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A Swedish version follows after the English version. This means the story is faster to read
than Medium tells you.

This is a story about parts of my consulting work at a Swedish multi-national heavy

vehicles manufacturing company, where we built a solution sales support system,

https://medium.com/@ gunnar-ostberg/a-cpq-journey-1c888f2e7a98 1/35


https://medium.com/@gunnar-ostberg?source=post_page---byline--1c888f2e7a98---------------------------------------
https://medium.com/@gunnar-ostberg?source=post_page---byline--1c888f2e7a98---------------------------------------
https://medium.com/@gunnar-ostberg?source=post_page---byline--1c888f2e7a98---------------------------------------
https://medium.com/@gunnar-ostberg?source=post_page---byline--1c888f2e7a98---------------------------------------
https://medium.com/@gunnar-ostberg?source=post_page---byline--1c888f2e7a98---------------------------------------
https://rsci.app.link/?%24canonical_url=https%3A%2F%2Fmedium.com%2Fp%2F1c888f2e7a98&%7Efeature=LiOpenInAppButton&%7Echannel=ShowPostUnderUser&%7Estage=mobileNavBar&source=post_page---top_nav_layout_nav-----------------------------------------
https://medium.com/?source=post_page---top_nav_layout_nav-----------------------------------------
https://medium.com/search?source=post_page---top_nav_layout_nav-----------------------------------------
https://medium.com/search?source=post_page---top_nav_layout_nav-----------------------------------------
https://medium.com/search?source=post_page---top_nav_layout_nav-----------------------------------------

2025-09-24 10:04 A CPQ journey. Configure Price.Quote | by Gunnar Ostberg | Medium
from needs analysis to effect in production. It might be interesting to read for

people interested in the configure-price-quote process (CPQ).

Me, myself and I

First of all, I would like to introduce myself. I'll start by saying I have a Degree of
Master of Science in Engineering Physics. Today, I must be considered a mature
senior, but not yet over-mature, I hope. I have worked in engineering as a
professional since 1983, first with analog and digital electronics hardware design
and then in the programming and development of image analysis applications at
high-tech and research companies. I was also a multi-entrepreneur and ran several
start-ups, in Linkoping, Sweden in the 1980s. In 1989, I started at Ericsson to learn
the telecom industry from scratch, and eventually, I made a managerial career at
Ericsson in the 1990s. I worked at Ericsson between 1989 and 2007, in roles such as
middle manager, business development manager, global product manager, global

process owner, and global pricing manager.

Between 2007 and 2009 I was a self-employed consultant and worked as a “CEO
mentor”. In 2009 I purchased shares in an established Management consultancy
firm to get around the cold sales and get more resourceful assignments. I started
working as a senior Management Consultant at a fairly high level, i.e. the clients
were CEOs or VPs of MNCs, etc., and the hourly rate was high — it’s related. So I was
a partner in a small firm with a good reputation and a handful of partners, most in

their 50s and 70s and very experienced like myself. We worked a lot in networks.

The Situation (mid-May 2010)

One of my colleagues and I won a tender competition at a big truck manufacturer,
and we ended up in a product management unit for service contracts. The truck
manufacturer sells heavy vehicles like trucks, buses, and coaches worldwide, as well

as related digital, financial, and professional services.
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Their main problem was that service contracts were coming in too late in the sales

process, with service being counted as ‘after-sales, aftermarket’ — a misconception.

The Action — The Sales Process

I planned a long series of carefully thought-out full-day workshops and my colleague
and I ran them partly in parallel with two groups. We had reserved several large
rooms/conference rooms next to each other throughout the summer. The workshop
work together was great fun and went like clockwork, there was a lot of laughter and
a strong commitment, and it was high status internally within the truck
manufacturer to participate in the project. Lots of managers and specialists
participated from June to August 2010.
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One view of the resulting Sales process model

The Results — The Sales process

The result was great, a complete and quality-assured set of requirements for new IT.
When I work with modeling in workshops, I am careful that all participants fully
agree and that all red notes from higher management after critical review rounds
are taken care of and worked on. Of course, we also wrote a thick report with
suggestions for further work and made slide decks we presented. As a consultant,
you never know which day is the last. It is therefore good to work agile and always

have some results ready.

Take-away — Learning, insight — The Sales process

During the modeling work with the sales process, we all came to realize that it was
the sub-process with the configuration, where the customer’s needs and wishes are
to be met with the best possible solution the truck manufacturer can offer, which
was the core and key to a successful sale. This became very clear during the
modeling. I already knew that, but as a leader I let the participants figure it out
themselves. From my Ericsson days, I had previous experience with sales
configurators, including the SAP variant configurator that I had programmed and

used for service pricing of complex solutions.
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I realized that the new configurator the truck manufacturer was testing for vehicles
could also be used for service products, such as service contracts, dynamic
maintenance, residual value calculations and leasing, insurance, driver training,

and fleet management.

Intuitively, I envisioned a modular structure for services similar to trucks where you

choose cab, chassis type, engine, drive axles, steering axles, etc.

I also envisioned that the customer needs analysis and requirements capture the

seller makes can be modeled and included in the solution configuration.

I already realized that this would be extremely complex with zillions of dynamic
conditions to be met, and where the configurator must always manage to find a

working and best solution.
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The Proposal — SSCP
I proposed a new project to explore the possibilities and named it the “Service and

Solutions Configuration Project” (SSCP). I like descriptive project names.

The Task — SSCP

I got the green light unexpectedly and with considerable resources. I had a huge
amount of energy. In parallel, as a project manager, strategist, and analyst, I was
running several other high-profile projects at the truck manufacturer and had to

bring in more colleagues.

The Action — SSCP

I led the project, still as an external management consultant, but more in the roles
of innovator, intrapreneur, project manager, and business architect with full
freedom of ideas bringing in the best specialists and experts I could muster, both
from across the truck manufacturer’s business and from the supplier of the
configurator system (Tacton). The truck manufacturer’s specialists came from all
over the world and brought in their best experts. Hundreds of people got involved

and participated in some way.
Under my leadership, in a workshop format, we built configuration models for

e all service products and service solutions
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¢ the end customer's needs and wants
o vehicle applications

e business factors

e operational factors

¢ residual value calculations (which required me to build consensus within the
truck manufacturer globally on how the used vehicle market works and how
vehicles are valued)

¢ package solutions

all this is fully integrated with the vehicle configuration (which at different levels

influences the services configuration).

I ran maybe 25-30 full-day workshops. Some of these service products proved

extremely complicated, almost worse than for the vehicle.
I had certain principles such as

o all technical, legal, and commercial conditions should be built into the system

o the focus is on the choices the end customer can make — the system should

handle all dependencies and consequences of decisions

e the minimum amount of work for the seller, everything that can be automated
should be automated, no unnecessary information should be collected, no

information should be entered more than once, etc.

e the solution proposed by the configurator should optimize for end-customer
value, but full freedom within limits exists for the seller and end-customer to
make changes to any product, which then immediately gives a new optimized
total solution and new quote with new prices (actually a price proposal with
correct prices)

e it should be simple and secure to maintain configuration data

The configuration models in this project (SSCP) were somewhat simplified and not

adapted to a particular local market. This was a PoC (Proof of Concept).
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The Results — SSCP
The project was complex and very difficult, but it was successful. In this project, I
demonstrated that services and vehicles can be automatically co-configured into

fully customized and optimized transport solutions for the customer.

e The needs and preferences of the end customers could be successfully matched

with the company’s entire product portfolio, even at the lowest level of detail.
e There always exists a quote or a valid complete price proposal.

o All the choices the customer can make are visible on a web page.

There is a bit of AI about this and such an application system is called Configure-
Price-Quote (CPQ).

I showed that it is possible to create a sales support system that fully automatically
value-optimizes fit of the customer’s needs and preferences with everything the

company can offer customers, in the simultaneous sale of a heavy vehicle.
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I presented and demonstrated this solution individually to several of the second-
highest managers at the headquarters in Sweden (EVP level). At first, they didn't
seem to understand all the benefits, then became unsure whether the company
would be able to implement this major project that would follow, or they didn’t think
that the company globally, including all dealers, would be able to handle such a
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major change in working methods. In summary, they thought it was cool but were
reluctant to make a bet and introduce a change. I had my vision and thought it

would be possible and even easy.
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Take-away — Learning, insight — SSCP

I didn’t know the company in depth — I had only worked there for about three years,
mostly at the head office — and didn't realize how decentralized the truck
manufacturer was, on a global scale. Everything had to be sold everywhere,
resistance had to be overcome. Nothing could be pushed out (which went at

Ericsson).

I was then also done with all the other super interesting projects I had been running
at the company in parallel for three years, and I left the truck manufacturer for
other customer assignments that were also interesting, including at a major

education company and a government agency.

However, it was a real pleasure to drive the SSCP, and I was satisfied that I had
proved what I wanted to prove. It was also great fun to get to know the truck

manufacturer, a good company.

The Situation (Aug 2015)
After a couple of years, they called from the truck manufacturer’s Financial Services

unit (FS — which was a global unit with over 1,000 employees in 55 countries) and
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said that the parent company had now decided to run the big project I had in my

vision and had proposed earlier — they had already started.

The Task — FS

Now FS wanted me to return to build everything full-time for Loan & Leasing and
Insurance, for which it had poor sales support tools and a great need for a common
global system. I had just taken a break from my job for education and now
interrupted my university courses. But I finished the course in Financial

Mathematics and a few more, which came in handy.

The Action — FS
By 2015, the truck manufacturer had fully embraced the conclusions of my SSCP
project and mobilized for full implementation. My assignment at FS was part of a

large global implementation project.

Now, I had the opportunity to develop operational configuration models for all
finance and insurance products, not just for a central set of products but for all 55
markets (countries). Each country differs a lot and has product variants, laws, rules,
tax regulations, organizational maturity, local business culture and practices,

pricing methods, customer segment preferences, etc.

I continued to run large workshops and also did interviews with specialists. With the
markets, we ran requirements capture and validation over Skype. Now it was not
just more complicated models, but complex, from many perspectives. The truck
manufacturer had five loan and leasing products and four insurance products (non-

life insurance; property risk, life risk).

In addition, I had to build a proprietary model for underwriting into the system,
with full risk scoring and risk rating, both for Borrower risk, Facility risk, and Deal

risk, as pricing has to be dynamic and conditional like everything else.

Each country wanted to control authorization levels for different sales levels
(hierarchy of sellers) flexibly while some sellers should not be able to change things
to increase the risk. We encountered tricky problems that required me and another
engineer to lock ourselves in a room for 10 hours and work non-stop until we solved
the knot.

I also had to build logic for different kinds of discounting, which became

unexpectedly complicated.
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To handle the continuous management and development of the central product
models and all the markets’ localized product models, I created the global product
models as a so-called Configuration Product so that we could handle just the

differences, the deltas, between variants and between versions.

Our product models, i.e. the models of the products for configuration and pricing in
the rule engine, which constituted all the business logic in the entire system were
set up as data in Excel sheets, and I made sure that there was a management at the

same level of security as for software systems.

The product models had 2-3 different representations in the Excel sheets, one or
two different ones that anyone working in the business could manage, and one level
that was machine-readable by Tacton’s tool (the equivalent of a compiler) that

generated a program (prolog code) that is executable directly in the rules engine.

Moreover, everything was based on the truck manufacturer’s usual modular system

of family and variant codes.

The Results — FS

The CPQ (Configure-Price-Quote) system I created was part of an implementation
project including a CRM system, a quote management system (more or less a
database with a nice-UX CRUD web front), and a collection of existing order

systems.

All this together formed a complete sales support system, which followed the sales
process we created in 2010, and the principles I had crafted in 2011-2012 in SSCP.

It worked so that the seller, consulting the customer, fills out a web page for the
basic customer needs and wishes, such as a logging truck for Far North with
overnight accommodation. A ready-made quote (price proposal with correct prices
before any underwriting) is immediately available based on this and standard
values, optimized according to all product models for the best possible customer

value. Each time a customer selects a detailed choice of

e aservice product (eg operational leasing)
o avehicle, or

e the customer’s needs
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an adjusted, optimized quote is generated in real-time, i.e. immediately. You only

have to select with one click, that’s all, no other buttons are needed!
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Together, the salesperson, acting as an advisor, and the customer work out the
solution that best suits their needs, decision criteria, and values. They don’t need to
make many choices because only relevant selections are visible. In addition to a
price proposal with a BoM (Bill of Material) list with correct prices designed as a

customer quote, the result is a quantified list of codes feeding the order systems.

Some market companies weren'’t ready for a change so we implemented this CPQ

system for about 35 countries.

Takeaway — Lessons learned, insights — FS
It is possible to create a product configurator with a built-in advisory function also
for

e Financial services such as Loan & Leasing that include underwriting (risk

assessment and individual pricing based on this assessment), and

e Insurance with multiple risk elements and complex risk regulations,

which the seller can use in the sales meeting.
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And easily adaptable to markets such as France, Thailand, Chile, and The
Netherlands.

To be able to create customized and solution-optimized complete quotes (with
vehicles and all service products) at the push of a button has great value for all
stakeholders and the potential to deliver significant business impact and a quick

return on investment.

When I left the truck manufacturer in 2019 (after running several other projects,
including IT strategy), the company had implemented everything I had in my vision
of automatic customer value-optimized transport solution proposals in operation,
worldwide.

Then I heard that the use had been paused because it took too long to configure the
vehicle in some countries. It had nothing to do with my project at all — on the one
hand, the truck manufacturer had chosen a non-optimal basic way of configuring
the truck (they had not wanted to change the procedure they had had before), on the
other hand, the company had far too slow leased intranet lines to many countries in
e.g. South America and Asia, on the other hand, too weak servers — and all this
meant too long response times to configure the vehicle. In addition, they withdrew
management and development resources too quickly. I don’t know if they got these
problems sorted out later.

Final words

Now, you as a reader might think I am highlighting myself too much, and that might
be true. Everything we did was a team effort. I am just so proud of this whole CPQ
journey, especially the SSCP project where I was the originator, visionary, and
innovator, who managed to drive, realize, and concretely demonstrate the benefits,
and influence a multi-national company to invest and create a system implemented

for solution selling globally.
My most important contribution was to move product configuration

e from something technical that needs to be done to specify a lorry

¢ to something that creates increased competitiveness and commercial business

value for the whole company.
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Of course, I want to give great credit to all the great people within the truck
manufacturer and their financial services unit. Without their skills, expertise, and
deep commitment, there wouldn’t have been any results or business value. I also
worked very closely with Tacton’s incredibly sharp consultants and probably used
up 25 of them — they used to get tired of me after a while — now several of them are
senior CPQ consultants with their own companies or are product managers at large

companies. I wish to thank them as well.

I am very grateful that I gained the company's trust to run this series of missions. It

was a real pleasure — I love working like this.

I hope this story inspires you as a reader to consider new cases for increased
competitiveness, perhaps in other industries that sell solution-oriented products,

especially in these times when you can combine CPQ with Al

Thoughts

Machine learning is based on statistical methods and cannot be used as a basic
technique in CPQ because the same questions and resulting offers have to be used
every time for the same requirements. Successful sales and long-term business

relationships are all about trust.

However, today’s Al could improve the description of the customer options and
selections, clarify the options, and explain the outcomes and their consequences,
which is particularly important in situations of multi-criteria decisions or
dilemmas. For example, it could support the seller in his/her role as advisor or

completely replace the seller in a self-purchasing service.

To improve the quality of AI support with LLMs, you do not have one, but instead a
large number of LLMs — Al agents in different roles who work together, and where
one of these Al agents is prompted, i.e. given the task, to plan, organize, lead and
follow up the other Al agents who are prompted to be specialists and where they

work 2-3 together to ensure the quality of their results.

If you find this article interesting, I'd appreciate it if you'd consider sharing it so more

people can read it. I invite you to explore my other articles, and why not follow me?
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En CPQ-resa
(The same story in Swedish)

Jag vill garna beratta en historia, som handlar om delar av min konsultgarning vid
ett stort svenskt tillverkningsforetag av tunga fordon. Jag tror att det kan vara

intressant for manga att lasa.

Allra forst vill jag presentera mig. Jag vill borja med att sdga att jag ar Civilingenjor i
Teknisk Fysik. Jag miste numera betrakas som mogen senior (men dnnu inte
overmogen). Jag har jobbat med teknik som proffs sedan 1983, forst med
konstruktion av analog och digital elektronikhdrdvara och sedan med
programmering och utveckling av bildanalystillampningar vid high-tech-bolag och
vid forskningsbolag. Jag var ocksd multi-entreprenor och korde flera start-ups, allt
detta i Linkoping pa 1980-talet. 1989 flyttade jag och min fru till Stockholm da hon
fatt jobb dar som aktuarie. Da var jag redan en erfaren IT-ingenjor och kunde valja
precis vad jag ville — men jag valde att borja pa golvet pa Ericsson, som
provningsingenjor, for att lara mig Telekom fran grunden. DA fick jag ocksa resa
jorden runt i affarsklass och bo pé lyxhotell i spannade lander vilket var kul. Jag
gjorde chefskarriar pa Ericsson pa 1990-talet efter att ha kort flera stora globala
rationaliseringsprojekt och innoverat processledning over intranat, bland annat. Jag
arbetade vid Ericsson mellan 1989 och 2007, bl a som mellanchef, global
produktchef, global processdgare och global prissiattningschef.

Mellan 2007 och 2009 var jag egenforetagarkonsult och jobbade som “VD-stddjare”,
dvs jag hjalpte VDar i deras jobb, som bollplank eller specialist. Parallellt med detta
var jag IT-leverantor och byggde mycket framgangsrikt skraddarsydda webbaserade
affarssystem. Jag salde sjilv in alla uppdrag fran rent kallsilj, och anvinde
underkonsulter vid behov. 2009 kopte jag in mig i en etablerad mindre
Management-konsultfirma for att komma runt kallsaljet och fa mer resursrika
uppdrag. Jag borjade arbeta som Managementkonsult pa ganska hog niva, dvs
uppdragsgivarna var VDar eller Vice Presidents for MNCs, osv, och timpriset var
hogt — det hor liksom ihop. Jag var alltsa deldgare i en liten firma med gott
anseende och en dryg handfull partners, de flesta i 50-70-drsdldern och mycket

erfarna liksom jag. Vi arbetade mycket i natverk med varandra och andra.
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Situation (i mitten av maj 2010)
Efter att jag och en av mina kollegor vunnit en anbudstivling vid en stor
lastbilstillverkare hamnade vi pa en produktledningsenhet for servicekontrakt. Ett
Repair & Maintenance Contract fungerar ungefar som en privat sjukvardsforsakring
eller tandvardsforsakring, men for fordon. Lastbilstillverkaren siljer forutom tunga
fordon alla slags tillhorande digitala, finansiella och professionella tjanster, 6ver

hela varlden.

Produktledningsenhetens huvudproblem var att servicekontrakten kom in for sent i

sdljprocessen, da service traditionellt raknats som “eftermarknad” — nagot av ett
feltank.

Task — Uppgift — Siljprocessen
Jag fick rollen som projektledare for ett hogprofil-projekt som skulle skapa en
forenad saljprocess, en gemensam modell alltsd, for lastbilstillverkarens hela

globala verksamhet, och med anknytande strategiarbete for 16sningsforsaljning, dvs
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dar tjanster sampaketeras med varor (har fordon) till kundanpassade losningar.

Flera tiotals olika sdljprocesser (produktlinje * marknadsbolag) skulle bli en ny och

battre gemensam process, for att kunna bygga gemensamma informationssystem

for forsdljning. Ett mycket viktigt projekt pa allra hogsta niva, och med mycket tryck

fran alla hall.

Action — Handling — Saljprocessen

Jag planerade in en lang serie med noggrant uttankta heldagsworkshops och jag och

min kollega korde dem delvis parallellt med tva gang. Jag hade noggrant intervjuat

alla deltagare. Vi hade fatt reservera ett antal stora rum/konferensrum bredvid

varandra permanent under hela sommaren, dar vi kunde spanna upp stora

plastskynken pa alla viaggar. Vi byggde tillsammans modeller — bland annat en stor

processmodell med resurslager, begreppsmodell, malmodell och intressentmodell.

Workshoparbetet tillsammans var jattekul och gick som tiget, det var mycket skratt

och ett starkt engagemang, och det var hog status internt inom foretaget att fa delta i

projektet. Massor av chefer och specialister deltog fran juni till augusti 2010, men

det var ett kirngang pa 10-15 personer som deltog pa ca halvtid hela sommaren.

Resultat — Saljprocessen

Resultatet blev toppen, en komplett och kvalitetssakrad kravstallning mot ny IT. Nar

vi jobbar med modellering i workshops ar vi noga med att alla deltagare ar helt
overens och att alla roda lappar efter kritiska granskningsrundor fran hogre
management tas om hand och arbetas in. Vi skrev forstas ocksa en tjock rapport

med en massa forbattringsforslag, och gjorde slide-decks vi presenterade.

Take-away — Lardom, insikt — Saljprocessen

Under modelleringsarbetet med siljprocessen kom vi alla till insikt om att det var
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delprocessen med konfigurationen, dar kundens behov och 6nskemaél ska bemotas
med den basta mojliga 16sning lastbilstillverkaren kan erbjuda, som var kdarnan och
nyckeln till en framgéngsrik forsaljning. Det blev valdigt tydligt under
modelleringen. Det visste jag redan, men som ledare lit jag deltagarna komma pa

det sjalva.

Fran min Ericssontid hade jag tidigare erfarenhet av saljkonfiguratorer, bland andra
SAPs variantkonfigurator som jag hade programmerat och anvant for
tjdnsteprissattning av komplexa losningar. Jag insag att den nya konfigurator som
lastbilstillverkaren holl pa att testa for fordon borde kunna gé att anvinda dven for
tjdnsteprodukter, som exempelvis servicekontrakt, dynamiskt underhall,
restvardesberakningar och leasing, forsakringar, forarutbildning och
vagnparkshantering. Intuitivt tankte jag mig en moduluppbyggnad motsvarande
den for lastbilar dar man valjer hytt, chassityp, motor, drivaxlar, styraxlar, osv, fast
har istillet gor mjukare val. Jag tankte mig ocksa att den behovsanalys och
kravfangst sdljaren gor kan modelleras och inga i 16sningskonfigurationen. Jag
maste ndmna att jag redan da insag att detta kommer att bli oerhort komplext med
kanske miljontals dynamiska villkor som ska vara uppfyllda, och dar konfiguratorn

alltid maste klara att finna en fungerande och basta 16sning.
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Forslag — SSCP
Jag foreslog ett nytt projekt for att utforska mojligheterna, och dopte det till “Service

and Solutions Configuration Project”, SSCP. Jag gillar beskrivande namn pé projekt.

Task — Uppgift — SSCP

Jag fick lite ovantat gront ljus, och med ansenliga resurser. Jag hade enormt mycket
energi. Parallellt korde jag som projektledare, strateg och analytiker flera andra
hogprofilprojekt hos lastbilstillverkaren, och hade behovt ta in fler kollegor som

extra resurser.

Action — Handling — SSCP

Jag ledde projektet, fortfarande som extern Managementkonsult, men mer i
rollerna som innovator, intraprenor, projektledare och affarsarkitekt med full frihet
efter egna idéer och tog in de basta specialister och experter jag kunde uppbada,
bade fran hela lastbilstillverkarens verksamhet och fran leverantéren av
konfiguratorsystemet (Tacton). Foretagets specialister kom fran hela varlden och
tog i sin tur hjalp av de basta experterna. Hundratals manniskor kom att bli

involverade och delaktiga pa nédgot sitt.

Under min ledning byggde vi i workshopformat konfigurationsmodeller for alla
tjdnsteprodukter och tjanstelosningar och for slutkunders behov och 6nskemal,
fordonstillampning, affarsfaktorer, driftsfaktorer, restvardesberakningar (vilket

kravde att jag skapade enighet inom lastbilstillverkaren globalt om hur
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begagnatmarknaden fungerar och hur fordon varderas) samt paketlosningar, allt
detta fullt integrerat med fordonets konfiguration (som pa olika nivéer paverkar
tjansternas konfiguration). Jag korde kanske 25-30 heldagsworkshops. En del av
dessa tjansteprodukter visade sig vara extremt komplicerade, néastan varre an for

fordonet.
Jag hade vissa principer som t ex

o alla tekniska, juridiska och kommersiella villkor ska vara inbyggda i systemet

o fokus ligger pa de val slutkunden kan gora, alla beroenden for och konsekvenser
av beslut ska systemet hantera

e minimum av arbete for sdljaren, allt som gar att automatisera ska
automatiseras, ingen onodig information ska samlas in, ingen information ska

anges mer an en gang

¢ losningen som konfiguratorn foreslar ska optimera for slutkundvarde, men full
frihet inom ramar finns for sdljare och slutkund att gora andringar i alla
produkter, som da omedelbart ger en ny optimerad totallésning och ny offert
med nya priser (egentligen ingen regelratt offert utan ett prisforslag med
korrekta priser)

o det ska vara jattelatt och sikert att underhélla konfigurationsdata

Konfigurationsmodellerna var i detta projekt (SSCP) nagot forenklade och inte

anpassade till ndgon sirskild lokal marknad. Detta var en PoC (Proof of Concept).

Resultat — SSCP

Projektet var komplext och hade mycket hog svarighetsgrad men lyckades. I detta
projekt demonstrerade jag att tjanster och fordon kan samkonfigureras till for
kunden fullstandigt skraddarsydda och optimerade transportlosningar.
Slutkundernas behov och 6nskemél kunde automatiskt och framgangsrikt matchas
med foretagets hela produktportfolj, aven pa lagsta detaljniva. Det finns alltid en
giltig offert baserat pa de val som gjorts. P4 webbsidan syns alltid precis de val
kunden kan gora. Det ar lite Al over detta och denna slags tillampningssystem kallas
Configure-Price-Quote (CPQ). Jag visade att det gér att gora ett siljstodsystem som
helt automatiskt virdeoptimerar matchningen av kundens behov och 6nskemal
med allt vad foretaget kan erbjuda kunder vid samtidig forsaljning av ett tungt
fordon.
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Jag presenterade och demonstrerade denna 16sning enskilt for flera av de nast
hogsta cheferna vid lastbilsforetagets huvudkontor i Sverige, alltsd VP-niva. Forst
verkade de inte riktigt begripa nyttan, och sedan blev de osdkra pa om foretaget
skulle klara av att genomfora detta stora projekt som skulle f6lja, eller sa trodde de
inte att foretaget globalt, inklusive alla dterforsaljare skulle kunna hantera en sa stor
omstallning i arbetssatt. Sammanfattningsvis tyckte de att det var coolt men var
tveksamma till att gora en satsning och att inféra en forandring. Jag hade min vision
i huvudet och jag trodde saklart att det skulle vara mojligt och till och med enkelt.
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Take-away — Lardom, insikt — SSCP

Jag kande inte foretaget riktigt pa djupet, jag hade bara jobbat dar i omkring tre ar,
och mest vid huvudkontoret — och insig inte hur decentraliserad
lastbilstillverkaren var pa den globala skalan. Allt maste saljas in 6verallt, motstand

maéste Overvinnas. Ingenting gick att trycka ut (som faktiskt gick vid Ericsson).

Jag var da klar dven med alla andra superintressanta projekt jag hade drivit vid
foretaget parallellt under tre ar och ldmnade lastbilstillverkaren for andra kunders
uppdrag som ocksa var intressanta, bland annat vid ett storre utbildningsforetag och
ett statligt verk. Men det var ett sant noje att kora SSCP, och jag var nojd, jag hade
bevisat det jag ville bevisa. Och kul att lara kdnna lastbilstillverkaren, ett riktigt bra

foretag.

Situation (aug 2015)

Efter ett par ar ringde de frin lastbilstillverkarens enhet for Financial Services (FS —
som var en global enhet pa 6ver 1 000 anstillda i 55 1ander) och sa att
moderforetaget nu hade bestamt sig for att att kora det stora projekt jag hade i min

vision och hade foreslagit tidigare — de hade redan borjat.

Task — Uppgift — FS

Nu ville FS att jag skulle komma tillbaka for att pé heltid bygga allting for Lan &
Leasing och for Forsakringar, dar de med komplexiteten i deras produkter hade ett
klent saljstod och dessutom onskade ett enhetligt globalt system. Jag hade just tagit
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en utbildningspaus och avbrot mina paborjade universitetskurser. Men gjorde klart

Finansmatematiken och nagra till, vilket kom val till hands.

Action — Handling- FS

Nu 2015 hade lastbilstillverkaren alltsa helt tagit till sig slutsatserna fran mitt SSCP-
projekt och mobiliserat for full realisering. Mitt uppdrag pa FS ingick i ett stort
globalt implementationsprojekt. Nu fick jag mojlighet att utarbeta operativa
konfigurationsmodeller for alla finansierings- och forsakringsprodukter, och inte
bara for en global uppsattning produkter, utan for alla 55 marknader (lander) — och
varje land har ju egna produktvarianter, lagar, forordningar, foreskrifter och
skatteregler, organisatorisk mognad, lokal affarskultur och praxis,
prissattningsmetoder och kundsegments 6nskemal, osv. Det skiljer sig faktiskt
valdigt mycket mellan lander. Jag fortsatte med att kora stora workshops men ocksa
intervjuer med specialister. Med marknadsbolagen inom FS korde vi kravfangst och
validering over Skype. Nu blev det inte bara mer komplicerade modeller, utan riktigt
komplext, ur manga perspektiv. Lastbilstillverkaren hade fem olika lan- och
leasingprodukter och fyra olika forsdkringsprodukter (skadeforsakring med béade
sakrisk och livrisk). Med tjanster dr det ju ocksa betydligt svérare att tygla
produktpaketen — de ar fluffiga som moln och inte som i bilens harda varld dar

komponenter antingen passar ihop eller inte gor det.

Dessutom fick jag bygga in en egenutvecklad modell av underwriting
(riskbedomning och prissattning) i systemet, med full risk scoring och risk rating,
bade for Borrower risk, Facility risk och Deal risk, da prissattningen maste vara
dynamisk och villkorsstyrd som allt annat. Varje land skulle kunna styra
behorighetsnivder for olika séljnivaer (hierarki av siljare) vildigt flexibelt samtidigt
som vissa siljare inte skulle kunna dndra saker s att risken hojdes. Har stotte vi pa
en del knepiga problem som kravde att jag och en till skarpt civilingenjor stangde in

ossiett rum i 10 timmar och jobbade oavbrutet tillsammans tills vi 1oste knuten.

Jag fick ocksa bygga in logik for olika slags rabattering, vilket blev ovintat

komplicerat.

Jag tog in mer folk for det gér inte att gora allt detta sjdlv med det tempo som
kravdes har. Dessutom fick andra ta projektledarrollen och inforsiljningen till

marknadsbolagen, sé jag kunde fokusera pa l6sningsarkitekturen.
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For att kunna hantera den kontinuerliga forvaltningen och utvecklingen av bade de
globala eller centrala produktmodellernas och alla marknaders lokaliserade
produktmodeller, skapade jag de globala produktmodellerna som en sé kallad
Configuration Product si att vi kunde hantera bara skillnaderna, deltat, mellan

versioner och mellan varianter. Eller, s var tanken i alla fall.

Véra produktmodeller, alltsd modellerna av produkterna for konfiguration och
prissattning i regelmotorn, och som utgjorde all affarslogik i hela systemet var
uppsatta som data i Excelark, och jag sag till att det fanns en forvaltning p4 samma
nivé av sakerhet som for programvarusystem. Produktmodellerna hade 2-3 olika
representationer i Excelarken, dels en eller tva olika som alla som arbetar i
affarsverksamheten kan forvalta, och en representation som var maskinldasbar av
Tactons verktyg (motsvarande kompilator) som genererade ett program (deklarativ
prolog-kod for produktkonfiguration) som ar korbar direkt i regelmotorn. Allt
byggde dessutom pa lastbilstillverkarens vanliga modulara system med familj- och

variantkoder.

Resultat — FS

Det CPQ (Configure-Price-Quote) -system jag skapade ingick i ett
implementationsprojekt tillsammans med ett CRM-system, ett
offerthanteringssystem (mer eller mindre en dokumentdatabas med en
behorighetsstyrd CRUD webbfront) och en samling existerande ordersystem, som
tillsammans utgjorde ett komplett siljstodsystem, som foljde den siljprocess vi
skapade 2010, och de principer jag hade skapat 2011-2012 i SSCP.

Det funkade sa att sdljaren i samrad med kunden fyller i grundlaggande kundbehov
och kundonskemal, exempelvis timmerbil for Norrland med
overnattningsmojlighet och bl hytt, i ett webbgranssnitt. Direkt finns da en fardig
offert (prisforslag med korrekta priser fore ev. underwriting) baserad pa detta och
pa standardvarden, optimerad enligt alla produktmodellerna for basta mojliga
kundvarde. Vid varje kundval som sedan gors i nagon tjansteprodukt (exempelvis i
operationell leasing) eller pa fordonet, eller i kundens behovsbild, skapas i realtid,
dvs omedelbart, en justerad, optimerad offert. Man behover alltsa bara gora ett val

med ett klick, det ar allt, det behovs ingen annan knapp!
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Tillsammans utarbetar siljaren, som agerar som radgivare, och kunden fram den
16sning som bast passar kundens behov, beslutskriterier och varderingar. Det
behovs inte manga val, for endast relevanta val syns. Forutom ett prisforslag med en
BoM (Bill of Material-lista) med korrekta priser utformad som en kundoffert, blir

resultatet en kvantifierad lista pa koder som foder ordersystemen.

Vi implementerade detta CPQ-system for ca 35 lander, resten av marknadsbolagen

var inte redo for forandring.

Take-away — Lardom, insikt — FS

Det gir utmarkt att skapa en produktkonfigurator med inbyggd rddgivningsfunktion
aven for finansiella tjdnster som Lan & Leasing som innehéller underwriting
(riskbedomning och p& denna baserad individuell prissidttning) och Forsakring med
flera riskmoment och komplicerat riskregelverk, och som siljaren kan anvanda i
saljmotet. Och att 1att kunna anpassa den till marknader som exempelvis Frankrike,
Thailand, Chile och Nederlanderna. Att kunna skapa kundanpassade och
l6sningsoptimerade kompletta offerter (med fordon och alla tjansteprodukter) med
ett knapptryck har ett stort varde for alla intressenter, och har potential att ge
betydande affarsmassiga effekter och definitivt en snabb aterbetalning pa gjorda
investeringar. Nar jag lamnade lastbilstillverkaren 2019 (efter att ha kort ytterligare
nédgra andra projekt, bl a IT-strategi) hade foretaget implementerat allt det jag hade i
min vision om automatiskt kundvardesoptimerade transportlosningsforslag i drift,

varlden over.
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Sedan horde jag att anvandningen hade pausats eftersom det tog for 1ang tid att
konfigurera fordonet i ménga lander. Det hade inget alls med mitt projekt att gora —
dels hade lastbilstillverkaren valt ett icke-optimalt grundlaggande satt att
konfigurera fordonen pa (de hade inte velat andra det forfarande de hade haft
tidigare), dels hade foretaget alldeles for langsamma hyrda intranat-linor till ménga
lander i t ex Sydamerika och Asien, dels for svaga servrar — och allt detta innebar
for 1dnga svarstider for konfigurering av fordonet. Dessutom drog de tillbaka
forvaltnings- och utvecklingsresurser for snabbt. Jag vet inte om de fick ordning pa

dessa problem sedan.

Nu kanske du som ldsare tycker att jag framhaver mig sjalv for mycket, och det
kanske stimmer, men jag dr bara sa stolt 6ver hela denna CPQ-resa, sarskilt SSCP-
projektet dar jag var upphovsmannen, visionaren och innovatoren, som klarade av
att driva, realisera och konkret demonstrera fordelarna, och paverka ett multi-
nationellt foretag att investera och skapa ett system som implementerats for

16sningsforsiljning globalt.

Mitt viktigaste bidrag var kanske att jag forflyttade produktkonfiguration fran négot
tekniskt som maste goras for att specificera en lastbil till ndgot som behovs for att
skapa 6kad konkurrenskraft och kommersiell affarsnytta for hela foretaget. Och det

ar inte bara snack, utan det realiserades i verksamheten.

Jag vill naturligtvis ge stor credit till alla fantastiska manniskor inom
lastbilstillverkaren och deras enhet for finansiella tjanster. Utan deras kompetens,
expertis och djupa engagemang hade det aldrig blivit ndgra result och ingen
affarsnytta. Jag samarbetade ocksd mycket nira Tactons otroligt skarpta konsulter
och forbrukade sédkert 25 av dem — de brukade tr6ttna pa mig efter ett tag —
numera ar flera av dem ledande CPQ-konsulter med egna foretag eller

produktchefer pa storre foretag. Alla dem vill jag ocksa tacka.

Jag ar mycket tacksam att jag fick foretagets fortroende att kora denna serie

uppdrag. Det var ett sant noje. Jag dlskar att jobba sa har.

Nu hoppas jag att denna berittelse ger dig som lasare lite inspiration till nya case for
okad konkurrenskraft, kanske i andra branscher som saljer 16sningsorienterat,

sarskilt i dessa tider nar man kan kombinera CPQ med Al

Tankar

Maskininlarning bygger pa statistiska metoder och skulle inte kunna anvandas som
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grundteknik i CPQ eftersom det méaste bli samma fragor och samma offert varje
gang, korrekt och kvalitetssakrat, for samma kravbild. Lyckad forsdljning och

langsiktiga affarsrelationer handlar om fortroende.

Men dagens Al skulle framforallt kunna forbattra beskrivningen av de val kunden
kan gora, i dialog kunna tydliggora alternativen och forklara utfallen och dess
konsekvenser, vilket ar sarskilt viktigt i de situationer det foreligger ett
multikriteriebeslut eller ett dilemma. Dvs st6tta séljaren i sin roll som radgivare,

eller ersitta sdljaren helt i en koptjanst.

For att forbattra kvaliteten pa Al-stodet med LLMer har man inte en, utan istallet ett
stort antal LLMer, Al-agenter i olika roller som samarbetar, och dar en av Al-
agenterna promtas, dvs far i uppgift, att planera, organisera, leda och folja upp de
ovriga Al-agenterna som ar promptade for att vara specialister och dar de jobbar 2-3

stycken tillsammans for att kvalitetssakra sina resultat.

If you find this article interesting, I'd appreciate it if you'd consider sharing it so more

people can read it. I invite you to explore my other articles, and why not follow me?
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