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Executive CPQ Transformation Risk Checklist

CPQ risk hides
after the demo.

For executive teams, operators, and private equity sponsors, the real CPQ
question is whether the transformation will improve revenue, margin, cycle time,
handoffs, adoption, and run-state performance.

Not just:

Which platform has the best features?

Business risk signals

O
O
O
O
O
O

Revenue leakage
Margin erosion
Slow deal cycles
Broken handoffs
Adoption risk

Run-state drag

But: will this transformation improve how the business prices, sells, fulfills, bills, renews, and scales?

The executive pressure test

® Value creation ® Execution readiness
Improve revenue capture, margin, Own rules, workflows, data,
deal velocity, scalability, integrations, handoffs, releases,
compliance, or exit readiness. and adoption before go-live.

® Run ownership

Fund and govern updates, data,
rules, enhancements, adoption, and
value tracking after launch.

Use before vendor selection, Sl selection, program rescue, go-live, acquisition integration, carve-out readiness, or board-driven

value creation work.
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Use these questions to turn vague CPQ concerns into an executive risk discussion before spend, scope, partner selection,
or go-live decisions become expensive to unwind.

@® Revenue leakage @® Margin erosion @® Slow deal cycles
@® Broken handoffs @® Adoption risk @® Run-state drag
® 1. Value thesis ® 2 Vvendor fit
What outcome matters most: revenue capture, margin, Can the platform support the real rules, UX, workflow,
cycle time, compliance, scalability, or exit readiness? data, integrations, insights, and handoffs?
® 3. Methodology ® 4 Change impact
Does the plan use early CRPs, demos, feedback Are rules, exceptions, workflows, approvals, data
cycles, configuration, coding, and releases? dependencies, and tribal knowledge owned?
® 5 Downstream execution ® 6. Run-state ownership
Will quote outputs work for fulfillment, billing, service, Who owns updates, data, rules, enhancements,
renewals, reporting, audit, and analytics? adoption, and value tracking after launch?

When to request a CPQ Risk Review

Use the review when selecting CPQ software, choosing an implementation partner, integrating an acquisition, preparing for a
carve-out, rescuing a troubled program, or moving toward go-live.
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