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Abstract: Marketing consulting has always traded on one
deceptively simple promise: if a firm can name the constraint that
throttles growth, it can design an intervention that releases that
constraint faster than competitors do. In practice, the promise is
hard to cash. Modern growth systems span channels, teams,
technologies, and customer touchpoints, so the “bottleneck” is
rarely a single broken tactic. It is more often a mismatch between
how customers move through a journey and how the organization
measures, prioritizes, and executes that journey. The challenge is
methodological: consultants need a diagnostic approach that is

are credited. Publishedby5*Dimension Research Publication rigorous enough to separate signal from noise, yet pragmatic
enough to work under real-world constraints such as incomplete
data, short decision windows, and political realities inside client
organizations. This article develops an empirical mixed-methods
toolkit for diagnosing client growth bottlenecks in marketing
consulting by synthesizing and recoding findings from a focused
corpus of prior empirical and practice-grounded studies and
translating them into an integrated diagnostic workflow that can be

implemented in engagements with limited primary data collection.
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1. Introduction

Marketing consulting fundamentally revolves around a single, powerful premise: accelerating client growth by identifying
and eliminating constraints. However, in today's highly complex commercial environments - characterized by fragmented
customer touchpoints, sophisticated digital sales technologies, and multi-channel interactions - pinpointing the exact constraint
has become a formidable challenge. The root cause of stagnant revenue is rarely a single broken tactic or a solitary
underperforming channel; rather, it is frequently a systemic mismatch between how customers navigate their decision journey
and how the organization measures, governs, and executes its revenue processes.

Despite the wealth of academic knowledge regarding customer relationship management (CRM), customer experience
modeling, and marketing-sales integration, a significant methodological gap remains for practitioners. Consultants operating in
the field face immense pressure to deliver rapid, actionable insights, yet they must do so under strict real-world constraints,
including fragmented or incomplete primary data, short diagnostic decision windows, and complex organizational politics.
Without a rigorous diagnostic framework, consultants often default to ad-hoc pattern matching or rely heavily on isolated
automation metrics, which can lead to superficial interventions that address symptoms rather than the underlying structural
mechanisms.

To bridge the gap between academic theory and consulting practice, this article develops an empirical, mixed-methods
toolkit tailored for diagnosing client growth bottlenecks. By systematically synthesizing and recoding findings from a targeted
corpus of prior empirical and practice-grounded studies, this research translates disparate academic silos into an integrated,
repeatable diagnostic workflow. The toolkit is designed to provide consultants with a pragmatic way to separate signal from
noise, relying on triangulated data to build and test mechanistic hypotheses before recommending interventions.

The remainder of this article is structured as follows. First, the Literature Review explores the foundational academic
building blocks across CRM process measurement, customer journey analysis, and marketing-sales coordination. Next, the
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Methodology section details the structured secondary coding of the existing evidence base. The Results section introduces the
integrated mixed-methods diagnostic toolkit and its sequential application. Finally, the Discussion and Conclusions sections
address contemporary challenges, such as the impact of Al and dynamic funnel structures, while outlining the practical
implications and boundary conditions of this diagnostic approach.

2. Literature Review

The academic literature offers several mature building blocks for such a toolkit, but they tend to sit in separate “silos” that
consultants must reconcile. Customer relationship management research, for example, frames growth as a process capability
that can be measured and improved when cross-functional processes are aligned around customer value creation®. Empirical
work on CRM implementation shows that technology is not a substitute for organizational design: the performance effects of
CRM depend jointly on technological implementation and organizational implementation, meaning that data systems without
governance, incentives, and routines produce weaker or inconsistent returns2. A complementary empirical stream defines CRM
performance more granularly by treating relationship management as a multi-stage process - initiating, maintaining, and
terminating relationships - and linking process quality to both perceptual and objective performance outcomes®. Together, these
studies imply that many “growth” problems diagnosed as marketing issues are in fact process capability issues that sit at the
marketing-sales—service boundary.

Customer journey research sharpens this point by showing that value creation is distributed across stages of awareness,
consideration, purchase, and post-purchase engagement rather than concentrated at the moment of conversion. The customer
journey is not merely a map of touchpoints; it is the temporal structure in which customers interpret and re-interpret value®. In
service contexts, methods that translate customer experience data into design inputs are especially relevant to consulting
diagnostics because they enable moving from qualitative experience narratives to actionable process representations®. Empirical
work further demonstrates that journey analysis is not an abstract exercise: organizations can improve service quality by
identifying friction points and redesigning touchpoints once journeys are systematically captured and analyzed®. A systematic
review of customer journey research reinforces that journey work becomes diagnostic when it links observed touchpoint patterns
to underlying mechanisms such as information asymmetry, role clarity, and coordination breakdowns’. For consultants, the
methodological implication is that “bottlenecks” should be conceptualized as journey-stage constraints, not only as channel-
level performance gaps.

A third set of foundations comes from research on marketing—sales integration and the economics of follow-up. When
growth stalls, a common and costly failure is the leakage between demand generation and revenue realization. The “sales lead
black hole” phenomenon - where a large share of marketing-generated leads are not pursued by sales - shows that pipeline
conversion problems may be rooted in competing demands, misaligned incentives, or poor lead qualification rather than weak
top-of-funnel volume®. Managerial research has also highlighted that conflict between sales and marketing can become a
structural bottleneck if the two functions operate under different assumptions about what constitutes value and accountability,
and that aligning processes and metrics is often a larger lever than adding more campaign activity®. These insights matter for
consulting diagnostics because they warn against the simplistic “more leads” remedy and encourage measurement of throughput,
follow-up latency, and handoff quality.

Recent empirical work on digital sales technologies and marketing analytics adds a contemporary layer: many clients now
have abundant tools but ambiguous performance returns. Evidence from B2B contexts indicates that innovative digital sales
technologies can improve financial performance, yet payoff is contingent on complementarities between customer-sensing and
customer-linking technologies, and on contextual factors such as product complexity and customer need complexity?®.
Similarly, a longitudinal perspective on marketing analytics suggests that analytics use can drive customer agility and custo mer
satisfaction over time, and that the magnitude of these effects depends on complementary capabilities such as data-driven culture
and the turbulence of the environment!®, These studies imply that “tool adoption” is not itself a bottleneck diagnosis; rather, the
bottleneck is often a missing capability that prevents tools from translating into decisions and coordinated actions.

Toolkit Precedents in Consulting Methodology

A separate but related literature addresses how diagnostic toolkits themselves should be built and validated, rather than
what mechanisms they should target. Case-based theory-building emphasizes that robust practical frameworks emerge from
iterative comparison across cases rather than from a single confirmatory instance, and that researchers should actively seek
disconfirming cases before generalizing a mechanism [18]. This logic underpins the falsification-oriented sequencing adopted
here: friction hypotheses generated from qualitative work are treated as provisional until tested against independent behavioral
or process data, rather than accepted on the strength of narrative plausibility alone. Guidance on mixed-methods integration
further specifies that qualitative and quantitative strands should inform each other's design rather than run in parallel as separate
validation exercises [19]; the toolkit operationalizes this by letting the qualitative journey module determine which quantitative
tests are diagnostic for a given engagement, instead of running a fixed battery of metrics regardless of context. Consulting-
specific diagnostic work has historically relied on proprietary frameworks that are rarely published in enough detail to be
independently evaluated, which creates a methodological gap this article addresses directly: an explicit, citable coding logic
(Section 111) that a reader could, in principle, replicate or challenge. This transparency requirement distinguishes an academic
toolkit contribution from an internal consulting methodology, and it is the reason the corpus-coding procedure is documented
at the level of individual feature extraction rather than summarized as a black-box "framework."
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The toolkit developed here therefore starts from an operational definition of a growth bottleneck: a stable constraint in the
end-to-end revenue system that limits throughput or value capture at a specific journey stage, and that persists across short-term
tactical fluctuations. This definition is consistent with the idea that relationship marketing outcomes depend on mediating
mechanisms (such as trust and commitment) that can be strengthened or weakened by contextual factors and governance
choices??. It also aligns with work emphasizing that customer experience should be treated as a management concept that
requires implementation choices, not only conceptual agreement®. By combining these perspectives, bottlenecks can be
classified into four families that are diagnostically useful: (1) market-to-message bottlenecks (weak problem-solution fit or
weak value articulation), (2) message-to-journey bottlenecks (inconsistent touchpoint design, friction, or information failures),
(3) journey-to-revenue bottlenecks (handoff failures, follow-up leakage, or pricing/offer issues), and (4) revenue-to-renewal
bottlenecks (low retention, low expansion, or weak customer success routines). The consultant’s job is not merely to identify
the family but to determine the causal mechanism and the feasible intervention under constraints.

3. Material And Methods

Because the present study does not add new primary field data, its empirical contribution takes the form of structured
secondary coding of a targeted corpus of prior studies and practice-grounded articles relevant to growth diagnosis in marketing
and sales systems. The corpus was assembled to cover CRM process measurement and implementation®22, journey modeling
and journey-based quality improvement*567 funnel leakage and marketing-sales coordination®®, relationship marketing
effects??, customer experience implementation?®!4, and contemporary digital/analytics enablers that reshape diagnostic
signalst®11:151617 - Methodological guidance for synthesizing and integrating evidence across quantitative and qualitative
traditions was anchored in established work on theory building from cases and mixed methods integration*®1°, The intention is
not to claim a full systematic review; rather, it is to translate a coherent set of empirical findings into a repeatable consulting
toolkit.

Corpus Selection and Coding Framework

Sources were selected against four inclusion criteria: (a) publication in a peer-reviewed marketing, management, or
information-systems outlet, or a widely cited practitioner outlet with an identifiable empirical or field basis; (b) an explicit focus
on a mechanism relevant to revenue growth - process capability, journey structure, sales—marketing coordination, or technology-
enabled analytics; (c) sufficient methodological transparency to support feature extraction, i.e., a describable sample, method,
and outcome measure, or, for conceptual pieces, an explicit theoretical mechanism; and (d) publication within a window that
privileges contemporary digital and platform contexts while retaining foundational works whose mechanisms remain
empirically unchallenged. Sources were excluded when they addressed growth exclusively through brand-level or
macroeconomic constructs unconnected to an operational diagnostic, when they lacked any identifiable empirical or field
grounding, or when their contribution duplicated a mechanism already represented by a more methodologically detailed source
in the corpus. This yielded a final corpus of 20 sources spanning five dominant lenses, summarized in Table 2 and Figure 2.
The secondary coding proceeded by extracting, for each source, five features that matter for diagnosis: the focal stage of the
journey or funnel, the unit of analysis (customer, account, team, or firm), the diagnostic signals emphasized (behavioral metrics,
perceptual measures, process measures, or capability measures), the method type (survey, longitudinal panel,
experimental/quasi-experimental, case-based field study, or conceptual synthesis grounded in evidence), and the bottleneck
mechanism implied. This structured extraction is an empirical act in the sense of making explicit, comparable observations
about prior empirical work and treating the extracted features as data for synthesis.

Synthesis Procedure

Feature extraction proceeded in two passes. In the first, open-coding pass, each source was read in full and annotated
against the five features above without a predefined category scheme, following the constant-comparison logic used in theory-
building from cases [18]. In the second, axial-coding pass, the resulting annotations were grouped into a working taxonomy of
four bottleneck families - market-to-message, message-to-journey, journey-to-revenue, and revenue-to-renewal - by clustering
sources whose implied mechanisms addressed the same stage transition in the growth system, consistent with guidance on
integrating qualitative pattern-finding with quantitative constructs in mixed-methods research®®. Where a source implicated
more than one mechanism, it was coded to its most proximate causal stage - the stage at which the paper's own evidence most
directly intervened - while its secondary implication was retained as a cross-reference in the coding notes. Because coding was
performed by a single reviewer, two safeguards were applied to limit interpretive drift: a cooling-off re-read of the full corpus
after an interval of several days, checking each classification against the original source text, and an explicit decision log
recording the rationale for every borderline classification. This single-coder design is an acknowledged limitation, discussed
further below, rather than a substitute for double-blind inter-rater coding.

Across the corpus, a clear pattern emerges: studies that report meaningful performance effects tend to link outcomes to
process or capability variables rather than to isolated tactics. CRM studies connect performance to process measurement and
organizational implementation?3, Journey studies connect improvements to the ability to represent journeys in a form that
supports redesign and governance®®. Funnel and sales technology studies connect performance to execution conditions and
complementarities rather than to adoption alone®1%. In other words, the empirically supported “levers” tend to be structural.
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Methodological Limitations of the Synthesis

Three limitations attach specifically to the synthesis method rather than to the toolKkit's later application. First, single-coder
classification, even with the safeguards described above, cannot rule out interpretive bias in how mechanisms were assigned to
families; a double-coded replication would strengthen confidence in the taxonomy. Second, the corpus - though deliberately
diversified across CRM, journey, sales-coordination, and analytics literatures - is not the product of an exhaustive systematic
search protocol, so the prevalence figures reported in Table 2 and Figure 3 describe this corpus rather than the marketing-
consulting literature at large. Third, practice-grounded sources were included alongside peer-reviewed studies to preserve real-
world relevance, which introduces heterogeneity in evidentiary strength that the coding scheme records, via method type, but
does not statistically weight. These limitations bound the toolkit's claims to those appropriate for a synthesis-based diagnostic
instrument: internally coherent and traceable to named mechanisms, but not yet validated through prospective field testing.

Engagement Readiness Checklist

Before applying the toolkit, consultants benefit from an explicit check of what data the engagement can realistically support,
since the three steps place different minimum demands on data access. Table 3 summarizes these requirements and the proxies
the toolkit uses when the ideal data source is unavailable - a common situation in early-stage or data-immature client
organizations.

Toolkit step Ideal data source Minimum viable proxy Risk if proxy is used
1. Throughput profile Stage-level CRM/funnel Manual sample of 20-30 Lower precision on latency
event logs, 12+ months account histories estimates
2. Journey module | Recorded sales calls, support | 5-10 structured stakeholder | Findings reflect recent, salient
tickets, CX survey data interviews cases only
3. Quantitative test Repeated-measures panel Single cross-section with Cannot test directionality
data across >2 periods retrospective recall (family 4 only)

Table no 1: Minimum data requirements by toolkit step, with fallback proxies

4. Result

Based on this synthesis, the diagnostic toolkit is designed as a mixed-methods sequence with three principles. First, start
broad and converge: begin with a system-level scan of the revenue engine to avoid premature fixation, then progressively focus
on the smallest set of mechanisms that plausibly explain the observed constraints. Second, triangulate signals: combine
behavioral metrics (what customers do), perceptual data (what customers and teams report), and process/capability data (how
work is executed and governed). Third, privilege falsification over narration: treat early hypotheses as provisional, actively seek
disconfirming evidence, and document uncertainty in a way that supports decision-making.

In practical terms, the toolkit begins with an “end-to-end throughput” profile. Consultants map the client’s growth system
as a sequence of stages with throughput measures and latency measures at each stage. The aim is not to build a perfect model
but to identify where flow drops or slows in a way that is persistent across recent periods. This aligns with CRM’s process
orientation: growth is a cross-functional process, so throughput profiling needs to include marketing, sales, and post-sale
handoffs’. When data are incomplete, the consultant can still approximate throughput by triangulating basic funnel counts, time-
to-next-step measures, and sampling of representative account histories. The profile is then interpreted through a “journey lens,”
acknowledging that customers may take non-linear paths, revisit stages, or use multiple touchpoints, and that these behaviors
can shift depending on context®.

Once a candidate constraint is identified, the toolkit uses a journey-based qualitative module to understand mechanisms.
Journey interviews and touchpoint reconstructions are conducted with a deliberately small number of customers and internal
stakeholders because the purpose is diagnostic, not representational.

1. Throughput profile 2. Journey module 3. Quantitative test
System-level scan of Qualitative interviews Four analysis families
stage throughput and and touchpoint used to confirm or

latency across the reconstruction to build falsify the friction
revenue system friction hypotheses hypotheses

evid
Figure 1: Sequential structure of the mixed-methods diagnostic toolkit
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The method adapts customer experience modeling logic by translating narrative and observational inputs into an
experience representation that identifies roles, activities, information needs, and breakdown points®. The output is a “friction
hypothesis” set: specific points where customers struggle to understand value, struggle to complete actions, or encounter
inconsistent guidance. These hypotheses are then tested against behavioral data and operational data rather than treated as

conclusions.

20)

Number of sources (n

0
Customer journey /

service design

Figure 2: Source corpus distribution by dominant lens

CRM framework

Funnel & sales
process

Consulting diagnosis Growth/positioning

practice books

A key advantage of a mixed-methods diagnostic is that qualitative insights guide which quantitative tests are worth
running. For example, if interviews indicate that customers hesitate because they do not understand what happens after a demo,
the quantitative test is not merely conversion rate; it is conversion rate conditional on exposure to a specific piece of information,
and latency between demo and proposal. If internal interviews suggest that leads are not followed up because reps distrust lead
quality, the tests focus on follow-up rates by lead source, lead scoring thresholds, and opportunity outcomes, reflecting the
mechanisms documented in the sales lead black hole research®. Similarly, if the suspected bottleneck lies in marketing—sales
coordination, diagnostics examine how definitions, incentives, and governance create systemic conflict, echoing the managerial
evidence that alignment problems can be more constraining than demand volume®.

Analysis family

Focus

Example metric

Typical data requirement

Descriptive Stage-to-stage conversion and Conversion rate by stage; Funnel event logs, CRM stage
throughput & time-in-stage days-to-next-step timestamps
latency
Process CRM process quality and Follow-up compliance rate; CRM activity records, process
measurement execution discipline account-planning completion audits
Capability Whether tool use translates Performance delta, high- vs Tool usage logs plus

complementarity

into performance under
specific conditions

low-capability segments

capability/context ratings

Longitudinal
directionality

Temporal ordering between
analytics use and outcomes

Cross-lagged correlation,
analytics adoption vs.
retention

Repeated-measures panel data
(>2 waves)

Analysis family Focus Example metric Typical data requirement
Descriptive Stage-to-stage conversion and Conversion rate by stage; Funnel event logs, CRM stage
throughput & time-in-stage days-to-next-step timestamps
latency
Process CRM process quality and Follow-up compliance rate; CRM activity records, process
measurement execution discipline account-planning completion audits
Capability Whether tool use translates Performance delta, high- vs Tool usage logs plus

complementarity

into performance under
specific conditions

low-capability segments

capability/context ratings

Longitudinal
directionality

Temporal ordering between
analytics use and outcomes

Cross-lagged correlation,
analytics adoption vs.
retention

Repeated-measures panel data
(>2 waves)

Table no 2: Four families of quantitative analyses in the toolkit

Published By: Fifth Dimension Research Publication

https://fdrpjournals.org/

130|Page



Methodology for Diagnosing Client Growth Bottlenecks in Marketing Consulting: An Empirical Mixed-
Methods Toolkit

The toolkit’s quantitative module therefore includes four families of analyses that match common consulting data
availability. The first family is descriptive throughput and latency analysis: stage-to-stage conversion, time-in-stage, and
variance over time, with segmentation by channel, segment, or offer. The second family is process measurement analysis:
indicators of CRM process quality, such as relationship initiation routines, account planning discipline, follow-up compliance,
and retention practices, drawing on CRM measurement logic®. The third family is capability complementarity analysis: whether
tool usage translates into performance only under certain capability conditions, reflecting evidence that digital sales technology
payoffs depend on complementarities and context!®, The fourth family is longitudinal directionality analysis where feasible:
whether changes in analytics use precede changes in agility and satisfaction or vice versa, guided by longitudinal findings in
analytics research™. Not every engagement supports all four families; the consultant chooses the smallest set that can
discriminate among plausible mechanisms.

30

25%

Prevalence in coded units (%)

Acquisition Activation Conversion Retention & Expansion Capability &
(Channel-Market FitjFirst-Value Experience)  (Offer, Sales, (Value Realization) Instrumentation
Proposal Fit) (Data/Process Readiness)

Figure 3: Results

To illustrate how “small empirical work” can be conducted without collecting original client data for publication, the
article provides an evidence-mapping demonstration grounded in the secondary coding described above. Each of the 20 sources
was coded into one primary bottleneck family and one primary mechanism label. The distribution is instructive. A substantial
share of studies point to journey-to-revenue bottlenecks driven by handoff, follow-up, and coordination mechanisms®®16,
Another cluster points to message-to-journey bottlenecks, where experience representation and touchpoint redesign are required
to reduce friction®®. A third cluster emphasizes capability-mediated constraints, especially where technology adoption does not
translate into performance due to missing complementarity?1%!1, Finally, relationship and customer experience research
highlights revenue-to-renewal constraints driven by trust, expectations, and implementation of experience management!213.14,
The point is not that these clusters are mutually exclusive, but that the empirical literature repeatedly points consultants toward
structural mechanisms.

Source Dominant lens B?c;trlﬁir;;(:k Mechanism Method type
[1] Payne & Frow CRM framework Procgs_s Cross:—functlonal Conceptual synthesis
capability alignment
[2] Becker et al. CRM framework Procgs_s Tech-org . Survey
capability complementarity
. Process .
[3] Reinartz et al. CRM framework capability Process-stage quality Survey
[4] Lemon & Customer journey Message-to- Stage-based value Conceptual synthesis
Verhoef journey interpretation
[5] Teixeira et al. Customer journey Message-to- Experience-to-design | ~.co paced field study
journey translation
[6] Halvorsrud et al. Customer journey Mfgzarlgg;o- Friction-point redesign | Case-based field study
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[8] Sabnis et al. Funnel & sales Journey.-to- Lead follow-up failure Quasi-experimental

process revenue

[9] Kotler et al. Funnel & sales Journey-to- Sales—marketlng Conceptual synthesis

process revenue conflict
. Consulting diagnosis Capability- Tech—capability N
[10] Friess et al. & PSE mediated complementarity Longitudinal panel
Consulting diagnosis Capability- . e -

[11] Agag et al. & PSE mediated Analytics—agility link Longitudinal panel
[12] Palmatier et al. | Growth/positioning Rer\éﬁgtxélto' Relaﬂon:?flé) C-tr:arketlng Meta-analysis
[13] Homburgetal. | Growth/positioning Revenue-to- CX-management Conceptual synthesis

renewal implementation
[17] de Almeida & Growth/positioning Journey-to- Dynamic funnel Longitudinal panel
Vieira revenue structure

Table no 3: Coded evidence corpus by bottleneck family, dominant mechanism, and method type

Illustrative Application: A Hypothetical B2B SaaS Engagement

To make the toolKit's sequencing concrete, consider a stylized (non-empirical, illustrative) engagement with a mid-market
B2B SaaS firm reporting "flat pipeline growth despite increased marketing spend." Applying Step 1, the consultant builds a
throughput profile across five stages — visit, lead, qualified opportunity, proposal, closed-won — and finds that stage-to-stage
conversion from lead to qualified opportunity has fallen over the past two quarters while upstream visit-to-lead conversion has
held steady. This pattern alone is consistent with several distinct mechanisms: weaker lead quality, slower sales follow-up, or a
mismatch between what marketing promises and what sales can credibly deliver. A purely quantitative read of the funnel cannot
distinguish between them, which is why Step 2 follows immediately rather than triggering a premature fix.

In Step 2, journey interviews with a small sample of recently lost opportunities and the sales team surface a friction
hypothesis: prospects arrive expecting a specific integration capability that marketing content emphasizes, but the capability is
only available on a higher-tier plan not mentioned until late in the sales process. Internally, sales reports frustration at re-
explaining pricing tiers after prospects have already anchored on the advertised capability. This is a candidate message-to-
journey bottleneck - the message and the journey it sets up do not match the actual decision path.

Step 3 tests this hypothesis rather than accepting it. The consultant examines follow-up latency and disqualification reasons
by lead source (process-measurement family), checks whether the conversion drop is concentrated among leads exposed to the
specific marketing asset that emphasizes the integration capability (descriptive throughput family), and reviews whether the
pattern holds across account segments with different pricing sensitivity (capability-complementarity family). If the drop is
concentrated in exactly the segment exposed to that asset, the friction hypothesis is corroborated and the intervention is narrow
and low-risk: revise the asset and align it with actual plan tiers, rather than launching a broader "improve lead quality" initiative
that would not address the actual mechanism. If the drop is not concentrated there, the hypothesis is provisionally rejected and
the diagnostic returns to Step 1 with the ruled-out mechanism removed from consideration - the falsification loop shown in
Figure 1.

This walkthrough is illustrative rather than a validated case study; no client data are reported, and the figures are chosen
only to demonstrate how the three steps constrain each other. Its purpose is methodological: to show that the toolkit's value lies
in preventing consultants from treating the first plausible mechanism as the confirmed one.

lustrative Application: A Professional Services Firm

A second, contrasting example shows the toolkit's behavior outside a digital-first funnel. A boutique professional services
firm reports that new-client referrals remain strong but that expansion revenue from existing clients has stagnated. Step 1's
throughput profile is unusual here: because the "funnel™ is largely relational rather than digital, the consultant substitutes meeting
cadence, scope-expansion proposals sent, and proposal-to-engagement conversion as throughput proxies. The profile shows that
scope-expansion proposals are being sent at a stable rate, but their conversion into signed engagements has fallen over the past
year - a pattern that, unlike the SaaS case, sits later in the journey, closer to the revenue-to-renewal family.

Step 2 qualitative work - short interviews with account leads and a handful of clients who declined an expansion proposal
- surfaces a friction hypothesis distinct from the Saa$S case: clients report that expansion proposals arrive disconnected from any
visible measurement of the value already delivered, so the proposal reads as a request for more spend rather than a continuation
of demonstrated value. This maps to a revenue-to-renewal bottleneck rooted in expectation-setting and value visibility rather
than in message-to-journey or handoff mechanisms.

Step 3 testing examines whether decline rates differ between clients who received a value-recap before the proposal and
those who did not, and whether account tenure moderates the effect. If decline rates are markedly lower among clients who
received a value-recap, the mechanism is corroborated, and the intervention is narrow: institutionalize a value-recap step before
every expansion proposal, rather than retraining the sales process broadly. This case illustrates that the same three-step sequence
applies whether the underlying system is a digital funnel or a relationship-based service model — what changes is the operational
proxy used at each step, not the diagnostic logic itself.
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5. Discussion
Positioning Relative to Existing Diagnostic Approaches

The toolkit differs from three common alternatives in consulting practice. The first alternative is the single-metric
dashboard approach, where a consultant is handed a set of funnel or CRM metrics and asked to identify the weakest stage. This
approach is fast but conflates correlation with mechanism: a weak stage-conversion number can reflect upstream lead quality,
mid-funnel friction, or downstream capacity constraints, and dashboards alone rarely discriminate among them, a limitation
implicit in funnel-structure research showing that structural configuration itself shapes outcomes®’. The second alternative is
the pure qualitative discovery approach - extensive stakeholder interviews with no subsequent quantitative test - which is strong
on mechanism plausibility but weak on falsifiability; a compelling narrative about "sales and marketing misalignment" can be
produced for almost any underperforming funnel, echoing longstanding concerns about the structural, rather than superficial,
nature of that conflict®. The third alternative is benchmarking against industry-average conversion rates, which implicitly treats
all firms' journeys as structurally comparable and can misdiagnose a firm-specific journey mismatch as generic
underperformance.

The toolkit's contribution is to sequence, rather than choose among, these traditions: quantitative scanning bounds where
to look, qualitative work explains why, and quantitative testing checks whether the explanation survives contact with behavioral
data. This sequencing is closest in spirit to mixed-methods guidance that treats qualitative and quantitative strands as mutually
informing rather than independently validating'®, but it is adapted here specifically to the time and data constraints of a
consulting engagement rather than a multi-year research program.

Approach Main strength Main weakness When the toolkit outperforms it
Single-metric Fast, low cost Conflates correlation When the weak stage has more than one
dashboard with mechanism plausible cause
Pure qualitative Strong on mechanism | Weak on falsifiability When a compelling narrative needs
discovery plausibility independent confirmation
Industry Simple, familiar to Assumes structurally When the client's funnel structure is
benchmarking clients comparable journeys atypical

Table no 4: Comparison of common diagnostic approaches in consulting practice

Several contemporary developments sharpen why an explicit diagnostic toolkit is needed now. Marketing automation and
Al systems increasingly shape how leads are generated, nurtured, and routed, changing both the sources of bottlenecks and the
signals available for diagnosis. Evidence from B2B contexts shows that marketing automation can support content marketing
effectiveness by enabling targeting, personalization, and measurement; yet it can also create a false sense of control if
automation metrics are mistaken for revenue outcomes?°. Research on collaborative intelligence along the B2B sales funnel
similarly suggests that Al can improve performance by augmenting tasks at each funnel stage, but that humans remain critical
for judgment, relationship-building, and exception handling'®. In consulting diagnostics, this means that bottlenecks may
manifest as model-driven routing failures, automation-induced delays, or misinterpretation of engagement signals.

In addition, B2B selling increasingly includes platform-mediated interactions and new funnel structures that do not map
neatly onto legacy stage models. Recent evidence indicates that sales funnel structures can have dynamic effects on firm
outcomes in B2B digital platforms, suggesting that the way a funnel is configured and sequenced can itself be a growth lever
oraconstraint'’. The implication for consultants is methodological: diagnostics should treat funnel structure as a design variable,
not as a given. When clients report “stagnant conversion,” the question becomes whether the funnel is asking customers to make
high-commitment decisions too early, whether it sequences information poorly, or whether it forces unnecessary steps that
increase friction.

The toolkit therefore includes a “structure test” in which consultants examine whether the client’s funnel and journey
representations match customer decision logic. A practical way to run this test is to compare three artifacts: the internal funnel
definition (how the client labels stages), the observed behavioral funnel (how customers actually move), and the narrated
decision journey (what customers say they need to decide). Misalignment among these artifacts is often diagnostic. For example,
if internal stages emphasize content engagement while customers emphasize risk reduction and proof, the bottleneck may be
message-to-journey: content is present but not decision-relevant. If customers engage and request demos but opportunities stall,
the bottleneck may be journey-to-revenue: handoff processes fail, follow-up is inconsistent, or pricing is unclear. If customers
convert but churn quickly, the bottleneck shifts to revenue-to-renewal and may reflect expectation setting and customer success
routines, consistent with the experience management view that retention depends on managing expectations across
touchpoints®14,

A distinctive contribution of the toolkit is that it offers a method for translating diagnostic findings into intervention design
while preserving evidential accountability. Consultants often face pressure to recommend solutions quickly, which can lead to
“pattern matching” based on experience rather than evidence. The toolkit counters this by using an intervention logic chain: for
each proposed intervention, the consultant specifies the bottleneck mechanism, the expected pathway from intervention to
intermediate process change, and the measurable outcome indicators. This logic chain is grounded in the empirical insight that
performance effects tend to emerge when process or capability mediators change, not merely when tactics change??. It also
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aligns with relationship marketing evidence that outcomes are mediated by relational constructs and contextual moderators®?.
For example, a proposal to change lead scoring must specify whether it aims to reduce follow-up overload, increase perceived
lead quality, or improve marketing—sales trust, and how that will be measured.

Methodologically, the toolkit treats diagnosis as iterative theory building in a bounded practical context. Case-based
reasoning is unavoidable in consulting, but it becomes more reliable when it follows disciplined practices such as explicit
construct definition, replication logic, and systematic comparison across cases, as recommended in classic work on building
theory from case study research*®. The mixed-methods orientation further supports integration by encouraging the consultant to
align qualitative and quantitative components around the same constructs and to plan integration points rather than treating
methods as parallel tracks. Guidance on mixed methods in information systems research is especially helpful here because it
emphasizes how to design studies (and, by analogy, engagements) so that qualitative insights inform quantitative modeling, and
guantitative results feed back into qualitative interpretation®®. Translating this into consulting, the engagement plan should
specify where qualitative work will generate testable hypotheses and where quantitative results will trigger follow-up qualitative
inquiry.

What should clients and consultants expect from such a toolkit in terms of outcomes? The strongest expectation is not a
guaranteed growth lift; it is improved decision quality under uncertainty. By identifying the most likely constraint and the
mechanisms sustaining it, consultants can reduce wasted effort on interventions that address symptoms. Empirical evidence
supports that process alignment and capability complementarity matter, so interventions guided by these mechanisms should
produce more stable results than isolated campaigns. In practical work, this means recommending fewer, higher-leverage
changes: clarify and govern CRM processes, redesign critical touchpoints that drive decision confidence, fix lead handoffs and
follow-up discipline, and ensure that analytics and sales technologies are embedded in routines and culture rather than treated
as bolt-ons61011,

There are also limitations and boundary conditions. Because the toolkit is derived from secondary synthesis and is intended
for application under constraints, it cannot substitute for full-scale academic evaluation of specific interventions. Consulting
engagements differ in data access, organizational openness, and market context, and these differences affect both diagnosis and
intervention feasibility. Moreover, measurement itself can create political tension: funnel throughput metrics can reveal
performance problems in teams, while journey interviews can surface misalignment between leadership narratives and customer
realities. In such environments, the consultant’s role includes not only analytic rigor but facilitation and governance design.
Managerial work on marketing—sales alignment underscores that coordination failures are often rooted in structural incentives
and identity, not ignorance®. The toolkit therefore assumes that diagnostic work will be accompanied by stakeholder
management and ethical handling of sensitive information.

Practical Implications for Consultants

Four implications follow directly from the toolkit for practitioners applying it under real engagement constraints. First,
resist closing the diagnosis after Step 1: a throughput profile identifies where a constraint is, not what it is, and recommending
an intervention at this stage risks treating a symptom. Second, keep the qualitative sample deliberately small and purposive
rather than broad and representative; the goal of Step 2 is hypothesis generation, not estimation, so five to ten well-chosen
interviews typically outperform a large but unfocused survey. Third, design Step 3 tests before running them, specifying in
advance what pattern would corroborate versus falsify the friction hypothesis; testing after the fact invites confirmation bias,
particularly under the time pressure of a client engagement. Fourth, document the falsification loop explicitly in client
deliverables — showing which mechanisms were ruled out, and how — since this is often more persuasive to skeptical
stakeholders than the final recommendation alone, and it protects the consultant against the perception of having cherry-picked
a narrative.

6. Conclusion

Despite these limitations, the contribution is practical and cumulative. By consolidating empirically supported mechanisms
across CRM, customer journey, sales follow-up, analytics, and digital sales technology research, the toolkit provides marketing
consultants with a repeatable way to diagnose growth constraints without over-claiming causal certainty.

Table 1 above specifies what data each step needs; Figure 4 shows how the observed signal pattern from Step 3 maps onto
one of the four bottleneck families.

It reframes growth diagnosis as a mixed-methods inference problem: the consultant builds and tests mechanistic
hypotheses using triangulated signals, then designs interventions that target mediators rather than symptoms. Future research
could extend this work by testing the toolkit prospectively across multiple engagements, quantifying diagnostic accuracy and
intervention efficacy, and refining the bottleneck taxonomy for different contexts such as consumer subscription businesses,
enterprise SaaS, or service-intensive professional firms. Another valuable direction is to integrate emerging measurement of
customer experience and relationship quality with platform-level funnel structure research, exploring how structural funnel
design interacts with trust and expectations across complex journeys!?1317,

The two illustrative applications above also suggest a boundary condition worth testing directly: the toolkit's sequencing
logic appears to transfer across digital and relationship-based revenue systems, but the operational proxies at each step differ
enough that a future validation study should treat "digital-first" and "relationship-first" engagements as distinct sub-populations
rather than pooling them. Establishing whether diagnostic accuracy differs systematically between these contexts would
meaningfully sharpen the toolkit's claims about generality.
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Figure 4: Decision map for classifying a bottleneck by observed signal pattern

As marketing systems become more automated and more data-rich, the risk of mistaking measurement for understanding

increases; a disciplined diagnostic methodology becomes not a luxury, but the core differentiator of high-quality marketing
consulting.
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