Vendor Consolidation: A Case Study in
Efficiency

Savings Efficiency

A mid-sized enterprise transformed its procurement by consolidating its vendor ecosystem, leading to substantial
cost savings of $2M and improved operational efficiency with 30% gains via centralized IT asset management,
creating a more efficient model.



Microsoft 365 Licensing:
Fragmented and Overpriced

The company's fragmented Microsoft 365 licensing strategy caused
significant inefficiencies. Different departments bought the same
software at different rates, lacking a unified view of total spending and
hindering negotiations for better rates. Key issues include:

Inconsistent Pricing Across Vendors

Purchasing licenses from multiple sources led to varying rates and a
lack of pricing control.

Difficult License Management and Tracking

The absence of a centralized system to track licenses resulted in
redundant purchases and unused subscriptions.

Increased Compliance Risks

The inability to effectively track user access to applications and data
created potential compliance issues.




Telecom Vendors: Too Many Players, No

Strategy

1 Challenges for IT

Negotiating bulk pricing and standardizing
contracts became difficult.

3 Billing Inconsistencies

Overpayments and inefficiencies across
departments occurred.

5 Difficult Tracking

Tracking spending and optimizing telecom
resources was challenging.

No Leverage

IT was unable to secure discounts or consistent
service levels.

Redundant Services

Each vendor offered similar solutions at different
prices.

Consumed IT Resources

Managing multiple vendor relationships
consumed valuable IT resources.



No Centralized Asset
Management

Without a centralized asset management system, IT had no visibility into
the lifecycle of hardware, software, and service contracts. This lack of
tracking made it difficult to manage renewals, maintenance, and
upgrades. The company struggled to optimize its IT spending, often
overpaying for redundant licenses or missing opportunities to negotiate
better rates with vendors. The absence of a centralized system also
increased the risk of hon-compliance with software licensing
agreements, potentially leading to costly penalties. Furthermore, the
company was vulnerable to security risks due to an inability to identify
and patch vulnerabilities in its IT infrastructure in a timely manner. This
reactive approach to security made the organization more susceptible to
cyberattacks and data breaches.




Procurement and Finance Disconnect

The lack of integration between procurement and finance systems made it challenging to track spending. The
company's decentralized procurement process lacked a standardized approach to vendor negotiations, leading to
missed opportunities for volume discounts and promotional pricing.

Finance struggled to reconcile invoices with actual The company's decentralized procurement processes
purchase orders, leading to payment errors and fraud created a chaotic landscape where vendor selection
risks. Employees often had to manually confirm was inconsistent, and pricing negotiations were
purchases through email, adding time and effort to the uncoordinated. This lack of structure led to missed
approval process. This disconnect between opportunities for bulk discounts and lower overall
departments resulted in inefficiencies and increased pricing, resulting in wasted expenses.

the risk of financial errors.



Microsoft 365 Licensing:
Standardized and Optimized

To address the challenges with Microsoft 365 licensing, the company
signed a direct Microsoft Enterprise Agreement, allowing for substantial
discounts on both Microsoft 365 and Azure. This move centralized
licensing and eliminated redundant purchases. To ensure efficient
license management, the company consolidated all purchases through a
single authorized reseller. IT leveraged Intune and security groups to
automate license tracking and assignment, ensuring that only active
users received licenses.




Telecom Vendor Rationalization

Streamlined Vendor Management
Reduced telecom vendors from four to one,
simplifying management and improving
efficiency.

Improved Service Levels

Secured improved SLAs with the remaining
provider, enhancing the overall service
experience.

Significant Cost Savings

Consolidated contracts for better service and
unlocked substantial financial benefits
through bulk pricing.



Results & Business Impact
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Zoho implementation provided real-time asset visibility, streamlining renewal and maintenance, and enhancing
security. Integrated procurement and finance systems improved financial transparency and spending control.



