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THE ARGUMENT

The Cheapest Bid Is Usually the Worst Outcome

That is not a defence of paying more. It is a statement about how the Cisco channel in
India is structured, and about what a wide, price-first tender actually selects for.

The mechanism is this. Cisco sells through partners, and what a partner pays Cisco is not a fixed
number. It moves with their standing in Cisco's programme, with whether they have registered your
specific opportunity, and with whether Cisco has approved a concession for that deal. Those
decisions are made before you see a quotation, and none of them are visible on the page you are
handed.

Now send the same bill of quantities to five resellers. At most one of them holds the registration. The
others are quoting identical part numbers from a worse cost position, and the only variable they
control is their own margin. So the field sorts itself: the winner is either the one firm with a genuine
cost advantage, or the firm most willing

to work for nothing.

If it is the second, you have not saved money. You have selected the supplier with the least capacity
to absorb a problem, and then handed them a project that will certainly contain problems. The saving
shows up on the purchase order. The cost shows up during migration, at the first outage, and at the
renewal you never negotiated.

A price-first tender does not find the best value. It finds the bidder
with the least left to lose.

There is a second mechanism, and it is larger. Bids differ far more in what they contain than in what
they charge. Optics, licence tiers, support years, migration nights, management platform licences. A
quotation missing four of those can be twenty per cent cheaper than a complete one and entirely
honest about it, because nothing on a bill of quantities tells you what is not on it.

So the two biggest sources of value in a Cisco purchase are both invisible in a price comparison. One
sits upstream of the quote, in whether your partner has done the commercial work with Cisco. The
other sits inside it, in whether the quote is complete.

The discount you argue over is the third thing, and the smallest.

What follows from this

Run fewer bidders, chosen better. Compete on architecture rather than on an identical parts list.
Normalise every bid to full-life cost before you look at a single price. Ask about registration out loud.
Then spend your negotiating energy on term length, co-termination, support structure, trade-in and
renewal pricing, which is where the money actually is.

The rest of this guide is how to do each of those things.
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IF YOU READ ONE PAGE

The Guide in One Page

I The whole document, compressed. Each line points to the chapter that expands it.

There are three prices, and you are shown the least useful one.
Cisco's list price, the partner's cost, and yours. Only the middle one has real range in it, and
Cisco controls it. Chapter 1

Nothing on a quote tells you what is missing from it.
Optics, stack cables, redundant power, management licences and support years are the usual
absences. Chapters 2 and 12

H

India adds a layer that has nothing to do with discount.
GST at 18 per cent, routers duty-free and switches not, currency exposure nobody has
assigned, and price validity shorter than lead time. Chapter 3

H

Deal registration decides more than negotiation does.
It happens before you see a number, and you are allowed to ask about it. Chapter 4

(=]

Timing is real, but the lever is readiness, not the date.
Cisco's year ends on the last Saturday in July. Being able to sign inside a window is worth more
than waiting for one. Chapter 5

H

The licence is often the larger number over seven years.
Get the tier right, match the term to asset life, co-terminate everything to one date, and get
renewal pricing in writing now. Chapter 6

Support is a promise about time, and geography decides whether it can be kept.
Ask which depot serves each site. Differentiate by criticality rather than buying premium cover
everywhere. Chapter 8

!H

The equipment you are replacing has value.
Trade-in credit and certified remanufactured hardware are routinely left on the table because
nobody put them on the agenda. Chapter 9

Financing changes when you pay, not what you pay.
Settle the price first, then discuss structure, and price both standalone. Chapter 10

') Normalise every bid to one full-life number on one page.
The bids that were cheap because they were incomplete reorder themselves immediately.
Chapters 12 and 13

Chapter 15 and the tear-out checklist ship as an editable spreadsheet, with the bidder question

list, the pre-purchase checks and a bid comparison sheet that normalises competing quotes to
full-life cost.
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https://www.dropbox.com/scl/fi/ubpvkwpkbsswsxm3e79du/Cisco_Buyers_Negotiation_Checklist.xlsx?rlkey=hyzv0tscb90tsnnyzfw1j70rk&st=6zhrshi2&dl=0

BEFORE YOU START

Who This Guide Is For

If you have ever looked at a Cisco quotation and wondered which numbers are real,
which are padding and which are missing, this guide is for you. It assumes you are
technically literate and commercially responsible, and that nobody has ever explained to
you how the money actually moves.

Buying Cisco in India is not difficult because the technology is complicated. It is difficult because the
pricing is layered, the discount that reaches you is decided somewhere you cannot see, and a
quotation can be perfectly accurate and still be wrong for you. Two bidders can send you numbers
that differ by thirty per cent for reasons that have nothing to do with either of them being greedy.

Most buyers respond by pushing harder on the one number they can see. That is the least useful
lever available. This guide is about the others.

What you will get out of it

D A line-by-line reading of a Cisco quotation, so you know what each line is and what should be
next to it.

D The India layer: GST, customs treatment, currency exposure and lead time, and how each one
moves your landed cost.

Eleven levers, ranked in a single table by how far each moves and who decides it, including the
two that almost nobody uses.

Fourteen traps that turn a cheap quote into an expensive project.

Eleven levers, ranked in a single table by how far each moves and who decides it, including the
two that almost nobody uses.

04O O

What it is not

It is not a price list. Cisco does not publish street pricing, and any document claiming to give you "the"
price for a Catalyst 9300 in India is guessing. What this guide gives you instead is the structure: where
the money sits, who controls each part of it, and what to ask.

It is also not a set of tricks for squeezing a supplier. Purchasing that ends with a partner working at
zero margin is not a win. You will meet that decision again during the migration, and again the first time
you raise a priority-one case at two in the morning.

Read Part One before you issue anything. Read Part Two while your requirement is being drafted,

because most of the levers close once a specification is frozen. Read Part Three the day the
quotes arrive. Part Four is the process itself, and the checklist on the final page is the version to
circulate.
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Understanding
the price

Before you can negotiate a number, you have to know what the
number is made of. Three chapters on where Cisco pricing comes
from, what each line on a quotation means, and what India adds on top.



CHAPTER ONE

Why a Cisco Quote Looks the Way It Does

There are three prices in every Cisco transaction. You are usually shown one of them, you
are negotiating against the second, and the third is the only one that determines what is
possible.

Cisco publishes a global list price for every part number. It is a real, published figure, and almost
nobody pays it. Treat it the way you treat the sticker on a car windscreen: a reference point that tells
you the model, not the market.

The second price is what the partner pays. This is not one number either. It is assembled from a base
position tied to the partner's standing with Cisco, an uplift earned by registering the specific
opportunity, and, on larger or contested deals, a further concession that Cisco approves case by case
for that opportunity only.

The third price is yours. It is the partner's cost plus whatever margin they need to fund the work
around the boxes: design, staging, installation, migration, spares and the support desk that answers
when something fails.

Why this matters more than it sounds

Because it relocates the negotiation.

When you ask a partner "what discount can you give me", you are asking them to give up margin.
There is a floor to that, it is closer than you think, and pushing through it does not make your price

better. It makes your service worse. What genuinely moves the number is the second price, and the
partner does not control it either. Cisco does. The partner is simply the one who has to go and ask.

So the useful question is not about the partner's margin. It is about whether the partner has done the
work to improve their own cost base on your deal, and whether they will show you that they have.

ASK THIS

"Is this opportunity registered with Cisco in your name, when was it approved, and have you
requested any additional deal-specific pricing? If not, why not?"

A partner who has done the work will answer in one sentence. A partner who has not will change
the subject to their own discount, which tells you where their price is coming from.
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The certification layer

Cisco reorganised its partner programme on 26 January 2026, replacing the old Gold, Premier and
Select tiers with the Cisco 360 Partner Program. The top designation is now Cisco Preferred Partner,
awarded on demonstrated technical depth, lifecycle practice and the ability to deliver complete
solutions rather than on volume alone.

Two things follow for you as a buyer. First, any partner still advertising "Cisco Gold Partner" on their
website in 2026 is describing a status that no longer exists, which is a reasonable proxy for how
current the rest of their information is. Second, programme standing affects the cost base a partner
starts from, so it is a commercial fact and not just a badge.

A partner's certification is not a trophy. It is the first digit of your price.

What you cannot change

Some of the quotation is genuinely fixed. Tax is tax. Cisco's list structure is Cisco's. A subscription
that Cisco sells only in three-year and five-year terms will not become a two-year term because you
asked firmly.

Knowing which parts are immovable is worth as much as knowing which parts move, because it tells

you where to stop spending your effort. Most buyers spend eighty per cent of their energy on the
twenty per cent of the quote that is least flexible.
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CHAPTER TWO

Anatomy of a Quote, Line by Line

A Cisco quotation is a list of part numbers, and part numbers are unforgiving. The switch
does not come with the optics. The optics do not come with the cables. Nothing on the
page tells you what is not on the page.

Here is what the lines mean and what should be sitting next to each one.

Hardware SKU

Network licence

Subscription licence

Management
licence

Support contract

Optics

Stacking and Power

Accessories

Services

Logistics

Tax

The chassis or fixed switch itself.
Often quoted in a bundle that
already carries a licence level.

Perpetual, tied to the hardware.
Essentials or Advantage on Catalyst
platforms.

Term-based, three, five or seven
years. Catalyst or DNA subscription
tiers.

Catalyst Center and similar,
sometimes priced per device,
sometimes bundled.

SmartNet Total Care or Solution
Support, at a named service level.

SFP, SFP+, SFP28, QSFP modules.
Never included with the switch

Stack cables, StackPower cables,
second power supply, fan trays.

Rack kits, patch leads, power cords
to the Indian standard.

Design, staging, installation,
configuration, migration, knowledge

transfer.

Freight, insurance, customs
clearance, delivery to site.

GST on the supply.

The Cisco Buyer's Negotiation Guide for India

Whether the bundle's licence tier
matches the design, not the budget.

Features you have designed for.
Advantage tier functions will not run
on Essentials.

Term length against expected asset
life, and what happens on the day it
expires.

Whether it is present at all. It is one

of the most commonly dropped lines.

Duration, level, and where the
replacement parts physically sit.

Count, speed, reach and connector
type against the actual fibre plant.

Cable lengths for the real rack
layout, and whether redundancy is
quoted.

Small money, and a project stops
without them.

Whether it is on site or remote, and
how many nights of cutover are
included.

Whether it is in the price or "at
actuals"”, which is not a price.

That the rate is stated, not left as a
footnote.
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THE MOST EXPENSIVE OMISSION

Optics. A campus refresh can carry hundreds of transceivers, and a quotation that leaves them out
will look decisively cheaper than one that includes them. When you compare two bids, count the
optics lines first. If one bidder has them and the other does not, you are not comparing prices, you
are comparing scopes.

Bundles, and why they are not always kind

Cisco sells many platforms as bundles: hardware plus a licence tier plus a subscription term in a
single part number. Bundles simplify ordering and often price better than the same components
bought separately.

They also hide decisions. A bundle carries a licence tier chosen by whoever built the quote, and a
subscription term chosen the same way. If the bundle carries Essentials and your design uses
features that require Advantage, the fault surfaces during implementation, when your negotiating
position has gone.

Ask for the bundle to be decomposed on paper. Not reordered, just written out, so you can see what
is inside it

The line that is never there

Spares. Cisco support contracts cover replacement, but a four-hour replacement promise depends
on a part being in a depot within four hours of your site. For a plant in Hosur or a warehouse outside
Ludhiana, that assumption deserves a question rather than a nod.

Some organisations buy a small on-site spares pool for the critical layer and accept a lower service

level on the access layer. That is usually cheaper than buying the highest service level everywhere,
and it fails more gracefully.
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CHAPTER THREE
The India Layer: Tax, Duty, Currency and Time

Two bidders can quote identical Cisco part numbers and land at different totals
without either of them touching the discount. The difference lives in tax treatment,
import route, the exchange rate and the calendar.

What is the GST on Cisco switches and routers in India?

Networking hardware of this class falls under HSN heading 8517, with Ethernet switches and similar
equipment commonly classified at 8517 62 90, and attracts GST at 18 per cent. That figure is not
negotiable and no supplier can change it. What you should insist on is that it is stated as a rate
against a taxable value on the face of the quotation, rather than appearing as "GST extra at actuals".

The reason is practical. "Extra at actuals" prevents your finance team from approving a total, and it
prevents you from comparing two bids on the only number that matters, which is the amount that will
leave your bank account.

Customs duty is not the same for switches and routers

India committed to duty-free treatment for routers under the Information Technology Agreement, so
routers enter at nil basic customs duty. Switches are treated differently. The general rate under 8517
62 90 can run substantially higher, with a concessional rate available for qualifying carrier Ethernet
equipment.

The consequence for you is that landed cost varies with how goods are imported and classified, and
that is a supply-chain question rather than a discount question. It is also why a quote sourced
through a different route can look inexplicably better or worse.

ASK THIS

"Is this stock already in India, or is it an import against this order? If it is imported, what customs
classification and duty treatment have you assumed, and who bears the difference if it changes?"

Who carries the currency?

Cisco's list price is in dollars. Your purchase order is almost certainly in rupees. Somebody is carrying
the gap between the two, and the quotation usually does not say who.

This is a genuine negotiable and very few buyers raise it. The questions are simple: on what date is
the exchange rate fixed, what happens if the rupee moves before delivery, and is there a band inside
which the price holds. A partner who has thought about this will have a clear answer. A partner who
has not may come back to you after the order with a revision, which is the worst possible moment.
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Price validity against lead time

A quotation valid for thirty days, for equipment with a ten-week lead time, is a risk you are absorbing
without being told. Ask for validity that covers your approval cycle plus your delivery window, and get
the committed delivery date written next to the price rather than described as "subject to availability".

18% Nil 25 Jul 2026

GST on networking hardware Basiccustoms duty on routers Last day of Cisco's fiscal
under HSN 85176290 under ITA-1 year 2026

The paperwork that delays payment, not delivery

Get the small things right at PO stage and you will save a month at the end: the correct GSTIN on
both sides, place of supply matching the delivery site, HSN codes on every line, e-invoicing
compliance, and a clear statement of what triggers invoicing. Delivery to site, or installation sign-off?
Those are different dates and the second one is better for you.
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The Eleven
Levers

Eleven levers across seven chapters, ranked on the next page by how
far each one moves and who actually decides it. The eighth chapter is
how to apply pressure without damaging what you are buying.



PART TWO AT A GLANCE

The Eleven Levers, Ranked

Ranked by how far each one moves a deal over its full life. Note the third column. On
six of the eleven you are the decision-maker, which is more control than most buyers
believe they have.

1.

10.

1.

Deal registration

Licence tier discipline
Subscription term length

Renewal pricing agreed up
front

Enterprise agreement, where
it fits

Support differentiated by
criticality

Timing to a quarter or
year end

Trade-in and migration credit

Co-termination of every
contract

Multi-year support bought up
front

Financing structure

The Cisco Buyer's Negotiation Guide for India

Cisco, via the
partner

You

You and Cisco

Partner and Cisco

Cisco

You

Cisco's calendar

Cisco, via the
partner

You

Partner

Partner or Cisco

High

High

High

High over full life

High, both ways

Medium to high

Medium to high

Medium

Medium,
compounding

Medium

Cash flow only

Before you see a
quote

At design freeze

At order

At signature

At contract

At BoQ stage

Each quarter end

120 days after
shipment

At order

At order

After price is set
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THE TWO NOBODY USES

Lever 4 and lever 9. Almost no buyer asks for indicative renewal pricing before signing, and
almost none insists that every subscription and support contract share one anniversary date. Both
cost nothing to arrange at purchase. Both are close to impossible to fix afterwards, because by
then the platform is installed and the other side knows it.

WHERE THE DISCOUNT SITS

It is not on this list. Arguing a partner down on margin is the twelfth lever and the weakest one,
because their margin funds the design, the migration and the support desk you are about to depend
on. Every lever above moves more money and none of them cost you anything at delivery.

The Cisco Buyer's Negotiation Guide for India
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CHAPTER FOUR - LEVER 1

Deal Registration, the Lever Nobody Mentions

Deal registration is how a partner tells Cisco that a specific opportunity is theirs, and how
they earn the best pricing Cisco will make available on it. It is the single largest structural
influence on what you can be offered, and it happens before you see a number.

Under the Cisco 360 Partner Program, deal registration incentives are the mechanism by which
partners reach the highest available discounts and gain protection against competing offers on the
same opportunity. The registration is tied to the partner who did the work of finding and shaping the
deal.

Now consider what happens when you send the same bill of quantities to three Cisco partners.

One of them may hold the registration. The other two are quoting from a weaker cost position on
identical part numbers. If one of those two comes back cheapest, look closely, because the most likely
explanation is that they have cut their own margin to near zero to stay in the race. That money has to
come back from somewhere, and it usually comes back as thinner project resourcing, slower
response and an argument about scope at cutover.

Three quotes for the same part numbers is not competition. It is a
margin race, and you inherit the loser's cost-cutting.

How to use this properly

If you want competitive tension, and you should, create it on design and service rather than on an
identical parts list. Give bidders the requirement and the constraints, not a frozen bill of quantities,
and let them each propose an architecture. You will learn far more, and you will not be paying three
firms to quote the same catalogue page.

Where you must compare like for like, ask each bidder directly whether they hold registration on the
opportunity. It is a fair question and a straightforward answer.

LEVER 1 OF 11

Ranked highest, and it closes earliest. Registration status changes the cost base a bidder starts
from. No amount of pressure on a non-registered partner will close that gap, because the gap is
not in their margin.
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CHAPTER FIVE - LEVER 7

Timing and the Cisco Fiscal Calendar

Cisco's financial year is fifty-two or fifty-three weeks ending on the last Saturday in July.
Fiscal 2026 ends on 25 July 2026. Quarters close at the end of October, January, April
and July.

What follows is not a secret and every experienced seller knows it. Appetite for approving a difficult
price rises as a quarter closes, and rises furthest as the year closes. The final weeks of the fourth
quarter are the most flexible period in the calendar.

The mistake is to treat this as a reason to wait.

If your Catalyst 3850s are already past their last date of support, delaying nine months to reach a
better quarter is not a saving, it is nine months of running unpatchable equipment to chase a discount.
The point of the calendar is not to move your project. It is to move your signature.

The way to actually use it

Run the technical evaluation on its own timetable and finish it early. Get your architecture agreed,
your bill of quantities complete and your internal approvals lined up. Then hold the commercial close
for the window, and tell the bidder plainly that you are ready to sign inside it.

A buyer who can sign on a specific date is worth far more to a seller than a buyer who might sign
eventually. That readiness is the lever, not the date itself.

Typically closes | What it means for you

Quiet. Useful for planning and budgetary quotes rather than

Q1 Late October o

Q2 Late January Moderate. Often aligns well with Indian financial-year planning.
Q3 Late April Moderate to strong, and lands just after the Indian year end.
Q4 Late July Strongest. The year closes here. Be ready to sign, not to start.

DO NOT DO THIS

Do not let a seller's quarter-end urgency compress your technical due diligence. A price that
expires on Friday is a negotiating device. A network you cannot support for the next seven years is
a decision. Never trade the second for the first.
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CHAPTER SIX - LEVERS 2, 3, 4 AND 9

Licensing, Term Length and Co-termination

On modern Cisco platforms the licence is not a footnote to the hardware. Over a seven-
year life it is frequently the larger number, and unlike the hardware it comes back for
renewal while you are still using the equipment.

Catalyst platforms use two layers. A perpetual Network licence, at Essentials or Advantage, is tied to
the hardware and does not expire. On top sits a term subscription, sold in multi-year blocks, which
carries the automation, assurance and policy capability.

The first question is tier. Essentials is enough for straightforward switched networks. Advantage is
required for the segmentation, identity-driven policy and fabric capability that most modern campus
designs assume. Quoting Essentials against an Advantage design is one of the most common ways a
bill of quantities is made to look cheap, and it is discovered at implementation

Term length is a price lever, and a lock

Longer terms usually price better per year. They also commit you. A seven-year subscription bought
against equipment you may replace in five is money spent on time you will not use, and a three-year
subscription on a seven-year asset guarantees a renewal negotiation in year three from a position of
no choice.

Match the term to the honest asset life, not to the number that makes this year's figure smallest.

Co-termination, the most underrated administrative lever

If your subscriptions and support contracts expire on eleven different dates, you will have eleven
renewal conversations a year, each too small to negotiate and each arriving as an emergency. Align
them to a single anniversary and you convert eleven weak conversations into one strong one, with the
whole estate on the table at once.

This costs nothing to arrange at purchase and is difficult to fix later. Ask for it now.

ASK THIS, IN WRITING

"What is the indicative renewal price for these subscriptions at the end of the term, and what are
the terms if we renew early or extend?" Getting an answer today is worth more than getting a
slightly better price today. Renewal is where the advantage has traditionally moved to the seller,
because by then the platform is embedded.
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What happens when a subscription lapses

Understand this before you sign, in writing, for your specific tier. The behaviour on expiry is not
uniform across products, and the difference between losing access to management capability and
losing operational function is a difference you do not want to discover live.

CHAPTER SEVEN - LEVER 5

Enterprise Agreements: When They Pay and
When They Do Not

An enterprise agreement bundles licensing across an estate under a single contract, with
a common term, simplified administration and, usually, better unit economics in exchange
for scale and commitment.

They are excellent for the right buyer and expensive for the wrong one.

They tend to pay when

[j You have a large estate, and buying across more than one Cisco architecture.

[j Your growth is reasonably predictable over the term.

[:] Administrative overhead of managing many separate licences is a real cost to you.

D You expect to deploy most of what you commit to, on a known timetable.

They tend not to pay when

[j Your estate is small or your roadmap is uncertain.

[j You are in the middle of a possible architectural change.

[:] The commitment is sized on an optimistic growth case rather than a likely one.

D Nobody internally owns the job of tracking utilisation.

The risk is straightforward. You commit to a quantity and pay for it whether or not it is deployed.
Vendors size these agreements against growth, and growth assumptions in a proposal are rarely
conservative.

Two clauses worth arguing for

First, a utilisation reporting obligation, so you can see what you have actually consumed against what
you committed, at least twice a year. Without it you find out at renewal, when the information is only
useful to the other side.

Second, clarity on what happens if you grow past the commitment during the term, and what happens
at the end if you have not reached it. Ask for both scenarios in writing before signature.
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CHAPTER EIGHT - LEVERS 6 AND 10

Support, and Why the Spares Depot
Decides the SLA

A support contract is a promise about time. In India, whether that promise can be kept is
decided by geography, and geography is rarely mentioned in the quotation.

Cisco's own support is sold at service levels: next business day, four-hour and two-hour replacement
windows, with eight-by-five or twenty-four-by-seven coverage. Solution Support sits above device-
level support and takes ownership of multi-product problems, including where a third-party product is
involved. Partners also sell their own support, often layered on top of Cisco's.

Now the part that matters. A four-hour hardware replacement commitment requires a spare to be
within four hours of your site. In Mumbai, Bengaluru, Delhi or Chennai that is usually straightforward.
For a plant in Sanand, a mill outside Coimbatore or a branch in Siliguri, it is a question with a real
answer that you should ask out loud.

ASK THIS, IN WRITING

"For each of our sites, which depot serves it, and what is the actual committed replacement time
to that address, not to the nearest metro?"

Where to spend and where to save

Buying the highest service level uniformly across an estate is usually poor value. Core and distribution
switches, the firewalls, the WAN routers and anything that terminates a critical service deserve the
strongest cover you can get. Access switches in a low-density office, with a spare in the cupboard, do
not.

A small on-site spares pool for the access layer is often cheaper than a premium contract covering the
same devices, and it recovers faster, because the fix does not depend on anyone travelling.

Multi-year support is a lever

Support attached for the full expected life, purchased at the outset, generally prices better than annual
renewals and removes an annual administrative scramble. It also protects you from the renewal uplift
that arrives once the equipment is installed and difficult to replace.

DO NOT DO THIS

Do not drop support to make a budget fit. An unsupported device cannot be patched, and an
unpatchable device on your asset register is an audit finding under the DPDP Rules and, for
regulated entities, under the RBI's technology obsolescence expectations. You will pay for it twice:
once at the audit, once at the incident.

The Cisco Buyer's Negotiation Guide for India 21



CHAPTER NINE - LEVER 8

Trade-In, Migration Credit and Certified
Refurbished

The equipment you are replacing has value, and most buyers give it away by default
because nobody put it on the agenda.

Cisco's Technology Migration Program provides credit for qualifying trade-in equipment against the
purchase of new Cisco products. The mechanics are worth knowing before you plan a cutover: trade-
in units generally have to be returned to Cisco within one hundred and twenty days of the new product
shipping, and failing the programme terms can forfeit the credit.

That deadline is a project constraint, not just a commercial detail. If your migration plan keeps the old
switches racked as a fallback for six months, you may be choosing to give up the credit. Decide that
consciously.

Note also that Cisco's Takeback Incentive closed on 24 January 2026, so do not build a business
case on it. Confirm what is currently available for your specific platforms rather than assuming a
programme you read about last year is still running.

Certified remanufactured equipment

Cisco Refresh supplies factory-remanufactured hardware with a Cisco warranty and full support
eligibility. It is not the same thing as grey-market used equipment, which carries no warranty, no
licence transfer and no support entitlement.

Sensible uses: spares pools, non-critical access layers, lab and staging environments, and extending a
platform you intend to retire in two years anyway. It is a legitimate way to release budget for the layers
that matter.

ASK THIS

"Give me the trade-in valuation for our existing equipment, by serial number, in writing, before we
sign. And tell me the return deadline it is conditional on.
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CHAPTER TEN - LEVER 11

Financing: Shaping Cash Flow Without Losing
Price

Financing changes when you pay. It does not, by itself, change what you pay. Confusing
the two is how buyers end up with an attractive monthly figure attached to a poor deal.

Cisco Capital and partner-arranged leasing can convert a capital purchase into a periodic charge,
spread payment across a refresh cycle, and match cost to the years in which the asset is used. For
organisations with capital constraints or a preference for operating expenditure, that is genuinely
useful.

The discipline is to price the two things separately.
Negotiate the purchase price first, on its own merits, until it is as good as it is going to get. Only then
discuss how it is paid for, and compare the financing on its own terms: effective rate, tenure, what

happens at end of term, whether there is a balloon, and who owns the equipment at the end.

If a seller offers a better price only in combination with a particular financing structure, ask for both
numbers standalone. If they cannot provide them, the structure is doing work that the price is not.
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CHAPTER ELEVEN - APPLYING PRESSURE

Using Competition Without Wrecking It

Competitive pressure is legitimate, expected and effective. Applied carelessly it
produces a cheap quotation and an expensive project.

The useful form of competition is between architectures. Ask two or three credible firms to solve the
same problem and you get genuine alternatives: different platform choices, different resilience
models, different views on what you need and what you do not. The commercial pressure comes free
with that, and you learn something.

The wasteful form is sending an identical parts list to five resellers. That produces five near-identical
documents, differing only in margin, and rewards whoever is most desperate.

Cross-vendor comparison

Comparing Cisco against another vendor is reasonable and Cisco sellers expect it. Do it honestly.
Build the comparison on total cost across the full life, including licences, support and the operational
cost of running two management systems if the estate ends up mixed. A cheaper switch that requires
a separate management stack and a separately trained team is not cheaper.

Do not invent a competing bid you have not received. Sellers in this market talk to each other, and a
bluff that is called costs you credibility for every future negotiation.

Be the buyer people want to quote seriously. That is worth more over
five years than any single discount.

Say what your process is, then follow it

Tell bidders how many rounds there will be, what the evaluation criteria are, and when you will decide.
Then do that. Buyers with a clear, honest process get better first offers, because the seller does not
have to price in the risk of an endless negotiation.
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Where Deals
Go Wrong

Almost every unhappy Cisco project in India traces back to something
that was missing from a bill of quantities, and was found after
signature. Here is the list



CHAPTER TWELVE

Fourteen Traps in a Cisco Bill of Quantities

None of these are exotic. All of them are common. Work down the list against every
quotation you receive and you will catch most of what would otherwise surface as a
change request.

Optics are missing.
The single most expensive omission. Count the transceiver lines against the fibre plant, by
speed and reach, not by assumption.

7l Stacking and power-stacking cables are absent.
Switches ship without them. Check the lengths against the real rack layout, not a diagram.

3 Only one power supply.
Redundancy in the design and a single power supply in the parts list is a contradiction that
costs money later.

The licence tier is below the design.
Essentials quoted where the architecture needs Advantage. Found during implementation, at
which point you have no negotiating position.

The subscription term is shorter than the asset life.

Cheap today, and a forced renewal in year three with the platform embedded and no alternative.

n Support is quoted for year one only.

The total looks competitive and the years two to seven cost is invisible. Always compare on full-

life cost.

Support level is quoted without a depot.

Four-hour replacement to a site with no depot within four hours is a number, not a commitment.

Freight, insurance and clearance are excluded.
Real money, and "at actuals" is not a price.

GST appears as a note rather than a rate.
Your finance team cannot approve a total that does not exist yet.
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%y [nstallation is remote-assistance only.
Read the services line carefully. Somebody has to be in the room at two in the morning.

Il Migration and cutover are unpriced.
Replacing a switch is easy. Moving a live network onto it without an outage is the actual work.

The management platform licence is missing.
Catalyst Center and similar are among the most commonly dropped lines in a competitive
quote.

Warranty is presented as support.
A hardware warranty is not a support contract. It does not give you software updates or a TAC
case.

Price validity is shorter than the lead time.
You are carrying a risk that has not been named.

A SIMPLE TEST

Ask every bidder for a single number: the total cost of ownership over the full intended life,
including hardware, all licences for the whole period, all support for the whole period, services,
logistics and tax. One number, one page, same assumptions for everyone.

The bids that were cheap because they were incomplete will reorder themselves immediately.
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CHAPTER THIRTEEN

What a Cheap Quote Is Hiding

When one bid arrives materially below the others on identical technology, there are
only four explanations. Three of them are your problem.

One: the scope is smaller

Something has been left out. Optics, licences, support years, services, logistics. This is the most
common answer by a wide margin, and it is why the like-for-like scope test in the previous chapter
matters more than any other single check.

Two: the margin has been cut to nothing

Sometimes a firm wants a logo, or a foothold in a sector, and prices to win it. That happens and it is
not automatically bad. Ask yourself what the project looks like when it is being delivered by the least
profitable account in their portfolio. Which engineer gets assigned, and who gets pulled off when a
paying project needs them?

Three: the cost base is genuinely better

Registration status, programme standing or a specific approved concession can give one bidder a real
advantage on identical parts. This is the good outcome. It is also verifiable: ask.

Four: the equipment is not what you think

Grey-market stock, parallel imports, or hardware sourced outside the authorised channel can be
dramatically cheaper. It also may carry no valid warranty, no support entitlement, no licence transfer
and no recourse. It is worth confirming the source in writing, particularly on large orders at surprising
prices.

THE QUESTION THAT SETTLES IT

"Confirm in writing that all hardware is sourced through Cisco's authorised channel in India, is
eligible for Cisco support and warranty, and that all licences will be registered to our smart
account."

Every legitimate supplier will confirm this without hesitation.
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CHAPTER FOURTEEN

A Twelve-Week Negotiation Timeline

Most negotiating power is lost in the first fortnight, before anyone has discussed
money, by freezing a specification too early or too late. This timeline keeps the levers
open until you need them.

1to 2

3to4

5t06

7to0 8

9to 10

1

12

Audit the installed base. Serial numbers,
support status, end-of-life milestones,
current licence and contract expiry
dates.

Define the requirement as outcomes and
constraints, not part numbers. Port
counts, power, resilience, segmentation,
growth, sites.

Shortlist two or three credible firms.
Check certification status and ask about
registration.

Receive proposals. Run the scope parity
test and normalise everything to full-life
cost.

Technical clarification. Resolve licence
tiers, support levels per site, migration
approach and cutover windows.

Commercial round. Term length, co
termination, trade-in valuation, multi year
support, payment and delivery terms.

Close. Ideally inside a Cisco quarter end
window, with approvals already in place.

IF YOU ONLY DO ONE THING

Do week one. An accurate installed-base audit, mapped to support status and end-of-life dates,

You cannot negotiate a replacement until

you know what you are replacing and what

is genuinely urgent.

Lets bidders compete on design. A frozen
parts list gives that away for nothing.

Fewer, better bidders produce better
proposals than a wide, cheap field.

This is where the cheap bid usually stops
being cheap.

Settle the engineering before the
commercial round, so price cannot quietly
buy scope.

All the levers at once, with a complete
technical picture behind you.

Readiness to sign on a named date is the
lever. The date alone is not.

improves every conversation that follows and costs you almost nothing. Most organisations
discover their picture is worse in one area and better in another than they assumed.
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CHAPTER FIFTEEN

Questions to Ask Every Bidder

Put these in writing and ask for written answers. The quality and speed of the replies
will tell you as much as the content.

On price and structure

[:] Is this opportunity registered with Cisco in your name, and when was it approved?
[:] Have you requested deal-specific pricing from Cisco? If not, why not?

C] What is your current designation under the Cisco 360 Partner Program?

[:] Please decompose every bundled part number so we can see the licence tier and term inside it.

On completeness
E] Confirm the optics count, by speed, reach and connector type, against our fibre records.

E] Confirm stacking cables, power-stacking cables, redundant power supplies, rack kits and India-
standard power cords are included.

E] Confirm the licence tier for every device and the feature that requires it.
C] State the subscription term for each licence and the expiry date.

C] State the support level and duration for each device, and the indicative renewal cost.

On India specifics
Is the stock in India or imported against this order, and what duty treatment is assumed?
On what date is the exchange rate fixed, and who bears movement before delivery?

What is the GST rate and taxable value on the face of the quotation?

0000

What is the committed delivery date, and how long is the price valid?

On support and delivery

O

Which spares depot serves each of our sites, and what is the committed replacement time to that
address?

Who are the named engineers on this project, and what are their certifications?

Is installation on site or remote, and how many cutover nights are included?

0OO0u

What is the rollback plan if a cutover fails?
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On the whole life
[:] Give us one total cost of ownership figure for the full intended life, on one page.
[:] What is the trade-in valuation for our existing equipment, by serial number?

C] Confirm in writing that all hardware is authorised-channel and support-eligible.

CHAPTER SIXTEEN

A Note for Government and PSU Buyers

Everything in this guide applies to public-sector procurement, with one important
constraint that changes how you gather information.

Do not ask a prospective bidder to help draft or review your bill of quantities, specification or tender
terms before publication. It creates a conflict of interest, it exposes the tender to challenge, and it can
invalidate an otherwise sound process.

The information you need is still available to you through routes that keep the process clean.

Asking a vendor to review Commission an independent network audit and requirement study
your draft BoQ from a party that will not bid, or use in-house engineering.
Informal pricing guidance Request budgetary quotations from multiple suppliers on identical
from a favoured supplier published assumptions, on the record.

One-to-one specification Issue a request for information to the market, and publish a
discussions summary of what you learn.

Clarifying scope with a single  Hold a pre-bid conference, and publish every question and answer
bidder after publication to all bidders together.

The commercial levers in Part Two remain fully available to you. Deal registration, timing, term length,
co termination, support structure, trade-in and financing are all matters you can specify or ask about in
the tender itself, on equal terms to every bidder.
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CHAPTER SEVENTEEN

A Worked Example

The following is an illustrative composite, not a real customer. The numbers are
indicative and used to show the shape of a decision rather than to quote a price.

A manufacturing group near Pune runs three plants and a corporate office. The access layer is
Catalyst 2960-X, the core is a pair of ageing distribution switches, and the WAN routers are ISR
4000s. The IT head is asked for a refresh budget with two weeks' notice.

What the first quotation looked like

The incumbent reseller sends a bill of quantities in four days. It is clean, professional, and cheaper
than expected. It covers Catalyst 9200 access switches, a Catalyst 9500 core pair, and Catalyst 8300
routers for the WAN.

The scope test finds three things. Optics are quoted for the core uplinks but not for the plant-to-plant
fibre. The subscription term is three years against equipment the group expects to hold for seven.
Support is quoted for year one, with years two onwards described as "renewable annually at

prevailing rates".

None of that is dishonest. All of it moves the number.

What changed after the scope was normalised

First quotation After normalisation

Optics Core uplinks only All inter-site and uplink paths counted
Subscription term Three years Seven years, co-terminated to one date
Support Year one, renewable Seven years, priced up front

Licence tier Essentials at access Advantage where segmentation is required
Migration Not priced Four cutover nights, with rollback

Trade-in Not offered Valued by serial, return window agreed

The normalised total is higher than the first quotation and lower than the second bidder's original
proposal. It is also the first number anyone in the room can actually defend, because every
assumption behind it is written down.
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Where the money was found

Not in the discount. The savings came from four places: certified remanufactured switches for the two
lowest criticality plant floors, a differentiated support model with premium cover on the core and a
spares pool at the access layer, a trade-in credit that nobody had asked for, and a seven-year term
priced better per year than three.

The final signature landed in the last fortnight of a Cisco quarter, with approvals already granted. That
was the only part of the process that involved timing, and it came last.

The best price in this deal came from removing the wrong things, not
from arguing about the right ones
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REFERENCE

Frequently Asked Questions

Does Cisco publish street prices for India?

No. Cisco publishes a global list price for each part number, and that figure is a reference rather than a
market price. What you pay depends on the partner's cost position, deal registration, any deal-specific
concession, the services around the hardware and the India cost layer of tax, duty and logistics. Any
published "price in India" for a Cisco switch is an estimate.

What is the GST rate on Cisco switches and routers in India?

Networking hardware of this class sits under HSN heading 8517, commonly 8517 62 90 for Ethernet
switches and similar equipment, and attracts GST at 18 per cent. Insist that the rate and taxable value
appear on the quotation rather than a note saying tax is extra at actuals, so that your finance team can
approve a real total.

Is it cheaper to buy Cisco hardware directly from Cisco?

Cisco sells through its partner channel for the overwhelming majority of enterprise transactions in
India. The practical choice is not Cisco versus a partner, it is which partner. That choice affects your
price through their programme standing and registration position, and affects your project through
their engineering depth and support reach.

When is the best time of year to buy Cisco in India?

Cisco's fiscal year ends on the last Saturday in July, with quarters closing in late October, January,
April and July. Flexibility tends to be greatest at quarter end and greatest of all at year end. The lever
is being ready to sign inside that window, not delaying a needed project to reach it.

Should I buy a longer subscription term to get a better price?

Longer terms usually price better per year, and they commit you for that period. Match the term to the
honest expected life of the equipment. A term shorter than the asset life guarantees a renewal
negotiation from a weak position, and a term longer than the asset life is money spent on time you will
not use.

Is refurbished Cisco equipment safe to buy?

Cisco Refresh supplies factory-remanufactured hardware with a Cisco warranty and support eligibility,
and it is a legitimate way to fund spares, lab environments and low-criticality layers. Grey-market used
equipment is a different thing, usually carrying no warranty, no support entitlement and no licence
transfer. Confirm the source in writing.
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What happens if | let a Cisco subscription lapse?

The consequences vary by product and licence tier, and they range from losing management and
automation capability to more serious operational effects. Because it is not uniform, get the specific
behaviour for your platforms and tiers confirmed in writing before you sign, rather than discovering it
on the expiry date.

How many partners should | ask to quote?

Two or three credible firms, competing on design rather than on an identical parts list. Sending the
same bill of quantities to five resellers produces near-identical documents differing only in margin,
rewards whoever is most desperate, and tends to deliver a project resourced by the least profitable
account in someone's portfolio.

Can I move Cisco licences to different hardware later?

Transferability depends on the licence type and the platform, and perpetual and subscription elements
behave differently. If a future consolidation or re-siting is likely, raise it before purchase and get the
position in writing for your specific licences, because it is difficult to influence afterwards.
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TEAR THIS OUT

The One-Page Checklist

Circulate this. It is the whole guide compressed into the things somebody has to
actually verify before a purchase order goes out.

WORK IN THE SPREADSHEET, NOT THE PDF

This checklist, the bidder question list and a bid comparison sheet that normalises competing
quotes to one full-life cost ship as an editable workbook with this guide. Use that version. Nobody
should be retyping twenty-eight checkboxes.

Download Here

Before you ask for quotes

[:] Installed base audited by serial number, with support status and end-of-life dates.
C] Requirement written as outcomes and constraints, not as a frozen parts list.

C] Expected asset life agreed internally, because it sets every term length decision.

] Approval path mapped, so you can commit to a signature date later.

When the quotes arrive

Optics counted, by speed, reach and connector type.

Stack cables, power-stack cables, redundant PSUs, rack kits, India-standard cords.
Licence tier checked against the design, feature by feature.

Subscription term checked against asset life.

Support quoted for the full life, not year one.

Spares depot named for every site, with a committed replacement time to that address.
Management platform licence present.

Migration, cutover nights and rollback priced.

Freight, insurance and clearance included, not "at actuals".

GST shown as a rate against a taxable value.

Price validity longer than the lead time.

000000000000

All bids normalised to one full-life total on one page.
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https://www.dropbox.com/scl/fi/ubpvkwpkbsswsxm3e79du/Cisco_Buyers_Negotiation_Checklist.xlsx?rlkey=hyzv0tscb90tsnnyzfw1j70rk&st=6zhrshi2&dl=0

When the quotes arrive

Deal registration status confirmed by the winning bidder.
Subscriptions and support co-terminated to a single anniversary date.
Indicative renewal pricing obtained in writing.

Trade-in valued by serial number, with the return deadline understood.

Exchange-rate fixing date and responsibility agreed.

Named engineers and their certifications on the record.

00000000

Delivery date committed, and invoicing trigger defined.
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CHOOSING WELL

Who Should Be on Your Shortlist

I The most useful thing a partner can do for you is tell you what not to buy. Very few will.

Anyone can send you a quotation for Catalyst 9300s. The firms worth shortlisting are the ones who
will audit your installed base first, tell you which of your existing switches do not need replacing yet,
and hand you a bill of quantities so complete that nothing surfaces later as a change request.

That is a reasonable test to apply to every bidder, including us.

Proactive Data Systems is a Cisco Preferred Networking Partner with thirty-five years in Indian
networks and more than 1,500 customers. Our CCIE-led team designs the network first and prices it
second. We run the installed-base audit, map every serial number to its end-of-sale and last-support
date, rank each device by exposure rather than by age, and produce a phased plan that says plainly
what can wait.

Then a complete bill of quantities. Optics counted, licences at the tier the design actually needs,
support costed for the full life with the serving depot named for each site, migration and cutover
priced with a rollback plan. And a 24x7 network operations centre in India that answers when it
matters.

Send us your installed-base list. We will map every serial number to its support status and end-

of-life milestones, and show you where you actually stand, before anyone talks about a purchase.
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Sources, Disclaimer and About

About the author

Deepak Sampath, Regional Head - South at Proactive Data Systems.

Sources

Cisco Systems fiscal calendar and quarterly reporting dates, Cisco investor relations and SEC filings,
fiscal year 2026. Cisco 360 Partner Program launch announcement, Cisco Newsroom, 26 January
2026. Deal Registration Incentives, Cisco 360 Partner Program, cisco.com. Cisco Technology
Migration Program terms and conditions, including the 120-day trade-in return requirement. Cisco
Takeback Incentive programme page, noting closure on 24 January 2026. Indian customs
classification and duty treatment under HSN heading 8517, and India's Information Technology
Agreement commitments on routers. Goods and Services Tax rate applicable to goods under HSN
8517 62 90.

Disclaimer

This guide is general commercial information for buyers of networking equipment in India. It is not
legal, tax, customs or financial advice, and it is not an offer or a price quotation. Cisco programmes,
partner programme structures, product terms, licensing behaviour, tax rates and customs treatment
change, and vary by product, part number, contract and circumstance. Verify anything you intend to
rely on against current Cisco documentation and with your own tax and legal advisers before acting.
Cisco, Catalyst, SmartNet and related marks are trademarks of Cisco Systems, Inc. Proactive Data
Systems is an independent Cisco partner and this document is not published or endorsed by Cisco
Systems, Inc. lllustrative examples in this guide are composites and do not describe any identifiable
customer.

About Proactive Data Systems

About Proactive Data Systems Proactive Data Systems is a Cisco Preferred Networking Partner with
thirty-five years of experience and more than 1,500 customers across India. The company designs,
deploys and supports enterprise networking, security, collaboration, cloud and Al infrastructure, with
CCIE-led design and a 24x7 network operations centre in India.

proactive.co.in

Download the editable companion workbook for this guide
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	Frequently Asked Questions
	The One-Page Checklist
	Sources, Disclaimer and About
	THE ARGUMENT The Cheapest Bid Is Usually the Worst Outcome
	That is not a defence of paying more. It is a statement about how the Cisco channel in India is structured, and about what a wide, price-first tender actually selects for.
	The mechanism is this. Cisco sells through partners, and what a partner pays Cisco is not a fixed number. It moves with their standing in Cisco's programme, with whether they have registered your specific opportunity, and with whether Cisco has approved a concession for that deal. Those decisions are made before you see a quotation, and none of them are visible on the page you are handed.
	Now send the same bill of quantities to five resellers. At most one of them holds the registration. The others are quoting identical part numbers from a worse cost position, and the only variable they control is their own margin. So the field sorts itself: the winner is either the one firm with a genuine cost advantage, or the firm most willing to work for nothing.
	If it is the second, you have not saved money. You have selected the supplier with the least capacity to absorb a problem, and then handed them a project that will certainly contain problems. The saving shows up on the purchase order. The cost shows up during migration, at the first outage, and at the renewal you never negotiated.
	A price-first tender does not find the best value. It finds the bidder with the least left to lose.
	There is a second mechanism, and it is larger. Bids differ far more in what they contain than in what they charge. Optics, licence tiers, support years, migration nights, management platform licences. A quotation missing four of those can be twenty per cent cheaper than a complete one and entirely honest about it, because nothing on a bill of quantities tells you what is not on it.
	So the two biggest sources of value in a Cisco purchase are both invisible in a price comparison. One sits upstream of the quote, in whether your partner has done the commercial work with Cisco. The other sits inside it, in whether the quote is complete.
	The discount you argue over is the third thing, and the smallest.
	What follows from this
	Run fewer bidders, chosen better. Compete on architecture rather than on an identical parts list. Normalise every bid to full-life cost before you look at a single price. Ask about registration out loud. Then spend your negotiating energy on term length, co-termination, support structure, trade-in and renewal pricing, which is where the money actually is.
	The rest of this guide is how to do each of those things.



	IF YOU READ ONE PAGE The Guide in One Page
	The whole document, compressed. Each line points to the chapter that expands it.
	There are three prices, and you are shown the least useful one. Cisco's list price, the partner's cost, and yours. Only the middle one has real range in it, and Cisco controls it. Chapter 1
	Nothing on a quote tells you what is missing from it. Optics, stack cables, redundant power, management licences and support years are the usual absences. Chapters 2 and 12
	India adds a layer that has nothing to do with discount. GST at 18 per cent, routers duty-free and switches not, currency exposure nobody has assigned, and price validity shorter than lead time. Chapter 3
	Deal registration decides more than negotiation does. It happens before you see a number, and you are allowed to ask about it. Chapter 4
	Timing is real, but the lever is readiness, not the date. Cisco's year ends on the last Saturday in July. Being able to sign inside a window is worth more than waiting for one. Chapter 5
	The licence is often the larger number over seven years. Get the tier right, match the term to asset life, co-terminate everything to one date, and get renewal pricing in writing now. Chapter 6
	Support is a promise about time, and geography decides whether it can be kept. Ask which depot serves each site. Differentiate by criticality rather than buying premium cover everywhere. Chapter 8
	The equipment you are replacing has value. Trade-in credit and certified remanufactured hardware are routinely left on the table because nobody put them on the agenda. Chapter 9
	Financing changes when you pay, not what you pay. Settle the price first, then discuss structure, and price both standalone. Chapter 10
	Normalise every bid to one full-life number on one page. The bids that were cheap because they were incomplete reorder themselves immediately. Chapters 12 and 13
	THE COMPANION SPREADSHEET
	Chapter 15 and the tear-out checklist ship as an editable spreadsheet, with the bidder question list, the pre-purchase checks and a bid comparison sheet that normalises competing quotes to full-life cost.

	Download the Cisco Negotiation Toolkit

	BEFORE YOU START Who This Guide Is For
	If you have ever looked at a Cisco quotation and wondered which numbers are real, which are padding and which are missing, this guide is for you. It assumes you are technically literate and commercially responsible, and that nobody has ever explained to you how the money actually moves.
	Buying Cisco in India is not difficult because the technology is complicated. It is difficult because the pricing is layered, the discount that reaches you is decided somewhere you cannot see, and a quotation can be perfectly accurate and still be wrong for you. Two bidders can send you numbers that differ by thirty per cent for reasons that have nothing to do with either of them being greedy.
	Most buyers respond by pushing harder on the one number they can see. That is the least useful lever available. This guide is about the others.
	What you will get out of it
	A line-by-line reading of a Cisco quotation, so you know what each line is and what should be next to it.
	The India layer: GST, customs treatment, currency exposure and lead time, and how each one moves your landed cost.
	Eleven levers, ranked in a single table by how far each moves and who decides it, including the two that almost nobody uses.
	Fourteen traps that turn a cheap quote into an expensive project.
	Eleven levers, ranked in a single table by how far each moves and who decides it, including the two that almost nobody uses.

	What it is not
	It is not a price list. Cisco does not publish street pricing, and any document claiming to give you "the" price for a Catalyst 9300 in India is guessing. What this guide gives you instead is the structure: where the money sits, who controls each part of it, and what to ask.
	It is also not a set of tricks for squeezing a supplier. Purchasing that ends with a partner working at zero margin is not a win. You will meet that decision again during the migration, and again the first time you raise a priority-one case at two in the morning.

	HOW TO USE THIS
	Read Part One before you issue anything. Read Part Two while your requirement is being drafted, because most of the levers close once a specification is frozen. Read Part Three the day the quotes arrive. Part Four is the process itself, and the checklist on the final page is the version to circulate.
	PART ONE


	Understanding the price
	Before you can negotiate a number, you have to know what the number is made of. Three chapters on where Cisco pricing comes from, what each line on a quotation means, and what India adds on top.

	CHAPTER ONE Why a Cisco Quote Looks the Way It Does
	There are three prices in every Cisco transaction. You are usually shown one of them, you are negotiating against the second, and the third is the only one that determines what is possible.
	Cisco publishes a global list price for every part number. It is a real, published figure, and almost nobody pays it. Treat it the way you treat the sticker on a car windscreen: a reference point that tells you the model, not the market.
	The second price is what the partner pays. This is not one number either. It is assembled from a base position tied to the partner's standing with Cisco, an uplift earned by registering the specific opportunity, and, on larger or contested deals, a further concession that Cisco approves case by case for that opportunity only.
	The third price is yours. It is the partner's cost plus whatever margin they need to fund the work around the boxes: design, staging, installation, migration, spares and the support desk that answers when something fails.
	Why this matters more than it sounds
	Because it relocates the negotiation.
	When you ask a partner "what discount can you give me", you are asking them to give up margin. There is a floor to that, it is closer than you think, and pushing through it does not make your price better. It makes your service worse. What genuinely moves the number is the second price, and the partner does not control it either. Cisco does. The partner is simply the one who has to go and ask.
	So the useful question is not about the partner's margin. It is about whether the partner has done the work to improve their own cost base on your deal, and whether they will show you that they have.

	ASK THIS
	"Is this opportunity registered with Cisco in your name, when was it approved, and have you requested any additional deal-specific pricing? If not, why not?"
	A partner who has done the work will answer in one sentence. A partner who has not will change the subject to their own discount, which tells you where their price is coming from.

	The certification layer
	Cisco reorganised its partner programme on 26 January 2026, replacing the old Gold, Premier and Select tiers with the Cisco 360 Partner Program. The top designation is now Cisco Preferred Partner, awarded on demonstrated technical depth, lifecycle practice and the ability to deliver complete solutions rather than on volume alone.
	Two things follow for you as a buyer. First, any partner still advertising "Cisco Gold Partner" on their website in 2026 is describing a status that no longer exists, which is a reasonable proxy for how current the rest of their information is. Second, programme standing affects the cost base a partner starts from, so it is a commercial fact and not just a badge.


	A partner's certification is not a trophy. It is the first digit of your price.
	What you cannot change
	Some of the quotation is genuinely fixed. Tax is tax. Cisco's list structure is Cisco's. A subscription that Cisco sells only in three-year and five-year terms will not become a two-year term because you asked firmly.
	Knowing which parts are immovable is worth as much as knowing which parts move, because it tells you where to stop spending your effort. Most buyers spend eighty per cent of their energy on the twenty per cent of the quote that is least flexible.


	CHAPTER TWO Anatomy of a Quote, Line by Line
	A Cisco quotation is a list of part numbers, and part numbers are unforgiving. The switch does not come with the optics. The optics do not come with the cables. Nothing on the page tells you what is not on the page.
	Here is what the lines mean and what should be sitting next to each one.
	Line type
	What it is
	What to check
	Hardware SKU
	The chassis or fixed switch itself. Often quoted in a bundle that already carries a licence level.
	Whether the bundle's licence tier matches the design, not the budget.

	Network licence
	Perpetual, tied to the hardware. Essentials or Advantage on Catalyst platforms.
	Features you have designed for. Advantage tier functions will not run on Essentials.

	Subscription licence
	Term-based, three, five or seven years. Catalyst or DNA subscription tiers.
	Term length against expected asset life, and what happens on the day it expires.

	Management licence
	Catalyst Center and similar, sometimes priced per device, sometimes bundled.
	Whether it is present at all. It is one of the most commonly dropped lines.

	Support contract
	SmartNet Total Care or Solution Support, at a named service level.
	Duration, level, and where the replacement parts physically sit.

	Optics
	SFP, SFP+, SFP28, QSFP modules. Never included with the switch
	Count, speed, reach and connector type against the actual fibre plant.

	Stacking and Power
	Stack cables, StackPower cables, second power supply, fan trays.
	Cable lengths for the real rack layout, and whether redundancy is quoted.

	Accessories
	Rack kits, patch leads, power cords to the Indian standard.
	Small money, and a project stops without them.

	Services
	Design, staging, installation, configuration, migration, knowledge transfer.
	Whether it is on site or remote, and how many nights of cutover are included.

	Logistics
	Freight, insurance, customs clearance, delivery to site.
	Whether it is in the price or "at actuals", which is not a price.

	Tax
	GST on the supply.
	That the rate is stated, not left as a footnote.


	THE MOST EXPENSIVE OMISSION
	Optics. A campus refresh can carry hundreds of transceivers, and a quotation that leaves them out will look decisively cheaper than one that includes them. When you compare two bids, count the optics lines first. If one bidder has them and the other does not, you are not comparing prices, you are comparing scopes.
	Bundles, and why they are not always kind
	Cisco sells many platforms as bundles: hardware plus a licence tier plus a subscription term in a single part number. Bundles simplify ordering and often price better than the same components bought separately.
	They also hide decisions. A bundle carries a licence tier chosen by whoever built the quote, and a subscription term chosen the same way. If the bundle carries Essentials and your design uses features that require Advantage, the fault surfaces during implementation, when your negotiating position has gone.
	Ask for the bundle to be decomposed on paper. Not reordered, just written out, so you can see what is inside it

	The line that is never there
	Spares. Cisco support contracts cover replacement, but a four-hour replacement promise depends on a part being in a depot within four hours of your site. For a plant in Hosur or a warehouse outside Ludhiana, that assumption deserves a question rather than a nod.
	Some organisations buy a small on-site spares pool for the critical layer and accept a lower service level on the access layer. That is usually cheaper than buying the highest service level everywhere, and it fails more gracefully.


	CHAPTER THREE The India Layer: Tax, Duty, Currency and Time
	Two bidders can quote identical Cisco part numbers and land at different totals without either of them touching the discount. The difference lives in tax treatment, import route, the exchange rate and the calendar.
	What is the GST on Cisco switches and routers in India?
	Networking hardware of this class falls under HSN heading 8517, with Ethernet switches and similar equipment commonly classified at 8517 62 90, and attracts GST at 18 per cent. That figure is not negotiable and no supplier can change it. What you should insist on is that it is stated as a rate against a taxable value on the face of the quotation, rather than appearing as "GST extra at actuals".
	The reason is practical. "Extra at actuals" prevents your finance team from approving a total, and it prevents you from comparing two bids on the only number that matters, which is the amount that will leave your bank account.

	Customs duty is not the same for switches and routers
	India committed to duty-free treatment for routers under the Information Technology Agreement, so routers enter at nil basic customs duty. Switches are treated differently. The general rate under 8517 62 90 can run substantially higher, with a concessional rate available for qualifying carrier Ethernet equipment.
	The consequence for you is that landed cost varies with how goods are imported and classified, and that is a supply-chain question rather than a discount question. It is also why a quote sourced through a different route can look inexplicably better or worse.
	ASK THIS
	"Is this stock already in India, or is it an import against this order? If it is imported, what customs classification and duty treatment have you assumed, and who bears the difference if it changes?"


	Who carries the currency?
	Cisco's list price is in dollars. Your purchase order is almost certainly in rupees. Somebody is carrying the gap between the two, and the quotation usually does not say who.
	This is a genuine negotiable and very few buyers raise it. The questions are simple: on what date is the exchange rate fixed, what happens if the rupee moves before delivery, and is there a band inside which the price holds. A partner who has thought about this will have a clear answer. A partner who has not may come back to you after the order with a revision, which is the worst possible moment.

	Price validity against lead time
	A quotation valid for thirty days, for equipment with a ten-week lead time, is a risk you are absorbing without being told. Ask for validity that covers your approval cycle plus your delivery window, and get the committed delivery date written next to the price rather than described as "subject to availability".


	18%
	Nil
	25 Jul 2026
	The paperwork that delays payment, not delivery
	Get the small things right at PO stage and you will save a month at the end: the correct GSTIN on both sides, place of supply matching the delivery site, HSN codes on every line, e-invoicing compliance, and a clear statement of what triggers invoicing. Delivery to site, or installation sign-off? Those are different dates and the second one is better for you.
	PART two


	The Eleven Levers
	Eleven levers across seven chapters, ranked on the next page by how far each one moves and who actually decides it. The eighth chapter is how to apply pressure without damaging what you are buying.

	PART TWO AT A GLANCE The Eleven Levers, Ranked
	Ranked by how far each one moves a deal over its full life. Note the third column. On six of the eleven you are the decision-maker, which is more control than most buyers believe they have.
	Lever
	Who decides it
	How far it moves
	When it closes
	1.
	Deal registration
	Cisco, via the partner
	High
	Before you see a quote

	2.
	Licence tier discipline
	You
	High
	At design freeze

	3.
	Subscription term length
	You and Cisco
	High
	At order

	4.
	Renewal pricing agreed up front
	Partner and Cisco
	High over full life
	At signature

	5.
	Enterprise agreement, where it fits
	Cisco
	High, both ways
	At contract

	6.
	Support differentiated by criticality
	You
	Medium to high
	At BoQ stage

	7.
	Timing to a quarter or year end
	Cisco's calendar
	Medium to high
	Each quarter end

	8.
	Trade-in and migration credit
	Cisco, via the partner
	Medium
	120 days after shipment

	9.
	Co-termination of every contract
	You
	Medium, compounding
	At order

	10.
	Multi-year support bought up front
	Partner
	Medium
	At order

	11.
	Financing structure
	Partner or Cisco
	Cash flow only
	After price is set



	THE TWO NOBODY USES
	Lever 4 and lever 9. Almost no buyer asks for indicative renewal pricing before signing, and almost none insists that every subscription and support contract share one anniversary date. Both cost nothing to arrange at purchase. Both are close to impossible to fix afterwards, because by then the platform is installed and the other side knows it.

	WHERE THE DISCOUNT SITS
	It is not on this list. Arguing a partner down on margin is the twelfth lever and the weakest one, because their margin funds the design, the migration and the support desk you are about to depend on. Every lever above moves more money and none of them cost you anything at delivery.

	CHAPTER FOUR · LEVER 1 Deal Registration, the Lever Nobody Mentions
	Deal registration is how a partner tells Cisco that a specific opportunity is theirs, and how they earn the best pricing Cisco will make available on it. It is the single largest structural influence on what you can be offered, and it happens before you see a number.
	Under the Cisco 360 Partner Program, deal registration incentives are the mechanism by which partners reach the highest available discounts and gain protection against competing offers on the same opportunity. The registration is tied to the partner who did the work of finding and shaping the deal.
	Now consider what happens when you send the same bill of quantities to three Cisco partners.
	One of them may hold the registration. The other two are quoting from a weaker cost position on identical part numbers. If one of those two comes back cheapest, look closely, because the most likely explanation is that they have cut their own margin to near zero to stay in the race. That money has to come back from somewhere, and it usually comes back as thinner project resourcing, slower response and an argument about scope at cutover.
	Three quotes for the same part numbers is not competition. It is a margin race, and you inherit the loser's cost-cutting.
	How to use this properly
	If you want competitive tension, and you should, create it on design and service rather than on an identical parts list. Give bidders the requirement and the constraints, not a frozen bill of quantities, and let them each propose an architecture. You will learn far more, and you will not be paying three firms to quote the same catalogue page.
	Where you must compare like for like, ask each bidder directly whether they hold registration on the opportunity. It is a fair question and a straightforward answer.

	LEVER 1 OF 11
	Ranked highest, and it closes earliest. Registration status changes the cost base a bidder starts from. No amount of pressure on a non-registered partner will close that gap, because the gap is not in their margin.



	CHAPTER FIVE · LEVER 7 Timing and the Cisco Fiscal Calendar
	Cisco's financial year is fifty-two or fifty-three weeks ending on the last Saturday in July. Fiscal 2026 ends on 25 July 2026. Quarters close at the end of October, January, April and July.
	What follows is not a secret and every experienced seller knows it. Appetite for approving a difficult price rises as a quarter closes, and rises furthest as the year closes. The final weeks of the fourth quarter are the most flexible period in the calendar.
	The mistake is to treat this as a reason to wait.
	If your Catalyst 3850s are already past their last date of support, delaying nine months to reach a better quarter is not a saving, it is nine months of running unpatchable equipment to chase a discount. The point of the calendar is not to move your project. It is to move your signature.
	The way to actually use it
	Run the technical evaluation on its own timetable and finish it early. Get your architecture agreed, your bill of quantities complete and your internal approvals lined up. Then hold the commercial close for the window, and tell the bidder plainly that you are ready to sign inside it.
	A buyer who can sign on a specific date is worth far more to a seller than a buyer who might sign eventually. That readiness is the lever, not the date itself.

	Cisco Quarter
	Typically closes
	What it means for you
	Q1
	Late October
	Quiet. Useful for planning and budgetary quotes rather than closing.

	Q2
	Late January
	Moderate. Often aligns well with Indian financial-year planning.

	Q3
	Late April
	Moderate to strong, and lands just after the Indian year end.

	Q4
	Late July
	Strongest. The year closes here. Be ready to sign, not to start.
	DO NOT DO THIS
	Do not let a seller's quarter-end urgency compress your technical due diligence. A price that expires on Friday is a negotiating device. A network you cannot support for the next seven years is a decision. Never trade the second for the first.



	CHAPTER SIX · LEVERS 2, 3, 4 AND 9 Licensing, Term Length and Co-termination
	On modern Cisco platforms the licence is not a footnote to the hardware. Over a seven-year life it is frequently the larger number, and unlike the hardware it comes back for renewal while you are still using the equipment.
	Catalyst platforms use two layers. A perpetual Network licence, at Essentials or Advantage, is tied to the hardware and does not expire. On top sits a term subscription, sold in multi-year blocks, which carries the automation, assurance and policy capability.
	The first question is tier. Essentials is enough for straightforward switched networks. Advantage is required for the segmentation, identity-driven policy and fabric capability that most modern campus designs assume. Quoting Essentials against an Advantage design is one of the most common ways a bill of quantities is made to look cheap, and it is discovered at implementation

	Term length is a price lever, and a lock
	Longer terms usually price better per year. They also commit you. A seven-year subscription bought against equipment you may replace in five is money spent on time you will not use, and a three-year subscription on a seven-year asset guarantees a renewal negotiation in year three from a position of no choice.
	Match the term to the honest asset life, not to the number that makes this year's figure smallest.

	Co-termination, the most underrated administrative lever
	If your subscriptions and support contracts expire on eleven different dates, you will have eleven renewal conversations a year, each too small to negotiate and each arriving as an emergency. Align them to a single anniversary and you convert eleven weak conversations into one strong one, with the whole estate on the table at once.
	This costs nothing to arrange at purchase and is difficult to fix later. Ask for it now.
	ASK THIS, IN WRITING
	"What is the indicative renewal price for these subscriptions at the end of the term, and what are the terms if we renew early or extend?" Getting an answer today is worth more than getting a slightly better price today. Renewal is where the advantage has traditionally moved to the seller, because by then the platform is embedded.


	What happens when a subscription lapses
	Understand this before you sign, in writing, for your specific tier. The behaviour on expiry is not uniform across products, and the difference between losing access to management capability and losing operational function is a difference you do not want to discover live.


	CHAPTER SEVEN · LEVER 5 Enterprise Agreements: When They Pay and When They Do Not
	An enterprise agreement bundles licensing across an estate under a single contract, with a common term, simplified administration and, usually, better unit economics in exchange for scale and commitment.
	They are excellent for the right buyer and expensive for the wrong one.
	They tend to pay when
	You have a large estate, and buying across more than one Cisco architecture. Your growth is reasonably predictable over the term. Administrative overhead of managing many separate licences is a real cost to you. You expect to deploy most of what you commit to, on a known timetable.

	They tend not to pay when
	Your estate is small or your roadmap is uncertain. You are in the middle of a possible architectural change. The commitment is sized on an optimistic growth case rather than a likely one. Nobody internally owns the job of tracking utilisation.
	The risk is straightforward. You commit to a quantity and pay for it whether or not it is deployed. Vendors size these agreements against growth, and growth assumptions in a proposal are rarely conservative.

	Two clauses worth arguing for
	First, a utilisation reporting obligation, so you can see what you have actually consumed against what you committed, at least twice a year. Without it you find out at renewal, when the information is only useful to the other side.
	Second, clarity on what happens if you grow past the commitment during the term, and what happens at the end if you have not reached it. Ask for both scenarios in writing before signature.


	CHAPTER EIGHT · LEVERS 6 AND 10 Support, and Why the Spares Depot Decides the SLA
	A support contract is a promise about time. In India, whether that promise can be kept is decided by geography, and geography is rarely mentioned in the quotation.
	Cisco's own support is sold at service levels: next business day, four-hour and two-hour replacement windows, with eight-by-five or twenty-four-by-seven coverage. Solution Support sits above device-level support and takes ownership of multi-product problems, including where a third-party product is involved. Partners also sell their own support, often layered on top of Cisco's.
	Now the part that matters. A four-hour hardware replacement commitment requires a spare to be within four hours of your site. In Mumbai, Bengaluru, Delhi or Chennai that is usually straightforward. For a plant in Sanand, a mill outside Coimbatore or a branch in Siliguri, it is a question with a real answer that you should ask out loud.
	ASK THIS, IN WRITING
	"For each of our sites, which depot serves it, and what is the actual committed replacement time to that address, not to the nearest metro?"


	Where to spend and where to save
	Buying the highest service level uniformly across an estate is usually poor value. Core and distribution switches, the firewalls, the WAN routers and anything that terminates a critical service deserve the strongest cover you can get. Access switches in a low-density office, with a spare in the cupboard, do not.
	A small on-site spares pool for the access layer is often cheaper than a premium contract covering the same devices, and it recovers faster, because the fix does not depend on anyone travelling.

	Multi-year support is a lever
	Support attached for the full expected life, purchased at the outset, generally prices better than annual renewals and removes an annual administrative scramble. It also protects you from the renewal uplift that arrives once the equipment is installed and difficult to replace.
	DO NOT DO THIS
	Do not drop support to make a budget fit. An unsupported device cannot be patched, and an unpatchable device on your asset register is an audit finding under the DPDP Rules and, for regulated entities, under the RBI's technology obsolescence expectations. You will pay for it twice: once at the audit, once at the incident.



	CHAPTER NINE · LEVER 8 Trade-In, Migration Credit and Certified Refurbished
	The equipment you are replacing has value, and most buyers give it away by default because nobody put it on the agenda.
	Cisco's Technology Migration Program provides credit for qualifying trade-in equipment against the purchase of new Cisco products. The mechanics are worth knowing before you plan a cutover: trade-in units generally have to be returned to Cisco within one hundred and twenty days of the new product shipping, and failing the programme terms can forfeit the credit.
	That deadline is a project constraint, not just a commercial detail. If your migration plan keeps the old switches racked as a fallback for six months, you may be choosing to give up the credit. Decide that consciously.
	Note also that Cisco's Takeback Incentive closed on 24 January 2026, so do not build a business case on it. Confirm what is currently available for your specific platforms rather than assuming a programme you read about last year is still running.

	Certified remanufactured equipment
	Cisco Refresh supplies factory-remanufactured hardware with a Cisco warranty and full support eligibility. It is not the same thing as grey-market used equipment, which carries no warranty, no licence transfer and no support entitlement.
	Sensible uses: spares pools, non-critical access layers, lab and staging environments, and extending a platform you intend to retire in two years anyway. It is a legitimate way to release budget for the layers that matter.
	ASK THIS
	"Give me the trade-in valuation for our existing equipment, by serial number, in writing, before we sign. And tell me the return deadline it is conditional on.



	CHAPTER TEN · LEVER 11 Financing: Shaping Cash Flow Without Losing Price
	Financing changes when you pay. It does not, by itself, change what you pay. Confusing the two is how buyers end up with an attractive monthly figure attached to a poor deal.
	Cisco Capital and partner-arranged leasing can convert a capital purchase into a periodic charge, spread payment across a refresh cycle, and match cost to the years in which the asset is used. For organisations with capital constraints or a preference for operating expenditure, that is genuinely useful.
	The discipline is to price the two things separately.
	Negotiate the purchase price first, on its own merits, until it is as good as it is going to get. Only then discuss how it is paid for, and compare the financing on its own terms: effective rate, tenure, what happens at end of term, whether there is a balloon, and who owns the equipment at the end.
	If a seller offers a better price only in combination with a particular financing structure, ask for both numbers standalone. If they cannot provide them, the structure is doing work that the price is not.

	CHAPTER ELEVEN · APPLYING PRESSURE Using Competition Without Wrecking It
	Competitive pressure is legitimate, expected and effective. Applied carelessly it produces a cheap quotation and an expensive project.
	The useful form of competition is between architectures. Ask two or three credible firms to solve the same problem and you get genuine alternatives: different platform choices, different resilience models, different views on what you need and what you do not. The commercial pressure comes free with that, and you learn something.
	The wasteful form is sending an identical parts list to five resellers. That produces five near-identical documents, differing only in margin, and rewards whoever is most desperate.

	Cross-vendor comparison
	Comparing Cisco against another vendor is reasonable and Cisco sellers expect it. Do it honestly. Build the comparison on total cost across the full life, including licences, support and the operational cost of running two management systems if the estate ends up mixed. A cheaper switch that requires a separate management stack and a separately trained team is not cheaper.
	Do not invent a competing bid you have not received. Sellers in this market talk to each other, and a bluff that is called costs you credibility for every future negotiation.

	Be the buyer people want to quote seriously. That is worth more over five years than any single discount.
	Say what your process is, then follow it
	Tell bidders how many rounds there will be, what the evaluation criteria are, and when you will decide. Then do that. Buyers with a clear, honest process get better first offers, because the seller does not have to price in the risk of an endless negotiation.


	PART THREE

	Where Deals Go Wrong
	Almost every unhappy Cisco project in India traces back to something that was missing from a bill of quantities, and was found after signature. Here is the list

	CHAPTER TWELVE Fourteen Traps in a Cisco Bill of Quantities
	None of these are exotic. All of them are common. Work down the list against every quotation you receive and you will catch most of what would otherwise surface as a change request.
	Optics are missing. The single most expensive omission. Count the transceiver lines against the fibre plant, by speed and reach, not by assumption.
	Stacking and power-stacking cables are absent. Switches ship without them. Check the lengths against the real rack layout, not a diagram.
	Only one power supply. Redundancy in the design and a single power supply in the parts list is a contradiction that costs money later.
	The licence tier is below the design. Essentials quoted where the architecture needs Advantage. Found during implementation, at which point you have no negotiating position.
	The subscription term is shorter than the asset life. Cheap today, and a forced renewal in year three with the platform embedded and no alternative.
	Support is quoted for year one only. The total looks competitive and the years two to seven cost is invisible. Always compare on full-life cost.
	Support level is quoted without a depot. Four-hour replacement to a site with no depot within four hours is a number, not a commitment.
	Freight, insurance and clearance are excluded. Real money, and "at actuals" is not a price.
	GST appears as a note rather than a rate. Your finance team cannot approve a total that does not exist yet.
	Installation is remote-assistance only. Read the services line carefully. Somebody has to be in the room at two in the morning.
	Migration and cutover are unpriced. Replacing a switch is easy. Moving a live network onto it without an outage is the actual work.
	The management platform licence is missing. Catalyst Center and similar are among the most commonly dropped lines in a competitive quote.
	Warranty is presented as support. A hardware warranty is not a support contract. It does not give you software updates or a TAC case.
	Price validity is shorter than the lead time. You are carrying a risk that has not been named.

	A SIMPLE TEST
	Ask every bidder for a single number: the total cost of ownership over the full intended life, including hardware, all licences for the whole period, all support for the whole period, services, logistics and tax. One number, one page, same assumptions for everyone.
	The bids that were cheap because they were incomplete will reorder themselves immediately.

	CHAPTER THIRTEEN What a Cheap Quote Is Hiding
	When one bid arrives materially below the others on identical technology, there are only four explanations. Three of them are your problem.
	One: the scope is smaller
	Something has been left out. Optics, licences, support years, services, logistics. This is the most common answer by a wide margin, and it is why the like-for-like scope test in the previous chapter matters more than any other single check.

	Two: the margin has been cut to nothing
	Sometimes a firm wants a logo, or a foothold in a sector, and prices to win it. That happens and it is not automatically bad. Ask yourself what the project looks like when it is being delivered by the least profitable account in their portfolio. Which engineer gets assigned, and who gets pulled off when a paying project needs them?

	Three: the cost base is genuinely better
	Registration status, programme standing or a specific approved concession can give one bidder a real advantage on identical parts. This is the good outcome. It is also verifiable: ask.

	Four: the equipment is not what you think
	Grey-market stock, parallel imports, or hardware sourced outside the authorised channel can be dramatically cheaper. It also may carry no valid warranty, no support entitlement, no licence transfer and no recourse. It is worth confirming the source in writing, particularly on large orders at surprising prices.
	THE QUESTION THAT SETTLES IT
	"Confirm in writing that all hardware is sourced through Cisco's authorised channel in India, is eligible for Cisco support and warranty, and that all licences will be registered to our smart account."
	Every legitimate supplier will confirm this without hesitation.


	PART FOUR

	Running the Process
	A timeline that keeps the levers open, the questions to put to every bidder, a note on public-sector probity, and a worked example

	CHAPTER FOURTEEN A Twelve-Week Negotiation Timeline
	Most negotiating power is lost in the first fortnight, before anyone has discussed money, by freezing a specification too early or too late. This timeline keeps the levers open until you need them.
	Week
	What you do
	Why it matters
	1 to 2
	Audit the installed base. Serial numbers, support status, end-of-life milestones, current licence and contract expiry dates.
	You cannot negotiate a replacement until you know what you are replacing and what is genuinely urgent.

	3 to 4
	Define the requirement as outcomes and constraints, not part numbers. Port counts, power, resilience, segmentation, growth, sites.
	Lets bidders compete on design. A frozen parts list gives that away for nothing.

	5 to 6
	Shortlist two or three credible firms. Check certification status and ask about registration.
	Fewer, better bidders produce better proposals than a wide, cheap field.

	7 to 8
	Receive proposals. Run the scope parity test and normalise everything to full-life cost.
	This is where the cheap bid usually stops being cheap.

	9 to 10
	Technical clarification. Resolve licence tiers, support levels per site, migration approach and cutover windows.
	Settle the engineering before the commercial round, so price cannot quietly buy scope.
	Commercial round. Term length, co termination, trade-in valuation, multi year support, payment and delivery terms.
	All the levers at once, with a complete technical picture behind you.
	Close. Ideally inside a Cisco quarter end window, with approvals already in place.
	Readiness to sign on a named date is the lever. The date alone is not.

	IF YOU ONLY DO ONE THING
	Do week one. An accurate installed-base audit, mapped to support status and end-of-life dates, improves every conversation that follows and costs you almost nothing. Most organisations discover their picture is worse in one area and better in another than they assumed.


	CHAPTER FIFTEEN Questions to Ask Every Bidder
	Put these in writing and ask for written answers. The quality and speed of the replies will tell you as much as the content.
	On price and structure
	Is this opportunity registered with Cisco in your name, and when was it approved? Have you requested deal-specific pricing from Cisco? If not, why not? What is your current designation under the Cisco 360 Partner Program? Please decompose every bundled part number so we can see the licence tier and term inside it.

	On completeness
	Confirm the optics count, by speed, reach and connector type, against our fibre records.
	Confirm stacking cables, power-stacking cables, redundant power supplies, rack kits and India-standard power cords are included.
	Confirm the licence tier for every device and the feature that requires it.
	State the subscription term for each licence and the expiry date.
	State the support level and duration for each device, and the indicative renewal cost.

	On India specifics
	Is the stock in India or imported against this order, and what duty treatment is assumed? On what date is the exchange rate fixed, and who bears movement before delivery? What is the GST rate and taxable value on the face of the quotation? What is the committed delivery date, and how long is the price valid?

	On support and delivery
	Which spares depot serves each of our sites, and what is the committed replacement time to that address?
	Who are the named engineers on this project, and what are their certifications?
	Is installation on site or remote, and how many cutover nights are included?
	What is the rollback plan if a cutover fails?

	On the whole life
	Give us one total cost of ownership figure for the full intended life, on one page. What is the trade-in valuation for our existing equipment, by serial number? Confirm in writing that all hardware is authorised-channel and support-eligible.


	CHAPTER SIXTEEN A Note for Government and PSU Buyers
	Everything in this guide applies to public-sector procurement, with one important constraint that changes how you gather information.
	Do not ask a prospective bidder to help draft or review your bill of quantities, specification or tender terms before publication. It creates a conflict of interest, it exposes the tender to challenge, and it can invalidate an otherwise sound process.
	The information you need is still available to you through routes that keep the process clean.
	Instead of
	Use this
	Asking a vendor to review your draft BoQ
	Commission an independent network audit and requirement study from a party that will not bid, or use in-house engineering.

	Informal pricing guidance from a favoured supplier
	Request budgetary quotations from multiple suppliers on identical published assumptions, on the record.

	One-to-one specification discussions
	Issue a request for information to the market, and publish a summary of what you learn.

	Clarifying scope with a single bidder after publication
	Hold a pre-bid conference, and publish every question and answer to all bidders together.
	The commercial levers in Part Two remain fully available to you. Deal registration, timing, term length, co termination, support structure, trade-in and financing are all matters you can specify or ask about in the tender itself, on equal terms to every bidder.
	CHAPTER SEVENTEEN A Worked Example

	The following is an illustrative composite, not a real customer. The numbers are indicative and used to show the shape of a decision rather than to quote a price.
	A manufacturing group near Pune runs three plants and a corporate office. The access layer is Catalyst 2960-X, the core is a pair of ageing distribution switches, and the WAN routers are ISR 4000s. The IT head is asked for a refresh budget with two weeks' notice.


	What the first quotation looked like
	The incumbent reseller sends a bill of quantities in four days. It is clean, professional, and cheaper than expected. It covers Catalyst 9200 access switches, a Catalyst 9500 core pair, and Catalyst 8300 routers for the WAN.
	The scope test finds three things. Optics are quoted for the core uplinks but not for the plant-to-plant fibre. The subscription term is three years against equipment the group expects to hold for seven. Support is quoted for year one, with years two onwards described as "renewable annually at prevailing rates".
	None of that is dishonest. All of it moves the number.

	What changed after the scope was normalised
	Item
	First quotation
	After normalisation
	Optics
	Core uplinks only
	All inter-site and uplink paths counted

	Subscription term
	Three years
	Seven years, co-terminated to one date

	Support
	Year one, renewable
	Seven years, priced up front

	Licence tier
	Essentials at access
	Advantage where segmentation is required

	Migration
	Not priced
	Four cutover nights, with rollback

	Trade-in
	Not offered
	Valued by serial, return window agreed
	The normalised total is higher than the first quotation and lower than the second bidder's original proposal. It is also the first number anyone in the room can actually defend, because every assumption behind it is written down.

	Where the money was found
	Not in the discount. The savings came from four places: certified remanufactured switches for the two lowest criticality plant floors, a differentiated support model with premium cover on the core and a spares pool at the access layer, a trade-in credit that nobody had asked for, and a seven-year term priced better per year than three.
	The final signature landed in the last fortnight of a Cisco quarter, with approvals already granted. That was the only part of the process that involved timing, and it came last.


	The best price in this deal came from removing the wrong things, not from arguing about the right ones
	REFERENCE Frequently Asked Questions
	Does Cisco publish street prices for India?
	No. Cisco publishes a global list price for each part number, and that figure is a reference rather than a market price. What you pay depends on the partner's cost position, deal registration, any deal-specific concession, the services around the hardware and the India cost layer of tax, duty and logistics. Any published "price in India" for a Cisco switch is an estimate.

	What is the GST rate on Cisco switches and routers in India?
	Networking hardware of this class sits under HSN heading 8517, commonly 8517 62 90 for Ethernet switches and similar equipment, and attracts GST at 18 per cent. Insist that the rate and taxable value appear on the quotation rather than a note saying tax is extra at actuals, so that your finance team can approve a real total.

	Is it cheaper to buy Cisco hardware directly from Cisco?
	Cisco sells through its partner channel for the overwhelming majority of enterprise transactions in India. The practical choice is not Cisco versus a partner, it is which partner. That choice affects your price through their programme standing and registration position, and affects your project through their engineering depth and support reach.

	When is the best time of year to buy Cisco in India?
	Cisco's fiscal year ends on the last Saturday in July, with quarters closing in late October, January, April and July. Flexibility tends to be greatest at quarter end and greatest of all at year end. The lever is being ready to sign inside that window, not delaying a needed project to reach it.

	Should I buy a longer subscription term to get a better price?
	Longer terms usually price better per year, and they commit you for that period. Match the term to the honest expected life of the equipment. A term shorter than the asset life guarantees a renewal negotiation from a weak position, and a term longer than the asset life is money spent on time you will not use.

	Is refurbished Cisco equipment safe to buy?
	Cisco Refresh supplies factory-remanufactured hardware with a Cisco warranty and support eligibility, and it is a legitimate way to fund spares, lab environments and low-criticality layers. Grey-market used equipment is a different thing, usually carrying no warranty, no support entitlement and no licence transfer. Confirm the source in writing.


	What happens if I let a Cisco subscription lapse?
	The consequences vary by product and licence tier, and they range from losing management and automation capability to more serious operational effects. Because it is not uniform, get the specific behaviour for your platforms and tiers confirmed in writing before you sign, rather than discovering it on the expiry date.

	How many partners should I ask to quote?
	Two or three credible firms, competing on design rather than on an identical parts list. Sending the same bill of quantities to five resellers produces near-identical documents differing only in margin, rewards whoever is most desperate, and tends to deliver a project resourced by the least profitable account in someone's portfolio.

	Can I move Cisco licences to different hardware later?
	Transferability depends on the licence type and the platform, and perpetual and subscription elements behave differently. If a future consolidation or re-siting is likely, raise it before purchase and get the position in writing for your specific licences, because it is difficult to influence afterwards.

	TEAR THIS OUT The One-Page Checklist
	Circulate this. It is the whole guide compressed into the things somebody has to actually verify before a purchase order goes out.
	WORK IN THE SPREADSHEET, NOT THE PDF
	This checklist, the bidder question list and a bid comparison sheet that normalises competing quotes to one full-life cost ship as an editable workbook with this guide. Use that version. Nobody should be retyping twenty-eight checkboxes.

	Download Here
	Before you ask for quotes
	Installed base audited by serial number, with support status and end-of-life dates. Requirement written as outcomes and constraints, not as a frozen parts list. Expected asset life agreed internally, because it sets every term length decision. Approval path mapped, so you can commit to a signature date later.

	When the quotes arrive
	Optics counted, by speed, reach and connector type. Stack cables, power-stack cables, redundant PSUs, rack kits, India-standard cords. Licence tier checked against the design, feature by feature. Subscription term checked against asset life.
	Support quoted for the full life, not year one. Spares depot named for every site, with a committed replacement time to that address. Management platform licence present. Migration, cutover nights and rollback priced.
	Freight, insurance and clearance included, not "at actuals". GST shown as a rate against a taxable value. Price validity longer than the lead time. All bids normalised to one full-life total on one page.



	When the quotes arrive
	Deal registration status confirmed by the winning bidder. Subscriptions and support co-terminated to a single anniversary date. Indicative renewal pricing obtained in writing. Trade-in valued by serial number, with the return deadline understood.
	Exchange-rate fixing date and responsibility agreed. Authorised-channel sourcing and support eligibility confirmed in writing. Named engineers and their certifications on the record. Delivery date committed, and invoicing trigger defined.

	CHOOSING WELL Who Should Be on Your Shortlist
	The most useful thing a partner can do for you is tell you what not to buy. Very few will.
	Anyone can send you a quotation for Catalyst 9300s. The firms worth shortlisting are the ones who will audit your installed base first, tell you which of your existing switches do not need replacing yet, and hand you a bill of quantities so complete that nothing surfaces later as a change request.
	That is a reasonable test to apply to every bidder, including us.
	Proactive Data Systems is a Cisco Preferred Networking Partner with thirty-five years in Indian networks and more than 1,500 customers. Our CCIE-led team designs the network first and prices it second. We run the installed-base audit, map every serial number to its end-of-sale and last-support date, rank each device by exposure rather than by age, and produce a phased plan that says plainly what can wait.
	Then a complete bill of quantities. Optics counted, licences at the tier the design actually needs, support costed for the full life with the serving depot named for each site, migration and cutover priced with a rollback plan. And a 24x7 network operations centre in India that answers when it matters.
	START HERE
	Send us your installed-base list. We will map every serial number to its support status and end-of-life milestones, and show you where you actually stand, before anyone talks about a purchase.

	proactive.co.in
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	Cisco Systems fiscal calendar and quarterly reporting dates, Cisco investor relations and SEC filings, fiscal year 2026. Cisco 360 Partner Program launch announcement, Cisco Newsroom, 26 January 2026. Deal Registration Incentives, Cisco 360 Partner Program, cisco.com. Cisco Technology Migration Program terms and conditions, including the 120-day trade-in return requirement. Cisco Takeback Incentive programme page, noting closure on 24 January 2026. Indian customs classification and duty treatment under HSN heading 8517, and India's Information Technology Agreement commitments on routers. Goods and Services Tax rate applicable to goods under HSN 8517 62 90.

	Disclaimer
	This guide is general commercial information for buyers of networking equipment in India. It is not legal, tax, customs or financial advice, and it is not an offer or a price quotation. Cisco programmes, partner programme structures, product terms, licensing behaviour, tax rates and customs treatment change, and vary by product, part number, contract and circumstance. Verify anything you intend to rely on against current Cisco documentation and with your own tax and legal advisers before acting. Cisco, Catalyst, SmartNet and related marks are trademarks of Cisco Systems, Inc. Proactive Data Systems is an independent Cisco partner and this document is not published or endorsed by Cisco Systems, Inc. Illustrative examples in this guide are composites and do not describe any identifiable customer.
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