hygiene protocol
	Expansion revenue motion design
	Marketing attribution model build
	Quarterly pricing review process
	SDR performance dashboard & accountability
	ICP fit score field + segmentation in HubSpot
	Core Web Vitals performance sprint
	Content-to-pipeline tracking & iteration
	EXPECTED OUTCOMES BY DAY 180
	LIMITLESS GROWTH CONSULTING AGENCY  ·  WWW.LIMITLESSCONSULTING.AGENCY  ·  CONFIDENTIAL




