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Many decision makers still have little visibility over the services and 
assets they already have. How can good decisions be made when 
there is no clear visibility?

The majority of businesses have little control over telecoms spend  

or performance because they can’t see it. Most can’t assess bills 
against what has been agreed. Many can’t manage all of the 
organisations’ assets, because they’re not sure where or what they 
all are. Most can’t easily allocate assets and expenses to users or 
monitor services and their usage in real time. And many have no 
control over the procurement and usage behaviours of managers or 
users until a huge, unexpected bill hits. 

But they wish they could. 

If this is you, we feel your pain. How frustrating is it not to be able to 
make strong decisions based on facts? To be beholden to vendors 
and stakeholders instead of being able to authoritatively monitor and 
manage? 

Introduction

Mobility is starting to emerge as the key to future-proofing 
organisational operations. When faced with recent social 
distancing measures, businesses have had to invest heavily in 
still more mobile assets and services to keep employees and 
teams connected and productive. 

At least, they think that’s what they had to do. 
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If you’re looking to manage budgets and costs like a leader, to access 
data that helps you optimise your telecoms performance and stop 
wasting money and time, this is the guide for you. 

It will take you through a simple 3-step process that show you the 
following three stages of mobility management: 

 1. Centralise your data for best visibility 
	 2.	Streamline	your	workflows	for	ultimate	control	and	ease	
 3. Save money - because you’ll be able to see and control   
      wastage and put it into performance.

Sure, maybe you’ve already got a centralised spreadsheet, access 
carrier	billing	platforms	and	a	resource	specifically	charged	with	the	
job. Maybe it even feels partially under control. 

However,	there	is	a	more	efficient	way	to	achieve	greater	controls	and	
savings. A reasonably priced platform such as Bluewater can do all 
of this for you, while saving days, money and most of the hair on your 
head.  

Want to manage mobility like a decisive leader? Read on. 
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Centralise assets and data
CHAPTER 1

Multiple systems, logins, spreadsheets and email folders, and 
laborious	workflows	and	processes	cannot	deliver	the	kind	of	
coherent collaboration space needed to see what’s happening in real 
time. 

While you can manage the function without a platform, it always 
translates into wastage - whether from poor visibility over expenses 
and assets which inevitably results in ineffective decisions, or from 
the time it takes to run down every variance. 

So how and what data do you need to centralise to get complete 
control over your telecom expenses? 

Sync with your carrier’s billing and data 
feeds for visibility

To get real-time insight, you need a platform that can integrate with 
your carrier’s billing and data feeds to establish some key control 
reports. Such integration gives you immediate visibility of your mobile 
and telecom spend so you can validate it, report on it and optimise it.  

Integration means that thousands of lines of billing data can be 
turned into actionable information that works for your business. 

In the Bluewater platform, for example, the integration with your 
carrier’s billing delivers the ability to: 

 Control costs through detailed reporting
 Identify potentially redundant services 
 Review variances that might need immediate action 
 Perform ad-hoc analysis 

In order to create a mobility environment that is optimised for 
performance, a centralised platform will bring decision-makers, 
managers, users and data together into one, cohesive space.
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Compare this to assigning a resource to analyse your PDF bills for a whole week per month. 
Even	with	that,	it’s	almost	impossible	to	drill	down	sufficiently	to	find	the	answers	you	need	
to optimise your environment. 

It can be easy to believe you don’t have an issue with mobile data, for example, when there 
is “plenty” in the data pool. However, excess data creates unnecessary cost. Understanding 
which	employees	are	using	the	data,	and	when,	is	an	important	first	step	in	‘right-sizing’	your	
mobile data requirements. 

With the introduction of 5G, we expect to see a sharp rise in data use (just like we did when 
4G technology rolled out), but beyond this, our society is one that relies on the mobile 
internet as employees work remotely, using their corporate data in the workplace, at home 
and everywhere in between. 

Understanding exactly how and when data is being used presents an opportunity to shrink 
your data pool and reduce costs. It will also allow you to highlight and be recognised for the 
value you are giving your employees. Put simply, if you’re not analysing data down to the user 
level you’re not optimising your spend and you’re very likely wasting budget.
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T A large local council was consistently hit with excess data 
charges. To remedy the situation they began adding more 
mobile data services to expand their total data pool. However, 
they	lacked	visibility	over	these	‘data	buffers’	and	the	pool	was	
enlarged too much, wasting money.

The Bluewater platform solved this problem, giving the 
organisation quick, reliable visibility at the user level and at 
scale. This way, the business was able to cut their data bill 
in half, saving them thousands of dollars each month. It also 
allowed	them	to	upsize	data	more	efficiently	with	confidence.
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Automated Allocation of Services and 
Devices

A platform like Bluewater enables you to add your employee, 
asset	and	cost-centre	hierarchies	and	gets	you	ready	for	workflow,	
allocation and reporting set-up. 

This means you can allocate to your cost centre when you’re actually 
ordering an asset and/or service, tagging the asset immediately to 
keep your accounts clean and simple. 

While it can be a regular practice to set a new employee up with 
a new mobile device, when paired with a new plan this practice 
is costly, and can lead to waste if you have poor visibility over the 
unallocated assets and services sitting in your pool: e.g.  redundant 
assets sitting in desk drawers and older services being paid for 
but not used.  100 redundant services might, for example, cost you 

$5,000 a month in operational waste; however, it can also represent 
more than $80,000 in asset value. 

A lack of information around possibly-redundant services means the 
administrative	effort	to	‘clean’	the	fleet	is	too	difficult,	and	it	is	a	task	
commonly	pushed	back	to	‘next	month’.		This	is	known	as	‘	accepted	
inefficiency’.	The	costs	are	simply	accepted	and	absorbed	by	the	
business, yet they have a detrimental effect on the bottom line month 
on month.  

Equally damaging is cancelling services without the right information. 
It can paralyse important parts of the business, eg. backup services 
for redundancy. 

What difference to your bottom line would it make to find	these	
redundant services and assets in a couple of clicks and be able to 
quickly and easily cancel or redeploy them?

Neami National was using multiple standalone systems 
for procurement and support, with different providers for 
billing, (T-Analyst for Telstra billing and Commander CSV for 
Commander billing). Neami then needed to collate everything 
into	a	single	finance	system.	This	led	to	inaccurate	reports	that	
were also inconsistently distributed. 

The process was complicated, and time-consuming with 
multiple systems, as well as being resource-intensive.
 
Sound familiar? Find out how Neami National streamlined its 
processes and reduced time allocating telecom billing. 
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CASE IN POINT

A	not	for	profit	business	thought	their	billing	
was under control, and their pain points were 
predominantly	around	workflow	efficiency	
and governance. Billing management was 
high level month-to-month variance review. 

But with the right platform and tools in place, 
they quickly found billing inconsistencies 
concerning incorrect changes that had 
occurred for months. 

While their carrier addressed these issues, 
it took considerable administration time 
and effort. Without a centralised platform, 
this would have gone unnoticed, and if one 
day it was picked up, the time to audit the 
historical bills to validate the claim could 
have outweighed the cost savings.

Automation of workflows to quickly 
verify expenses and be in control

With telco bills running into the hundreds of pages, it won’t surprise 
us if your process only does spot checks or analyses top-level 
expenses.	However,	mobile	usage	and	fleet	requirements	are	
fluid,	and	without	intelligent	tools	to	analyse	them,	and	distribute	
accountability and governance, considerable waste can arise. 

Telecom billing systems are big and complex. Even when these errors 
are picked up, investigating and backdating any changes with your 
service provider takes a huge amount of operational time, costing 
your business more again. 

And	so	you’re	left	with	the	inefficient	management	of	usage,	assets	
and data across departments, with a heap of manual management 
tasks that can make your function look like it belongs in the 1990s.  

With	a	centralised	platform	like	Bluewater,	manual	workflows	across	
multiple departments is a thing of the past.  

You can’t manage what you can’t see. Centralising data on billing, 
users and cost centres just makes sense when you’re looking 
to	run	an	efficient,	high-performance	operation,	as	opposed	to	a	
1990s-themed manually managed function. 
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Managing commission and deployment 
through a platform

Setting up an approved catalogue in a centralised area means 
not only do all purchases need to go through the platform and are 
therefore trackable, but you can enable managers to procure a 
predefined	order	bundle	for	their	specific	role	type.	

Managers are empowered, you are completely hands-off and 
everything just...works. From here you can track the status of all 
orders	and	manage	requests	for	any	fixed	and	data	procurement.	

Compare this to the decentralised mayhem of unauthorised 
purchases, unnecessary services and unallocated expenses. 

Once you have control over the assets and services that 
already exist in the business, it is important to make sure the 
assets and services coming into the business are procured in 
a managed, streamlined and visible way. 

CHAPTER 2

Streamline ordering and  
expense management 
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T Before Bluewater, APA used a blend of manual processes and 
spreadsheets to manage mobility and telecom expenses. The 
manual	nature	of	the	workflow	created	excess	administration	
in	the	large	fleet	size	that	included	managing	multiple	carrier	
relationships, no consolidated visibility, inability to analyse or 
govern the entire lifecycle from procurement to payment. 

Bluewater has since empowered APA to optimise their 
processes, starting with procurement and support which has 
been streamlined.  

Optimisation and operational cost savings have created a 
customer-estimated 3x ROI on the Bluewater Control platform. 
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CASE IN POINT

With thousands of staff across Australia 
and a combination of T-ANALYST (carrier 
online tool), spreadsheets and manual 
reconciliations used to manage their Telstra 
billing and internal allocations, ISS Facilities 
could spend weeks staying on top of their 
mobile	fleet.

The process was time-consuming,  resource-
intensive and frustrating. 

Find out how ISS Facilities moved weeks of 
work to just minutes.

Streamline and automate manual 
workflows

Trying to manage enterprise mobility with manual, fragmented 
processes is both costly and pointless.  It also manifests in 
consistent frustration over: 

 Excessive time spent managing assets, services and billing
 Wasted time searching for the right information 
	 Redundant	services	and	assets	hiding	within	your	mobile	fleet	
 Extended backs and forths between you and your service   
 provider to sort out variances and other issues. 

A platform such as Bluewater’s can simplify the process and 
communication inherent in managing the mobility function. Once you 
systemise processes and forms, you sustain a clean, auditable trail 
of	work	for	yourself,	as	well	as	fulfilment	and	support	partners.	You	
can also keep consolidated records which minimises the hours of 
searching, following up, and re-doing of lost paperwork. All activity is 
simply attached to the asset’s history for simple and fast tracking. 

This	results	in	streamlined	workflows	between	internal	departments	
and Carrier / Managed Service partners, and for ISS resulted in a 99% 
reduction in billing management and allocation time. 
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Analyse and optimise data usage

A system that integrates with your vendor carrier’s billing system 
enables you to make strong decisions in near real-time. 

Bluewater Control’s Fleet Console, for example, enables you to see: 

 The number of services that share data in the mobile account
 How many shared and non-shared services are over their data  
 limit 
 How much data is available for the entire pool to be used within  
 the month
 How much data has been consumed so far

You can also drill down to see top data users, volume, allowances, 
trends and time of use. The platform also enables you to encourage 
certain behaviours by setting thresholds and automatic email alerts to 
users who have breached them, while also notifying telecoms admin. 

Such high visibility and control delivers leader-like decision making on 
the following: 

 Is the remaining data enough to cover your billing cycle? 
 Can you avoid excess costs? 
 Can you instead encourage staff to proactively manage their   
 own behaviours before they get out of hand and you need   
 to purchase more data? 

Streamlining	internal	workflows	is	both	an	outcome	and	a	benefit	of	
centralising your mobility expense management. Not only will you 
reduce labour and improve your visibility and control, you’ll empower 
managers and users to access the information they need to perform 
mandatory tasks and manage their own behaviours for best outcomes. 

Lastly, you can see and analyse assets, data, usage and behaviour in a 
snap, enabling you to manage the entire process like a leader. 
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Lowering operational cost of 
management

It is almost impossible to enable procurement  of approved 
hardware and services, to allocate cost centres or to manage 
seamless approvals when your business rules are incomplete. It is 
inconsistencies at the earliest lifecycle stages that ultimately lead 
to billing queries, cost corrections and protracted investigations that 
can span months and years. 

In	the	meantime,	inefficient	operations	will	cost	you	days	every	
month in support time - including moves, additions and changes 
to services, (exacerbated by multiple supplier systems), broken 
workflows	and	unwieldy	reporting	systems.	

Validation and optimisation of spend

Without visibility and controls, billing errors, cancelled-but-still-billed 
services	and	redundant	services	and	assets	all	add	up	to	significant	
wastage.

Governance cost

Manual bill analysis, reporting and allocation to users and cost 
centres are all slow, prone to error and costly in labour. Governance 
requires the right people, having the right information.  Improving 
your operating processes and enhancing visibility of your spend 
lowers the cost of governance. 

CHAPTER 3

Identify the savings inherent in 
the new way of working 

Mobility Management is fraught with hidden costs when 
processes are not efficient. Here are all the ways your 
mobility lifecycle can be a leaky bucket - and ways that a 
centralised platform like Bluewater can identify and save you 
cash: 
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Conclusion

If you can’t see assets and services you already have, how and by whom 
they are being used by, you can’t make the decisions that will save your 
organisation thousands and put you back in the driver’s seat. 

Getting visibility and control over your mobility management and telecom 
environment enables you to optimise budgets, fuel performance and save 
money where it matters. 

With an average of 2-3x ROI on the Bluewater Platform, 
can you really afford not to call us? 

Book a 30-minute demo today
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