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Why This 
Playbook Exists 
Let’s be honest – the problem isn’t that IT 
teams have “too many tools.” 

The real problem is managing too many 
vendors that don’t integrate cleanly, don’t 
share accountability, and don’t fail gracefully 
together.  

Most vendor consolidation content stops at: 
“More vendors = bad.” 

That’s not helpful, especially when it’s the 
IT managers that must live with the actual 
consequences. 

This playbook is designed to help you cut 
through that chaos without ripping and 
replacing everything or sitting through a sales 
call to learn something useful.  

By the end of this playbook, you’ll be able to 
identify where vendor complexity is costing 
you time, where consolidation would reduce 
risk, and what to clean up first—without 
blowing up your stack.

Tools that overlap but don’t integrate 

APIs that technically exist but aren’t usable  

SLAs that look fine on paper but collapse during incidents 

Security, networks, and access vendors pointing fingers at 
each other 

The Real Problems: 



The Real Cost 
of Vendor Sprawl  
Vendor sprawl doesn’t usually show up as a 
line item.  

It shows up as: 

•	 Longer MTTR because no one owns the full 
stack 

•	 Manual work stitching together dashboards, 
logs, and alerts 

•	 Integration debt that never quite gets 
prioritized 

•	 Inconsistent policies across security, 
access, and network layers 

•	 Shadow processes created just to keep 
things running 

From a technical standpoint, the warning signs 
are clear: 

•	 Too many point tools with shallow 
integrations 

•	 APIs that exist but require custom glue 
•	 SLAs scoped narrowly to avoid 

responsibility 
•	 Escalations that stall at vendor boundaries  

If you’re managing security, remote access, 
network performance, and visibility across five 
or more tools, you’re already doing something 
close to a modern architecture, but without the 
simplicity or shared accountability.  



Diagnose Your Vendor Environment 
Use this section to assess whether your vendor ecosystem is helping or hurting you.  

Integration Reality Check

Ask yourself: 

•	 Do core tools share data automatically, 
or via exports/scripts? 

•	 Are integrations bi-directional or read-
only? 

•	 When something breaks, can tools 
correlate events? Or just generate 
more alerts? 

If integrations exist only on paper, you’re 
paying an integration tax every day.  

Security + Network + Access 

•	 Separate vendors for firewall, VPN, 
endpoint, identity, DNS, SD-WAN 

•	 Policies enforced inconsistently 

•	 Visibility fragmented across tools 

SLA vs. Reality

Look beyond uptime percentages: 

•	 Do SLAs cover resolution or just 
response? 

•	 Are penalties meaningful or symbolic? 

•	 Are you forced to coordinate multiple 
vendors during outages? 

SLAs that don’t reduce your workload 
aren’t really protecting you.  

Support & Escalation  

•	 Each vendor supports their part 

•	 You support everything in between 

Operational Ownership Test

During an incident: 

•	 Is there one clear owner? 

•	 Or do vendors default to “not our 
issue”? 

•	 Does escalation improve resolution? 
Or slow it down? 

If accountability fractures under 
pressure, consolidation should be on the 
table.  

Monitoring & Visibility  

•	 Multiple dashboards 

•	 No shared context 

•	 Alert fatigue without correlation 

Where Vendor Sprawl Hurts Most  Where Vendor Sprawl Hurts Most  
Vendor chaos tends to cluster in a few areas:  

Teams add tools to solve immediate problems, then inherit the complexity long-term. 



A Smarter Vendor 
Simplification Strategy  
Vendor simplification doesn’t mean “fewer 
logos.” It means fewer failure points and 
clearer ownership. 

1. Consolidate Where Integration Matters Most 
Focus first on: 

•	 Security + access 
•	 Network + performance 
•	 Visibility + response 
•	 These layers fail together. They should also 

be managed together.  

2. Favor Platforms Over Point Tools 
Ask yourself:  

•	 Does this vendor cover multiple functions 
well? 

•	 Are policies, logs, and controls unified? 
•	 Does the platform reduce handoffs? 
•	 A good test: if removing this tool would 

reduce incidents of finger-pointing more 
than it would reduce capability, it’s 
probably adding more complexity than 
value. 

3.  Optimize for Operational Load 
The right vendor strategy: 

•	 Reduces alert noise
•	 Simplifies escalation 
•	 Lowers cognitive overhead for your team

Clean This Up First - 
A Practical Starting List 
If you’re overwhelmed, start here:  

Progress doesn’t require perfection. It requires focus.

Map vendors to function 
Identify where multiple tools solve the same problem. 

Identify brittle integrations 
Anything held together with scripts, exports, or 
manual steps.

Review overlapping SLAs 
Look for gaps where accountability disappears. 

Prioritize high-friction zones 
Security, access, and network are usually first.  

Standardize policy enforcement  
Inconsistent policies are a hidden risk. 
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Vendor Rationalization Worksheet  
Hot Tip: If you want a second set of eyes on any one of these areas, even a single high-friction zone, outside perspective often 
surfaces quick wins internal teams can’t see. 

Guiding Questions: Does this vendor reduce or add operational friction? Does it integrate meaningfully with the rest of the stack? Is 
it worth the overhead it introduces?

TPx focuses on reducing operational friction where vendor 
strategies most often fail – across network, security, and access – 
by helping teams simplify integration, ownership, and escalation.  

We work with IT teams to: 

•	 Reduce vendor overlap across network, security, and access 

•	 Improve integration and accountability  

•	 Simplify escalation paths 

•	 Support modern architectures without added complexity 

How TPx Can Help
Vendor chaos isn’t a failure of strategy. It’s the natural outcome of 
solving real problems over time.  

The goal is to establish a cleaner, more coherent system that lets 
IT teams spend less time managing vendors and more time running 
the business.  

Get clarity. Talk to a TPx expert today.  

Function Vendor Primary Role Integrations SLA Strength

https://www.tpx.com/request-a-consultation/
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