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Case Study: Thrasio’s Operational Reset

The Discipline of Transformation Through Simplification

Executive Summary

Thrasio transformed from a Chapter 11 Amazon aggregator into a cashflow-positive Consumer
Packaged Goods (CPG) competitor in only 15 months. This shift was enabled by an aggressive
simplification strategy that replaced 52 internally-built applications with zero custom apps. By
consolidating 235 vendor platforms down to 141 (achieving 73 by 2026Q1), Thrasio achieved a
$22M (70%) reduction in year-over-year operating costs. This includes a dramatic decrease in
technology software spend from $10.5M to $4.6M.

The transformation spanned 349 days, running from January 6 to December 20, 2025. This was
not a story of smooth sailing. The sheer scale and speed of the changes created deep anxiety
across the organization. Departing employees predicted failure, while the retained teams
remained highly skeptical.

This case study outlines the mechanisms behind this challenging transformation.

The Challenge

Through the years, Thrasio’s rapid growth led to a fragmented and expensive technology
landscape. This "unmanaged sprawl" created three critical liabilities that directly eroded
profitability:

Vendor Sprawl

Thrasio’s ecosystem was saturated with 235 technology vendors, a level of bloat that actively
hindered operational efficiency. This fragmentation led to costly redundancies—such as paying
for overlapping features across teams—and created disjointed workflows that demanded
manual data entry. Rather than driving innovation, the technology team was consumed by
"reactive building," spending their time maintaining vendor relationships and repairing fragile
integrations instead of creating value.

Technology Debt

Thrasio’s technology team was trapped in a cycle of "reactive building," dedicating their time to
the continuous maintenance of 52 rigid, internally built applications rather than strategic
innovation. This specific burden of technical debt incurred an estimated $2.5 million in annual
labor costs just to keep legacy systems functional. When combined with a sprawling vendor
landscape, this inefficiency drove total annual software costs to a peak of $10.5 million by 2024.
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Siloed Inefficiency

A lack of centralized governance allowed departments to onboard tools in silos, resulting in a
fragmented environment where systems could not communicate natively. This siloed approach
led to significant financial waste, including underutilized platforms and a 56% over-licensing rate
on enterprise agreements. Operationally, this disconnection forced the workforce to act as
"human middleware," manually moving critical data between disparate systems instead of
focusing on high-value tasks.

The Solution

Thrasio established a clear vision, codified in a 49-page strategy, deliberately prioritizing
structural change over incremental optimization after two failed leadership regimes and
bankruptcy. With that direction set, Thrasio conducted a comprehensive audit across all
platforms, contracts, and internal systems to evaluate cost, functionality, and business impact to
create the foundation for a deliberate, execution-focused transformation.

Building the Vision

The strategy was shared across the Experience Office department and was reinforced through a
two-day virtual visioning session. In February 2025, 20 leaders and individual contributors met
to align on future-state goals and operational metrics. In April 2025, this alignment progressed
through a three-day, in-person summit that brought together 22 technology partners across 16
core enterprise platforms with Thrasio’s executive leadership and department heads. To
operationalize the enterprise vision, the team focused on a 'transformation through
simplification.'

This approach established the necessary foundation for change and defined the three key
strategies that guided the initiative:
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Aggressive Consolidation

By retiring 94 platforms across the enterprise through vendor consolidation, Thrasio reduced
overall tool sprawl by 40%. 27 of those platforms were deprecated by optimizing Google’s core
stack for analytics, reporting, and Al capabilities which reduced executive reporting latency,
eliminated parallel data pipelines, and centralized platform ownership under a single operating
model. 7 legacy cybersecurity tools were replaced by Microsoft Defender with Intune, reducing
vendor count, license overlap, and security management overhead. These are 2 examples of
the technology consolidation that resulted in the $5.9M in technology savings.

Deepening Platform Utilization

By right-sized licenses by 56% across core enterprise platforms, Thrasio reduced cost per
active user by 53% while increasing feature utilization to 87% through workflow redesign.
Consolidated fragmented workflows into native platform capabilities, reducing dependency on
shadow tools and lowering operational friction across teams.

Ending the "Build vs. Buy" Trap

By eliminating 100% of internally built tools (52 systems), Thrasio avoided $2.5M in annual
maintenance costs. Core data and operational workflows were consolidated into enterprise
platforms managed by a 5-person team, dramatically lowering operational risk while improving
scalability and vendor accountability.

Core System Capabilities Absorbed / Operationalized Tools Retired
Google E.nte.rprlse analy.tlcs, executive reporting, date} 27
pipelines, cloud infrastructure, and collaboration
NetSuite Natlve.flnance, accounting, procurement, and 23
operational workflows
Amazon marketplace operations and retail media
Pacvue . 15
execution
Microsoft Defender Endpoint security, device management, email 7
with Intune security, and data protection
The Impact

By executing a radical system of transformation through simplification, Thrasio achieved
immediate and measurable results by reducing operating costs, eliminating structural risk, and
restoring clarity across the technology and operating environment.
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Impact Areas Previous State Current State Reduction

Financial Impact $10.5M $4.6M 56%

Annual software costs

Operational Impact 52 0 100%

Inventory of internally-built applications

Infrastructure Impact 235 141* 94

Inventory of vendors and applications

*On track to reach 73 total systems by 2027

Conclusion

Thrasio’s transformation demonstrates that true resilience is achieved through clarity,
ownership, and speed. By treating simplification as a core operating principle rather than a
one-time correction, the company rebuilt trust in its systems while cutting annual software spend
by 57%, retiring 94 platforms, and eliminating all 52 internally built tools, all without incurring a
single materially significant operational disruption. Thrasio went from bankruptcy in February
2024 to its first ever month of profitability in April 2025. Since then it has continued to look up.
Thrasio finished 2025 profitable.

This discipline enabled technology to shift from a source of risk and drag to a durable,
Al-enabled operating system, which reduced its vendor ecosystem from 235 to 141 systems,
strengthened accountability through platform ownership, and created an infrastructure capable
of supporting profitable growth.

Thrasio is now designed to scale purposefully, adapt continuously, and endure as a modern,
execution-driven CPG business.

"Growth alone does not create durability. The ability to simplify - deliberately and decisively - is
what enables a company to endure.”
~ Gershwin Exeter, Chief Experience Officer
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