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Introduction
Understanding markets and supplier capabilities is critical to engaging a market, developing
a purchasing strategy and meeting your organizational needs. Given how time intensive and
time consuming market intelligence can be, we have tried to make the job a little easier.
Public Spend Forum teamed with Censeo Consulting Group to develop these IT Hardware
category snapshots, that provide insights into all aspects of a market, from trends to the
competitive landscape to cost structure and more.
We would appreciate any feedback on how we continue to improve the way we provide market intelligence that can be most practical for you.
For more valuable content on best practices, news and markets, please visit
community.publicspendforum.net.

About Public Spend Forum
Public Spend Forum is a global community and knowledge network for public procurement
and the public sector market. By joining, you’ll have access to more purchasing insights on
various categories. On the site, we also provide the latest news, category and market intelligence, flexible learning resources, and networking and collaboration opportunities to help
you create value in public procurement and the public sector market.
Through collaboration with the network and use of our knowledge resources, the PSF platform enables government professionals to deliver value faster, align buyers and suppliers,
reduce costs and improve the overall performance of the system. At the same time, suppliers can learn about government needs, how best to navigate the complex government markets, and collaborate with stakeholders across the market.
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“Understanding
markets and
supplier capabilities
is critical to
engaging a
market, developing
a purchasing
strategy and
meeting your
organizational
needs.”
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Personal Computers
The intent of this purchasing insight is to provide a quick snapshot of the market. We recommend teams use this
as part of their broader due diligence of any market.

PCs Overview
PCs are a significant IT Hardware commodity, purchased across enterprises and industries. We have
identified several best practices and sourcing strategies to meet organizational needs and manage
costs.

Product Offering
There are 7 main product categories in
the PC offering. See Figure 1 below for
the product areas and examples.
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Competitive Landscape
Figure 2 provides an overview of the major manufacturers in the PC market, many of whom are familiar names. Apple overtook ASUS in market share due to solid growth in North America. Competitors did not experience the same growth in the North American market.

Market Overview and Industry Trends
In Q1 2016, global shipments decreased ~11.5% YOY, while shipments to the United States fell ~5.8%
YOY to 13.6M. Weak expectations for the first half of 2016 were driven by:
1. Volatility in stocks, commodities, currencies, and
2. Windows 10 enterprise upgrades in pilot phase.
Apple and Dell both outperformed the global market. In the U.S., Dell edged out HP for the first time
since Q3 2009, with a market share of 25.6% compared to HP’s 25.3%. Dell’s performance was propelled by shipments of notebook PCs.

Despite a slow start to the year in the U.S., Windows 10 transitions and an increase of K-12 Chromebook usage will likely lead to a moderate recovery.
It should also be noted that the PC market is a mature market with phases of declining shipments
occurring periodically.
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State of Competition
The PC market is extremely competitive and consolidated. As OEMs vie for market share and shipment volume, buyers have enhanced leverage to negotiate pricing. The competitiveness of the market is driven by:
•
•
•

High buyer bargaining power
High pressure from substitutes
Comparable products among major vendors

Distribution Value Chain
Key players in this market are OEMs and resellers. Most organizations buy directly from lower priced
OEMS. However, buying from resellers is common when they provide value-added services that offset their increased prices. While most OEMs are large organizations, an opportunity to utilize small
businesses exists within the reseller market.
•
•
•
•

Example OEMs: Lenovo, Hewlett Packard, Dell
Example Wholesalers: Tech Data, Synnex
Example Resellers: CDWG, Red River
Example End-Users: Fortune 1000, Government/ Education, Small-Medium Businesses, Personal Users

PC Cost Drivers
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Focus initial efforts on PC Acquisition Cost, which makes up the bulk of the costs and will provide the
greatest opportunity. Remaining three cost drivers can be addressed secondarily.

Savings and Procurement Strategies
There are a variety of levers that can be utilized to drive PC savings, which are categorized into two
main buckets: (1) demand management and (2) smart contracting. Demand management reduces costs by assessing requirements, managing demand, and distinguishing between “desired” and
“needed” PC capabilities. In practice, this means:
•
•
•

Aligning user segments with PC configurations – Aligning functional needs with the appropriate PC configurations can result in significant savings
Optimizing refresh cycles – Balance device purchase costs with warranty, maintenance, and
support costs
Right-sizing the product
mix – Eliminate overbuying by ensuring that users
are receiving the “right”
product for their business
need

Smart contracting involves:
•

•
•

Consolidating contracts
– Maximize buying power leverage and eliminating acquisition inefficiencies associated with
redundant contracts
Aggregating requirements – Decrease cross-organizational complexity and enable future help
desk and support synergies
Optimizing competitive cycles – Balance annual PC market price decreases with acquisition
costs

Beyond the levers for strategically sourcing PCs, organizations can make adjustments to their buying
practices that also help to realize cost savings.
A few organizational guidelines are:
•

•
•
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Establish Standard 4 Year Refresh Cycle – The optimal PC refresh rate is 3 to 4 years; delaying a PC refresh may reduce acquisition costs, but older PCs are more expensive to maintain,
driving up the total cost of ownership (TCO)
Limit Warranties to 3 Years – Typical PC failure rates are such that purchasing warranties for
>3 years is not economical and often do not provide a cost benefit for the organization
Standardize Configurations – Minimize IT management complexity and consolidate volume
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Strategic Questions to Consider
In addition to practicing the various strategies outlined, it is also a best practice to consider the following questions:
•
•
•
•
•
•
•

How many configurations are needed?
What is the ideal set of hardware configurations for your organization?
What contract vehicle does your organization prefer?
Can small businesses be utilized?
How can the ordering process be streamlined?
What tech. trends may affect the way PCs are procured?
What is the ideal refresh rate for your organization?

Overall, to improve PC procurement and optimize resources, primary focus should be on Total Cost
of ownership and demand management strategies.

Sources: Censeo expertise; “PC Shipment Decline Continued in First Quarter as Expected, with
Hopes for Improvement Depending on Commercial Replacements & Economic Stability, According
to IDC”. Web. April 11, 2016; Kharpal, Arjun. The PC market has had its worst year ever. CNBC. Web. 13
Jan 2016
The insights presented within this document are not meant to be comprehensive. We recommend anyone using this information to complement with their own market intelligence. Posting of this publication to any site or community server
without written permission of Public Spend Forum is forbidden. However, we encourage you to share and post links to
the c ontent with your network.
For further insights on this and other categories, visit www.censeoconsulting.com
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Printers and
Multi-functional Devices
The intent of this purchasing insight is to provide a quick snapshot of the market. We recommend teams use this
as part of their broader due diligence of any market.

Printers/MFDs Overview
Printers and multifunction devices (MFDs) are a type of IT hardware found in nearly every type of
organization and, according to market research, the costs of unmanaged printing can account for
as much 15% of an enterprise’s non-capital intensive annual procurement spending. Enterprises can
save up to 30% by switching to managed print services. There can be significant efficiency opportunities for enterprises procuring printers and MFDs to incorporate managed print services (MPS).

Product Offering
The offering is broken down into (1) products and (2) services associated with those products.
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Products:
• MFD – Office machine that incorporates the functionality of multiple devices into one; often
provides emailing, fax, photocopying and scanning services in addition to printing
• Desktop printers – Single function devices; exclusively provide printing services
MFDs are better than desktop printers for document management, workflow and office efficiency,
but have not completely replaced them because they are large, expensive and require high volumes
of printing for cost efficiency.
Often organizations take a hybrid approach and procure a number of desktop printers and have
MFDs strategically placed in their offices.
Services:
• Managed Print Services – Offered by external providers that focus on optimizing output, are
valuable in gaining insight into printing demand patterns and can significantly lower costs
through optimal deployment of machines
Organizations can either buy or lease and manage their printers “in-house”, often through their IT
departments or outsource printer management by using Managed Print Services.

Competitive Landscape
Xerox is the market leader in Managed Print Services and also is a top vendor in the MFD landscape.
While Canon is a top vendor in the MFD market, it is behind HP, Ricoh, and Lexmark in Managed
Print Services.

State of Competition
The mature printing market faces difficulty in maintaining relevance as digital products and services
have displaced traditional printed materials. As a result, the market is shifting away from printers to
MFDs and vendors are moving from selling products to focusing on Managed Print Services.
Public Spend Forum 2016
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•
•

Between 2011-2021, the contribution of the printing market to the overall economy will decline at an average annual rate of ~1.4%
The global MFD industry is expected to grow ~5% between 2016 and 2020

Figure 2. shows that vendors are already pricing hardware as loss leaders, meaning that those products have negative margins. As a result, there is little opportunity for customers to negotiate prices
with vendors on products. However, there may be more flexibility to be creative and receive good
pricing on a services contract.

Distribution Value Chain
Depending on the desired management approach, there are different ways an organization can procure printers and MFDs:
•
•

Manage own devices – Buy or lease directly
from OEMs
Managed Print Services – Pay a vendor that
provides print management services at a
per-page, monthly or subscription cost for all
devices, maintenance and supplies

Printer/MFD Cost Drivers
Five-year life cycle cost components are as follows:
•
12

Hardware – Purchase or equipment lease cost
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•

•

Operating Costs – Supplies and consumables including toner, ink, paper, drums;
power & infrastructure; operator intervention; operating costs will be assessed
later in the document
Indirect Costs – Downtime; time to
order consumables; device acquisition
costs; asset management; warranty, support & help desk; indirect costs will be
assessed later in the document

Lifecycle operating costs and indirect costs are enormous as compared to the device cost but enterprises often make decisions based upon initial purchase price of the device.
Pay attention to the total cost, not just upfront costs.

Savings and Procurement Strategies
Savings on printers and MFDs can be realized by focusing on (1) reducing Life Cycle Costs and (2)
leveraging Print Management Services to further lower life cycle costs.
Life cycle cost management can dramatically reduce operating costs and indirect costs. Best practices are as follows:
•
•

•
•
•

•

Eliminate personal printers – Personal printers have high per-page printing costs and enterprises often have numerous users with personal printers
Replace aging printers – Older models of printers, copiers and MFDs have higher indirect
costs and per-page printing costs; eliminating aging devices can reduce an enterprise’s overall
print life cycle costs, even if it means buying newer machines in the short term
Reduce banner printing – A banner page of a document typically includes minimal content,
but graphics represent up to 20% of the toner usage of the entire document
Standardize purchases – Eliminating unnecessary “goldplating” reduces the hardware costs of
new devices; midrange devices are, on average, 40% less expensive than high-end devices
Reducing fleet diversity – Having multiple models and brands increases indirect costs; limiting diversity can reduce indirect costs by up to 10%; commercial best practices indicate that
an optimal fleet has devices from at most 2-3 vendors
Right-sizing the fleet – Commercial best practices indicate that one printer for every 6-7
users and one MFD for 25 users is ideal; decreasing the size of the fleet reduces indirect costs
and rightsizing incorporates higher-capacity devices into the fleet, which have lower per-page
printing costs

Print Management Services can also provide significant value for an organization looking to manage
print costs better. Most enterprises:
Public Spend Forum 2016
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•

•

•

Do not know how many devices they have –
Printers are not purchased/managed centrally
and asset management records do not match
actual printer inventory
Do not monitor their usage rates or patterns
– Responsibility to collect, monito, and report
usage is rarely assigned and, when it is, there
is little accountability
Underutilize their networked devices – Organizations often install network devices without
removing the equipment they were meant to
replace; actual printing does not shift to newer, more cost effective devices and the fleet
grows unnecessarily large

Managed Print Services can cut costs significantly and boost productivity, while improving environmental sustainability and document security. Vendors providing this service generally:
•
•
•
•
•
•

Conduct an assessment to analyze current printing infrastructure
Continuously monitor, manage and optimize the print environment
Provide a roadmap to reduce the number and types of printing devices and supplies while
meeting business needs
Identify and solve potential printing problems and replenish supplies before employees are
affected
Provide network management and IT integration, from platform support to cloud-based solutions
Turn paper-based processes into automated digital ones

For this category, primary focus should be on managing Life Cycle Costs and leveraging the value of
Print Management Services.

Sources: Censeo expertise; http://www.e-arc.com/mps/; “Can managed print services save you
money” http://www.biztechmagazine.com/article/2015/03/can-managed-print-services-saveyou-money; “Managed Print Services Landscape, 2015: A vendor analysis of the global enterprise
MPS market”, July 2015, http://www.xerox.com/downloads/usa/en/gdo/reports/gdo_landscape_
quocirca_mps.pdf
The insights presented within this document are not meant to be comprehensive. We recommend anyone using this information to complement with their own market intelligence. Posting of this publication to any site or community server
without written permission of Public Spend Forum is forbidden. However, we encourage you to share and post links to
the content with your network.
For further insights on this and other categories, visit www.censeoconsulting.com.
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Desktop Productivity
The intent of this purchasing insight is to provide a quick snapshot of the market. We recommend teams use this
as part of their broader due diligence of any market.

Desktop Productivity Software Overview
Desktop productivity software is one of the most prevalent IT Software commodities purchased
across enterprises. In short, it is user facing software that helps people perform their jobs more efficiently.

Market/Product Segments
Desktop productivity software is a fairly wide category, but two of the most increasingly common
market/product segments are highlighted below
(note: this document focuses on the Productivity
and Creativity Suites).
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Competitive Landscape
The competitive landscape varies for each market segment. Productivity suite is dominated by Microsoft, while Adobe leads the Creativity suite market.
Productivity Suite:
•
•
•
•

Key players: Microsoft, Open Office, Google Apps, SoftMaker, SSuite, Word Perfect, WPS
As of 2014, Microsoft controlled 92% of the market share
Google Apps is the most popular alternative
In 2014, Google Apps had twice the market share of O365 – just two years later, Microsoft’s
O365 is the new leader of cloud based productivity products

Creativity Suite:
•
•
•
•

Adobe Acrobat for PDF editing is one of the flagship products of Adobe
Key players for PDF editing: Adobe (Acrobat), Nitro Pro, Qoppa PDF Studio, PDF-Xchange Editor, PDFescape, CutePDF Professional
The competitors to Adobe Acrobat listed above are cheaper alternatives, but may not have the
breadth of features Adobe provides
Adobe increased its stamp in the market with the release of Creative Cloud in 2015

State of Competition
Overall, given the domination by relatively few players, Microsoft’s power in the productivity market
is significant. For example, Microsoft O365’s chief competition is Google Apps, which has not been
posing a worrisome threat.
Cost is the main factor why users would choose
Google Apps over Microsoft O365. However, there has been a recent trend of customers
switching from Google Apps to Microsoft O365.
The primary drivers of this switch are:
•
•
•
•
•
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Microsoft’s Outlook integration
Inability of Google Apps to do things Microsoft does well
More effective usability and collaboration
with Microsoft O365
Microsoft‘s enterprise know-how
Higher level of overall support from Microsoft
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Businesses are finding that they should not have switched from Microsoft in the first place. All of this
is positioning Microsoft as the dominant force in providing cloud for business.

Distribution Value Chain and Options for Buyers
•

•
•
•
•
•

Buyers can consider many options when purchasing productivity software, from going direct
to Publishers to going through Resellers. Value Added Resellers can provide additional services
and provide more access to small businesses
Key players in this market are the Publishers themselves or Large Account Resellers (LARs)
Publishers generally use the Direct-to-Large Account Reseller (LAR) model when customers
require minimal value added services
The Direct-to-Value Added Reseller (VAR) model is typically used when customers desire services such as reporting, training, and migration
Use of LAR or VAR is more dependent on the needs of the customer versus the size of the customer
Since VARs more often tend to be small businesses, use of a VAR by a publisher may also hinge
on any small business requirements of the customer

Shifts in licensing models (perpetual versus subscriptions) impact how we define the market. Previously, organizations would purchase hardware to provide the infrastructure and purchase software
licenses through resellers. Now, with adoption of cloud, public organizations have less demands on
their own infrastructure and purchase the software as a service.
Additionally, migrating to cloud-based solutions will alter the licensing metric. Perpetual
licenses for Microsoft Office were typically
counted per device in an organization. Migrating to the cloud-based O365 requires a
subscription per user in the organization. This
impacts how the value chain provides services
and collects revenue. Instead of collecting for
maintenance on a yearly basis, the provider now collects for the software as a whole,
which includes, maintenance on a yearly basis.
Despite having a smaller up-front payment on subscription, customers will tend to sharpen focus on
demand management as access to software, not just maintenance, is being renewed annually.
•
•
•
•

Example Publishers: Microsoft, Adobe, Lotus Notes, Symantec
Example VARs: BitBang, SwordFish Inc., EMEA
Example LARs: CDWG, Emergent, Dell, GovConnection
Example End-Users: Fortune 1000, Government/ Education, Small-Medium Businesses, Personal Users
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Cost Drivers
The Total Cost of Ownership (TCO) for Productivity Suite can be viewed two-fold, either with or
without cloud capability. Switching to a cloud provider offers the ability to pay a subscription and
effectively smooth out licensing costs as well as reduce spend on expensive IT hardware for the organization’s infrastructure.

Savings and Procurement Strategies
Demand management reduces costs by assessing requirements, managing demand, and distinguishing between “desired” and “needed.” In practice, this means:
•
•
•
•

Deployment and usage monitoring – Ensure proper tools are in place for tracking usage of
licenses and value added benefits
Transferability – Manage license usage by allowing sub organizations to transfer ownership
Right-sizing the product mix – Eliminate overbuying by ensuring that users are receiving the
“right” product for their business need
Consolidating contracts – Maximize buying power leverage and eliminating acquisition inefficiencies associated with redundant contracts

For this category, primary focus should be placed on demand management and weighing the
cost-benefit of moving to cloud.

Sources: Censeo expertise; “7 Microsoft Office Alternatives”. Web. June 24, 2015, Gaskin, James; “5
cheaper alternatives to Acrobat for PDF editing”. Web. February 13, 2014, Null, Christopher; “Why
companies are switching from Google Apps to Office 365”. Web. October 14, 2015, Branscombe, Mary
The insights presented within this document are not meant to be comprehensive. We recommend anyone using this information to complement with their own market intelligence. Posting of this publication to any site or community server
without written permission of Public Spend Forum is forbidden. However, we encourage you to share and post links to
the content with your network.
For further insights on this and other categories, visit www.censeoconsulting.com
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