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Telecom Expense Management (TEM) is 
expanding and evolving as it grows to cross all 
technology-related spend categories. As you’d 
expect, all TEM providers will adapt to these 
changes at varying rates. Some are already 
ahead of the curve. Others haven’t even begun 
to change.

Gartner estimates there are more than 200 
TEM vendors across the globe. Each provider 
will have its own processes and methodologies 
for establishing a partnership, and those that 
take a consultative approach to onboarding 
can help you understand what to expect from 
the vendor you leave behind and what you 
can do to ensure a smooth transition. AOTMP 
found 47 percent of organizations will change 
providers over the course of their TEM program. 
You should kick this process off approximately 
six months prior to the termination of your 
agreement with your current partner.

The goal of this eBook is to give you the 
criteria by which to evaluate which end of 
the innovation curve your TEM provider is 
currently at. Should you determine that you’re 
not working with a proactive provider who will 
deliver optimum value to you, you’ll also learn 
here how to commence and execute the search 
for a better solution.

We begin with a discussion of what you should 
be expecting today from your
TEM vendor.
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Today’s TEM vendor participates far more 
deeply in your company’s operations than ever 
before. Well beyond auditing of your telecom 
invoices to assure accuracy, you should expect 
your TEM vendor to take on as much of the 
telecom expense management function as you 
wish.

The best have automated the function of 
collecting and inputting invoices into their 
system. They are then analyzed to assure 
that the services being billed are still in use 
and have not been cancelled. They are also 
compared against your carrier contracts to 
assure accuracy. At that point you have the 
choice of having them report to your accounts 
payable to process payment to all carriers 
and related sources, or they can perform that 
function for you.

As telecom, datacom, and all related services 
have become more critical to your operations 
the top TEM vendors have developed strong 
consultative practices to aid your decision-
making regarding your all-important 
technology investments. This mainly in 
response to the ever-growing proliferation 
of choices available and the risks associated 
with making less-than-the-best choices. 5G 
wireless and WiFi 6 are just two evolutionary 
steps forward, but with the promise of 
unprecedented improvement to what we can 
do, how fast, and how reliably we can do it.

Value from your 
TEM Vendor
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Telecom and datacom industry professionals 
have long spoken of the coming ‘convergence’ 
of the two. Though many express concern that 
it’s not happening fast enough, it may be that 
it has actually occurred right underneath their 
noses. More voice travels over data networks 
than ever before, and it continues growing. As 
PBX systems are replaced with UCaaS solutions 
we continue to move inexorably toward a time 
when we stop interfacing our internetworking 
protocol (IP) networks to the public switched 
telephone network (PSTN) and realize we’ve 
completely replaced it.

Another of the greatest values delivered by 
quality TEM vendors is current, accurate 
reporting on and control over your inventory of 
telecom contracts and equipment. This better 
informs decision-making whenever you consider 
improvements or expansions of your telecom 
estate, making TEM an important component 
of your strategic planning processes. The rest 
of this eBook is meant for those who don’t feel 
that their current TEM vendor is prepared to 
play this vital role.
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1. Are you feeling as important to your 
TEM provider as you felt at the beginning?
Your TEM provider is a business partner who 
helps you make sure you’re getting the most 
out of a major investment. If you don’t feel 
that important to them, it may be that your 
business isn’t either. The best TEM providers 
continue to provide an outstanding level 
of service, interaction, and attention at all 
times, not just during the “honeymoon.”

2. Is your TEM provider also providing 
excellent consultative service?
Your TEM provider’s job goes beyond 
checking the invoices and getting them paid. 
A true business partner also provides high 
consultative value helping you make key 
decisions regarding technology. If yours is 
not, you’re being shortchanged.

3. Is your TEM provider automating 
processes that you, or even they, once did 
manually?
One of the most profound ways in which 
TEM providers are improving their service 
is by automating more and more of their 
processes. How many decisions are being 
moved to “auto-approval” to eliminate the 
excessive delays that occur when a process 
must hold for a human to make a decision? 
The best TEM providers may even find 
processes internal to your own operations 
that would benefit from their available 
automation. If you’re feeling like everything 
is still so manual, start to question.

10 Signs That It’s 
Time to Switch 
TEM Vendors
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4. Is your monthly invoice count continuing 
to grow with no end in sight?
As more services are added at various times 
you may find yourself faced with billing sprawl, 
an abundance of invoices every month, all of 
which come from the same vendor. If your 
TEM provider is not working to change this by 
consolidating all those invoices, start asking 
why!

5. Is your TEM provider applying the “three‑
legged stool” rule to your program?
The relationship between three pieces of 
information are paramount to a successful 
program, and keeping savings at a maximum.  
They help you ensure you’re billed for the 
correct items, at the correct amount.  They are:
• Inventory – You need a properly built 

inventory for your estate.
• Invoice – You should only be billed for what 

you have in inventory, not more.  
• Contract – Your contract with your vendors 

has specific billing rates that need to be 
verified against the invoices.

6. Is your TEM provider ready to include your 
cloud computing, Internet of Things, and 
other technology spend in your program?
It’s important for your TEM provider to be 
keeping up with the industry so you enjoy 
consistent coverage and information regarding 
all the investments in your connected estate.

©2020 Calero‑MDSL. All Rights Reserved.



PAGE 7

7. Is your TEM scaling to keep up with your 
growth?
Do you find them experiencing more delays and 
errors as you grow? It’s best to make a change 
while you’re on the way up instead of waiting 
until you get there!

8. Do you find administrative burdens being 
lifted from you and handled by your TEM 
provider?
This is one of the primary reasons you use TEM 
in the first place, so your people can be freed up 
to perform more productive tasks. If this isn’t 
happening your problem is probably that you’re 
working with the wrong TEM provider.

9. Are you regularly discovering errors in 
tracking moves, adds, changes, and deletions?
Another core reason for engaging a TEM provider 
is to assure that you have up-to-the-minute 
accuracy in terms of where everything is. If your 
reporting on that is incorrect it’s likely you need 
a better way to track your moves, adds, changes, 
and deletions (MACD) activity into inventory.  
A preferred TEM partner will have solutions to 
achieve that.

10. Are you continuing to enjoy savings from 
errors in billing being caught, or superior 
discount programs being used, or better 
contract negotiations at renewal time, or 
any of the other ways your TEM should be 
benefitting your company?
That well can dry up if your TEM provider stops 
paying attention. It may be that they’ve done 
such a good job buttoning down your vendors 
that there’s nothing more to catch, but that will 
show up clearly in the reporting they provide you. 
The TEM who constantly keeps you completely 
informed is always your best choice.
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Seeking a 
New, Better 
TEM Vendor

Once you’ve deliberated and determined that 
your reasons are sufficiently compelling, 
it’s time to prepare to find your next TEM 
provider. 
Nobody ever actually wants to change 
providers, especially when it comes to those 
who provide critical services like telecom 
expense management (TEM), simply because 
making such a change is by no means a trivial 
process. 
But, as telecom and datacom services become 
more critical to your business you need to 
focus on the consequences of not changing 
if change is necessary! It is more important 
than ever to make sure these vital services 
continue operating without interruption, and 
the right TEM partner not only assures that, 
but also assures that you’re maintaining that 
performance as cost-effectively as possible.

Check the Runway
Before you make the decision to even begin 
this search, ask yourself if you have enough 
runway to land this successfully. 
It will take a few months to conduct your 
search. Once you’ve made a decision, it will 
take several more months to onboard the 
new provider, and a few more to test for 
assurance. 
During that entire time, you will want to have 
no lapse in TEM service, meaning you must 
remain under contract with your current 
provider. How close are you to the end of 
their current contract? Work with your new 
provider to set out a firm strategy that will 
provide continuous TEM service through the 
entire process. They’ve been down this road 
before and can best guide your transition.

©2020 Calero-MDSL. All Rights Reserved.



PAGE 9

Ask Yourself
The most important thing to do first is to 
establish a clear understanding of why you 
want to make such a change. Ask yourself a few 
questions:

Looking for a better price?
Every organization wants to save money. In 
fact, that’s part of what drove you to engage 
a TEM provider in the first place. You wanted 
to save money by having them catch billing 
and operational errors that were costing you 
unnecessarily. Step back from thinking about 
price and carefully consider the total cost 
of changing. A truly effective TEM provider 
generates significant savings for you that far 
exceed the rate you’re paying. And those savings 
go right to your bottom line.

How is the quality of the service you’re currently 
receiving?
If the answer is extremely negative, you are 
simply waiting until you can no longer tolerate 
it. Given the amount of time it takes to prepare 
a new provider, you may suffer by waiting. Are 
there specific service deficiencies that never 
seem to be adequately corrected?

Is the problem technology-based?
Perhaps you’ve heard from colleagues that 
their TEM provider has significantly superior 
automation that you strongly feel would benefit 
your organization, too. Perhaps you’ve noticed 
your provider making more errors in their manual 
processes. Perhaps you’ve become impatient 
with delays in receiving software updates. It may 
be that you don’t see your provider even moving 
in the direction of more automation. With all 
the automation innovations being introduced, 
this is a strong inducement to endure a change.

Global expansion
It may simply be that your organization is 
expanding into other geographic regions that 
your current TEM provider has no presence in. 
It’s unreasonable to think that a smaller TEM 
operation can or will expand for you. You may not 
have a choice but to change.

What is the cost of doing nothing?
This is a most important investigation for you 
to conduct. What are the current problems and 
deficiencies actually costing you? Does that cost 
justify the expense and effort required to make a 
change? Are there other ways of correcting those 
conditions? What happens if you just tolerate 
the current situation and keep trying to make 
incremental improvements when you can? Will it 
cause you to miss financial goals or shareholder 
expectations?
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Start by defining what you’re buying. What 
your TEM provider does for you today may and 
evolved and changed significantly since they 
first started serving you. Create a thorough 
inventory of everything your TEM provider 
does and doesn’t do that you very much need 
from a TEM provider. 

Especially with the convergence of data and 
voice technologies, your needs may have 
expanded significantly. It’s important to reach 
out to any executives, directors, line-of-
business or other stakeholders who may be 
using technologies that would be best served by 
TEM. The more thorough you are in collecting 
these, the fewer headaches you’ll have when 
the process is completed.

Remember that communications technology is 
not just an operational need, it can also be a 
powerful enabler of new competitive advantage. 
Listen to your organization’s ambitions as well.

Will This Require a Request for Proposal 
(RFP)?
The answer usually depends upon your own 
internal policy. Find out what conditions 
require an RFP in your organization.

If you are required to conduct an RFP process, 
before you write word one, search for an already 
existing RFP or RFP form to start from. Perhaps 
the RFP that brought you your current provider 
could be updated and improved. Many analyst 
firms such as Gartner have RFP libraries you 
can explore to provide you with a foundation 
so you’re not starting from square one.

Evaluating TEM 
Candidates
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Which Alternative Providers Should You Send 
Your RFP to?
The best advice here is to “not boil the ocean.” 
The more providers you invite to the bidding 
process, the more complex your decision-making 
will become, and usually unnecessarily. Two, 
perhaps three highly regarded providers should 
be sufficient.

Ask colleagues. Other people in similar positions 
to your own. Ask which TEM provider they’re 
using, and how they’re enjoying the quality of 
service. You may find a pattern emerging with 
specific TEM providers mentioned by many of 
them. These will be your likeliest candidates.

If you’re proceeding without an RFP, come to each 
conversation armed with your statement of why 
you’ve decided to make a change. You’ll need to 
define the “table stakes” required for entry, at the 
very least the equivalent of what you’re receiving 
now. It becomes easier to eliminate candidates 
when you can begin by measuring them against a 
well-defined minimum requirement.

Selecting Your New TEM Provider
Once you’ve established baseline capability that 
exceeds your “table stakes” you’ll need to develop 
a set of quantitative, qualitative, objective, and 
subjective criteria to measure your candidates by.

What are their average performance metrics? 
What service levels will they agree to? What has 
their error rate been over time? 

Will they provide a trial proof-of-concept exercise 
so you can see them in action? A demo of their 
system you can interrogate?  Do they provide all 
the reports you require, and do they recommend 
others you haven’t yet thought of? 
 
Ask them to discuss their best practices and 
methodologies with you. Are they well defined 
and aligned with your expectations?

Will they fit? This is an important though 
subjective decision. You’ll be working closely with 
these people, and they’ll be handling your funds. 
How well will you get along with them? How 
productive will the working relationship be. The 
last thing you want is to go through all that effort 
and expense only to discover you can’t stand the 
people you’re now working with. Remember, 
you’re looking for more than a vendor. You’re 
seeking a partner.
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Negotiating 
Your Next TEM 
Vendor Contract

Armed with a clear understanding of why 
you’re dissatisfied you have surveyed the 
industry asking pointed questions and 
getting answers, some solid and some not.

Finally, you’ve come to a decision that you 
feel very comfortable with and its time to 
negotiate. Beyond the standard terms and 
conditions present in any agreement you 
need to be sure this provider will not repeat 
the shortcomings of the last. 

Prepare

Vendors
Compiling a list of your current telecom 
vendors to eventually share with your new 
TEM vendor. This will also help you to get 
a clear picture of your current estate which 
will later accelerate the transition. When 
gathering the vendor information, be sure to 
identify your username and password details.

Contracts
To help automate the identification of cost 
savings, it’s important to have your current 
contracts on hand so your new TEM vendor 
can analyze and compare your invoices to 
your contracts. Go to your procurement or 
finance departments to get these contracts. 
They will typically have digital or
paper records.
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Invoices
Pull the latest copy of each vendor invoice. 
Your new TEM vendor will want to assemble all 
invoices and catalog account numbers so it can 
properly set up billing. Typically, to accomplish 
this, the TEM vendor will request a Letter of 
Authorization (LOA) for each communication 
provider you work with. If your current TEM 
vendor has been managing all invoices, then 
you can typically download the information 
from that TEM vendor’s user portal. This saves 
you from having to hunt down an LOA with 
each communication provider. Your new TEM 
vendor should be able to give you step-by-step 
instructions on how to accomplish this.

Inventory
Gather all asset information, including LOAs, 
inventories, virtual service records and similar 
details into spreadsheets to create a complete 
asset database. Once selected, you will share 
this information with your new TEM vendor so 
they can catalog these assets and enter them 
into their application. Should you have little or 
no confidence in the accuracy of the inventory 
data, your new TEM vendor will help you re-
assemble and validate the full list using LOAs 
and portal access. If you don’t have any type of 
existing documentation with your current TEM 
vendor, or you just simply have not historically 
kept track, your new TEM vendor should be able 
to act on your behalf to get it from the various 
communication providers you work with.

Documentation
One of the first goals of your new TEM vendor 
will be to help you optimize and evolve your 
existing processes and workflows. Upon 
engagement, the vendor will ask you for any 
existing workbooks, documentation or process 
flows. Pull this information together in advance 
of the formal engagement. Some TEM vendors 
will do a pre-engagement review to help identify 
the low-hanging process improvements.
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Accounting & Chargeback Processes
It’s likely your new TEM vendor will help you to 
set up invoice processing, bill-pay services, and 
internal chargebacks. The provider will look for 
information on how this is all set up currently. 
This is designed to document all your financial 
processes, helping answer questions like which 
banks you interact with, how often charges are 
made, whether you require cross-charging to 
internal departments and which chargeback 
codes are used. In addition, you’ll want to 
outline which other types of internal systems 
come into play during the process.

It helps to bring in your finance team early in 
the process. In fact, finance should be part of 
the decision-making team when you look at 
vendors. They will be able to help find all the 
information required and help ensure a smooth 
transition when it comes time to validate that 
bills get paid on time and internal departments 
are charged back properly.

Remember
You’re looking for a provider who will take 
good care of your business, not just at the 
beginning of the engagement but on an 
ongoing basis. You know the results will likely 
be best at the beginning when they uncover 
everything your previous provider missed, but 
you expect constant reporting that aligns with 
the information you want and need to manage 
your business most effectively. You also want 
easy immediate access through well-designed 
dashboards that let you drill-down deeply into 
the numbers. That’s the table stakes.

Your agreement should specify everything 
that will be managed from every department 
involved, and the needs of each department 
should be carefully delineated. You’re not 
necessarily looking for the fastest turnaround 
on everything. What you’re really looking for is 

someone who will learn, observe, and maintain 
your particular business rules. Perhaps you want 
to pay every invoice upon receipt. That’s what 
they commit to do. But if you want to consistently 
pay after 30, 60, 90 days or more for whatever 
budgetary reasons, then that’s what they’ll do 
instead. Your TEM provider is working on your 
behalf, not your vendor’s. They must execute 
according to your stated and documented plan.

Beyond paying bills at the time you specify, other 
metrics include inventory accuracy, promptness 
of replies to trouble calls, regularity, promptness, 
and accuracy of audits, and constant monitoring 
of the consistency of billing. If one user is charged 
a different amount than another user for the 
same service your expectation should be that 
your TEM provider will catch and correct things 
like that. Accuracy of billing rates, alignment of 
performance reported to services billed is another 
metric that should be specified.
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Making the 
Transition

Even when optimally executed, transition will not 
be instantaneous. Data must be gathered, role 
assignments must be made, and depending upon 
the size of your organization this can take from 
weeks to months. The time you invest up front 
in the transition will pay back handsomely and 
constantly going ahead.

Quality TEM providers will supply you with a 
comprehensive, well-documented methodology 
that takes you through every step in the process 
in great detail. 

Your Responsibilities
Your TEM provider will look to you to assign key 
people to several important roles in the TEM 
process. These include a Project Sponsor who will 
link TEM to other corporate initiatives. 

Procurement will furnish copies of current 
contracts, service orders, and existing processes. 

They will also be involved in supporting the TEM 
team as you configure workflows.

The key point of contact between your team 
and your TEM’s team is the Project Manager or 
Project Lead.

Your TEM will also provide subject matter 
experts (SMEs) who will need counterparts 
to work with in such areas as Finance, Vendor 
Management, Procurement, Human Resources, 
Data Preparation, Business Requirements and 
Deliverables. They will also need departmental 
contacts with whom to schedule training and any 
consultative sessions needed to clarify needs.

Your TEM will also need to know the specific 
people to connect with regarding IT, including 
network connectivity and access, data and 
network security, data management, and 
software integrations.

A well experienced TEM provider will furnish you 
with estimates of the time investment required 
from each of your team members.

TEM Responsibilities
Expect your TEM to provide a project sponsor 
from their senior executive team who will 
oversee, monitor, and advise on anything that 
requires assistance or intervention.

In addition to a Project Manager, you should 
expect a TEM team member to own responsibility 
for advising on the constant achievement of 
business excellence, one of the foremost goals of 
TEM. Along with these senior managers will be 
a team of Business Analysts, Project Developers, 
and Technical Trainers who you can expect to 
pay considerable attention to the issue of user 
adoption. This is key to the success of the entire 
project.
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Four Phases for an Effective Transition
If the first thing your new TEM provider schedules 
is a kick-off meeting, something has gone amiss. 
Look at the process as happening in four distinct 
phases:

Engage
Even before you can kick off a TEM transition 
there’s much to be done. The scope of the 
program must be confirmed and planned out. 
Access must be given to the TEM provider to 
all the data they’ll be working with, including 
invoices, contracts, statements, reports, and 
much more.

Configure
More data gathering will occur in this stage as 
you work together to execute on all necessary 
software and business intelligence integrations, 
plan user acceptance testing for all new systems 
being introduced, and establishing necessary 
routines for the provision of managed services.

Validate
In this phase user training begins, particularly of 
those within the company who will be responsible 
for future training. The teams will prepare for 
audits by establishing all the components of 
the audit. They will also create a “runbook” 
containing all needed particulars and setting out 
standard operating procedures. The goal of this 
stage is to earn approval to go live.

Transition
This is the point at which responsibility for 
managed services is handed off from the 
incumbent to your new provider. Once that is 
completed successfully the project goes live. 
Adoption encouragement is the name of the game 
here. All necessary personnel are introduced to 
all runbooks and other documentation. Any new 
support activities are transferred to all users. 
This final phase ends with an executive
business review.

©2020 Calero-MDSL. All Rights Reserved.



PAGE 17

Need Details?
Ending at the beginning remember, the first 
thing you should expect is thorough detailed 
documentation of this entire process so you 
know what to expect every step of the way. 
to accelerate implementation schedules to 
eliminate any lapses in service.

Alert Your Service Providers
The best rule of thumb is to alert your telecom, 
mobile or asset vendors that would be involved 
in advance of selecting your new TEM vendor. 
The goal is to prevent late fees or service 
interruptions should your current TEM vendor 
react poorly.

Carriers are fairly understanding if you’re going 
through this process—as long as they know 
about it. They’ll work with you and your new 
TEM provider to get everything up and running 
as fast as possible.

Alert your current TEM provider
The recommended best practice is to get the 
ball rolling with your new vendor before telling 
your old TEM vendor. Your new TEM provider 
will help you navigate this potentially harrowing 
time. Ask prospective TEM vendors about their 
experiences with moving organizations over 
when an old TEM vendor tries to rush the job. 
Probe around to find out if and how providers 
have been able to accelerate implementation 
schedules to eliminate any lapses in service.
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The first sign you’ve made a good selection will 
come during the preparation period preceding 
transition.

You’ll see it reflected in the quality of their 
training program. They’ll likely offer to deliver 
training at their facilities to eliminate the 
possibility of interruptions that can often 
happen when your people are on your own 
premises.

You’ll also see it reflected in how much care is 
taken in constructing the cutover plan. There 
are many unknowns during this critical time, 
including the behavior of your soon to be past 
vendor. You’ll want to designate someone to 
lead and manage this process.

Even problems encountered during transition 
can be instructive. The best sign of an 
organization’s quality seldom comes when 
things go well. You get to see their true quality 
in how they respond when things go wrong.

When you’ve selected a true quality TEM partner, 
you’ll derive your greatest ongoing satisfaction 
whenever they report periodically on how much 
you’ve saved and how much more productively 
your telecom and datacom operations are 
performing. After all, that’s when TEM is
all about.

How to Tell 
You’ve Made the 
Right Choice
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