A

* PARINERS

T~ o & OV By Unlocking
"""""""" g g N @ Savings &
- P ! Efficiency

IT Cost Transformation:
From Pressure to Opportunity

September 2025



In 3 weeks, we show you how to save millions by adopting your
IT sourcing approach
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Cost pressure for 2026 budgets @ ractical msiahte & benchmarke
Impression to pay too much for
spectfic [T services @ Options for immediate optimization
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Impact of augmented Al on labor
demand @ Measurable results for augmented Al cases
Automation and insourcing

versus outsourcin . -
J _IDf | Clear path for IT services negotiation

Positive impacts of global .
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Four simple steps to gain tangible insights and an achievable plan to
save your 2026 IT budget
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Project Approach

week 1 week 2
A 4

Data Analvsis Improvement Scenario Results [

y Potentials Development Presentation =
* Agree on approach, timeline * Analyze IT spend to pinpoint Detailed analysis for each * Refine and finalize scenario
and major milestones opportunities by category optlmlzatlon opportunity models

* Collect and cleanse IT budget + Develop opportunity long-list + Craft model to simulate IT * Compile results presentation

Activities » Categorize expenses * Down select opportunities spend for next year * Propose a high-level

* Gain further insights on * Develop fact sheets for three  + Integrate identified implementation roadmap
spending flexibility (incl. opportunities improvement opportunities
market data comparison) into IT cost case
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* Provision of financials » Joint evaluation of * Review opportunity fact » Presentation of results and
(Budget Plan, costs by spend opportunities sheets high-level roadmap
category, etc.) * Down selection of preferred » Agree on final opportunity

* Provision of headcount by opportunities proposal

location incl. average costs

« Availability of key stakeholders for meetings (for example CI0) € 25K fixed Price excl. Expenses
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Gain full transparency on IT costs across internal and external
resources, re-shape IT service delivery, and realize immediate savings

European Specialty o o S_zl
Paper Production 2@3@ %} @ _@

37+ plants

20% potential, Clear model for managed Re-negotiated sourcing
10% realized immediate services sourcing contract
€ 3.0 bn
Project Scope [@ AdEx Partners Contribution
7000 * |dentify cost improvement options for » Develop headcount and pyramid plan for IT
’ managed services services team
* Gaininsights on labor cost and pyramid across * Benchmark labor costs across 4 sourcing
sourcing locations locations
@ 13+ countries Prepare negotiation strategy for managed » |dentify improvements and define negotiation
services contract strategy with suppliers



Leverage Automation to insource IT Service delivery to a new
Nearshore hub at lower cost access to right talents, and better quality

Building Materials Q

100+ plants

8% lower cost as Access to IT professionals Increased user
outsourcing partner and skills satisfaction by 8%
@ €3.8bn P yes
Project Scope [@ AdEx Partners Contribution
13.500 * |dentify IT services with a high potential for » Assess location strategy and benchmark labor
2 automation costs
» Assess how to deliver the services from a » Defined roles and job descriptions for the new
nearshore hub nearshore hub
@ 45+ countries » Calculate cost impacts and analyze savings » Developinsourcing roadmap for selected and
compared to outsourcing automated services



Boost IT efficiency through IT OpEx flexibilization and strategic

growth alignment

European Toy D
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0.5% IT OpEXx flexibilization via
consolidation

opportunities

Develop scenarios aligning IT scalability and .
business growth

15+ countries

7+ plants

@600

&=

€ 150k annual savings from
prioritized initiatives

&

Future-proof IT scalability
aligned with growth

€250m
Project Scope [@ AdEx Partners Contribution =:Q
500 * Optimize IT OpEx ratio via variabilization « Deliver benchmarks, cost analyses and savings
levers roadmap
* Identify and prioritize vendor consolidation * Build future-proof IT scenarios with growth

recommendations

Bring proven expertise in IT cost
transformation



Ready to expose hidden IT costs? Let’s start your savings MEX

journey today.

Reach out to our experts

AdEx Partners.

Alexander Orth
Associate Partner

+49 1515824 4119

alexander.orth@adexpartners.com

PARTNERS

Tobias Wittebrock
Managing Partner & CSO

+491714992103

tobias.wittebrock@adexpartners.com
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