
 PRICING ADVISORThe

www.pr ic ingsociety.comA Professional  Pr ic ing Society Publ icat ion

3535 Roswell Road, Suite 59 
Marietta, GA 30062 
770-509-9933

4 May 2018

CONTINUED, NEXT PAGE �

Configure Price Quote Solutions as a Powerful 
Lever to Boost Bottom-Line Performance

Sales representatives spend on average 
less than 40% of their time on value-
adding sales activities, with a large 
part of their non-value-adding time 
spent on administrative tasks. Soft-
ware solutions supporting the process 
of configuration, pricing and sending 
out quotations (CPQ process) can help 
significantly boost salesforce efficiency 
and effectiveness. Dries Debbaut, CPP 
(dries.debbaut@pwc.com) is Direc-
tor and leads the Customer Consult-
ing team at PwC Belgium. He has 
over 10 years of professional experience 
in the area of Pricing and Contract 
management. Stijn Cottenie (stijn.
cottenie@pwc.com) is a Senior Consul-
tant at PwC Belgium helping clients 
assure pricing excellence and cost man-
agement, with a particular focus on 
software solutions for the execution of 
business processes.

While you may not be fa-
miliar with the term 
CPQ (Configure Price 
Quote), if you’ve ever or-

dered products online, you’ll have used a 
CPQ solution. Imagine you’re ordering 
a new smartphone online and are being 
guided step-by-step through the order-
ing process. You first select your product 
and then choose your options – colour, 
storage capacity, etc. The site likely rec-
ommends other similar or associated 
products (cross-selling) and may even 
recommend a more expensive version of 
the phone (upselling).

Once the entire price for your 
purchase(s) has been configured, and 
delivery, extended warranty and financ-
ing (as relevant) have been added in, a 
final price proposal is generated. If you 
accept the proposal, a sales order is cre-
ated in the company’s enterprise resource 
planning (ERP) system and downstream 
processing begins. 

Although automated CPQ solutions 
are now ubiquitous in the Business-to-
Consumer (B2C) e-commerce market, 
there are still many opportunities in 
the Business-to-Business (B2B) mar-
ket where CPQ solutions could help 
improve the efficiency and effective-
ness of the quotation cycle. In recent 
years, the market for B2B CPQ solutions 
has been steadily gaining traction, with 
more and more companies implement-
ing a commercial solution or developing 
their own. Market researcher Gartner 
expects the market to grow by 20% per 
year in the coming years. 

Enabler for top-line growth
Companies implementing a CPQ solu-
tion reported a number of benefits which 
can be grouped into different domains 
(See Figure 1). 

Increased product profitability  
and deal size
Increased product profitability and over-
all quote size is the number one benefit 
reaped by new adopters. Many compa-
nies invest in developing smart strate-
gies to better differentiate prices along 
customers’ willingness to pay. This fo-
cus on pricing comes as no surprise, as 
it’s hard to overestimate the potential 
an even modest price increase has on 
the company’s bottom line. For Fortune 
500 companies, a one percent increase 
in average selling price, results in a 
whopping 13% growth in net profit. 
Despite this, we find that many struggle 
to capitalise on these strategic efforts by 
not translating their pricing strategy into 

clear actionable guidance and rules. Too 
often, pricing is still based on gut-feeling 
with significant freedom for sales reps, 
resulting in significant price scatter and 
undesirable price leakage. 

CPQ solutions offer a powerful lever 
to put a company’s pricing strategy 
into practice and sell a product at the 
right price to the right customer by 
better guiding sales reps on the right 
price to target. On average, compa-
nies see a two to three percent increase 
in the realised average product price 
level after implementation. With a 
CPQ solution, sales reps have clear pric-
ing guidance, tailored to each specific 
client, in the form of a price bandwidth 
within which they can deliver a price. If 
the price level falls below the bandwidth, 
an automatic authorisation workflow is 
initialised allowing management to safe-
guard the pricing strategy. 

CPQ solutions can also help increase 
deal size by providing sales representa-
tives with cross- and upselling recom-
mendations. While basic rules-driven 
recommendations have already been a 
common feature of the CPQ solutions 
for several years, recently, vendors have 
been investing heavily in intelligent rec-
ommendations. Through advanced 
data analytics and machine learning 
on historical transactional data, cur-
rent tooling is able to recommend 
products and services that have been 
sold successfully to similar clients and 
which may not have been suggested due 
to business rules.  

Efficient product configuration
As in the B2C market, product com-
plexity and customisability continues 
to increase in the B2B market. This not 
only poses challenges to operations, 
but sales representatives also need to be 
knowledgeable of an extensive product 
portfolio and its multitude of different 

http://www.pricingsociety.com
http://dries.debbaut@pwc.com
http://stijn.cottenie@pwc.com
http://stijn.cottenie@pwc.com


 PRICING ADVISORThe

www.pr ic ingsociety.comA Professional  Pr ic ing Society Publ icat ion

3535 Roswell Road, Suite 59 
Marietta, GA 30062 
770-509-9933

May 2018 5

Figure 1: Major benefits reported by CPQ users (source: internal PwC study)configuration possibilities. Over the past 
years, time spent training a salesforce 
on a product portfolio and its different 
configuration possibilities has greatly 
increased, at significant organisational 
cost. 
 
Despite these training efforts, sales rep-
resentatives not supported by software 
solutions for product configuration de-
scribe the process as tedious with a lot 
of ad-hoc questions, leading not just to 
additional costs, but making the quote 
turnaround time significantly longer, po-
tentially resulting in lost opportunities. 
By incorporating product configuration 
rules and technical knowledge, CPQ 
solutions can be set up to facilitate the 
configuration process; where sales reps 
are guided through the configuration 
process to help them always reach a 
feasible configuration in a fraction of 
the time required to do so manually. 
The agreed configuration can be unam-
biguously communicated to production 
or engineering, as required, and integra-
tion with 2D or even 3D visualisation 
engines allow for a graphical representa-
tion of the configured product.  

Consistent omni-channel  
customer experience
Over the past years, sales strategies have 
evolved from a focus on direct sales to 
omni-channel sales models where sales 
can happen through distributors, in-
side sales desks, self-service or even fully 
automated ordering. For any enterprise, 
selling its products through a number of 
different channels, it can be difficult to 
provide a consistent and excellent cus-
tomer experience. 

Modern CPQ solutions offer support for 
a large variety of channels, while also 
integrating with ecommerce solutions 
and distributors’ ERP systems. Through 
their centralised setup, CPQ solutions 
offer a “single source of truth” for all 
channels. This way, companies can make 
sure that their product and service 
catalogue, as well as price levels are 
consistent across all channels. When 
a change occurs, such as a new product 
introduction or phase out, prices can 
be pushed through all channels at the 

click of a button. This central product 
and pricing repository can also serve as a 
powerful source of business intelligence 
to validate and adapt a company’s 
pricing strategy. 

Streamlined quotation process
Over the last 10 to 20 years, most com-
panies have implemented customer rela-
tionship management (CRM) solutions 
to manage their sales opportunities, ac-
counts and customer relationships. Inte-
grating a CPQ solution into the overall 
CRM process can substantially acceler-
ate sales process efficiency. As products 
and services become more and more 
complex, many organisations have intro-
duced team selling - the single sales rep 
on the road closing a deal by themselves 
is no longer the reality. Today, a full ac-
count team is involved in answering 
customers’ requests and closing deals. 
An integrated CRM solution with CPQ 
capabilities enables the team to keep all 
customer details in one place and re-
spond to a request for proposal effi-
ciently.

Sales reps spend on average 10 to 15% 
of their time processing orders. This 
includes repetitive tasks such as pricing 
and proposal generation. By automating 
a large number of manual steps in the 
quoting and proposal workflow, CPQ 
solutions can significantly bolster sales-
force effectiveness and efficiency. With 
the entire flow automated, sales reps no 

longer lose time creating proposals and 
sending them to clients, leaving them 
more time to sell. With one click, the 
system can generate a quote proposal 
document, containing all quote details 
in line with the company’s visual identity 
and legal requirements. 

Digital signature solutions allow clients 
to accept proposal quotes and sales or-
ders to be created in the company’s ERP 
system, with no need for manual inter-
vention by the customer service office. 
As the entire process is also handled by 
one system, sales report generation and 
updates to CRM databases can also be 
fully automated.

CPQ software solutions: 
a crowded but maturing 
market
Over the past few years, the market for 
CPQ solutions has matured significantly. 
Established business solution vendors, 
such as Salesforce, Oracle, SAP (which 
recently acquired CallidusCloud) and 
IBM, have entered the market by ac-
quiring CPQ solutions and incorporat-
ing them into their broader lead-to-cash 
solutions. Stand-alone solution vendors 
have reacted to this by heavily expand-
ing their integration with multiple ERP 
and CRM systems, as well as ecommerce 
suites.

In our latest market overview, we iden-
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Increased product profitability and deal size 
Increased product profitability and overall quote size is the number one benefit reaped by new adopters. Many 
companies invest in developing smart strategies to better differentiate prices along customers’ willingness to pay. This 
focus on pricing comes as no surprise, as it’s hard to overestimate the potential an even modest price increase has on the 
company's bottom line. For Fortune 500 companies, a one percent increase in average selling price, results in a 
whopping 13% growth in net profit. Despite this, we find that many struggle to capitalise on these strategic efforts by 
not translating their pricing strategy into clear actionable guidance and rules. Too often, pricing is still based on gut‐
feeling with significant freedom for sales reps, resulting in significant price scatter and undesirable price leakage.  
 
CPQ solutions offer a powerful lever to put a company's pricing strategy into practice and sell a product at the right 
price to the right customer by better guiding sales reps on the right price to target. On average, companies see a two 
to three percent increase in the realised average product price level after implementation. With a CPQ solution, sales 
reps have clear pricing guidance, tailored to each specific client, in the form of a price bandwidth within which they can 
deliver a price. If the price level falls below the bandwidth, an automatic authorisation workflow is initialised allowing 
management to safeguard the pricing strategy.  
 
CPQ solutions can also help increase deal size by providing sales representatives with cross‐ and upselling 
recommendations. While basic rules‐driven recommendations have already been a common feature of the CPQ solutions 
for several years, recently, vendors have been investing heavily in intelligent recommendations. Through advanced data 
analytics and machine learning on historical transactional data, current tooling is able to recommend products and 
services that have been sold successfully to similar clients and which may not have been suggested due to business rules.  
 
Efficient product configuration 
As in the B2C market, product complexity and customisability continues to increase in the B2B market. This not only 
poses challenges to operations, but sales representatives also need to be knowledgeable of an extensive product 
portfolio and its multitude of different configuration possibilities. Over the past years, time spent training a salesforce on 
a product portfolio and its different configuration possibilities has greatly increased, at significant organisational cost. 
Despite these training efforts, sales representatives not supported by software solutions for product configuration 
describe the process as tedious with a lot of ad‐hoc questions, leading not just to additional costs, but making the quote 
turnaround time significantly longer, potentially resulting in lost opportunities. By incorporating product configuration 
rules and technical knowledge, CPQ solutions can be set up to facilitate the configuration process; where sales reps are 
guided through the configuration process to help them always reach a feasible configuration in a fraction of the time 
required to do so manually. The agreed configuration can be unambiguously communicated to production or 
engineering, as required, and integration with 2D or even 3D visualisation engines allow for a graphical representation of 
the configured product.  
 
Consistent omni‐channel customer experience 
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Figure 2: Solid business processes are critical

tified over 150 different available CPQ 
solutions, ranging from basic document-
generation tools to complete solutions 
with advanced capabilities. 

For enterprises interested in CPQ solu-
tions, it can be a challenge to select the 
solution fit for their specific purpose, but 
it’s critical they conduct a thorough ven-
dor analysis to ensure that the capabili-
ties of their chosen solution are in line 
with their business requirements. 

Three different drivers determine the 
added value of a CPQ solution for a 
specific company: the complexity of its 
customer portfolio, the complexity of 
its product portfolio and the number 
of transactions. A company offering a 
commodity product to a limited num-
ber of clients using only direct sales will 
benefit far less from the solution than a 
company offering highly configurable 
products and services to a large number 
of clients across different geographies 
and channels.

Solid business processes 
remain essential to reap 
benefits
All too often, companies jump straight 
into CPQ solution implementation, 
without putting the required underlying 
business processes in place first. As with 
most business software solutions, CPQ 
software can be a powerful tool to bring 
strategy into practice, but it’s no golden 
bullet that can solve all sales challenges. 
Before considering the implementation 
of a CPQ solution, all relevant business 
processes need to be in place.

Essential pre-requisites for a successful 
CPQ software solution implementation 
include: a pricing strategy translated into 
price-setting processes and price-reali-
sation dynamics; a product portfolio in 
line with market needs in which cross- 
and upselling opportunities have been 
identified; a clear and consistent channel 
strategy and a trained and knowledge-
able salesforce. 

In developing these business processes, 
it’s key to involve as many stakeholders 
and end users as possible. This ensures 
user confidence in the solution and that 
it’s not perceived as a black box. 

Figure 2: Solid business processes are critical 

 
All too often, companies jump straight into CPQ solution implementation, without putting the required underlying 
business processes in place first. As with most business software solutions, CPQ software can be a powerful tool to bring 
strategy into practice, but it’s no golden bullet that can solve all sales challenges. Before considering the implementation 
of a CPQ solution, all relevant business processes need to be in place. 
 
Essential pre‐requisites for a successful CPQ software solution implementation include: a pricing strategy translated into 
price‐setting processes and price‐realisation dynamics; a product portfolio in line with market needs in which cross‐ and 
upselling opportunities have been identified; a clear and consistent channel strategy and a trained and knowledgeable 
salesforce. In developing these business processes, it’s key to involve as many stakeholders and end users as possible. 
This ensures user confidence in the solution and that it’s not perceived as a black box.  
 

 

 

 

http://www.pricingsociety.com

