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Three Ways to Avoid Failure by Simplifying Telecom 
Expense Management 
 

While the economy is beginning to recover, there are still concerns about what to expect in 

the future. We know that Telecom Expense Management programs can provide remarkable 

savings, but implementing a TEM program is not possible without having the right pieces in 

place. Further, once a solution is implemented, keeping a TEM program running efficently is 

an entirely different challenge. This paper will aid organizations that are looking to elevate 

the performance of their TEM program while providing insight to those organizations that 

are beginning to evaluate TEM solutions. 
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Introduction 

Today, everyone is more risk averse. Although it seems like the economy is beginning to 

recover, concerns and uneasiness about the future remain at the top of the mind for people. 

Telecom Expense Management (TEM) programs can produce significant savings without the 

pain of layoffs or program cuts. Unfortunately, the path to successfully implementing a TEM 

program is not easy. 

 

Below are three key areas to simplify TEM and deliver expected savings on time. The seeds 

of failure for most programs can be found when programs fail to address automation, 

staffing and measuring results. With this uncertain economy, it is critical to implement 

programs that deliver the expected savings. By simplifying TEM and focusing on these three 

areas, you can achieve better results. 
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Three Ways To Simplify TEM 

Automate 

TEM programs seek to reduce telecom expenses, improve business processes, foster 

compliance to financial standards, and centralize control of the network. Companies can 

attempt to run TEM programs using post it notes or spreadsheets, but these approaches are 

not efficient and they are not likely to be effective. All of the functions related to telecom 

need to be managed for this increasingly complex area including: 

» Asset Management: Management of Move, Add, Change, and Disconnect (MACD) 

service orders with telecom providers with workflow for approvals, fulfillment 

tracking, and centralizing inventory. 

» Invoice Management: Standardizing entry of paper and electronic invoices into a 

single database, streamlining invoice approval, eliminating late payment penalties, 

integrating telecom expenses with financial systems Accounts Payable (AP) and 

Enterprise Resource Planning (ERP). 

» Telecom Auditing: Validation of charges against contracted rates to identify billing 

errors, filing claims and resolving billing issues. 

» Optimization: Review of service rate plans, inventory and call accounting traffic 

reports to develop cost savings from disconnecting unused or underused services, 

changing the ways that lines are PIC’d to direct calls to providers with better rates, 

disconnecting corporate paid zero usage mobile devices, and devices associated with 

people that no longer work for the company. 

» Reporting: Tracking consumption of telecom assets and allocating fixed and 

variable charges to business units and departments primarily from information on 

bills. 

» Call Accounting: Software captures more granular information primarily from the 

Private Branch Exchange (PBX) and its records and assigns costs to department and 

individuals’ consumption of services for outbound and inbound calls, call ring outs, 

call routing, abandoned calls, and other activities. 

» Mobility Management: Integrates control of all the fixed service functions listed 

above for mobile services with additional functionality for enforcement of mobile 

policy and a help desk for employees’ wireless services. 

 

Effective TEM software can help consolidate information and integrate these functions. This 

is one of the ways that a TEM solution delivers savings. It allows users to do statistical 

analysis by organizing information. It also provides ways to use the data for reporting and 

further analysis. Manual processes are streamlined and data only needs to be entered once 

into a single system. Effective TEM software can process billing electronically through EDI, 
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HTML website downloads and other electronic billing media. It also allows different groups 

to share information. 

 

Enterprises often have multiple groups including IT, Finance, Procurement, Operations, 

Facilities Management, and Human Resources that get involved with managing some aspect 

of telecom expenses. These groups may rely on different applications, spreadsheets, and 

manual processes to manage their telecom inventory and expenses. If the technologies and 

processes are not linked with telecom service providers’ systems for service orders and 

billing, the information will be incomplete, out of date, and inaccurate. Internal groups 

rarely see the downstream consequences of their actions. This puts them at a disadvantage 

when negotiating contracts, ordering services, and managing expenses. Establishing better 

communication among these groups and sharing information is the first step to improve 

management of telecom expenses.  

 

A good system will help promote better collaboration by allowing everyone to access data, 

providing common reports and alerting users with system notifications for everyone that 

accesses it. Managers are able to switch from a reactive approach to one in which bills are 

verified as they are received. This is critical because billing errors usually favor telecom 

carriers and refunds can only be recovered if they are pursued within the federal or state 

specific Statue of Limitations. 

 

In most states, the Statute of Limitations is six years, even if evidence can demonstrate 

that the billing error existed for a longer time. The maximum credit for long distance issues 

is typically two years, but telecom service providers are now adding provisions in contracts 

that limit the time to file refund claims to six months. In addition, after paying bills it is 

more difficult to negotiate refunds. Larger refunds that accumulate over time can be 

particularly challenging to resolve. Finally, refunds often involve interpretation of contracts. 

It is best to file claims while your sourcing team and the carrier’s account team that 

negotiated the contract is still available to interpret contract language and its intent. To 

avoid problems securing refunds, it is best to file claims as soon as they occur. Automation 

is critical to accomplish these functions.  

Staff TEM Properly: Use Internal Resources or Outsource 

Knowledgeable people are also critical to follow through on issues that the software raises 

and to perform further analysis of information. These people must understand 

telecommunications (billing, contracts, technology, and inventory) and finance. They must 

know how to escalate billing claims and negotiate with carriers to resolve issues. In 

addition, they must know how to navigate issues and various internal groups sited earlier 

that get involved with telecom. 
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Most organizations underestimate the size and scope of work to manage a TEM program 

effectively. Low estimates for telecom expenditures can lead to inadequate staffing levels 

for TEM. In addition, management often minimizes the scope of work by thinking of TEM as 

processing invoices. Simply processing invoices requires less effort and staff than managing 

a TEM program. 

 

If no attempt is made to reconcile the inventory with service order activity or the audit 

merely consists of a comparison of the amount billed with the prior month’s bills, the 

program will produce lower savings compared to a well run program with appropriate 

staffing. Knowledgeable people are critical because automation must be matched with 

people that can follow-up on the issues to resolve claims with telecom service providers. 

 

The initial implementation of a TEM program requires some effort to gather information, 

ensure consistency of data before it is entered into the system, determine the level of detail 

for acquisition of data, and validate its accuracy. Each area presents unique challenges. 

 

Gathering data is difficult because telecom information tends to be decentralized. Regional 

offices often order local phone services and these expenses may be coded in general 

categories for office expenses instead of more specific categories for telecom services. 

International locations may have their own systems, and these systems may not be 

integrated with domestic applications. Inventories rarely provide information for all locations 

or the most current MACD activity and Telecom Service Providers may not have accurate 

information. 

 

Managers find that the consistency of data is closely associated with determining the 

appropriate level of detail for data acquisition. An important step in managing data 

consistency and normalizing the level of detail for data acquisition is to get alignment on 

defining basic terms like invoices, circuits, charges, and credits. Knowledgeable tenured 

people can have different ways of defining these critical terms and this can lead to serious 

breakdowns. Telecom carriers also introduce challenges in how they define these terms. In 

addition, different carriers often use their own unique nomenclature for similar services. 

 

Accuracy of different data sources will vary, and inaccurate data can ruin a TEM program. In 

addition, data inconsistency and dissimilar levels of detail create the perception that all of 

the data is inaccurate. These issues also make it difficult to perform granular audits. This 

means that managers establish a system to validate all source information to determine its 

accuracy and consistency before entering it into the system.  

 

Maintaining data integrity never ends. Telecom service providers continually update their 

billing systems, new communications technology is developed, and MACD activity makes for 

continual churn with service providers. As a result, telecom networks are continually 

evolving. Enterprises must evaluate their data handling activities and establish procedures 
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for reconciling exceptions. If a company does not have the necessary people, it should 

consider outsourcing to ensure that it has the staff to run the TEM program properly. 

Measure Results 

Much effort goes into cost justification and the business case for new programs, but often 

there is a failure to track the actual results and savings. With our uncertain economy, it is 

important to continue building support and momentum for TEM programs. Managers find 

that it is better to under promise and over deliver than to have to defend underperformance 

later. An even bigger problem arises from programs that fail to report on the results that 

they are achieving. 

Obtain executive stewardship for the program – Enlist the assistance of senior level 

executives to gain visibility for the program and establish value for the results it delivers. 

Almost everyone is more risk averse and many executives have less time to focus on cross-

functional initiatives. To get and retain a champion you need to help them succeed. Make it 

easier for them to be a champion by laying out a plan of how you will make them more 

successful with reporting that tracks the benefits of the TEM program. 

 

Create a profit and loss statement – Senior management probably does not understand 

TEM program. They often mistakenly think that it is possible to reassign TEM to accounts 

payable departments. The best way to change people’s thinking about TEM is to create a 

profit and loss statement for the program. The report should track individual employees’ 

contributions for programs staffed internally, cost savings from refunds, cost avoidance, 

operational savings, and benefits from areas that benefit from improved business 

intelligence. 

 

Track the value contributions of your TEM employees – Managers should run TEM 

programs like a business. For programs staffed internally, this includes tracking 

performance and identification the specific contributions for each employee. Some areas to 

track include the volume of tasks performed by each employee and the value derived from 

these activities. Reporting could track the number of MACD orders managed per employee 

and the refunds associated with reconciling accuracy of the items MACD activity with carrier 

billing. It should also should include the number of audits performed per auditor and the 

dollars returned from refunds. Clear documentation of the tasks that people are performing, 

the costs, and benefits of their work will make it possible to defend requests for budget 

cuts. 

 

Track and report on refunds and credits from the recovery of billing errors – For 

internally managed programs and outsource engagements, promote the results that the 

program is producing. Hard dollars returned to the budget from refunds and credits for 

telecom carrier billing errors should be tracked and reported. TEM program managers 
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should work with finance and managers in other departments to establish rules for how to 

track and count refunds and credits. 

 

After the historical audit has been completed, most errors should be identified in the first 

month that they appear on a bill. One time credits and refunds for errors are usually only 

counted once. Monthly, quarterly, and annual reporting of hard dollars returned to the 

budget provides important measures for the financial justification and value contribution of 

TEM programs. 

 

Track cost avoidance and savings – The elimination of unused carrier services, under-

utilized services that can be disconnected, and other optimization areas provide 

opportunities to justify the program and show value. There are several different approaches 

to calculating savings: 

» Rolling 12-month term 

» Contract term 

» Calendar year 

» Budget year 

With a budget year or calendar year approach, there will be an incentive to maximize the 

impact by timing when the preventive savings are identified. If a calendar year is used and 

the error is identified in December, it will only be counted for one month. If it is identified in 

January, it will be counted for 12 months. This approach to tracking savings creates 

powerful incentives to distort the findings and control when the findings are reported. 

Ultimately, TEM programs must align corporate policies with a practical approach for how 

preventative savings are calculated. A rolling 12-month period appears to make the most 

sense, but some organizations have more conservative rules for reporting savings. The 

entire program may suffer from perceptions about its integrity and value that it is 

delivering, if there are questions about savings calculations or the accuracy of reporting. 

Track and report on operational savings – Gains in workflow efficiency and labor 

savings should be tracked and reported. Reductions in the number of hours and FTEs 

needed to manage service order requests with carriers for MACD activity, invoice processing 

and bill payment efficiencies, and time saved to provide reporting on telecom expenses can 

contribute to the business case for TEM programs. If it is possible to reduce staffing expense 

or transfer people to other departments, the savings will have a real impact on the budget. 

Opportunities to move these people from tactical areas into more strategic areas that 

provide benefits from savings should also be identified and tracked. 

 

Identify Additional Benefits from TEM – Most TEM programs focus solely on reporting 

cost savings, but this single-minded approach misses TEM’s overall value to the enterprise. 

In addition to reduction of telecom expenses and improvements to business processes, TEM 

helps to foster compliance to financial standards and centralize control of the network. 
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Compliance to financial standards helps a company advance its standing in the markets. 

Centralizing control of the network will help with efforts to upgrade security monitoring. In 

addition business intelligence from TEM programs can improve sourcing. 

 

Conclusion 

All businesses need to make tough decisions in a turbulent economy. The decisions that are 

made now will have a major impact on how the business weathers the storm. It will 

determine the composition, morale, and retention of its workforce and its customers. TEM 

programs provide managers with relatively painless ways to cut costs without layoffs or 

cutting business units. This is not a good time to back away from investments in TEM, but in 

order to compete for limited funds, a strong, well thought-out business case is imperative. 

 

The business case must include support for increasing the level of automation for TEM and 

providing sufficient staffing levels for the program. Many TEM programs fail because there is 

not enough automation to ensure that billing is entered into the system. If people must 

manually enter large volumes of bills into the system it is likely to be innaccurate or 

incomplete. Alternatively, some programs assume that all telecom service providers will 

provide electronic billing. Unfortunately, there are usually some telecom carriers that are 

too small to provide electronic billing, or situations where the electronic bills are incomplete. 

In these situations, paper must be used. In addition, inventory activity must be maintained 

using asset management software. Automated TEM software will reconcile the inventory 

with invoices and verify that pricing complies with contracts and other special pricing to 

ensure accuracy of the billing. 

 

The second point of failure arises from inadequate staffing. As issues are identified, people 

must follow-up on claims with carriers. They can also harness the value of TEM programs by 

performing analysis of spending and usage to identify further savings. 

 

A good business case may help to win the battle for funding an automated TEM program 

and secure adequate staffing to drive the savings. When the TEM program generates 

savings that sustains the program over several years, it will truly be successful. The key is 

providing ongoing reporting that measures the effectiveness of the program. This reporting 

can establish benchmarks for performance and ongoing improvement. It will ensure that the 

program gets visibility from executives to secure ongoing funding. The best way to secure 

success is to simplify TEM and focus on these three areas of automation, staffing, and 

measuring results. 
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Next Steps 

Free Telecom Cost Savings Analysis 

Telesoft is the trusted partner in Telecom Expense Management 

(TEM) software and services. For more than 25 years, Telesoft 

has worked with clients to reduce fixed and mobile telecom 

spend to improve their bottom lines. Let Telesoft help you 

uncover savings. In just 30 minutes we will:  

 

→ Show you how much you can save with telecom expense management.  

→ Pinpoint opportunities to lower your current telecom expenses.  

→ Provide a detailed report showing the savings you can expect in 4 major areas of 

telecom expense management.  

 

 

Telesoft Corp. 

1661 E. Camelback Road 

Suite 300 

Phoenix, AZ 85016 

1.800.456.6061  

www.telesoft.com 

info@telesoft.com 
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