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Abstract—When a company sells  to  other  businesses,  the contract  is  rarely  simple.  Customers buy  
bundles, add seats, upgrade mid-term and renew on different dates. If the record of what each customer 
is entitled to does not keep up, the company can end up giving away services it was not paid for, or failing 
to deliver what was paid for. This paper explains how that gap forms across sales, billing and support  
systems, and how automating entitlement data between those systems can help. It closes with simple 
measures to track and common mistakes to avoid.
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I. INTRODUCTION
An entitlement is a record of what a customer has bought and is allowed to use: which products or  
services, how many users or units, for how long, and what level of support comes with it.

For a business with a handful of customers, one spreadsheet can do the job. B2B selling is different. 
Contracts include bundles, add-ons, usage tiers, upgrades and renewals, and they change during the term. 
Every change has to reach the people who bill for the service, deliver it and support it.

When it does not, the company is guessing. Sometimes it guesses too generously and gives away value.  
Sometimes it guesses too tightly and turns away a customer who has every right to help. Industry analysts 
describe revenue leakage as the gap between the revenue a company is contractually owed and the 
revenue it actually recognizes [1]. Entitlement gaps are one way that gap opens.

This paper looks at why entitlement data drifts out of step, where money and trust are lost, and what 
automation can realistically fix.

II. WHY ENTITLEMENT DATA GOES OUT OF STEP
Most B2B companies keep contract information in more than one place. Sales uses a CRM for quotes and 
signed deals. Finance uses an ERP for invoices and billing schedules. Support uses a service platform for 
customer records and cases. Each system does its own job, but none of them has the whole story. One 
analyst  series  names gaps between connected enterprise systems,  and contract  complexity  without 
supporting infrastructure, as two of its three main root causes of revenue leakage [1].

When people move information between these systems by hand, for example by exporting a file, retyping 
a term or sending an email, a few things tend to go wrong:

• Delay. A change may take a while to reach everyone who needs it.
• Inconsistency. The same customer may show different products, quantities or dates in different 

systems.
• Unclear ownership. Each team assumes another team updated the record.
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The people closest to the customer then work with data they cannot fully trust. A support agent may not 
know whether a plan is still active. A billing analyst may not know an add-on was sold. A renewals manager 
may only find out about an expiry after it has passed.

Careful people can keep this under control with a small customer base. As the number of customers 
grows, errors stop being rare and become routine.

III. WHERE MONEY AND TRUST ARE LOST
Entitlement gaps can cost a company in several ways:

1. Missed renewals. If nobody sees an expiry date coming, the contract lapses and the company has 
to win the customer back, or loses them.

2. Service beyond the contract. Support is given to customers whose plan has ended, or who never 
bought that product, because the agent cannot easily check.

3. Unbilled additions. Extra seats or modules are provided but never invoiced because the change 
did not reach billing.

4. Mismatched quantities. The customer is billed for one number and set up for another.

One practitioner article lists entitlements and billing reconciliation among the places revenue is most likely 
to leak. It adds that overcharging and undercharging both happen [2].

Support errors are the other side. An agent who cannot verify entitlement may turn down a legitimate  
request, which annoys a paying customer. Or the agent may approve a request the customer is not 
entitled to. Cases also slow down while someone asks sales or finance, "What does this customer actually 
have?"

Each error is usually small. Together they add up, and because they are spread across teams, they are 
hard to see in any one report.

IV. HOW AUTOMATION HELPS
Automating entitlement management means moving contract data between systems by agreed rules 
instead of by hand, so every team works from the same record.

A typical design has four parts:

1. A clear source of truth. The company decides which system owns which fact.  For example, 
contract and order details may come from the sales and ERP systems, while the support platform 
shows the entitlement to agents.

2. An integration. When an order, upgrade or renewal is recorded in the source system, it is passed 
to the support platform automatically.

3. Checks on the data. The integration flags missing dates, unknown product codes or quantity 
mismatches, and sends them to a named person instead of letting them slip through.

4. Entitlement checks in support. When a case is opened, the agent can see what the customer is 
entitled to.

Service platforms already include features for this.  ServiceNow's Customer Service Management, for 
instance, documents contracts and entitlements that agents can view and manage in their workspace [3], 
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and it lists APIs for verifying entitlement [4]. SAP has also published an article describing how ServiceNow 
used SAP Entitlement Management in its own business [5].

In one large enterprise environment, entitlement was checked largely by hand. When a customer opened 
a case, the support analyst often had to ask sales operations or finance what the customer had purchased, 
and the answer came from a spreadsheet or order record that might be out of date. After order and 
contract data from the ERP system was connected to the support platform, entitlements were created 
automatically  and  shown  on  each  case.  The  integration  also  flagged  records  with  missing  dates,  
unmatched product codes or quantity differences, and routed them to a named owner for correction 
instead of letting them pass. Agents needed fewer manual lookups, and data problems were fixed in one 
place rather than case by case.

Automation does not take people out of the process. It moves their time from retyping data to dealing  
with genuine exceptions.

V. WHAT TO MEASURE
Companies usually look for improvement in three areas, shown in Table I. Every business is different, so 
the best approach is to record your own baseline before the change and compare after it.

TABLE I. EXAMPLE MEASURES TO TRACK

Area What may improve Example measure

Revenue Fewer  missed  renewals  and 
unbilled additions

Renewals  completed  on  time;  billing 
corrections per quarter

Support quality Fewer  wrong  approvals  and 
refusals

Cases reopened because of entitlement errors

Operating effort Less  manual  checking  and 
retyping

Hours spent on entitlement lookups; time from 
order to active entitlement

VI. COMMON MISTAKES
Most problems come from data and organization, not from technology.

• Starting with messy data. Automation spreads errors faster.  Clean product codes,  customer 
identifiers and dates first.

• No clear owner. Name one owner for each data field and one for the integration's exceptions.
• Rules that are too complicated. Start with the most common contract types and add special cases 

later.
• Ignoring the people's side. Sales, finance and support need to agree on definitions and on who 

fixes what.
• Not watching for  failures. Track failed or  delayed updates and review exceptions regularly, 

especially at the start.

A sensible path is to pilot with one product line or region, fix the data problems it exposes, and then  
expand.
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VII. CONCLUSION
Entitlement errors rarely come from one big failure. They come from many small gaps between sales,  
billing and support systems. Automating the flow of contract data into a single, trusted entitlement record 
can reduce revenue leakage, prevent support mistakes and free staff from manual checking. It works best 
when the data is clean, ownership is clear and the change is introduced step by step.
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