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Executive Summary 

 EcoSys is an enterprise project performance tool that provides capital-intensive 

companies with an integrated portfolio management, project control, and project 

management solution. EcoSys provides visibility across all projects and portfolios, puts 

needed information all in one place, and performs advanced analytics. With EcoSys, 

companies can make quicker and better business decisions, reduce costs, and drive 

revenue growth. 
 
 
 

By combining key data and real-time analysis in one 

place, EcoSys allows companies to comprehensively 

understand where their project portfolios stand and 

better respond to changing market conditions. 

EcoSys makes capital expenditure (capex) 

forecasting easier and more predictable, helping 

customers better control their destiny. EcoSys 

supports large project loads and is highly 

configurable to meet customers’ individual needs. 

Hexagon commissioned Forrester Consulting to 

conduct a Total Economic Impact™ (TEI) study and 

examine the potential return on investment (ROI) 

enterprises may realize by deploying EcoSys.1 The 

purpose of this study is to provide readers with a 

framework to evaluate the potential financial impact 

of EcoSys on their organizations. 

To better understand the benefits, costs, and risks 

associated with this investment, Forrester interviewed 

four decision-makers with experience using EcoSys. 

For the purposes of this study, Forrester aggregated 

the interviewees’ experiences and combined the 

results into one composite organization. 

Prior to using EcoSys, these interviewees’ 

organizations suffered from a lack of visibility across 

their project portfolios. It was difficult to make 

changes to the capital spending plan in response to 

changing market conditions. Employees were bogged 

down with disjointed spreadsheets, unorganized 

data, and manual processes. Capex forecasting was 

time consuming and forecast variances were 

extremely high. Attempts to overcome these 

problems with their legacy systems were not 

successful. 

After the investment in EcoSys, the interviewees’ 

organizations were able to make better business 

decisions, save costs, and increase revenue. EcoSys 

reduced project cost overruns, enabled pivots to 

more profitable projects, increased employees’ 

productivity, enhanced collaboration, and improved 

capex forecasting.  

 

KEY FINDINGS 

Quantified benefits. Risk-adjusted present value 

(PV) quantified benefits include the ability to: 

• Reduce project cost overruns. EcoSys 

dramatically improves visibility across the project 

portfolio at the composite organization and allows 

for real-time analysis of project costs. The 

composite organization can now react quickly to 

Return on investment (ROI) 

85% 

Net present value (NPV) 

$6.42M 

KEY STATISTICS 

https://www.ecosys.net/
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EXECUTIVE SUMMARY 

any issues and make adjustments to keep costs 

in line with budget, leading to a 20% reduction in 

cost overruns due to EcoSys. For the composite 

organization, this is worth more than $7.39 million 

over three years.  

• Pivot capital spending. EcoSys provides the 

power to use various metrics to score projects 

and understand their potential ROI. This allows 

the composite organization to quickly pivot its 

capital spending to more profitable projects. This 

is especially valuable in navigating supply chain 

disruptions from the COVID-19 pandemic. The 

composite organization has been able to change 

its strategic focus in a few days and pivot its 

capital spending plan in a few weeks, saving 

costs and optimizing revenue. This benefit is over 

$2.19 million for the composite organization over 

three years. 

• Improve project controller productivity. 

EcoSys puts all the required information in one 

place and has advanced capabilities related to 

data management and analysis, allowing project 

and cost controllers at the composite 

organization to improve their productivity by 25% 

by Year 3. They now focus on higher-value work 

and manage more projects. This time savings is 

worth nearly $2.65 million to the composite 

organization over three years. 

• Enhance collaboration. EcoSys facilitates 

communication and information exchange across 

the complexity of the composite organization. 

This saves time for all EcoSys users every week. 

For the composite organization, this translates to 

more than $1.45 million over three years.  

• Decommission legacy systems. Consolidation 

to an enterprise system with EcoSys allows the 

composite organization to decommission its 

smaller legacy systems that handled aspects of 

project management, project controls, and project 

portfolio management. This is a cost savings of 

more than $313,000 over three years for the 

composite organization.  

 

 

EcoSys has handled our project load 
very well. It’s efficient, and we’re able 
to configure it so the screens are 
intuitive. With EcoSys, you can 
customize it using configurations to fit 
your business needs.  

— Project manager, engineering consulting  
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Unquantified benefits. Benefits that are not 

quantified for this study include:  

• Procurement efficiencies. With EcoSys, 

interviewees’ organizations combined 

procurement pieces into larger buys. This led to 

better prices and significant cost savings. 

• Improve forecasting. Interviewees explained 

that with EcoSys, their forecasting was more 

accurate and efficient. Interviewees’ 

organizations saw reduced forecast variances 

and improved predictability. The interviewees had 

more visibility into spending and could more 

easily shift spending between categories to track 

more closely with plan and reduce forecast 

variances. 

• Better decision-making. The improved visibility 

and access to information all in one place with 

EcoSys enabled interviewees’ organizations not 

only to operate more efficiently but also to make 

better business decisions. 

• Engineering, procurement, and consulting 

(EPC) use case. One of the interviewees was a 

project manager at an engineering consulting firm 

and noted that EcoSys – which supported a large 

and diverse mix of EPC projects – worked well 

for the EPC use case. Moreover, the use of 

EcoSys won the firm additional business. The 

company recommended EcoSys to its clients, 

supported the EcoSys implementation and 

generated several million dollars of additional 

revenue by providing implementation services. 

Costs. Risk-adjusted PV costs include:  

• EcoSys cost. The composite organization pays 

an annual cost for the EcoSys software as well 

as initial and annual EcoSys professional 

services fees. For the composite organization, 

this is just less than $5.49 million over three 

years.  

• Internal team to install and maintain EcoSys. 

The composite organization dedicates an internal 

team of employees to install and maintain 

EcoSys. This cost just over $2.09 million over 

three years for the composite organization.  

The decision-maker interviews and financial analysis 

found that a composite organization experiences 

benefits of $14.00M over three years versus costs of 

$7.58M, adding up to an NPV of $6.42M and ROI of 

85%. 

“With EcoSys, we now have visibility 

into our projects and across all our 

portfolios in one spot. We didn’t have 

that before. Before there were a lot of 

spreadsheets, projects lists, and so 

forth. With EcoSys, we can see what 

kind of a strategic fit projects are and 

how they align with our business 

objectives. We can see financial 

metrics, nonfinancial metrics, and 

whether something is scheduled or 

urgent to work on.” 

Director of portfolio management, 

manufacturing  
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$7.4M

$2.2M

$2.6M

$1.5M

$313.2K

Reduce project cost overruns

Pivot capital spending

Improve project controller productivity

Enhance collaboration

Decommision legacy systems

Benefits (Three-Year)

ROI 

85% 

BENEFITS PV 

$14.00M 

NPV 

$6.42M 
PAYBACK 

21 
months 
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TEI FRAMEWORK AND METHODOLOGY 

From the information provided in the interviews, 

Forrester constructed a Total Economic Impact™ 

framework for those organizations considering an 

investment in EcoSys.  

The objective of the framework is to identify the cost, 

benefit, flexibility, and risk factors that affect the 

investment decision. Forrester took a multistep 

approach to evaluate the impact that EcoSys can 

have on an organization. 

 

 

DUE DILIGENCE

Interviewed Hexagon stakeholders and 

Forrester analysts to gather data relative to 

EcoSys. 

 

DECISION-MAKER INTERVIEWS 

Interviewed four decision-makers at 

organizations using EcoSys to obtain data with 

respect to costs, benefits, and risks. 

 

COMPOSITE ORGANIZATION 

Designed a composite organization based on 

characteristics of the interviewees’ 

organizations. 

 

FINANCIAL MODEL FRAMEWORK 

Constructed a financial model representative of 

the interviews using the TEI methodology and 

risk-adjusted the financial model based on 

issues and concerns of the decision-makers. 

 

CASE STUDY 

Employed four fundamental elements of TEI in 

modeling the investment impact: benefits, costs, 

flexibility, and risks. Given the increasing 

sophistication of ROI analyses related to IT 

investments, Forrester’s TEI methodology 

provides a complete picture of the total 

economic impact of purchase decisions. Please 

see Appendix A for additional information on the 

TEI methodology. 

DISCLOSURES 

Readers should be aware of the following: 

This study is commissioned by Hexagon and delivered by 

Forrester Consulting. It is not meant to be used as a 

competitive analysis. 

Forrester makes no assumptions as to the potential ROI 

that other organizations will receive. Forrester strongly 

advises that readers use their own estimates within the 

framework provided in the study to determine the 

appropriateness of an investment in EcoSys. 

Hexagon reviewed and provided feedback to Forrester, 

but Forrester maintains editorial control over the study 

and its findings and does not accept changes to the study 

that contradict Forrester’s findings or obscure the 

meaning of the study. 

Hexagon provided the customer names for the interviews 

but did not participate in the interviews.  
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The EcoSys Customer Journey 

Drivers leading to the EcoSys investment 
 
 

 

KEY CHALLENGES 

Before deploying EcoSys, the interviewees’ 

organizations heavily relied on spreadsheets. They 

also had some smaller legacy systems and internal 

solutions and still regularly used manual systems. 

The interviewees noted their organizations struggled 

with common challenges including: 

• Disjointed homegrown project management 

system. Before EcoSys, interviewees’ 

organizations used homegrown systems. Much of 

the needed project information was stored in 

various spreadsheets, and the companies relied 

on internal experts to understand and manage 

the system. This disparate information 

environment was inefficient and hampered 

decision-making. The director of cost control in 

energy said of the environment before EcoSys: “It 

was all about manual processes and 

consolidation of information on spreadsheet 

tables. It was very manual. There was no digital 

environment.” 

• Limited visibility into project portfolio 

performance. Because project data was not 

centralized, it was difficult to see how projects 

performed across the portfolio at interviewees’ 

organizations. Interviewees said it was 

challenging for their companies to make changes 

to the capital spending plan in response to 

changing market conditions given this lack of 

visibility.  

• Difficulty in accurately forecasting capital 

spending. Before EcoSys, capex forecasting 

was time consuming, and forecast variances 

were extremely high. More broadly, interviewees 

said their organizations struggled with cost 

management and receipt of quality reports.  

 

COMPOSITE ORGANIZATION 

Based on the interviews, Forrester constructed a TEI 

framework, a composite company, and an ROI 

analysis that illustrates the areas financially affected. 

The composite organization is representative of the 

four decision-makers whom Forrester interviewed 

and is used to present the aggregate financial 

analysis in the next section. The composite 

organization has the following characteristics. 

Description of composite. The composite 

organization is a large global enterprise with $10 

billion in annual revenue and 20,000 employees 

worldwide. The composite organization has a $2.5 

billion annual capex budget and 2,500 active 

projects. On average, each project has a three-year 

  

Interviewed Decision-Makers 

Interviewee Industry Region Annual revenue Employees Annual revenue 

Director of project management Energy US $22 billion 28,000 Metric 

Director of portfolio management and project 
manager 

Manufacturing Global $17 billion 46,000 Metric 

Director of cost control Energy Global $6 billion 15,000 Metric 

Project manager Engineering consulting Global $5 billion 9,000 Metric 
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lifespan and a $1 million capex budget per year for a 

total per-project capex average budget of $3 million. 

Deployment characteristics. EcoSys is the 

composite organization’s project portfolio 

management, project controls, and project 

management software; it replaces a homegrown 

solution that relied on spreadsheets, manual 

processes, and smaller legacy systems. All the 

composite’s 2,500 active projects are managed in 

EcoSys. The organization uses EcoSys to effectively 

manage projects of all sizes, ranging from very small 

projects to projects with more than $100 million of 

capital investment. EcoSys is used by 1,000 

employees representing a variety of roles across the 

organization, including planners, project managers, 

project controllers, portfolio managers, and those in 

finance and accounting job functions. The composite 

organization uses the software-as-a-service version 

of the platform. Implementation takes one year, and 

the composite organization utilizes EcoSys 

professional services for assistance.  

 

 

Key assumptions 

• $10 billion annual revenue 

• 20,000 employees 

• 1,000 EcoSys users 

• $2.5 billion annual capex 
budget 

• 2,500 active projects 
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Analysis Of Benefits 

Quantified benefit data as applied to the composite 
 
 
 

 

REDUCE PROJECT COST OVERRUNS 

Evidence and data. Interviewees highlighted 

EcoSys’ cost management capability, and 

consistently singled it out as one of the top benefits 

they experienced from their investment. With EcoSys, 

interviewees’ organizations reduced cost overruns by 

an average of 20% across projects of all sizes. 

• Prior to EcoSys, the need to create and 

manipulate various spreadsheets hampered cost 

management analysis at interviewees’ 

organizations. This cumbersome process caused 

a time lag that led to a less accurate 

understanding of costs and not enough time for 

optimal responses. Moreover, the underlying 

analysis from legacy solutions was lacking and 

did not provide the visibility into all projects and 

portfolios needed for a comprehensive 

understanding of costs. 

• Interviewees explained that after implementing 

EcoSys, they could easily look across their 

projects and portfolios, see cost data in real time, 

quickly perform analysis, and adjust as 

necessary. This agility allowed interviewees’ 

organizations to significantly reduce project cost 

overruns. 

• As the director of project management in energy 

said: “We won’t overspend this year because 

EcoSys provides a platform that allows us to real 

time manage our budget and respond to 

changing business conditions. Two years ago, 

we overspent by 15%. This year, we will come 

within a couple percent of plan. EcoSys helps 

support that maturity.” 

• Interviewees emphasized the benefit of the data 

being available very fast. EcoSys facilitated real-

time cost analysis and management, which 

allowed interviewees’ organizations to quickly 

respond to concerns about costs. 

• EcoSys provided a richer data environment, 

compared with the previous solutions of 

interviewees’ organizations. Being empowered 

with more data points — related to project dates, 

size, complexity, and costs, for example — 

helped with the planning of staffing and resource 

management that ultimately reduced cost 

overruns. 

  

Total Benefits 

Ref. Benefit Year 1 Year 2 Year 3 Total Present Value 

Atr Reduce project cost overruns $1,328,125 $2,656,250 $5,312,500 $9,296,875 $7,393,994 

Btr Pivot capital spending $393,750 $787,500 $1,575,000 $2,756,250 $2,192,102 

Ctr 
Improve project controller 
productivity 

$243,000 $729,000 $2,430,000 $3,402,000 $2,649,083 

Dtr Enhance collaboration $585,000 $585,000 $585,000 $1,755,000 $1,454,808 

Etr 
Decommission legacy 
systems 

$56,250 $112,500 $225,000 $393,750 $313,157 

 Total benefits (risk-adjusted) $2,606,125 $4,870,250 $10,127,500 $17,603,875 $14,003,144 
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• Interviewees also noted that the EcoSys interface 

could be configured so that it was very 

straightforward for employees to see overruns on 

their screens. This user-friendly interface made 

reducing project cost overruns even easier. The 

project manager in engineering consulting said, 

“[In EcoSys], seeing your overruns is very easy.” 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that:  

• There are 2,500 active projects with an average 

annual capital spending of $1 million per project. 

• The rollout of EcoSys is phased: 25% in Year 1, 

50% in Year 2, and 100% in Year 3. 

• Twenty-five percent of projects have cost 

overruns, and the average cost overrun among 

these projects is 5%. 

• Due to EcoSys, overspending decreases by 20%. 

Risks. The benefit of a reduction in project cost 

overruns will vary based on: 

• The number of projects with cost overruns and 

the average cost overrun of those projects. 

• The processes in place to reduce cost overruns 

prior to EcoSys. 

Results. To account for these risks, Forrester 

adjusted this benefit downward by 15%, yielding a 

three-year risk-adjusted total PV (discounted at 10%) 

of more than $7.4 million. 

 

“On the cost management side, EcoSys 

has provided us with the ability to do more 

near-real-time analysis and have agility 

within the portfolio. EcoSys shines in cost 

management.” 

Director of project management, energy  

Reduction in overspending  

20% 
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PIVOT CAPITAL SPENDING 

Evidence and data. EcoSys gave interviewees’ 

organizations the power to evaluate projects to 

understand which would provide better ROI. EcoSys 

enabled visibility into all projects across all portfolios 

in one spot, allowing interviewees’ organizations to 

pivot capital spending to projects that meet their 

strategic focus. Pivoting to projects that were a better 

fit, saved costs and optimized revenue generation. 

• Before EcoSys, interviewees’ organizations did 

not always choose the best projects. They lacked 

a panoramic view of all projects across all 

portfolios and did not have the functionality to 

assess the strategic fit of all projects 

comprehensively and systematically. 

• This changed after the implementation of 

EcoSys, which enabled visibility across all 

projects and portfolios. EcoSys allowed 

interviewees’ organizations to track the benefits 

of projects in a uniform way to understand what 

projects were a strategic fit and met business 

objectives, using both financial and nonfinancial 

metrics. 

• Specifically, interviewees’ organizations deployed 

a scoring system that matched strategic goals 

with target projects. As EcoSys analyzed each 

project, it scored how well it matched the 

organization’s strategy. 

• This allowed a multitude of goals, such as cost 

reduction and safety, to be considered as EcoSys 

scored each project. The project manager in 

Reduce Project Cost Overruns 

Ref. Metric Source Year 1 Year 2 Year 3 

A1 Active projects  Composite 2,500 2,500 2,500 

A2 Average annual capital spending per project Composite $1,000,000 $1,000,000 $1,000,000 

A3 Annual capital spending budget A1*A2 $2,500,000,000 $2,500,000,000 $2,500,000,000 

A4 Phased rollout of EcoSys Interviews 25% 50% 100% 

A5 Active projects managed with EcoSys A1*A4 625 1,250 2,500 

A6 Projects with cost overruns (%) Assumption 25% 25% 25% 

A7 Projects with cost overruns before EcoSys A5*A6 156.3 312.5 625.0 

A8 Average cost overrun (%) Assumption 5% 5% 5% 

A9 Cost overruns before EcoSys A2*A7*A8 $7,812,500 $15,625,000 $31,250,000 

A10 
Reduction in overspending attributed to 
EcoSys 

Interviews 20% 20% 20% 

At Reduce project cost overruns A9*A10 $1,562,500 $3,125,000 $6,250,000 

  Risk adjustment ↓15%    

Atr Reduce project cost overruns (risk-adjusted)   $1,328,125 $2,656,250 $5,312,500 

Three-year total: $9,296,875 Three-year present value: $7,393,994 

 



 

THE TOTAL ECONOMIC IMPACT™ OF ECOSYS BY HEXAGON 11 

ANALYSIS OF BENEFITS 

manufacturing said: “As each project comes 

through, it’s weighted based on our goals. 

EcoSys enabled all of that.” 

• This capability and a holistic view of projects and 

portfolios led to interviewees’ organizations 

pivoting capital investment and choosing more 

profitable projects. 

• The project manager in manufacturing described 

this pivoting: “We compared the projects that we 

were actually working on versus the ones that the 

goals and targets said we should be, and there 

was a difference. There were a bunch of projects 

that we were working on that we probably should 

not have been. We changed what projects we 

were working on and made better decisions to 

select projects that were better aligned with 

where our business strategy wanted to go.” 

• Interviewees explained that they attained the 

insight on which projects to pivot to quickly, 

making it especially valuable. As the director of 

cost control in energy said, “The earlier we have 

the information, the better we can make good 

decisions early.” 

• Interviewees’ organizations navigated sudden, 

drastic changes, such as supply chain disruptions 

from COVID-19. Organizations successfully 

pivoted to projects without resource constraints. 

• As the director of portfolio management in 

manufacturing explained: “With COVID-19 hitting 

the market, the availability of products changed. 

We had to adapt pretty quickly and change our 

business strategy and how we were going to run 

our plants and invest our capital. With EcoSys, 

we were able to change our strategic focus in a 

few days. Within a few weeks, we pivoted our 

capital plan, moving some projects forward and 

putting others on hold.” 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that. 

• The annual capital spending budget is  

$2.5 billion. 

• The rollout of EcoSys is phased: 25% in Year 1, 

50% in Year 2, and 100% in Year 3. 

• Due to EcoSys, there is additional revenue from 

a capital spending pivot of 0.7% of the annual 

capital spending budget. 

• The operating margin is 10%. 

Risks. The benefit of a pivot in capital spending will 

vary based on: 

• The annual capital spending budget. 

• The number and variety of projects that are 

available to pivot to. 

• The processes in place for understanding the 

strategic fit of projects and how quickly those 

processes could execute prior to EcoSys. 

Results. To account for these risks, Forrester 

adjusted this benefit downward by 10%, yielding a 

three-year risk-adjusted total PV of $2.19 million. 
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IMPROVE PROJECT CONTROLLER 

PRODUCTIVITY 

Evidence and data. With all cost-related data 

located in one place and advanced capabilities 

related to data management and analysis, EcoSys 

enabled project and cost controllers at interviewees’ 

organizations to improve their productivity. 

Interviewees estimated that on average EcoSys 

allowed project controllers to perform their jobs 25% 

more efficiently over time. 

• Prior to EcoSys, project controllers at 

interviewees’ organizations often got tied up with 

data collection and manual processes. 

• After implementing EcoSys and its capabilities 

related to data management and analysis, project 

controllers saved time on these tasks. Project 

managers now dedicated more of their time to 

high-value work like aligning with project 

stakeholders and driving discipline in project 

management. 

• EcoSys improved project controllers’ productivity 

because the cost data was all in one place. As 

the director of cost control in energy said: “The 

top benefit is data centricity; any cost-related 

information on projects can be found within 

EcoSys. We have improved efficiency and 

productivity because project controllers do not 

have to spend time collecting data. The cost 

engineer can now focus on analysis to 

understand where we are going and when we are 

going to complete the projects.” 

• Ultimately this time savings enabled project 

controllers at interviewees’ organizations to 

manage more projects. 

• This benefit was present across projects of all 

sizes, from the relatively small to the very large. 

The director of cost control in energy explained: 

“Today with EcoSys, we put only one person in 

charge of 200 very small projects, whereas 

before we needed five. On the very biggest 

projects, with EcoSys we need 15 people, 

whereas in the past we needed 20.” 

Pivot Capital Spending 

Ref. Metric Source Year 1 Year 2 Year 3 

B1 Annual capital spending budget Composite $2,500,000,000 $2,500,000,000 $2,500,000,000 

B2 Phased rollout of EcoSys Interviews 25% 50% 100% 

B3 Additional revenue from capital spending pivot (%) Interviews 0.7% 0.7% 0.7% 

B4 Additional revenue from capital spending pivot B1*B2*B3 $4,375,000 $8,750,000 $17,500,000 

B5 Operating margin TEI standard 10% 10% 10% 

Bt Pivot capital spending B4*B5 $437,500 $875,000 $1,750,000 

  Risk adjustment ↓10%      

Btr Pivot capital spending (risk-adjusted)   $393,750 $787,500 $1,575,000 

Three-year total: $2,756,250 Three-year present value: $2,192,102 
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• Interviewees explained that the project controllers 

themselves liked their work better after the 

implementation of EcoSys. As the project 

manager in engineering consulting said, “The 

project controllers will tell you that they prefer 

working in EcoSys and that they find it more 

efficient.” 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that: 

• There are 2,500 active projects. 

• The rollout of EcoSys is phased: 25% in Year 1, 

50% in Year 2, and 100% in Year 3. 

• There are 200 project controllers. 

• Project controller productivity improvement due to 

EcoSys is 10% in Year 1, 15% in Year 2, and 

25% in Year 3. 

• The average fully burdened salary for project 

controllers is $108,000 per year. 

• The productivity recapture rate for employees is 

50%. The employees convert 50% of hours 

saved into productive time. 

 

Risks. The benefit of improved project control 

productivity will vary based on: 

• The number of project controllers. 

• The efficiency of project controllers prior to 

EcoSys. 

• The average annual fully burdened salary of 

project controllers. 

Results. To account for these risks, Forrester 

adjusted this benefit downward by 10%, yielding a 

three-year risk-adjusted total PV of nearly $2.65 

million. 

 

“Over the years [with EcoSys], we 

have been able to improve our 

efficiency, improve our productivity, 

and reduce the number of cost 

controllers we have needed to hire.” 

Project manager, engineering consulting  

More productive project 
controllers   

25% increase 
by Year 3  
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ENHANCE COLLABORATION 

Evidence and data. EcoSys users across 

interviewees’ organizations saved time because of 

the enhanced collaboration facilitated by EcoSys.  

• Disjointed systems and limited visibility curtailed 

effective collaboration at interviewees’ 

organizations prior to EcoSys. This environment 

sometimes caused confusion and additional 

work. For example, interviewees described that 

conflicting versions of the same proposal could 

be shown to different stakeholders, necessitating 

corrections and rework. 

• EcoSys brought information on projects together 

in one place. This facilitated communication and 

information exchange across complex 

organizations, leading to less rework. Compared 

with their previous environment, employees 

understood, analyzed, and presented information 

more quickly and accurately. 

• The rework that remained happened earlier and 

was less likely to be in the field. Interviewees 

explained that when rework happened sooner in 

the process, time was saved in the long run. 

• As the project manager in manufacturing 

described: “Rework is now happening at earlier 

Improve Project Controller Productivity 

Ref. Metric Source Year 1 Year 2 Year 3 

C1 Active projects Composite 2,500 2,500 2,500 

C2 Phased rollout of EcoSys Interviews 25% 50% 100% 

C3 Projects managed with EcoSys C1*C2 625 1,250 2,500 

C4 Project controllers (FTEs) Composite 200 200 200 

C5 
Active projects per project controller before 
EcoSys 

C1/C4 12.5 12.5 12.5 

C6 Productivity improvement with EcoSys Interviews 10% 15% 25% 

C7 Productivity savings with EcoSys (FTEs) C2*C4*C6 5 15 50 

C8 Project controllers with EcoSys (FTEs) C4-C7 195 185 150 

C9 Active projects per project controller with EcoSys C1/C8 12.8 13.5 16.7 

C10 
Project controller average annual fully burdened 
salary 

TEI standard $108,000 $108,000 $108,000 

C11 Productivity recapture TEI standard 50% 50% 50% 

Ct Improve project controller productivity C7*C10*C11 $270,000 $810,000 $2,700,000 

  Risk adjustment ↓10%      

Ctr 
Improve project controller productivity (risk-
adjusted) 

 $243,000 $729,000 $2,430,000 

Three-year total: $3,402,000 Three-year present value: $2,649,083 
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stages so should be less expensive than once 

deployed in the field. One specific use case was 

a $500,000 savings because we got early 

alignment on the facility objectives prior to going 

to the field. This was made possible not only 

because EcoSys made the process visible, but 

we have worked hard to add discipline and train 

on the process.” 

• At interviewees’ organizations, the time savings 

from enhanced collaboration occurred broadly 

across EcoSys users, representing various job 

titles and functions. 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that: 

• There are 1,000 employees using EcoSys. 

• Each employee saves 0.5 hours per week due to 

enhanced collaboration with EcoSys. 

• The average fully burdened salary for employees 

is $50 per hour. 

• The productivity recapture rate for employees is 

50%. The employees convert 50% of hours 

saved into productive time. 

Risks. The benefit of enhanced collaboration will 

vary based on: 

• The number of EcoSys users. 

• The collaborative processes in place among 

employees prior to EcoSys. 

• The average hourly fully burdened salary of 

employees. 

Results. To account for these risks, Forrester 

adjusted this benefit downward by 10%, yielding a 

three-year risk-adjusted total PV of more than $1.45 

million. 

“EcoSys is allowing us to have 

conversations with more commonality 

across our complex organization.”  

 

Project manager, manufacturing 

Enhance Collaboration 

Ref. Metric Source Year 1 Year 2 Year 3 

D1 EcoSys users Composite 1,000 1,000 1,000 

D2 Time savings per week (hours) Interviews 0.5 0.5 0.5 

D3 Time savings per year D1*D2*52 26,000 26,000 26,000 

D4 Average annual fully loaded salary per hour TEI Standard $50  $50  $50  

D5 Productivity recapture TEI Standard 50% 50% 50% 

Dt Enhance collaboration D3*D4*D5 $650,000  $650,000  $650,000  

  Risk adjustment ↓10%       

Dtr Enhance collaboration (risk-adjusted)   $585,000  $585,000  $585,000  

Three-year total: $1,755,000  Three-year present value: $1,454,808  
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DECOMMISSION LEGACY SYSTEMS 

Evidence and data. EcoSys allowed interviewees’ 

organizations to decommission their legacy systems 

that handled aspects of project management, project 

controls, and project portfolio management. 

• Compared with EcoSys, these legacy systems 

could be difficult to run, and their capabilities 

were limited. The functionality and 

comprehensive scope of EcoSys made them 

obsolete, and interviewees’ organizations phased 

them out. 

• Interviewees further shared that after deploying 

EcoSys, it was not necessary to invest in tools 

related to specific processes such as project 

agreements, field progressing, estimating, and 

contract change management because all of that 

could be done within EcoSys. 

• Decommissioning legacy systems also simplified 

the technology landscapes at interviewees’ 

organizations. The project manager in 

manufacturing explained: “Before employees had 

to hunt and peck all over the various systems. 

Now with EcoSys, everything is in one place.” 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that: 

• Legacy system costs are $250,000 per year. 

• Decommissioning is phased over three years; 

25% of legacy system cost is saved in Year 1, 

50% in Year 2, and 100% in Year 3. 

Risks. The benefits of decommissioning legacy 

systems will vary based on: 

• The cost of legacy systems. 

• The speed at which legacy systems are 

decommissioned. 

Results. To account for these risks, Forrester 

adjusted this benefit downward by 10%, yielding a 

three-year risk-adjusted total PV of more than 

$313,000. 

Decommission Legacy Systems 

Ref. Metric Source Year 1 Year 2 Year 3 

E1 Legacy systems cost   $250,000 $250,000 $250,000 

E2 Phased decommissioning   25% 50% 100% 

Et Decommission legacy systems E1*E2 $62,500 $125,000 $250,000 

  Risk adjustment ↓10%    

Etr 
Decommission legacy systems (risk-
adjusted) 

  $56,250 $112,500 $225,000 

Three-year total: $393,750 Three-year present value: $313,157 

 

“I don’t know that there’s another 

system on the market that could do 

everything we have done with EcoSys. 

You would need four or five other 

platforms.” 

Project manager, engineering consulting  
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UNQUANTIFIED BENEFITS 

Additional benefits that customers experienced but 

were not able to quantify include:  

• Procurement efficiencies. With EcoSys, 

interviewees’ organizations could view their entire 

portfolio and identify separate procurement 

pieces across projects that could instead be 

combined into larger buys. This resulted in better 

procurement prices and reduced costs at 

interviewees’ organizations. 

• Improved forecasting. Interviewees pointed to 

forecasting as a key strength of EcoSys. They 

described impressive functionality that made their 

forecasting more efficient and accurate. EcoSys 

helped forecast capital spending more 

consistently, which reduced forecast variances 

and improved predictability at interviewees’ 

organizations. With EcoSys the interviewees had 

more visibility into spending and could more 

easily shift spending between categories to track 

more closely with plan and reduce forecast 

variances. 

• Because EcoSys makes forecasting easier, one 

company has shifted to month-over-month 

forecasting from quarter-over-quarter forecasting. 

Prior month actuals populated the next month’s 

forecast, improving forecast accuracy. 

 

• Better decision-making. Interviewees note that 

with EcoSys, all information on their 

organizations’ capital projects was in one place. 

Managers could see project financial metrics, 

nonfinancial metrics, and a project’s status as 

scheduled maintenance or urgent. This improved 

visibility allowed the organizations not only to 

operate more efficiently but also ultimately to 

make better decisions. 

• EPC use case. The interviewee at the 

engineering consulting firm specifically noted that 

EcoSys worked well for the EPC use case. At this 

organization, EcoSys successfully handled a very 

large and diverse project load. Furthermore, the 

use and knowledge of EcoSys allowed the firm to 

win additional business every year. The company 

recommended EcoSys to its clients, supported 

the EcoSys implementation and generated 

several million dollars of additional revenue by 

providing implementation services. 

 

  

“EcoSys is extremely strong when 

you’re looking at the forecasting 

capabilities.” 

Project manager, engineering consulting  

“We are saving time and making better 

decisions with EcoSys.” 

Director of portfolio management, 

manufacturing 
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FLEXIBILITY 

The value of flexibility is unique to each customer. 

There are multiple scenarios in which a customer 

might implement EcoSys and later realize additional 

uses and business opportunities including the ability 

to: 

• Configure to meet evolving needs. 

Interviewees explained that EcoSys was not a 

one-size-fits-all solution but found that it could be 

highly configured to work best for their 

organizations. The project manager in 

engineering consulting said: “I can build whatever 

functionality I need in EcoSys. I can configure it 

to fit our business needs.” 

• Expand use cases over time. Interviewees said 

that their organizations used EcoSys for core use 

cases right away and now use it in additional 

ways. Interviewees described that use cases 

have expanded over time — with active 

encouragement from employees who like EcoSys 

— and that there were plans for new use cases in 

the near future. The director of project 

management in energy shared: “Our employees 

like EcoSys. When we need a new capability, so 

many on the team are like, `Let’s put it in EcoSys; 

that’s where we spend 90% of our day.’ People 

appreciate what EcoSys can bring, and it has 

been highly adopted. Folks don’t really want to 

use anything else.” 

• Handle a growing project load. Interviewees 

noted that EcoSys handled large project loads 

very well and would easily accommodate any 

growth in their number of projects. The 

engineering consulting firm used EcoSys for tens 

of thousands of active projects, and the project 

manager there concluded, “EcoSys has handled 

the load very, very well.” 

Flexibility would also be quantified when evaluated as 

part of a specific project (described in more detail in 

Appendix A). 

 

 

“We are genuinely very happy with our 

[EcoSys] implementation; it’s our 

implementation, and it’s the way we 

want it.” 

Project manager, engineering consulting  
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Analysis Of Costs 

Quantified cost data as applied to the composite 
 
 
 

ECOSYS COST 

Evidence and data. Interviewees’ organizations paid 

an annual cost for the EcoSys software and fees for 

initial and annual EcoSys professional services. 

• Interviewees’ organizations paid these costs 

based on the number of EcoSys users and 

functionality. 

• The software costs and professional services 

were customized for the needs of each client. 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that: 

• There are 1,000 EcoSys users and the annual 

software cost is $1,254,750. 

• Initial professional services fees are $1,000,000 

and thereafter $350,000 annually. 

Risks. The EcoSys cost will vary based on: 

• Customer-specific pricing, including potential 

discounts.  

• The number of users and functionality. 

• The extent of configuration. 

Results. To account for these risks, Forrester 

adjusted this cost upward by 10%, yielding a three-

year risk-adjusted total PV (discounted at 10%) of 

just less than $5.49 million. 

 

  

Total Costs 

Ref. Cost Initial Year 1 Year 2 Year 3 Total Present Value 

Ftr EcoSys cost $1,100,000 $1,765,225 $1,765,225 $1,765,225 $6,395,675 $5,489,853 

Gtr 
Internal team to install 
and maintain EcoSys 

$1,056,000 $528,000 $352,000 $352,000 $2,288,000 $2,091,372 

 Total costs (risk-
adjusted) 

$2,156,000 $2,293,225 $2,117,225 $2,117,225 $8,683,675 $7,581,225 

 

“I think one of the things that has been 

the most valuable in working with EcoSys 

is the collaboration and how we have 

been able to affect the future state of 

what they’re working on at EcoSys.” 

Project manager, manufacturing  



 

THE TOTAL ECONOMIC IMPACT™ OF ECOSYS BY HEXAGON 20 

ANALYSIS OF COSTS 

  

INTERNAL TEAM TO INSTALL AND MAINTAIN 

ECOSYS 

Evidence and data. A group of employees at the 

interviewees’ organizations dedicated their time to 

installing and maintaining EcoSys. The number of 

employees involved was larger for the initial 

installation, and afterward became smaller for annual 

maintenance. 

 

 

Modeling and assumptions. For the composite 

analysis, Forrester assumes that: 

• A team of six employees works on the initial 

installation. This team is reduced to three 

employees in Year 1 and further reduced to two 

employees in Year 2 and Year 3 for ongoing 

EcoSys updates and maintenance. 

• The average annual fully burdened team member 

salary is $160,000. 

Risks. The cost of the internal team to install and 

maintain EcoSys will vary based on: 

• The average annual fully burdened salary of a 

team member. 

• The skill set of the internal team. 

• The scope of implementation and adoption and 

the extent of configuration. 

Results. To account for these risks, Forrester 

adjusted this cost upward by 10%, yielding a three-

year risk-adjusted total PV of $2.09 million. 

 

EcoSys Cost 

Ref. Metric Source Initial Year 1 Year 2 Year 3 

F1 EcoSys total users Composite  1,000 1,000 1,000 

F2 EcoSys software cost Assumption $0 $1,254,750 $1,254,750 $1,254,750 

F3 Professional services Interviews $1,000,000 $350,000 $350,000 $350,000 

Ft EcoSys cost F2+F3 $1,000,000 $1,604,750 $1,604,750 $1,604,750 

  Risk adjustment ↑10%     

Ftr EcoSys cost (risk-adjusted)   $1,100,000 $1,765,225 $1,765,225 $1,765,225 

Three-year total: $6,395,675 Three-year present value: $5,489,853 

 

“EcoSys really outshone the other 

systems we looked at because of its 

flexibility. The people at Hexagon 

understood what we were looking for.” 

Project manager, manufacturing 
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Internal Team To Install And Maintain EcoSys 

Ref. Metric Source Initial Year 1 Year 2 Year 3 

G1 
Internal team to install and maintain 
EcoSys (FTEs) 

Interviews 6 3 2 2 

G2 
Internal team average annual fully 
burdened salary 

Interviews $160,000 $160,000 $160,000 $160,000 

Gt 
Internal team to install and maintain 
EcoSys 

G1*G2 $960,000 $480,000 $320,000 $320,000 

  Risk adjustment ↑10%     

Gtr 
Internal team to install and maintain 
EcoSys (risk-adjusted) 

  $1,056,000 $528,000 $352,000 $352,000 

Three-year total: $2,288,000 Three-year present value: $2,091,372 
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Financial Summary 

 

CONSOLIDATED THREE-YEAR RISK-ADJUSTED METRICS 
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Cash Flow Chart (Risk-Adjusted)

Total costs Total benefits Cumulative net benefits

These risk-adjusted ROI, 
NPV, and payback period 
values are determined by 
applying risk-adjustment 
factors to the unadjusted 
results in each Benefit and 
Cost section. 

 

The financial results calculated in the 

Benefits and Costs sections can be 

used to determine the ROI, NPV, and 

payback period for the composite 

organization’s investment. Forrester 

assumes a yearly discount rate of 10% 

for this analysis. 

 

Cash Flow Analysis (Risk-Adjusted Estimates) 

  Initial Year 1 Year 2 Year 3 Total 
Present 

Value 

Total costs ($2,156,000) ($2,293,225) ($2,117,225) ($2,117,225) ($8,683,675) ($7,581,225) 

Total benefits $0 $2,606,125 $4,870,250 $10,127,500 $17,603,875 $14,003,144 

Net benefits ($2,156,000) $312,900 $2,753,025 $8,010,275 $8,920,200 $6,421,919 

ROI      85% 

Payback (months)           21 
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Appendix A: Total Economic 
Impact 

Total Economic Impact is a methodology developed 

by Forrester Research that enhances a company’s 

technology decision-making processes and assists 

vendors in communicating the value proposition of 

their products and services to clients. The TEI 

methodology helps companies demonstrate, justify, 

and realize the tangible value of IT initiatives to both 

senior management and other key business 

stakeholders. 

TOTAL ECONOMIC IMPACT APPROACH 

Benefits represent the value delivered to the 

business by the product. The TEI methodology 

places equal weight on the measure of benefits and 

the measure of costs, allowing for a full examination 

of the effect of the technology on the entire 

organization.  

Costs consider all expenses necessary to deliver the 

proposed value, or benefits, of the product. The cost 

category within TEI captures incremental costs over 

the existing environment for ongoing costs 

associated with the solution.  

Flexibility represents the strategic value that can be 

obtained for some future additional investment 

building on top of the initial investment already made. 

Having the ability to capture that benefit has a PV 

that can be estimated.  

Risks measure the uncertainty of benefit and cost 

estimates given: 1) the likelihood that estimates will 

meet original projections and 2) the likelihood that 

estimates will be tracked over time. TEI risk factors 

are based on “triangular distribution.”  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

The initial investment column contains costs incurred at “time 

0” or at the beginning of Year 1 that are not discounted. All 

other cash flows are discounted using the discount rate at the 

end of the year. PV Sources are calculated for each total cost 

and benefit estimate. NPV Sources in the summary tables 

are the sum of the initial investment and the discounted cash 

flows in each year. Sums and present value Sources of the 

Total Benefits, Total Costs, and Cash Flow tables may not 

exactly add up, as some rounding may occur. 

 

PRESENT VALUE (PV) 

The present or current value of 

(discounted) cost and benefit estimates 

given at an interest rate (the discount 

rate). The PV of costs and benefits feed 

into the total NPV of cash flows.  

 

NET PRESENT VALUE (NPV) 

The present or current value of 

(discounted) future net cash flows given 

an interest rate (the discount rate). A 

positive project NPV normally indicates 

that the investment should be made, 

unless other projects have higher NPVs.  

 

RETURN ON INVESTMENT (ROI) 

A project’s expected return in 

percentage terms. ROI is calculated by 

dividing net benefits (benefits less costs) 

by costs.  

 

DISCOUNT RATE 

The interest rate used in cash flow 

analysis to take into account the  

time value of money. Organizations 

typically use discount rates between  

8% and 16%.  

 

PAYBACK PERIOD 

The breakeven point for an investment. 

This is the point in time at which net 

benefits (benefits minus costs) equal 

initial investment or cost. 
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Appendix B: Endnotes 

 
1 Total Economic Impact is a methodology developed by Forrester Research that enhances a company’s 

technology decision-making processes and assists vendors in communicating the value proposition of their 

products and services to clients. The TEI methodology helps companies demonstrate, justify, and realize the 

tangible value of IT initiatives to both senior management and other key business stakeholders. 
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