CASE STUDY

We all know how this happens. Through many decades and years there grows a collection of Business Intelligence tools
across the enterprise. Each department creates its data and visualizations as they see fit. Some of these platforms are
cloud-based, some are on-premise. Some are seemingly integrated with the system being used and others isolated. The
business is seemingly supported and getting the data necessary to run. All seems well until someone decides to analyze
how much is being spent to own, support, and maintain these disparate business intelligence (BI systems).
This analysis led our client to understand exactly how much was being spent to run the business.
Results
•
•
•
•

Consolidation of BI systems from many to one
Establishment of a secure external facing platform for customers
Reduction in solution management resources
Lowered software expense

Business Challenge
Our client is one of the nation’s largest food chains, with over 3,500 locations and serving approximately 3 million customers per day.
The client struggled to efficiently maintain their collection of BI systems. Each system required a set of IT skills, separate budget and varied software
integrations. The IT Architecture teams were seeking an easier management process. External customers needed secure access to select datapoints on
a consistent basis, but the process was manual and cumbersome. In addition, business owners were looking for a more comprehensive view of their
data. They desired to make more insightful and impactful business decisions to drive the trajectory of the company upward.
Until recently, this level of efficiency and business insight was not possible.
Business Transformation
The team took the research process seriously – spending about a month to fully discover and analyze their
current solution and desired end-state. As part of the process, they analyzed each tool and its ability to be
“the tool” to satisfy the enterprise’s BI requirements. The client concluded that Cognos Analytics, a BI tool
they already owned, could be that tool. It was the most robust, enterprise-ready, single system which was
able to deliver their Business Intelligence going forward. Cognos Analytics could attach to and read from
every data source currently being utilized.
Obviously, a data consolidation effort of this magnitude would take time and investment. The multiple
annual software support renewals that no longer would need to be paid were anticipated to be a healthy
offset to this investment. And as it turns out, it was! Per the client’s own estimate, because of the
implementation of Cognos Analytics, the business created a fraud detection solution within the software
which allowed the creation of innovative analytics scenarios to realize over $1.5M in annual savings.
Additionally, the client needed to offer some level of Business Intelligence to external consumers.
Historically, these external consumers received their information through a home-grown protocol in which
an internal manager requested the BI, ran each request, then delivered it to a SharePoint file for retrieval and
recipient notification. Simply stated, it was both time consuming and burdensome.

“

We completed
a year and a
half’s worth of
work in 8
months!

”

Lead Project Manager
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Because of this data consolidation effort, and with eCapital’s help, the client stood up a dedicated, secure, external facing Cognos Analytics platform.
For the first time, it allowed these external consumers to self-serve their informational needs, which freed up a significant amount of internal
managers' time. It empowered and created a self-service platform for external consumers to request and receive their standard information. They
could access new and valuable information they weren’t used to receiving, all on their own!
Complicating the desire to complete the consolidation quickly, there were not enough in-house resources available to handle all the effort. eCapital
Advisors partnered with the client to not only assess the additional licensing needed, but also assisted the right-sizing of the architecture through a
dedicated eCapital consolidation resource. Within a period of approximately 8 months, the client went from 12 separate BI tools down to one,
Cognos Analytics. Over 1,000 BI assets were consolidated and migrated from their original systems into Cognos Analytics. They gained significant
consolidation wins because of duplicative reports with the only difference being filters. Cognos Analytics reports offered the ability to consolidate
several reports into to one.
Key Success Factors
The client’s IT architecture team supported the move from 12 systems to one. Secondly, and very importantly, eCapital’s client did not allow this to
be solely an IT project! The project went through the same internal project management oversight used for all projects and involved cross-functional
resources. Finally, and most importantly, the client’s business resources were directly involved, from comparing source system outputs to assisting the
developers with business logic seemingly hidden for years. The business subject matter experts (SMEs) were critical to making a smooth transition to
Cognos. Direct access to these SMEs accelerated this process greatly and is the reason this consolidation was accomplished in under one year. The
client’s project manager was quoted as saying, “we got a year and a half’s worth of work done in 8 months!”
Conclusion
eCapital knows this scenario is not unique and is a representation of many enterprises. Many of our clients have a wide variety of BI tools, none free
to use and come with a cost. Significant cost savings are available simply by considering consolidation effort. eCapital’s client made an educated and
purposeful decision resulting in significant financial and logistic benefits.

The client consolidated 12 BI
systems into one. They lowered
their solution resource needs
and reduced software expense.
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