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Why Procurement, IT, and
Finance See Microsoft
Licensing Changes
Differently

How to Understand Each Team's
Perspective Before Your Next
Renewal Decision
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01 - THE SETUP

Why Smart Teams Reach Different Conclusions About the
Same Renewal

A Microsoft renewal notice arrives. The procurement team immediately focuses on contract terms, leverage, and
risk. IT starts evaluating operational continuity, support escalation paths, and governance. Finance looks
for budget impact, forecast accuracy, and long-term cost predictability.

All three teams are reviewing the same information. Yet each arrives with a different responsibility and a
different definition of risk.

That difference has become more important as Microsoft reshapes enterprise licensing through changes such
as Enterprise Agreement pricing adjustments, the move toward MCA-E agreements, and evolving support and
consumption models. What appears to be a straightforward renewal decision often becomes difficult because
each team is solving a different problem.

Independent research confirms how often that difference turns into friction:

Forrester's State of Business Buying, 2024, found that B2B purchases now involve 13 stakeholders on average,
with 89% of purchases crossing two or more departments. The same year, a Gartner survey found that 74% of
buying teams experience what the firm calls unhealthy conflict during the decision process. Forrester’s report
also found that 86% of B2B purchases stall at some point.

This guide is designed to help procurement, IT, and finance understand how their counterparts evaluate
Microsoft’s licensing changes so they can build alignment before decisions are made.

13 89%

stakeholders on average across 2+ departments stall at some point
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02 - THE FRAMEWORK

Three Lenses, One Decision
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Procurement, IT, and finance are not disagreeing about the facts of the Microsoft shift. Each function applies
a different test to the same facts. The table below shows what each function typically checks for, what a good
outcome usually looks like to them, and what goes wrong when their input gets skipped.

Persona Microsoft Change Viewed Through Their Lens | Risk If They Aren't Included

Reduced negotiation flexibility and changing

Procurement Weak commercial position at renewal
contract structures
IT Changes.to SR, COTEE S0 Al Cr e e Service disruption and escalation risk
ownership
Finance Cost predictability and long-term budget impact Unplanned spending and forecast challenges
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03 - PROCUREMENT'S LENS

Procurement: Evaluating Commercial Risk
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Procurement’s core job is to secure contract terms the organization can defend later, not just a low price today.
A procurement team typically does this by running competitive evaluations, negotiating contract language line
by line, and involving legal to review liability, renewal, and exit terms before anything is signed. One simple test
explains how procurement thinks about any deal: could this contract be defended in front of legal, leadership,
and an auditor, using the actual words in the agreement?

Organizations built multi-year Enterprise Agreements because that structure gave procurement exactly this kind
of room to negotiate: volume discount tiers, price locks, and a Microsoft account team to escalate to directly.
That structure worked as intended for years.

However, Microsoft eliminated EA discount tiers B, C, and D in November 2025. All EA renewals now default to
Level A, or list price. The Microsoft Customer Agreement for Enterprise, replacing many EAs from March 2026
onward, offers term-based pricing with standardized terms instead of terms an account team negotiates.
Account management can shift back toward Microsoft directly. That change can narrow the room procurement
has to negotiate on the organization’s behalf.

For procurement, that raises specific questions. Is this still a contract that procurement can defend to legal?

Has negotiating leverage moved, and if so, to where? Does a lower humber this year hide a weaker position at
the next renewal?

Procurement’s standards for a good deal have not changed: terms the organization can stand behind for the full
length of the agreement. What has changed is the instrument that standard is being applied to.
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04 - IT'S LENS

IT: Evaluating Operational Continuity

IT’s core job during any technology change is to protect operational continuity: keeping provisioning, support,
and daily management working without adding new risk. IT does this by tracking service commitments such as
how fast a problem gets fixed and who owns it, managing change carefully before anything in the environment
shifts, and confirming that new processes match how the team works day to day. One simple test explains how
IT thinks about any deal: if something breaks next month, does everyone still know exactly who to call and how
fast they will respond?

Organizations adopted Microsoft cloud technologies because they simplified operations and accelerated
growth. As Microsoft evolves how those services are purchased and supported, IT teams naturally want to
understand whether the operational experience behind those investments will change as well.

Recent licensing and agreement changes raise important operational questions. If support ownership shifts,
escalation paths change, or account management evolves, IT needs confidence that day-to-day operations and
incident response remain effective.

The Microsoft Customer Agreement for Enterprise shifts account management responsibilities back toward
Microsoft. For organizations below 2,400 seats, Microsoft may decline to offer an EA renewal at all, moving the
environment to CSP regardless of preference. Neither change is a problem by itself. Each one is worth checking
before it becomes a live incident.

IT's questions tend to be practical. Who gets called during an incident, and how fast do they respond? Does
provisioning still work the way the team is used to?

Is a new partner’s governance model operational, with named engineers and clear escalation steps, oris it a
claim on a slide?

Procurement and finance can agree on a deal’s terms and its price. IT still needs to confirm that the day-to-day
environment holds up before anyone signs.
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05 - FINANCE'S LENS

Finance: Evaluating Financial Predictability

Finance's core job is to make spending explainable: tying every number to a clear reason, tracking it against the
budget, and being ready to answer for it later. Finance does this through regular budget cycles, variance reviews
that compare actual spending to what was planned, and forecasts that project costs forward. One simple test
explains how finance thinks about any deal: can this cost be explained in a board meeting or a budget review,
with a clear reason for why it moved?

For finance leaders, Microsoft’s licensing changes introduce a different challenge than simple cost reduction.
As contract structures evolve, support models change, and cloud consumption continues to grow, finance
teams must understand not only what the organization will spend, but why those costs will behave differently
over time.

The problem finance checks for is whether the resulting spending can be explained. As a practical example,
Unified Support runs at roughly 8 to 12% of total Microsoft spend, and that cost can grow automatically as
licenses and usage grow, without a matching increase in value. Azure MACC commitments often require 25 to
40% annual spend growth to keep existing discount levels. Flat or lower usage may lead to lower discounts at
renewal, plus possible shortfall penalties. A lower price on one part of the bill does not tell finance much if the
rest of the bill is moving in ways nobody can explain.

Finance is not simply checking whether something is cheaper. Finance is checking whether the number can be
defended in a board conversation, a budget review, or a forecast, with a clear answer for why it moved and what
drives it next year.

A decision that satisfies procurement’s contract terms and IT's operational needs still has to clear finance’s
test: can this number be explained, this year and next?
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06 — ONE EXAMPLE, SIDE BY SIDE

Same Trigger, Three Translations

Here is one specific trigger: an EA renewal notice arrives showing discount tiers eliminated and a required move
to the Microsoft Customer Agreement for Enterprise.

Microsoft's recent licensing changes provide a useful example because they affect all three groups
simultaneously. A shift from traditional Enterprise Agreement structures to newer purchasing models can
alter commercial leverage, operational responsibilities, and financial forecasting at the same time.

The result is three valid and aligned interpretations of the same event.

The Same Fact What Each Persona Hears

Procurement hears: “Our negotiating leverage just disappeared, and our contract

Your EA renews this year at Level terms are about to be set by Microsoft rather than negotiated by us.

A, with discount tiers eliminat-
ed and a required move to the
Microsoft Customer Agreement
for Enterprise.

IT hears: “Our account management relationship is changing, and we do not yet know
who to call when something breaks.”

Finance hears: “A cost line we budgeted around is about to move, and we do not yet
know by how much or why.”

The renewal notice is the same document in all three inboxes. What differs is which risk each function is trained
to notice first.
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07 — THE SYNTHESIS

Why Alignment Produces Better Microsoft Decisions

The strongest Microsoft licensing decisions happen when procurement, IT, and finance evaluate the same
facts together.

Procurement protects the organization'’s commercial position. IT protects operational continuity. Finance
protects financial predictability.

When any one of those perspectives is absent, risks often emerge after the decision is made. When all three
perspectives are present, organizations gain a clearer understanding of contract terms, operational impact, and
long-term cost implications before signing.

Alignment is not compromise. Alignment is confidence that a Microsoft licensing decision can withstand
commercial, operational, and financial scrutiny at the same time

Consider three-line items on a Microsoft bill: consumption, licensing, and support. Looked at separately,
each one can look manageable, or even like it is moving in the right direction. Looked at together, the way
procurement, IT, and finance are each positioned to do from their own seat, the three can tell a very different
story about where costs are actually heading.
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08 — THE CLOSE

Building Internal Alignment Around a Microsoft
Licensing Decision

Microsoft's recent licensing changes have made renewal decisions more complex because procurement, IT, and
finance often need different answers before moving forward. The most effective organizations create alignment

before evaluating options, not after.

DCG helps organizations bring these perspectives together through structured workshops, renewal
assessments, and licensing strategy discussions designed to create a shared understanding of commercial,

operational, and financial impact.

Before your next renewal conversation, ask a simple question:

rocurement, IT, and finance all have the information they need to reach the same conclusion?

Sources

“74% of buying teams experience unhealthy conflict during the decision process.”

“13 stakeholders on average, with 89% of purchases crossing two or more departments.”

“86% of B2B purchases stall at some point.”

Microsoft eliminated EA discount tiers B, C, and D in November 2025; all EA renewals default to Level A.

Unified Support runs at roughly 8% to 12% of total Microsoft spend.
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