
Where does billing belong 
in the modern finance 
tech stack?

WHITEPAPER

A finance-first look at ERP vs CRM platforms – 
and why it’s not just a systems debate.



Book a demo zoneandco.com 1

Table of Contents

Where does billing 
belong in the modern 
finance tech stack?

WHITEPAPER

 2   Overview

 3   Five realities finance teams face in billing 

 6  Choosing the right technology: Where should billing live? 

 8   How leading finance teams structure billing for accuracy and scale 

14  The foundation for financial control: What ERP-based billing delivers 

17  Bridging the gap: Connecting CRM sales tools with ERP finance systems 

22  The key takeaway: Billing belongs where finance has control.

www.zoneandco.com
https://www.linkedin.com/company/zoneandco/posts/?feedView=all
https://www.zoneandco.com/request-demo
https://www.youtube.com/@zoneandco


Overview

What typically prompts finance teams to rethink their 
billing approach?

In our experience, it’s rarely a proactive decision. More often, it’s 
triggered by a breaking point – a merger introducing new subsidiaries, a 
PE investment demanding tighter financial controls or the realization 
that finance spends more time reconciling data across systems than 
analyzing it and optimizing workflows.

In many businesses, billing wasn’t originally designed with finance in 
mind. It evolved around market dynamics and the specific terms that 
sales offered to customers to win their business. This led to complexity 
in pricing, commercial terms and how they are processed. It also left the 
billing functions spread across multiple systems as the company grew. 
This creates a disconnect: finance is ultimately responsible for revenue 
accuracy but lacks direct control over much of the data that drives it. 

When billing becomes fragmented, finance leaders are often left 
searching for ways to transact while maintaining control, accuracy and 
efficiency. This can make it difficult for them to support business 
growth.

This question grows more complex for B2B companies in SaaS, fintech 
and technology, where revenue structures change frequently. For 
example, customer contracts might evolve from fixed subscriptions to 
usage-based pricing. Acquisitions add new entities requiring 
consolidated financials. Monetizing new offerings (like AI-based 
services) creates additional complexity in revenue recognition. 
Suddenly, the location of your billing function directly impacts your 
ability to:

  Maintain accurate revenue recognition (aligning billing with     
  accounting standards)

  Produce audit-ready financials (with clear data trails)

  Forecast with confidence (using complete, real-time data)

  Automate financial processes (instead of relying on         
  spreadsheets and manual workarounds)

Where does billing belong in the modern finance tech stack?
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About 

“The challenge with growing 
businesses is finance processes 
can become disparate across 
multiple tools – each one a point of 
risk if it’s not underpinned with 
control.”
 –  James Hewitt, Senior Sales Consultant at Zone 

Every financial process that’s located 

outside the ERP creates an additional 

point of failure. Billing is no exception.

At Zone, we understand this challenge 

firsthand. Our leadership, product and 

sales teams include former accountants, 

finance leaders and CFOs who've spent 

their careers optimizing financial systems – 

and have seen how disconnected billing, 

reconciliation gaps and fragmented 

reporting make finance harder than it 

needs to be.

We know what CRMs and ERPs can 

(and can’t) do. That’s why we build 

finance automation solutions that 

live inside NetSuite (not bolted onto it) 

and connect to best-in-class systems – 

keeping billing, revenue and financial 

operations inside a single source of 

truth: your financial home.

“
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Where does billing belong in the modern finance tech stack?

We've spent more than a decade working with finance teams across the spectrum – from those using fully 
integrated ERP billing to those relying on CRM-based or external billing tools. Through this experience, we’ve 
observed clear patterns in what works, where friction emerges and how finance leaders evaluate whether 
CRM-based, integrated or ERP-embedded billing fits their reliability and scalability needs.

This paper examines the realities of where billing lives in your tech stack, not as a theoretical exercise but through 
the lens of real-world finance team experiences. Drawing on genuine examples and insights from finance leaders 
(including those who’ve learned these lessons firsthand), our goal is to help you assess your own billing approach 
and decide if it truly serves your finance function’s needs today and in the future.

Five realities finance teams face in billing
1. Finance feels the billing pain first, but rarely controls the fix.
         
When billing “breaks” – whether due to rising volume, new pricing models or business expansion – finance absorbs 
the impact first. Yet finance often doesn’t own the billing system or process, creating a gap between who feels the 
pain and who is able to solve it.

Does this sound familiar? Sales teams configure complex deals in a CPQ or CRM system without considering how 
revenue recognition will work, leaving finance to clean up the aftermath. Every month, you find yourself manually 
adjusting revenue schedules or invoice line items because the billing data from upstream systems doesn’t align with 
the actual contract terms. It feels like you’re constantly patching a process that you had no part in designing.
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"You don’t realize how broken your billing process is until you have to scale it. The moment 
billing complexity increases – whether it’s a new pricing model, an acquisition or international

expansion – finance feels it first. Suddenly, they're scrambling to patch reporting gaps, clean up
revenue schedules and prove out audit trails."

 – James Hewitt, Senior Sales Consultant at Zone 

“
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2. Multiple systems create multiple versions of the truth.
         
When contract details, billing schedules and revenue recognition rules live in different systems, which one is the 
definitive record? Without a single source of truth, finance teams spend countless hours reconciling discrepancies, 
tracking down missing information, and manually updating reports.

We frequently hear about audit challenges stemming from this issue. Teams spend weeks trying to recreate the 
linkage between: the contracts in their CRM, the invoices in their billing platform and the revenue schedules in their 
ERP. 

When auditors ask for a clear trail from a customer agreement all the way to recognized revenue, can your current 
setup provide it? Or are you essentially rebuilding that audit trail in Excel each time?

3. Contract complexity exceeds billing system capabilities.
         
B2B contracts rarely fit the "simple subscription" mold. Most involve multiple products or services with different 
billing cadences, revenue structures and compliance requirements. If your billing system treats these as separate 
unrelated transactions (instead of part of a unified contract), finance has to manually piece together the full picture 
later.

Many finance leaders we work with describe this challenge in similar terms: "We don’t have vanilla subscriptions – 
our deals include fixed recurring fees, usage-based charges, professional services and volume discounts." 

If the CRM or billing tool handles each piece in isolation while the ERP needs to recognize them collectively as one 
contract, the burden falls on finance to reconcile it all. Think about your process: How much time does your team 
spend stitching together billing data from multiple sources, ensuring revenue recognition is correct, and resolving 
discrepancies between usage data and contract terms?

In short, standard CRM, ERP and other billing tools often aren’t equipped to handle this contract complexity end-to-end.

Where does billing belong in the modern finance tech stack?
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"In B2B, what might seem like a simple subscription is often a nuanced contract with multiple
revenue streams – fixed recurring fees, usage-based charges and managed services.

AI pricing models add yet another layer of complexity, making it impossible to just  'add a SKU' 
and expect clean billing and revenue recognition."

 – James Hewitt, Senior Sales Consultant at Zone 

“
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4. Revenue recognition and billing follow different rules.
         
An invoice sent doesn’t equal revenue earned. For many companies, 
especially those under ASC 606 or IFRS 15 requirements, revenue 
recognition follows performance obligations, not billing schedules. This 
fundamental distinction creates friction when billing systems can’t properly 
track and report on revenue obligations.

Here’s one example: 

You’re a SaaS business that sells an AI-driven service with a token 
consumption pricing model.

If a customer prepays for 200 AI credits but only uses 50 this month and 
you've agreed to credit or refund unused portions, how do you recognize all 
that revenue? You can’t recognize all 200 upfront because of ASC 606 rules. 
You’d need to recognize revenue gradually as the tokens are consumed (or 
obligations are met), which means tracking actual usage and tying it back to 
your financials. 

Most billing systems weren’t built with this level of revenue deferral logic in 
mind. Finance ends up exporting usage data and crunching numbers in 
spreadsheets to stay compliant, effectively doing the system’s job manually.

5. Forecasting becomes unreliable when billing data is 
fragmented.
         
Finance teams can’t produce accurate forecasts when they lack visibility into 
the complete billing and revenue picture. Missing contract modifications, 
usage data delays and manual revenue calculations all contribute to forecast 
unreliability – which ultimately undermines finance’s credibility with 
leadership.

Are your revenue forecasts consistently off because you lack real-time 
insight into billing and renewals? 

We often hear a familiar story: by the time data from various systems is 
consolidated and reconciled, the month is closed – it’s too late to adjust 
projections. Finance is left explaining variances after the fact, instead of 
predicting them ahead of time. A fragmented billing process essentially 
blinds the finance team to issues until after they’ve happened.

.
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Beyond the hidden costs 
of fragmented billing

Fragmented billing doesn’t just create 
operational headaches – it has real 
financial implications that might not 
be obvious on the surface:

 Extra headcount for reconciliation: 
 Companies often need 1–2 additional 
 full-time employees just to manage 
 the gaps between disconnected 
 systems.

 Extended close periods: Month-end 
 close can stretch 3–5 days longer as 
 teams manually validate invoices and 
 reconcile deferred revenue across 
 systems.

 Revenue leakage: Up to 5% of 
 revenue can slip through cracks via 
 missed price increases, unapplied 
 usage fees or billing errors when 
 systems aren’t unified.

 Higher audit fees: Audit costs can 
 rise 15–30% due to the extra testing 
 and documentation required for 
 fragmented processes.

 Delayed cash flow: If invoicing takes 
 3–5 days longer because of system 
 disconnects, days sales outstanding 
 (DSO) grows and available cash is tied 
 up longer.

 Opportunity cost: Time your finance 
 team spends fixing process issues is 
 time not spent on strategic analysis 
 or business partnering.
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Not all companies feel these pains immediately or equally. A business with very simple billing or low volume might 
manage fine with separate systems for a while. But as complexity and scale increase, the gaps between siloed 
systems widens. What starts as operational inefficiency can quickly turn into material financial risk (e.g. revenue 
leakage, compliance errors or an overworked team).

Choosing the right technology: Where should billing live?
         
Best-in-class CRMs (like Salesforce) offer powerful tools for customer management, quoting and sales analytics. 
Robust ERPs (like NetSuite) provide the financial control, compliance and reporting depth that finance teams rely on. 

Each system excels in its domain. 

But where should billing happen? If billing is happening outside the ERP, finance often faces the kinds of challenges 
we outlined above. On the other hand, if billing is handled inside the ERP, will sales operations suffer?

Let’s break down a common misconception: “Our CRM can probably handle billing, since it handles orders.” In reality, 
it’s more complicated.

 

Where does billing belong in the modern finance tech stack?
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The CRM billing reality check

Many assume their CRM platform has native billing capabilities. In truth, the CRM 
often lacks a few capabilities that are critical to effective billing:

  No native invoicing: Mainstream CRMs rarely include a true invoicing engine. If you bill 
  in a CRM, it’s usually via a separate add-on product or heavy customizations – 
  essentially a bolt-on billing system with its own database and integration points

  
  
  

  
  
  

  
  

Disconnected contract structures: A deal that looks unified in the CRM  (one contract 
to the sales team) may be split into multiple pieces by an external billing tool. The contract 
structure often doesn’t carry over cleanly from CRM to billing system, leading to data mismatches.

Separate revenue tools: Handling revenue recognition typically requires  yet another system or module. Even 
leading billing platforms often have a separate revenue recognition module that isn’t fully integrated with billing. In 
short, billing in a CRM environment often still means  juggling multiple tools.

Think about your own stack. Are you managing an increasingly complex web of disconnected systems, with finance 
plugging the gaps manually?
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In discussions with finance leaders who initially adopted CRM-based or standalone billing solutions, a common 
pattern emerges. Many believed those tools would give them an “integrated” quote-to-cash workflow. Instead, they 
often found themselves managing an increasingly tangled web of siloed systems, with finance having to plug holes 
via manual effort. Over time, as transactions grew, this approach strained their teams and introduced risk (like 
missed billings, invoicing errors and revenue leakage).

Business characteristics            

Business model        

Typical industries

Financial requirements

Growth trajectory

Expected benefits

CRM/external billing

Suited for simpler models like B2C 
subscriptions or point-of-sale 
transactions – e.g. fixed recurring 
charges, one product/service, 
straightforward pricing.

E-commerce and pure B2C companies, 
or others with low-complexity 
transactions and minimal revenue 
deferrals.

Only basic revenue recognition 
(e.g. straight-line) is needed, 
single-entity financials and less 
stringent compliance or reporting 
demands.

Experiencing stable, predictable growth 
with a consistent pricing model and 
product offering (no big changes on 
the horizon).

   Sales operations own more of the 
   process

   Contract rules and billing stay within 
   one system (the CRM)

   A unified workflow for the sales team

   Potentially simpler for front-office 
   teams

ERP-based billing

Suited for B2B models with complex contracts 
(multiple products/services, varied billing 
schedules), usage or consumption-based 
pricing or mixed billing models.

SaaS/technology, fintech, professional 
services or any industry selling multi-faceted 
services or subscriptions that require 
complex invoicing and accounting.

Needs to meet rigorous accounting standards 
(ASC 606/IFRS 15), handle complex revenue 
recognition and multi-currency, support 
multi-entity consolidation and provide 
audit-ready records.

Expecting acquisitions or expansion, 
introducing new pricing models or product 
lines – in other words, significant change 
and growth on the horizon.

    Finance maintains control of data

    Automated revenue recognition

    Strong audit and compliance controls

    Minimal manual reconciliation between 
    systems

Where does billing belong in the modern finance tech stack?
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So, where does billing belong in a best-in-class environment? 

The right place for billing ultimately depends on your business model, complexity and requirements. For some 
companies with straightforward subscriptions, keeping billing in the CRM or a lightweight external tool may suffice. 
For many others (especially those experiencing growth and change), billing inside the ERP makes more sense. Below 
is a rough comparison based on hundreds of implementations we’ve seen, illustrating where billing typically fits best.

.
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For most B2B companies with dynamic pricing and complex contracts, the 
question has evolved from “CRM or ERP for billing?” to “How can we 
connect our CRM and ERP so each does what it does best?” In other 
words, how can we let sales use their CRM tools seamlessly, while finance 
retains control and accuracy by leveraging the ERP? 

The solution usually lies in tighter integration and making the ERP “own” 
the financial aspects of the contract.

How leading finance teams structure 
billing for accuracy and scale
         
Misaligned billing processes creates inefficiencies – but more importantly, 
it introduces financial risk. Revenue gets recognized incorrectly. 
Forecasting becomes unreliable. Audits take longer because finance has 
to trace revenue back to contracts stored in disconnected systems.

Over the years, we’ve worked with finance teams across SaaS, fintech and 
other high-growth industries and the same pattern holds true: the 
companies that scale successfully are the ones who keep billing inside 
their ERP, giving finance full control, while tightly connecting it to the 
sales workflow.

So, what does that look like in practice? Finance teams that successfully 
scale their billing operations tend to share a few key characteristics:

1. They view billing as part of an end-to-end process, not 
just invoice generation.
         
Many businesses think their billing process works fine – until they scale 
and realize it’s only optimized for sending invoices, not for managing the 
full financial lifecycle of a contract. Truly mature finance teams treat billing 
as part of a continuum that starts with a customer agreement and ends 
with fully recognized revenue and cash in the bank.

The most successful finance teams ensure their billing system provides a 
single source of truth for contract terms, invoicing and revenue 
recognition. They connect their CRM and ERP so that finance has full

Where does billing belong in the modern finance tech stack?
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To evaluate your current 
billing setup, it may help 
to ask:

 Can our current billing system 
 handle our contract complexity 
 and revenue recognition rules?

 Where does revenue recognition 
 actually happen in our process? 
 (In the CRM via manual 
 adjustments? In a spreadsheet? 
 In the ERP?)

 How much time do we spend 
 reconciling invoices and data 
 across multiple systems?

 Would centralizing billing in our 
 financial system reduce manual 
 work and errors?

 Are we confident we’re fully
 compliant with ASC 606/IFRS 15 
 using our current setup?

 Are our revenue forecasts delayed 
 or skewed because of data gaps 
 between sales and finance 
 systems?
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      Ask yourself:

  Does our billing system provide a single source of truth for contract terms, invoicing and revenue recognition?

  Can finance track revenue obligations in real-time or does it require manual effort to bridge gaps between systems?

  How many manual steps are required to ensure invoicing reflects contract obligations accurately?

If the answers raise more questions than confidence, this checklist helps uncover whether your third-party tools 
are creating more complexity than clarity inside NetSuite.

2. They involve finance early in defining billing workflows.
         
One major misstep companies make is bringing finance into billing conversations only after problems surface (e.g. a 
revenue recognition issue or a reporting discrepancy). Leading organizations connect their finance and sales 
operations from the start. Finance is involved in how products and contracts are configured in the CRM/CPQ, 
ensuring the billing and revenue implications are understood upfront.

By collaborating on the design of billing workflows, these companies avoid nasty surprises. For instance, they 
prevent tax calculation issues on invoices (especially when selling in multiple jurisdictions), because finance has 
built those requirements into the process. They reduce manual revenue adjustments, because sales isn’t selling 
something that finance can’t properly account for. 

Essentially, sales and finance speak up early to make sure a deal that is closed in the CRM can be billed and 
recognized cleanly in the ERP. This alignment early on saves a ton of cleanup later.

Where does billing belong in the modern finance tech stack?
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"The ERP only knows what the ERP knows. If it doesn’t know what the contract is, it doesn’t know
what the revenue is. It doesn’t know what the billing cadences are. If it doesn’t know these things,

it can’t effectively account for them."
 – James Hewitt, Senior Sales Consultant at Zone 

“

control over the numbers, while sales teams continue using the CRM tools they need for quoting and deal tracking. 

In practice, this means automation replaces manual handovers: contract details flow through to billing without re-entry, 
real-time reporting replaces end-of-month spreadsheet amalgamations, forecasting becomes easier and compliance 
isn’t a fire drill at quarter-end.
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       Ask yourself:

  Are contract terms in CRM or CPQ designed with finance input or does billing have to adjust them manually     
  post-sale?

  Does finance define how revenue is structured – or are they forced to clean up inconsistencies later?

3. They design billing with flexibility in mind.
         
Thriving finance teams design billing to flex with change – without compromising control. For example, in usage-
based models, the inputs for a specific product may change due to ramped pricing, tiers and discounts. What doesn’t 
change is the revenue rule agreed upon with the auditors for that product. The inputs are variable. The rule is not.

If that rule isn’t enforced consistently – because billing lives outside the ERP or is managed across disconnected 
tools – the gaps create risk in the balance sheet. That’s the challenge with fragmented systems: they create 
flexibility without guardrails.

A flexible billing system design accommodates new scenarios (like adding a usage charge to an existing subscription 
or merging billing for a new entity) by making configuration changes within the same control environment – not 
custom-building around it.

The integration between CRM, CPQ and ERP is set up so that billing stays accurate no matter what’s thrown at it 
next. Companies doing this right often say that instead of saying “no” or scrambling when sales proposes a complex 
deal, they’re able to support it smoothly. Automation catches things like proration, tiered pricing or discounts so 
finance isn’t recalculating those manually in spreadsheets.

Where does billing belong in the modern finance tech stack?
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"If every pricing change means finance has to build another
workaround, that’s not a scalable billing model – it’s a bottleneck."

 – James Hewitt, Senior Sales Consultant at Zone

“

    

“By automating our billing operations [inside NetSuite], ZoneBilling ensured we’re no longer a
bottleneck for the sales team’s complex deals. We can now confidently say 'yes' to their

requests and handle everything seamlessly without any additional manual burden.”
– Lakshman Manoharan, Head of Business Systems at Lattice

“
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  What we’ve seen:

  A fast-growing SaaS company, initially relied on multiple disconnected systems, including NetSuite, Salesforce    
  and Stripe, for their finance functions. Billing was manual and resource-heavy, requiring multiple billing specialists    
  and causing invoicing delays. After switching to ZoneBilling and ZonePayments inside NetSuite, they cut billing time   
  by 90%, reducing daily workload from four hours to less than two – and the process is now managed by a single     
  person. They also gained flexibility with subscription changes, ensured accurate prorated calculations, automated   
  payment application, improved financial accuracy and strengthened compliance and control.

      Ask yourself:

  Can our system track new revenue models without finance manually adjusting reporting?

  Can finance implement pricing changes without manual intervention?

  When a new entity or product line is added, does billing adjust automatically – or does finance have to step in and  
  fix a misalignment?

4. They build billing to scale with company growth.
         
Often, billing complexity doesn’t grow linearly – it jumps in leaps when something big happens (new markets, a surge 
in customers, acquisitions). Best-in-class finance teams don’t wait for things to break to address scalability. They 
proactively set up billing processes that can handle growth. This means having systems and workflows that won’t 
buckle under 10x transaction volume and that support multi-entity, multi-currency scenarios out of the box.

Yet many companies don’t re-evaluate their billing setup until billing errors, reporting delays, compliance gaps or 
forecasting errors become impossible to ignore. They keep adding more manual steps and disconnected tools until 
finance is buried in workarounds – usually using spreadsheets to fill system gaps and reconciling transactions twice 
– once in the billing tool, once in the ERP.

Where does billing belong in the modern finance tech stack?
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“The leap from our previous system to now has been night and day for prorated calculations.
We’ve bridged the gap between Salesforce and our billing system in NetSuite thanks to ZoneBilling.”

 – Lakshman Manoharan, Head of Business Systems at Lattice

“
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Effective billing should scale automatically with transaction volume – not force finance to work harder just to keep 
up. It should support cross-entity operations, multiple currencies and changing business models without adding 
complexity to finance operations.

  Scaling billing without workarounds.

  A renewable energy company grew through acquisitions and partnerships, but its manual invoicing process    
  couldn’t keep up. Booking revenue took eight hours a day and invoicing delays stretched to three weeks. Moving   
  billing into their ERP with ZoneBilling cut revenue booking time by 94% – from eight hours to 30 minutes. It also   
  gave them site-level revenue tracking and removed the invoicing bottleneck.

      Ask yourself:

  Does billing support growth – or does every increase in transactions require another workaround?

  When we expand into new markets or entities, does billing scale automatically?

  Are revenue and cash flow forecasts reliable – or are they delayed by reconciliation issues?

Where does billing belong in the modern finance tech stack?

zoneandco.com 12

    

“We needed something flexible... We needed to track and bill on the site level. We chose Zone
because of the level of customization that we knew we would have to do. And we felt that

ZoneBilling would be able to handle that customization with a higher degree of flexibility than
maybe a more rigid tool.”

– Sandro De Ciccio, VP Controller at Power Factors

“
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“I’ve seen finance teams spend weeks reconciling revenue because their billing system
wasn’t built for scale. That’s a huge financial risk, not just a reporting issue."

– James Hewitt, Senior Sales Consultant at Zone

“
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5. They automate to remove risk, not just inefficiency.
         
Manual billing creates inefficiencies. More importantly – it exposes vulnerabilities. Invoicing errors. Revenue 
recognition mismatches. Unreliable audit trails. Compliance gaps that only surface when auditors start asking 
questions.

Forward-thinking finance teams automate processes like invoicing, revenue scheduling and payment reconciliation 
specifically to eliminate human error and enforce compliance. They recognize that every manual step is a potential 
failure point – an incorrect formula, a missed update or an inconsistent application of policy. 

We’ve seen finance teams spending hours in Excel reconciling deferred revenue, manually tracking obligations and 
pulling reports from multiple systems just to answer simple forecasting and reporting questions.

And many of these issues aren’t caused by finance – but by fragmented systems. When contract terms, revenue 
schedules and compliance workflows are spread across CRM, spreadsheets and disconnected billing tools, finance 
is left stitching data together. It’s hard to ensure completeness or accuracy in that scenario.

Companies that centralize billing and revenue operations inside their ERP (while letting the CRM handle sales-facing 
workflows) remove those blind spots. By doing so, they create a controlled, audit-ready process end to end. 

  The finance team can trust the numbers because the process is systematic and governed by the ERP’s rules. 

  Invoices don’t go out with errors because they’re generated from a single source of truth. 

  Revenue isn’t recognized incorrectly because the system automatically applies the rules as transactions occur. 

In short, smart automation underpins accuracy and compliance.

      Ask yourself:

  Can finance trust the numbers – or does reporting require constant validation?

  When an auditor requests supporting documentation, can finance pull it instantly – or does it require        
  time-consuming data gathering from multiple sources?

Where does billing belong in the modern finance tech stack?
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“Without ZoneBilling, we would not have been able to support our customer
growth without significant back office effort and a high chance of failure.”

– Blair Woodbury, CFO at Devoli

“
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Having looked at these best practices, you might notice a recurring theme: centralizing billing within the ERP and 
tightly integrating it with sales processes tends to address the challenges we listed earlier. 

Next, let’s delve into what an ERP-centered billing approach actually delivers in terms of capabilities and outcomes 
and how it tackles those pain points.

The foundation for financial control: What ERP-based billing 
delivers
         
In our experience, the most successful approach is to make your ERP “contract-aware” – meaning the ERP holds a 
central contract record that drives both billing and revenue recognition. When your financial system knows all the 
details of each deal, it becomes that single source of truth for all post-sales operations. Here’s what that enables:

a) Contract awareness within the financial system

When your ERP holds all key contract information (e.g. products, quantities, prices, terms, renewals), it lays the 
groundwork for automating billing and revenue recognition.

  The finance system has a 360° view of what was sold, to whom and under what conditions, without needing to   
  reference the CRM. 

  If a contract includes a usage-based component, that usage data can flow into the ERP’s contract record,      
  enabling accurate usage billing.

  Finance can see, in one place, the upcoming billing schedule, any deferred revenue tied to the contract and the   
  performance obligations that need tracking.

This contract-centric approach breaks down the silos that plague disconnected systems. Rather than duplicating 
data or reconciling across platforms, all the crucial info lives in one record in one system.

b) Automated, integrated revenue recognition

With contract data centralized, the ERP can handle revenue recognition in strict accordance with ASC 606/IFRS 15 
(or any standard your company follows). 

The system can automatically allocate revenue based on the performance obligations and timing in the contract. 
Finance no longer needs separate spreadsheets or manual journal entries to spread revenue or enforce rules across 
systems (billing and revenue triggers are in sync). 

Where does billing belong in the modern finance tech stack?
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"You cannot fully automate and streamline your revenue recognition process if
you use a third-party billing tool outside of NetSuite. It simply cannot be done."

– James Hewitt, Senior Sales Consultant at Zone

“

c) Unified financial processes (quote-to-cash alignment)

When billing lives inside the ERP, all downstream financial processes benefit. 

Invoicing, collections, cash application and even general ledger postings 
become part of one continuous workflow. 

  Invoices generated from an ERP-based billing module can immediately   
  follow the ERP’s rules for tax calculation and GL coding. There’s no     
  “handoff” where data might get misinterpreted. 

  Cash receipts can be automatically matched to those ERP invoices     
  because they’re in the same system. 

  Deferred revenue ledgers update instantly as invoices and revenue     
  schedules are posted. 

If your business operates across multiple entities or currencies, an 
ERP-centric process will automatically handle currency conversions, 
intercompany transactions and consolidation entries as part of its normal 
operation – instead of finance doing those adjustments after the fact. 
In short, billing stops being a separate island and instead becomes an 
integrated piece of your core financial operations.

d) Real-time insights and reporting

An ERP-centered billing approach gives finance real-time visibility into key 
metrics without manual data assembly. 

At any given moment, you can see how much has been billed, how much 
revenue has been recognized, what’s in deferred revenue and what cash 
has been collected, all through your ERP’s reporting tools.

Where does billing belong in the modern finance tech stack?
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What else can you 
expect with this 
automation?

  Customers get billed for exactly 
  what they consumed or are 
  entitled to (no more, no less).

  Volume or tiered pricing is applied 
  correctly without finance 
  recalculating it offline.

  Revenue is recognized only when 
   it should be (for example, if a 
  customer prepays but hasn’t used 
  the service, the revenue remains 
  deferred automatically).

www.zoneandco.com
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.   Because billing and revenue events are recorded as they happen,  dashboards and reports can be kept        
  up-to-date automatically. This  drastically improves the quality of forecasting and decision-making. 

  Finance can trust that a report on, say, bookings vs. billings vs. revenue is  accurate because all three of those    
  data points come from the same unified source.

Essentially, real-time data means no end-of-period surprises – issues can be spotted and addressed sooner.

  If the CFO asks mid-quarter “where do we stand?” or if there’s a need to model the impact of a change    
  (like a big customer renewal or cancellation), having everything in one system makes those analyses      
  straightforward. 

e) Simplified compliance and audits

With financial data centralized, compliance checks and audits become much easier. Auditors (or internal compliance 
teams) can trace a straight line in one system from a customer order, to the invoice, to the revenue recognition 
entry, to the cash receipt. 

There’s a complete and automatic audit trail. 

Standard compliance requirements like SOX are easier to meet because controls (approval workflows, change logs, 
segregation of duties) can be enforced within that one system. 

And because everything is standardized, audit sampling and testing take less time (often translating to lower audit fees). 

  If an auditor asks for documentation on revenue for a particular contract, finance can pull up the contract   
  record in ERP (NetSuite, for example) and show all related invoices, revenue schedules and even the      
  payments – without jumping between different software. 

This level of transparency is very hard to achieve when billing is fragmented. By centralizing, companies reduce the 
risk of compliance issues and also reduce the overhead (time and cost) of proving compliance.

In summary, embedding billing in the ERP and making the ERP contract-aware provides a solid foundation for 
financial control. 

Finance regains ownership of the process without inhibiting sales. Still, the goal isn’t to make it ERP vs. CRM in a 
tug-of-war. The goal is to connect them in the right way. 

In the next section, we discuss how companies bridge that gap – linking CRM and ERP so that each system does what 
it’s best at, and the handoff between them is seamless.
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Bridging the gap: Connecting CRM sales tools with ERP 
finance systems
 
The most successful billing architectures don’t force a strict either/or choice between CRM and ERP. Instead, they 
integrate the two, allowing each system to play its ideal role. The CRM handles what it’s great at (customer 
relationships, quotes, initial contract capture) and the ERP handles what it’s built for (billing, accounting, revenue). 
The key is clearly defining the handoff points and ensuring data flows smoothly between the systems.

Stage of
process

Team 
responsible

Platforms / 
Module

Function

Complimentary 
solutions 
(as required)

Data and 
integration 
platforms

Contract
managment

Project
management

E-commerce/
marketplaces

Rating and data
mediation

Treasury
managment

Accounts
receivable

Customer
portal

Marketing      Sales & pre-sales     Operations     Finance operations (FinOps)

Integrations - iPaaS solutions

Data warehousing and BI

Complimentary solutions enabling O2C (as required)

Opportunity management

Product catalog

Quoting engine

Order creation

Contract changes

Customer lifecycle

Contract records and structure

Billing engine - rate and calculate

Invoice creation and distribution

Revenue recognition

Accounts Receivable (AR) management

Tax, compliance and financial reporting

CRM CPQ ER
P

Billing Revenue

Lead 
generation / 
Opportunity

Configure, 
price, quote 
(CPQ)

Order / 
Contract 
creation / 
Management

Calculate / 
Fulfill / 
Provision

Billing 
calculation
and invoices

Receive and
allocate 
cash

Manage
revenue

Figure 1 – Best practice end-to-end architecture of a B2B order-to-cash model across business functions and finance systems 
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Clear system responsibilities

In a best-practice setup, you’d define exactly what happens in each system so there’s no confusion or overlap. 
For example:

CRM owns the deal terms before the contract 
is signed.

  Customer acquisition and relationship management 
  (opportunity data, customer info)

  Quoting engine and proposal generation

  Contract creation and changes during the sales cycle

Essentially, everything related to the sales cycle and 
negotiation lives in the CRM or CPQ platform.

This split of responsibilities allows the sales team to continue working in their preferred environment (CRM/CPQ for 
deals and customer management), and finance can trust that once the deal is closed, it will be carried out in the ERP 
with full control and visibility. Sales stays focused on closing deals. Finance gets complete and accurate data 
downstream.

Contract as the connection point

The strongest integrations use the contract as the “bridge” between CRM and ERP. When a deal is finalized in the 
CRM/CPQ, that contract (and all its line items, dates and conditions) is transmitted into the ERP as a new contract 
record. 

Think of it as a handshake: the CRM hands off a contract to the ERP. From that point on, the ERP drives all billing and 
revenue events for that contract. If done correctly, the contract in the ERP mirrors what was sold in the CRM, 
creating consistency.

This means when an invoice is sent or revenue is booked, it’s directly tied back to the original agreement that sales 
made, without gaps. If someone needs to see why a customer was billed a certain amount, they can look at the 
contract in the ERP and see the exact terms, instead of having to reconcile it with a separate sales document.

ERP owns the contract once it’s closed and signed.

  Contract records and structure (acts as the 
  “source of truth”)

  Billing calculations based on contract terms

  Contract amendments, renewals and deferrals

  Revenue recognition

  All financial reporting and compliance

Everything post-sale and finance-related lives in ERP.
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Bi-directional updates

Integration shouldn’t be one-way. Contracts change. A customer might upgrade mid-term, extend their contract or 
need a billing schedule adjustment. Ideally, changes can be initiated from either side and stay in sync.

If sales upsells an existing customer and amends the contract in the CRM, that change (the new product or quantity, 
etc.) should flow into the ERP contract record automatically and adjust future billings.

If finance extends a contract’s end date in the ERP (say to accommodate a customer concession or to align with a 
revised renewal date), that update should push back to the CRM so sales sees the new end date and terms. This 
two-way sync ensures everyone – sales, finance, customer success – is working off accurate, current information.

  We discussed this and more in our webinar on managing complex revenue in NetSuite. In that video, we also   
  show how implementing flexible processes for contracts, subscriptions and revenue recognition can help      
  combat churn and improve customer loyalty. If you’re interested in the finer points or real-world demonstrations,  
  feel free to check it out.

In summary, CRM platforms (especially with CPQ add-ons) are excellent for empowering sales teams to quote deals 
and manage customers. Meanwhile, a best-in-class ERP like NetSuite is purpose-built to give finance teams control, 
compliance and scalability for accounting operations. 

Where does billing belong in the modern finance tech stack?
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"The leap from our previous system to now has been night and day for prorated calculations. We've
bridged the gap between Salesforce and our billing system in NetSuite thanks to ZoneBilling."

 – Lakshman Manoharan, Head of Business Systems at Lattice 

“

    

“If you have variable revenue recognition rules, usage dependencies or complex contract terms, an
external billing tool won’t be able to automate revenue recognition inside your ERP. Those nuances will

always be lost in translation.”
 – James Hewitt, Senior Sales Consultant at Zone

“
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Bridging the gap between them means connecting these strengths: 
letting the CRM feed accurate contract and transaction data into the ERP, 
and letting the ERP handle the heavy lifting of billing, revenue and 
reporting – all without manual intervention. When done right, neither team 
has to leave their system of choice and the organization achieves a 
seamless quote-to-cash process.

Executing the shift: How finance teams embed billing in 
the ERP with ZoneBilling

At a certain point, billing workarounds stop working. Maybe an acquisition 
brings in new subsidiaries, currencies and contract structures that a 
CRM-based system can’t handle. Maybe investors or the board start 
asking for faster closes, real-time revenue tracking and tighter financial 
controls. Or maybe the finance employee who managed all the manual 
workarounds leaves suddenly, and invoicing slows to a crawl.

When that moment comes, many companies move billing inside NetSuite 
with ZoneBilling. As a SuiteApp built inside the ERP, it makes NetSuite 
“contract-aware” and automates complex billing at the source – 
eliminating the risks of managing subscriptions, usage-based pricing and 
revenue recognition outside the financial system of record.

With billing fully embedded in NetSuite:

  Data moves seamlessly from order to cash – No external        
  reconciliations. No duplicate data entry. No manual syncing between  
  CRM, CPQ and ERP.

  Invoices go out faster, with no errors – Mid-term contract changes,  
  tiered pricing, volume discounts and usage-based charges are      
  applied automatically.

  Revenue recognition happens in sync with contracts – No       
  adjusting journal entries to fix timing mismatches.

  Cash flow improves – Invoices generate the moment a performance   
  obligation is met.

  Multi-entity, multi-currency complexities are handled natively –   
  Foreign exchange rates, tax compliance and subsidiary reporting stay  
  in sync.

Where does billing belong in the modern finance tech stack?
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Did you know?

In many of the B2B companies we’ve 
worked with (especially those in SaaS 
or fintech), our recommendation is 
to keep the billing and revenue 
management in the ERP and 
integrate the CRM to it.

Why? Those companies often have 
dynamic elements like:

 Usage-based charges and 
 metered billing

 Tiered or volume-based 
 subscription plans

 Contract change orders 
 (upsells, downsells)

 Cancellations and renewals

 Deferred revenue arrangements 
 and schedules

 Multi-entity or multi-currency 
 billing needs

 Performance-based or milestone-
 based obligations

Handling these in an ERP environment 
gives finance the control and audit 
trail it needs for such complexity.
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  Financial data is always audit-ready – Every transaction, contract change and revenue event is traceable     
  inside NetSuite.

  Real-time insights, no manual reports – Finance can track bookings, billings and revenue in a single view.

  Scalability for global operations – Whether expanding into new regions or handling higher transaction      
  volumes, billing processes scale without requiring new external tools or complex integrations.

Finance teams that have made the switch have seen immediate impact – they cut billing cycles by as much as 80%, 
reduced revenue recognition workloads by 70% and eliminated the need for manual invoice reconciliation. 

  Board and investor expectations:  

  When private equity firms invest, they don’t just expect growth. They expect control. Faster closes. Real-time    
  revenue tracking. Predictable ARR. That’s hard to deliver when billing lives outside the ERP. 

  Instead of chasing numbers, finance needs to prove them. With ZoneBilling, ARR, expansion revenue and      
  contract changes are always visible inside NetSuite. Finance teams meet investor expectations – without the    
  last-minute scramble.

For companies managing recurring revenue, usage-based pricing or multi-entity billing, the risks of keeping billing 
outside the ERP add up fast. Manual processes break at scale. Reconciliation takes longer. Reporting gaps create 
audit risks.

ZoneBilling eliminates those risks. Instead of finance chasing data across systems, everything – from contract terms 
to cash collection – stays inside NetSuite. That means faster closes, cleaner audits and the ability to scale without 
adding manual work.

The ROI benefits of billing within the ERP

To illustrate the financial impact of ERP-centric billing with ZoneBilling, let’s consider a hypothetical SaaS company 
as an example. 

This company processes about 1,000 invoices per month (with an average of 20 line items each) and generates 
around $150 million in annual revenue. The finance team currently has four full-time employees managing billing and 
two dedicated to revenue recognition. Like many companies using external billing tools, they experience roughly a 
3% billing error rate – leading to about 30 invoice corrections every month.

By switching to an ERP-based billing system, this company realizes the following savings and improvements:

  $150,000 per year in billing efficiency gains – thanks to fewer manual processes, improved data accuracy and  
  the ability to scale billing without hiring additional staff
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  $47,500 per year saved in revenue recognition processes – by reducing reliance on spreadsheets and      
  manual journal entries to handle revenue allocations

  $1.23 million in improved cash flow – due to a reduction in DSO through faster invoicing and automated, timely  
  revenue recognition (meaning cash comes in sooner)

  $147,945 per year saved from better cash flow management – by shortening the time between invoicing and   
  collection, they diminish the financial impact of delayed payments

  $12,980 per year saved by reducing billing errors – with fewer invoice disputes, adjustments and reissued    
  invoices consuming time and resources

  $150,000 per year in prevented revenue leakage – by catching what used to be lost revenue (for instance,    
  missed chargeable items or lapsed renewal uplifts) that would slip through in a fragmented system

The bottom line: That’s about $508,000 in total annual savings. Over three years, this translates into roughly a 
$950,000 ROI from moving to ERP-based billing.

                     Calculate your ROI: The exact financial upside of ERP-based   

                     billing will vary based on your business model, transaction      

                     volume and pricing complexity.  You can use the ZoneBilling     

                     ROI calculator to estimate your own cost savings and ROI from   

                     bringing billing into NetSuite. It’s an easy way to plug in your     

                     numbers and see the potential impact for your organization.

The key takeaway: Billing belongs where finance has control.
Every workaround, every spreadsheet, every manual revenue adjustment usually points back to one issue: billing 
processes designed around sales, not finance. When billing lives outside the ERP, finance ends up reconciling data it 
didn’t create, chasing accuracy across disconnected systems and trying to meet investor expectations with incomplete 
information.
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Where does billing belong in the modern finance tech stack?

All your finance and payroll operations. Just one login.

 Cloud-native apps, built for NetSuite

  Trusted by thousands of leading organizations

 Billing, reporting, AP automation, payroll & more

Streamline your accounting, finance and payroll workflows in NetSuite
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What we’ve seen is consistent: The finance teams that scale successfully – 
without losing control – are the ones that embed billing in their ERP. That 
decision gives them:

  A contract-aware financial system that eliminates gaps between deal   
  terms, invoices and revenue recognition

  Real-time data they can trust for forecasting, audits and reporting

  Automation that removes risk and enforces compliance, instead of just   
  saving time

  Flexibility to support complex pricing, multiple billing models and      
  multi-entity growth – without custom-built workarounds

Billing is where revenue starts – and where finance accountability begins. If 
finance isn’t in control from the moment a deal closes, accuracy, compliance 
and visibility will always be compromised.  If your current billing setup can’t 
support that level of control, it’s time to reconsider where billing lives – and who 
it’s really working for. We hope this whitepaper helps you evaluate if 
ERP-embedded billing fits your finance strategy. The right choice for you might 
mean fewer workarounds, better compliance and stronger financial control.

ZoneBilling runs inside NetSuite – looks like NetSuite, feels like NetSuite and 
handles everything from subscription changes to rev rec without sync 
delays or duplicate data.

→ Want to see it live? Book a tailored walkthrough
→  Prefer to explore solo? Try the self-paced demo
→ Curious about ROI? Use the savings calculator

Did you know?

With finance automation inside the 
walls of NetSuite, our customers 
typically see the ROI in 6-9 months 
through:

  90% increase in billing 
  efficiency with real-time data 
  sync between NetSuite and 
  Salesforce

  100% bank reconciliation 
  accuracy and faster month-
  end close

  75% faster bill turnaround

  Three months of payroll 
  admin cut each year

  Zero system sync delays
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