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One-liner: We turned a slow, error-prone manual quoting process into an automated Salesforce CPQ 

engine — product bundles, pricing and discount rules, guided selling, approval governance, and 

branded quote documents — so reps could produce accurate quotes in minutes instead of days. 

 

Engagement Snapshot 

Client NovaSphere Software Solutions Pvt. Ltd. / Global Enterprise Subscription 

Division 

Industry B2B Technology / Subscription Products 

Region Delivered from India for an enterprise client 

Salesforce Product Salesforce CPQ (on Sales Cloud) 

My Role CPQ Developer / Solution Lead 

Team Size CPQ implementation team 

Duration Multi-phase implementation 

Key Tools Salesforce CPQ, Apex, Flows, Copado (DevOps), Quote Templates 

 

1.  Project Context 

The client sells a portfolio of configurable B2B products and subscription packages through an enterprise 

sales team. Deals regularly combined base products, optional add-ons, usage tiers, multi-year terms, and 

negotiated commercial discounts. As the catalogue grew, quoting became one of the most fragile parts of 

the sales cycle. 

Before the transformation, quotes were assembled largely outside Salesforce using spreadsheets, email 

approvals, and manually edited documents. This created slow turnaround, invalid product combinations, 

pricing mistakes, and inconsistent customer-facing proposals. 



I was engaged to help implement Salesforce CPQ as the system of control for product configuration, pricing, 

discount governance, and quote generation directly from the opportunity, giving sales teams speed without 

sacrificing accuracy. 

2.  Problem Statement 

The existing commercial process had several structural weaknesses that affected both revenue confidence 

and sales velocity: 

• Slow quote turnaround. Reps built quotes manually, often taking days to assemble and review 

commercial details before sending anything to the customer. 

• Pricing and configuration errors. Manual quoting led to invalid product combinations, incorrect pricing, 

and avoidable margin leakage. 

• Uncontrolled discounting. Discounts were applied inconsistently, with limited governance and no 

systematic approval matrix. 

• No reusable product structure. Common bundles and option sets were recreated by hand on every 

deal, wasting time and introducing inconsistency. 

• Inconsistent quote documents. Output documents varied by sales rep and lacked a standard branded 

layout and commercial presentation. 

• Disconnected opportunity visibility. Because quotes lived outside Salesforce, forecasting and pipeline 

reporting were incomplete or misleading. 

3.  What We Built — The Solution 

We implemented an end-to-end CPQ foundation on top of Sales Cloud that brought structure, speed, and 

governance to the quoting process: 

• Structured product catalogue and bundles — modelled products, options, and features so sales reps 

configured validated, reusable bundles instead of free-form line items. 

• Pricing rules and discount schedules — implemented automated list pricing, volume/tier logic, 

discount schedules, and calculation rules to ensure the correct commercial outcome. 

• Product rules and guided selling — used validation, exclusion, recommendation, and guided selling 

logic so reps could not create invalid quote combinations. 

• Discount approval governance — configured threshold-driven approvals so discounts above policy 

limits routed to the correct approver tier. 

• Branded quote generation — built customer-ready quote templates that created consistent, 

professional proposal output. 

• Opportunity-integrated quoting — generated quotes directly from the opportunity so pipeline, stage 

progression, and quote activity stayed visible in Salesforce. 

4.  My Role on the Engagement 

I worked as the CPQ developer and solution lead, bridging commercial requirements and platform design. 

My responsibilities included: 



• CPQ solution design — translating product structure, pricing logic, discount policy, and approval rules 

into a scalable CPQ configuration. 

• Configuration and development — building bundles, price rules, product rules, guided selling flows, 

and quote templates; extending with Apex where native configuration was not enough. 

• Approval design — mapping the discount-approval matrix so governance protected margin without 

slowing standard deals. 

• DevOps and release management — using Copado for version control, promotion strategy, and clean 

CI/CD across environments. 

• Best-practice enforcement — reviewing design choices and custom logic to keep the implementation 

maintainable and future-ready. 

5.  How We Achieved It — Delivery Approach 

1. Commercial discovery. Mapped the full product catalogue, pricing policies, discount structures, and 

approval thresholds with business stakeholders. 

2. Product and bundle modelling. Built reusable product structures, options, and features so 

configuration was validated and repeatable. 

3. Pricing engine implementation. Configured price books, discount schedules, and pricing rules to 

compute accurate pricing automatically across common deal scenarios. 

4. Configuration governance. Added validation, exclusion, and recommendation logic plus guided selling 

so reps were steered toward valid product combinations. 

5. Approvals. Set up discount-threshold-based approval routing so exceptions were governed without 

manual email chasing. 

6. Quote output and deployment. Built branded quote templates and released the solution through 

Copado-backed deployment practices with code review throughout. 

6.  Outcomes and Business Impact 

The client moved from slow, spreadsheet-driven quoting to a governed, opportunity-connected CPQ 

process. Indicative business outcomes included: 

Minutes ~90% 100% Consistent 

Quote turnaround 

instead of days 
Reduction in pricing / 

configuration errors 
Discount exceptions 

routed for approval 
Branded customer-ready 

quote documents 

 

• Quote turnaround reduced from days to minutes for standard scenarios. 

• Pricing and configuration errors were largely eliminated through governed rules and bundles. 

• Discounting became disciplined and auditable through threshold-based approvals. 

• Quote documents became consistent, branded, and professionally structured across the sales team. 

• Opportunity-level quoting improved forecasting and sales pipeline visibility. 

Note: values above are representative implementation outcomes and should be aligned to the client's published metrics 

before external use. 



7.  Tech Stack 

Salesforce CPQ Product Bundles Options & Features 

Price Rules Discount Schedules Product Rules 

Guided Selling Approval Processes Quote Templates 

Apex Copado  

 

8.  Architecture & Process Diagrams 

The diagrams below illustrate the core process flows and architecture decisions behind the solution. 

 
Figure 1 — CPQ quote lifecycle from opportunity through to closed-won, with the governance layer underneath. 



 
Figure 2 — Pricing and discount engine: list price flowing through discount schedules and price rules to net price, with 

approvals on exception. 

 
Figure 3 — Product bundle structure with required core, optional add-ons, and validation / exclusion / recommendation rules. 

9.  Key Takeaways 



• Speed comes from structure. The fastest quoting process is the one where good configuration choices 

are built into the platform rather than left to memory. 

• Governance should be invisible to standard deals. Approvals were most effective when they only 

appeared for true commercial exceptions. 

• CPQ is a commercial operating model, not just a tool. Success depended on translating how the 

business sells into how the system configures, prices, and approves. 

• DevOps matters in CPQ. Complex commercial logic changes frequently, so deployment discipline 

through Copado was essential for safe iteration. 
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