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TELENOR CASE STUDY - OVERVIEW 

 

      

The solution 
 After a three day Rapid prototyping where we built most of their old 

model into Prodacapo ABM 
 Total review and better tracing of  

 NW costs 20-25% of total 
 Customer services 
 Revenues 

 
  

  

The challenge 
 Due to new organisation and increasing demand they needed to improve the 

current solution 
 Management required a fully loaded P&L per business unit and type of 

customer  



ETOM PROCESS FRAMEWORK 



MODEL OVERVIEW 

CC/Acc Resources Activities, Processes  
and Systems 

Cost drivers 

Direct traced 

NW activities 

NW System 

Activities/System 

Products 

NW Building block 

  

      

NW Technical Products 

  

      

Offerings/Products 

  

      



TELECOM P&L BY CUSTOMER 
Revenue General 1.446.843.594 

Handset 584.976.502 

Total Revenue Total Revenue 2.031.820.096 

COGS Interconnect -159.430.368 

Roaming -38.100.426 

Handset (Stores + separata) -658.608.094 

Comissions -119.369.304 

Gross Profit Gross Profit 1.056.311.903 

Process 1.1.1 Customer Relationship Management -251.645.068 

1.1.2 Service Management & Operations -31.021.605 

1.1.3 Resource Management & Operations -1.838.003 

1.1.4 Supplier/Partner Relationship Management -1.253.390 

1.2.1 Marketing & Offer Management -62.899.675 

1.2.2 Service Development & Management -14.822.045 

1.2.3 Resource Development & Management -3.147.867 

1.3.2 Enterprise Risk Management -304.808 

1.3.3 Enterprise Effectiveness Management -435.309 

1.3.5 Financial & Asset Management -2.068.118 

1.3.7 Human Resources Management -7.759.548 

Undefined -839.047 

Overhead Finance/Management -147.192.593 

Technical Products TP-011 FIXED SITES-CORE NW -114.741 

TP-014 IMS/One Plattformar -514.851 

TP-016 MISC NETWORK - OTHER -1.663.061 

TP-018 Mobile Data -97.123.040 

TP-019 Mobile Data 4G -34.087.327 

TP-020 Mobile Messaging -9.850.256 

TP-021 Mobile Prepaid Voice -774.087 

TP-022 Mobile Voice -79.722.783 

TP-029 Roaming -564.423 

Net Result Net Result 306.670.261 



ABC / 
Expenses 

Business 
Planning 

Individual  
Capital  

Assessment 
(ICA) 

Embedded 
Value 
(EV) 

Pricing 

Management 
Fee 

(Statutory  
Reporting) 

Project 
Support 

Business MI 

Benchmarking 

…. Fully embedded into Skandia 

SKANDIA LIFE (OLD MUTUAL) 
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Indirect 
costs 

Products Customers Channels 

Insurances 

Business processes 

Cost drivers 

Sub processes / act 

Staff time 

IT systems 
Facilities 
 

A PROCESS- AND ACTIVITY BASED MODEL TO 
UNDERSTAND PROFITABILITY 



VALUE PROPOSITION 

Product costing &  
profitability 

•Better identification of product cost using 
ABC methodology 

•Analyse product profitability 
•Which products are profitable? How long 

has a policy to be maintained before it 
becomes profitable?  

•Split costs by product group, i.e. with-
profits / unit linked etc.  

Improve &  
increase DAC 

•Classify activities as Acquisition, 
Maintenance or Development 
and gain evidence to argue for a 
increasing of the Deferred 
Acquisition Cost (DAC). Even cost 
on indirect activities can be 
related to maintenance or 
acquisition in a relevant way.  

•Which customer segment is 
most profitable? Which 
customers are not profitable, 
and why? Analyse the cause and 
effect relations behind the 
customer behaviour to gain 
understanding of how to 
increase profitability or for 
changed pricing.  

Process & cost  
management 

Customer & segment 
profitability 

•Map and cost processes to get a 
better base for process 
management, process 
improvements and thereby cost 
reductions. 

Driver based  
planning/forecasting 

•Simplify and enhance your planning 
and forecasting process by using 
driver based planning. Cause and 
effect relations will make your plans 
and forecasts more relevant and 
transparent.  

Channel profitability 

•Calculate and monitor costs 
by sales channel (or 
distribution channel).  

Shared Service  
Costing & Pricing 

•Find the true costs for 
internal services in 
shared service centres. 
Also used for pricing of 
internal services. 



PRODUCT PROFITABILITY 

Time 

Acquisition  
cost 

Running costs 
- IT costs 
- Customer service 
- Claims 

Revenue 
– Premium 
– Capital gain 

 





CUSTOMER SEGMENTATION 
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RISK 
0,4% 

LOYAL 
3,4% 
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DOR 
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Result on margins 



LARSON JUHL (BERKSHIRE HATHAWAY) 

 $150 Million in Annual Revenues 

 A Berkshire Hathaway Company 

 12,000 customers 

 5,000 SKUs 

 600 Delivery Routes 

 25 Distribution Branches 

 150,000 Individual Customer Deliveries 

 

 



PROJECT OBJECTIVES 

 Detailed Profitability by Customer, Product 

 Evaluate Cost of Deliveries 

 Improve Productivity of its Customer Service Center and Sales & 
Marketing Efforts 

 

 

 

 

PROJECT APPROACH 

• Built an Operational Model tracing cost to order line level 

• Defined Detailed Profitability in a Multi Dimensional Way 

• Created Custom Reports to Each Business Decision Maker 

• Guided Users to Identify Opportunities for Improvement 

 

 

 

 



PROJECT DELIVERABLES 

• Determine the fully loaded profitability of each customer (outside 
sales – small/medium/large, inside sales, key accounts, contract and 
national accounts).  

• Determine the fully loaded profitability of all delivery customers and 
re-evaluate our minimum order size and delivery . 

• Determine the fully loaded profitability of each product SKU and 
either 1) discontinue unprofitable SKUs, 2) negotiate a price 
decrease or 3) make an explicit decision on each that it’s a 
necessary part of the range and therefore a cost that should be 
associated with more profitable SKUs.  

• Determine the fully loaded profitability of fulfillment orders to 
establish optimal pricing and/or make necessary changes to our 
operating approach. 

• Determine the optimal pricing for value added services. 

 



CUSTOMER FACING ACTIONS 

• Customer Prompt Pay Discounts (COD customers, 
Converting Terms) 

• Delivery Fee 

• Delivery Minimum (order size, incremental cost/profit) 

• Samples Revenue (charging certain customers for 
samples) 

• Join Pricing (establish proper $ fee and guidelines when 
it can be waived) 

• Chop Pricing 

• SKU deletion (large/dramatic changes). 
 



 



 



ELEKTROSKANDIA (SONEPAR) 

 



IMPROVING CUSTOMER PROFITABILITY 

-80

-60

-40

-20

0

20

40

60

80

100

Profit 

Change 
Develop 

Retain 



CUSTOMER SEGMENTATION 

CCC BBB AAA

CC BB AA

C B A

ABC margin 

< 0 % 0 - 5 % > 5 % 

< 0,5 MEUR 

0,5 – 5MEUR 

< 5 MEUR 

Turnover 



ABC IMPLEMENTATION STRATEGIES, CUSTOMERS 
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”The elites”  
Description: larger customers that gives us good 
result. The customers are loyal but not always 
satisfied. Our most important customers. 
Goal: Strengthen the relationship. Become strategic 
business partner (if we are not already). 
Actions:  
- Launch the relation program “The elite team”, 
including: 

- Customer plan  
- Follow up / Meeting every quarter with Sales 
  Manager / Business Area Manager 
- More sales statistics 
- Dedicated sales resources 
- Membership in “Strategy council” 
- Social events together with others in the elite  
  team 
 

”The juniors” 
Description: Small customers with little potential for 
increased volume 
Goal: Make our own resource consumption more 
effective towards them 
Actions:  
- Standardized general agreements – prices and follow up 
- Shop/In-house seller/ telemarketing to replace salesman visiting 
the customer  
- Price adjustments to increase margin 

”The price hunters” 
Description: larger customers that we do 
not earn any money on. Large volume, 
small or no margin 
Goal: keep as customer but increase the 
profit by focus on processes and margin, 
create win-win situations 
Actions:  
Improve processes 

- Customer plan 
- Common products, suppliers and  
  purchasing routines 
- Joint face towards suppliers to get 
  better terms on volume 
- E-commerce, order size, own  
  products 
-Agreement with process bonus  
-Pricing of services 
 

”The talents” 
Description: customers with potential for both increased 
volume and profit 
Goal: Primary increase the result, secondary the volume 
Actions:  
- E-commerce, order size, freights, complaints 
- General agreement with volume bonus in steps 
- Price increase on low frequent products 
- Local follow up 
 



HOW TO MANAGE NON PROFITABLE CUSTOMERS? 

1. When Elektroskandia has high costs (negative ABC profit), 

then customers most likely also have equal high costs in their business 

processes. 

2. By working with the ABC-analysis together with the customer we  

can save money on both sides. 

3. Creating a WIN-WIN situation! 



 Bonus 

• 5% on all purchases 

 Volume bonus 

• 1,5% >15 MEUR or 

• 2% >16, 5 MEUR 

 Order premium: 

• >500:- = 1,5% (existing) 

• >2000:- = 2,0% (new 1) 

 E-commerce / EDI order: 

• 1,5% (new 2) 

 Planning: 

• Day 2 delivery or later = 1% (new 3) 

INFLUENCE THE BEHAVIOR OF THE CUSTOMER 



TERQUIMSA / VOPAK 





 



 



 



PHILIPS LIGHTING DISTRIBUTION 







SCA 

 The SCA business area Away From Home 

 Tissue Europe’s operations are based primarily on sales of tissue 
products to corporate customers and public institutions.  

 SCA is the market leader in Europe and the third-largest player 
in the global Away From Home market. 

 SCA, one of the world's leading paper companies, produces 
absorbent hygiene products, packaging solutions, and 
publication paper. 



SCA 

 Prodacapo ABCM enabled the business area management to 
make informed, fact based decisions.  

 The analysis showed the real cost of the various ways to sell and 
deliver to different customer segments.  

 Management could also identify criteria for how to best serve 
customers and segments for profitability growth. 

 

 “The Prodacapo solution means we have improved the way we 
measure our costs to serve each and every customer— which 
also allows us to do something about our profitability per 
customer,“ says Åsa Kalentun, European Controller, 

 

 “To grow profitability it’s important to spend time and resources 
on the right activities and customers.” 



SCA – DIFFERENT USE 

 Customer profitability data is available both centrally and 
regionally. At the business area level, Away From Home Tissue 
Europe analyzes customer profitability for its top fifty clients 
across Europe every quarter, as well as top thirty customers by 
region. 

 

 At the regional level—such as the Nordic countries—the sales 
organization uses reports that track three to five selected cost 
drivers per customer. Sales teams compare these actual costs 
with average costs and implement changes to improve 
profitability. 

 

 “Best practice. By using Prodacapo we can measure how we use 
time and costs in our different business processes. We can now 
analyze where we use the time available to us – before, during, 
and after a sale. We can start to set targets and work with our 
sales-generating processes,” says Åsa Kalentun. 



PIPELIFE CASE STUDY - BACKGROUND 

 

      

Pipelife is one of the world's leading suppliers of plastic pipe systems and plastic 
fittings with operations in 27 countries.  
  



PIPELIFE CASE STUDY – KEY OBJECTIVES 

The overall implementation objectives were: 
 

1. Better understand and improve profitability: using a process and 
activity based model 

2. Optimise processes and improve efficiency: by                 
mapping and pricing all processes and activities 

3. Improve product portfolio returns:  through a focus          
on true costs 

4. Better basis for pricing decisions by providing transparency & 
benchmarking between countries 

5. Maximize profitability: tailoring product and service offerings to 
our customers 



PIPELIFE 

Click here to view Pipelife 

https://www.dropbox.com/l/DufCnAQ9NrDWECx5gyVM9f?
https://www.dropbox.com/l/DufCnAQ9NrDWECx5gyVM9f?
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