
30 days
The SaaS Estate
Rebuild Checklist
For reconstructing your SaaS inventory, spend, and renewal calendar after losing your system
of record. Vendor-neutral: it works whether you replace that system with another platform, a
spreadsheet, or nothing yet. Assign the four source pulls to four different people and run
them in parallel — that's the difference between a 30-day rebuild and a 90-day one.

B E F O R E  Y O U  S TA R T,  A G R E E  O N  T W O  T H I N G S

T H E  3 0  D AY S

WEEK 1 Pull four sources in parallel — identity, finance, contracts, endpoint p. 2–3

WEEK 1–2 Renewal triage — start immediately, don't wait for a full inventory p. 4

WEEK 2–3 Consolidate and de-duplicate into one master sheet p. 5

WEEK 3–4 Start the new engagement baseline p. 6

ONGOING Three questions for every future SaaS contract p. 7
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W O R K I N G  D O C  ·  V E N D O R - N E U T R A L



W E E K  1

Pull, and triage renewals in parallel
Don't sequence these. Renewal triage starts the moment the finance and contract pulls are
underway, because renewals inside 90 days won't wait for a complete inventory.
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W E E K  1  ·  C O N T I N U E D Sources 3 and 4 of 4

No single source is complete. Every one of the four has a blind spot the others cover —
which is why they run in parallel, and why the source column in week 2–3 matters.
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W E E K  1 – 2

Renewal triage —
start immediately
A renewal inside 90 days is money leaving the building while you build a spreadsheet. Don't wait
for a full inventory.

90 days
The only window you work in
the first fortnight.

Notice
Term end minus notice
period — the real deadline.

Owner
Unowned renewals auto-
renew, every time.

Build one list sorted by next renewal date, annual value in column two. Work only the next 90
days.

For each line, find the notice deadline first. Most agreements auto-renew unless you give
30/60/90 days' written notice. For anything renewing in the next 60 days, that deadline may
have already passed — check before you plan a negotiation.

Confirm the owner — the person who will defend the spend this quarter, not whoever signed
two years ago.

Ask each vendor for their own usage numbers. Most account teams will share seat activity on
request. For your largest apps this partially backfills lost utilization data. It costs one email.

Decide: renew / renegotiate / kill. Argue from purchased seats vs. IdP-assigned users,
headcount change since last renewal, and owner testimony. Weaker evidence than you had —
still enough to hold a renegotiation.

If a renewal is un-triageable in time, ask for a short-term extension at current rate. Almost
always available, and it beats renewing blind for a year.

Send the list to Finance at the end of week one — unfinished, with gaps
labeled.
This is the artifact they actually want. A labeled gap is credible; a silent one isn't.
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W E E K  2 – 3

Consolidate and
de-duplicate
The step everyone underestimates. Do it deliberately, once.

N O R M A L I Z E  O N  T H E  R O OT  D O M A I N ,  N OT  T H E  D I S P L AY  N A M E

Atlassian Jira JIRA SOFTWARE-ANNUAL atlassian.com

Three strings, one key. Keep a single alias column so every source's naming collapses into one row
and stays auditable.

Apply your suite rule consistently — the one you wrote at the top of the sheet on day one.

Add a source column — which of the four pulls found each app. Apps found in only one source
are your least reliable rows.

Sanity-check the total against what Finance believes annual software spend to be. A large
gap means a missed feed, not a missed app.

R E C O N C I L E  T H E  O BV I O U S  C O N F L I C T S

A P P E A R S  I N M I S S I N G  F R O M M O S T  L I K E LY  E X P L A N AT I O N

Finance IdP Shadow IT, or SSO not enforced

IdP Finance Free tier, or someone else's budget

Contracts Everywhere else Possibly already cancelled

~90%
Target coverage. All four sources combined should land you around 90%
of real apps and most of real spend. Write your actual coverage estimate in
the doc.
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W E E K  3 – 4

Start the new
engagement baseline
Your usage history is gone. The new clock starts the day you instrument — so do this in week one if
you can, and week three at the latest.

Extend and export IdP sign-in log retention. Non-negotiable, and the cheapest thing on this
list.

Connect your top 10 apps by spend directly via API for last-active dates, license tiers, and
seat assignments. Those ten usually carry most of your negotiating leverage.

Turn on SCIM where available, so provisioning and deprovisioning generate a record instead
of a ticket.

Keep OAuth and endpoint telemetry flowing continuously, not as a one-time pull.

Set a recurring monthly check for newly appeared vendors in the card and AP feeds.

Put a standing quarterly export of your new system of record somewhere you own. Whatever
you adopt next, don't repeat the mistake this checklist exists because of.

W H AT  T H E  C LO C K  G I V E S  YO U  B AC K

BY MID-NOVEMBER

90 days of real utilization
data

BY NEXT SUMMER

A full renewal cycle's worth
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O N G O I N G

Three questions for every
future SaaS contract
Ask while you're a happy customer, not while you're leaving.

Then actually run that export quarterly and keep the
file. That habit, not vendor selection, is what makes a
shutdown survivable.
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Steps 1–4 describe what automated SaaS discovery does
continuously instead of once a quarter.
Torii connects to these same systems — identity, finance, contracts, endpoint — and keeps
the inventory current.

Request a demo toriihq.com

I F  A  M A N U A L  R E B U I L D  I S N ' T  R E A L I S T I C

https://www.toriihq.com/info/request-a-demo

