CASE STUDY

Apollo

Shipping a Five-Year Backlog Item

Turning fragmented, manual pricing decisions into a trusted, scalable decision-support platform — with no handover,

and a team | had to rebuild from the ground up.

Pablo Martin - Product Manager, bp Global Pricing - 2025—present

Product Strategy - Stakeholder Leadership - Team Rebuild - Pricing Systems



At a glance

ROLE

Product Manager, Global Pricing

TEAM

Rebuilt engineering leadership mid-project,
plus data engineering and a commercial pricing
SME

DURATION

Live since 2025 — five years on the roadmap
before delivery

TOOLS

Power BI, SQL, Figma, Azure DevOps —
integrated with SAP and the PROS pricing
engine

SCOPE

Fuels pricing execution, launched in Spain,
rollout underway to additional markets

KEY OUTCOME

~£1.5m annual value, built bottom-up by the
pricing SME; hundreds of analyst hours
reclaimed



Impact at a glance

The headline numbers, and why each one is more credible than it looks.

£1.5m 3 months Hundreds

annual value, built bottom-up by the pricing delay to the full PROS integration, of analyst hours reclaimed from manual
SME — activity by activity, not a modelling committed to publicly and delivered exactly work, freed up directly for the analysis

assumption on the revised date Apollo now enables



Five years of promises, nothing shipped

Apollo had been on bp's Global Pricing roadmap for five years without shipping.

Pricing decisions for fuels contracts were made manually, from scattered 5 YEARS

spreadsheets, pulling data from systems never designed to work together.

on the roadmap. Zero markets live.
Spain had always been the intended first market — the original idea came from the
Spanish pricing team, who had been waiting five years to see it real. Apollo was not a
blank canvas. It came with five years of accumulated expectation, and people who had

heard ises before.
eard promises betore What | actually had to work with came from my line

manager and directly from the engineering team — piecing
together five years of decisions after the fact, rather than

. . reading them anywhere.
The handover was effectively nothing. My predecessor tracked dates and status —

without shaping direction, discovery, or the underlying product decisions.




Rebuilding the foundations first

Before | could make real progress on Apollo itself, | had to fix two things that should already have existed.

2

No documentation A stakeholder map that was too narrow

The previous lead engineer — a contractor with informal backing from a senior

) ) o ) ) Nobody had brought in Customer Support or Digital Security for a tool about to
technical stakeholder — left the architecture and decision history almost entirely

) _ _ sit at the centre of live commercial pricing decisions. Neither had been consulted
undocumented. We reverse-engineered it from the system itself before we could

before | arrived.
confidently change anything.

|

Five years of a product not shipping usually means five years of undocumented decisions and an incomplete stakeholder map.

Half the early work was not building anything new — it was making the invisible visible again.




TEAM DECISION

A difficult call on the team itself

The lead engineer — a contractor — was genuinely not equipped for the role. He held it through an informal relationship with a senior technical
stakeholder, not because he was the strongest person for it. A permanent bp data engineer already embedded in the project was clearly the stronger

technical lead.

THE CALL
Change technical leadership mid-flight, on a project already carrying Did not renew the contractor. Moved the permanent engineer into
five years of pressure to deliver. the lead position instead.

\_

It paid off. We understood each other from the start, worked well together, and stayed on schedule
despite the change.

He has since worked with me across several subsequent projects — which tells me the call was right, not just lucky.



Start with one market, not all of them

The plan | inherited was to build something scalable across multiple European

markets from day one. | made the case to focus entirely on Spain first.

There was real pushback — particularly from a senior pricing leader across Europe who

had been waiting years and wanted broader progress, not another narrow delivery.

My argument: the instinct to do too much at once, and never get any single market to a
state solid enough to trust, was exactly the pattern that had kept Apollo stuck for five

years. Once he saw the revised plan and the logic behind it, he backed it.

|

One market, done properly,

would rebuild credibility faster

than five markets done thinly.

The pattern that kept Apollo stuck for five years wasn't lack of

ambition — it was never landing.



Split the integration, not just the MVP

The PROS pricing engine integration wasn't in a state to build a launch on with confidence — so it shipped in two honest phases instead of one risky one.

PHASE 1 COMMITTED PHASE 2

Interim workaround 3-month follow-up Full PROS integration

Launch in Spain on schedule, without waiting for a Publicly committed to the business, rather than Delivered exactly on the revised date — October, as
shaky PROS integration. quietly hoping to catch up. promised.

Minus three days to minus one. Closing the pricing-data lag meant working directly with SAP and the PROS engine owners, and real trade-offs with the business — not a purely
technical fix.



Reframing the problem

Structured discovery with the Spanish pricing analysts who would use Apollo daily surfaced something that reframed the whole product.

WHAT IT LOOKED LIKE WHAT IT ACTUALLY WAS

Missing data Fragmented trust

o ) The real friction — too many separate places to check and reconcile before
The assumed friction — analysts didn't have the numbers they needed. ) ] )
feeling confident making a call.

Design and engineering worked in parallel with discovery, not after it. Early prototypes went in front of analysts before anything was built — validating direction,

not gathering opinions on a finished screen.




Rebuilt for daily use

Three screens from the Figma redesign — the overview analysts open every morning, the queue they work through, and the impact view leaders check
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Inside a single decision

o Apollo Decisions / Transportes Bermejo SL Decision D-4821+ GOA Madrid  PM

Strategy Apollo brings together contract terms, cost data, competitor pricing

RECOMMENDED PRICE - GOA - PLAZA MADRID Valid until 25 nov, 18:00 CET ® WHY THIS RECOMMENDATION
Decisions . . . . .
— O signals and volume commitments through purpose-built pipelines,
Approval srlitie High - 87% €5.71/m? - target €622 €0.724 /L bound, and landed cost leaves room for a unit
1 4 p 9 * ¢ 9 g g margin of €5,71 per m.

Meictatonds Compatirs in plaza Mactid sit at s €0,727 instead of manual extraction.
Sotfinas median, so €0,742 stays inside the band

9 Inputs behind this recommendation 4 sources - synced 07:10 CET customers accepted this quarter.

Cost per litre Landed cost, plaza Madrid, incl. freight €0,009 and duty €0,662 Volumeils 843 fdifilled with flveipricing dave lefr,

QUEUE - 25 NOV so no discount is needed to protect the

commitment.

Competitor price signal Plaza range €0,718-€0,745 - median €0,727 €0,727 median EVery recommendatlon ShIpS Wlth ItS reasoning attached — cost

Transportes Bermejo SL
Logistica Levante SA

Cooperativa del Ebro

Volume commitment 18.400 m* booked of 22.000 m* monthly commitment 84% fulfilled i H H H
oy Againsttarget floor, competitor signal, volume commitment — so analysts see
GOA volume, month to date +2.258 m*
Contract terms Platts Quote + 0,021 floor €0,724 - 24-month term Floor .
PO —e1g0jm why, not just what.
Index and price, last 30 days Platts Quote €/1 - applied price c/L

Decision history
24 nov Approved at €0,724 by P. Martin

21nov Adjusted manually, 0,3 c/L vs
recommendation

Sensitvity DECISION SUPPORT, NOT AUTOMATION

A1c/L move in Platts Quote shifts the
recommendation by 0,8 c/L. Below €0,731 the margin
target is missed.

2nov 9 nov 6 nov 24 nov

Approve recommendation Adjust manually Approval is recorded against your analyst IC

Analysts approve or adjust manually — every choice recorded
against their analyst ID. Apollo removes the hours of manual

assembly before a decision could be made, not the judgement
Apollo — decision detail, redesigned itself.



LAUNCH

The launch had to prove something

Apollo carried five years of unmet expectation, so the launch mattered as much as the build. | planned and edited a launch video myself, with

reflections from the pricing SME and the product sponsor — a proper showcase, not a quiet release.

(

The reaction that mattered most was not about the interface. It was people telling us they finally felt

heard, after five years of being told Apollo was coming.

The consistent theme: people felt genuinely listened to, and that prototyping early — bringing them in before anything was finished — felt organised in a way previous

attempts never had.



How the £1.5m was actually built

Apollo launched successfully in Spain. The headline number was not a top-down estimate — it was assembled bottom-up, activity by activity.

Catalogue Cost Consolidate Normalise
Every new analytical activity the team Each activity costed per litre, by the ) Seasonality and one-off shocks — such
o Totals consolidated by month across ) ]
could now do, that manual work had pricing SME herself — not handed ) o as the war in Iran — normalised out
) ] ] ) ] the team's new analytical activity. o ]
previously made impossible. down as a modelling assumption. before annualising the figure.

The analyst hours were more straightforward. A large share of previously manual processes were removed entirely, freeing that time directly for the

analysis Apollo now makes possible.



Scaling beyond one market

The product cha
build on.

THE EASY PATH

A near-identical, market-specific instance for each
new country.

Effectively repeats the manual, bespoke pattern Apollo was meant to

replace — just one level up. Each instance needs separate maintenance
forever.

ge in this phase is different to the one that shaped version one — and it's the next real test of whether Spain's foundation was solid enough to

WHAT'S BEING BUILT
A genuinely reusable core, with configurable

business rules per market.

Scalability treated as a design problem in its own right, not a family of

near-duplicate applications each needing separate upkeep.




What I learned

o A missing handover is a discovery problem

Difficult people decisions are sometimes the
highest-leverage ones

Honest delay builds more trust than a broken launch

The most credible numbers are built by the people
closest to the work

How you launch is part of the product, not a wrapper
around it

When there's no documentation, the first job is archaeology. That work is invisible on a roadmap, but it's where

the real risk usually gets found.

Changing technical leadership mid-project was uncomfortable and risky. It was also probably the single decision
that made hitting our commitments possible.

Telling stakeholders we needed three more months was a hard conversation. Delivering exactly on that date,
after five years of missed dates, is what rebuilt confidence.

The £1.5m means more because the pricing SME assembled it herself, activity by activity — not as a modelling

assumption handed down.

After five years of promises, the launch had to prove something. Involving the team early and showing that
visibly did more for adoption than any single feature.



CLOSING THOUGHT

Apollo didn't need a better idea. It needed someone to close
five years of open loops — the documentation, the
stakeholders, the team, the integration — one at a time, and

deliver exactly what was promised.

Live in Spain. Scaling now — the same discipline, applied to the harder problem of doing it without repeating the pattern that

kept it stuck for five years.

Pablo Martin - pablomartindesigner.com - Apollo, August 2026



