
Start with Your Critical Systems
Identify which systems are essential to your
operations—email, CRM, inventory, financials,
ecommerce, etc. A disruption here can bring
your business to a halt.

Understand the Hourly Cost of Labor
Include wages, benefits, and overhead to get
the true hourly cost per employee. This is your
baseline for measuring downtime impact.

Quantify the Scope
Determine how many employees are affected
and for how long. Even a one-hour outage
across ten users adds up quickly.

Account for Lost Productivity
It's not just about complete outages. Slow
systems and recurring issues lead to missed
deadlines, idle time, and lost efficiency.

How Much Is That Downtime, Delay, or Security Risk Costing You?

The Cost of an IT Problem

Factor in Revenue Disruption
Estimate lost sales or production during
downtime. Consider missed deals,
abandoned transactions, or stalled output.

Measure Customer Impact
IT problems erode trust. Account for lost
customers, reduced satisfaction, and the
long-term value of relationships you may
never recover.

Don’t Overlook Brand Damage
Negative press, online reviews, and
diminished trust can result in future revenue
loss. Recovery often requires marketing or PR
investments.

Add It All Up
Your total cost = labor + productivity +
revenue + customer loss + reputation
damage. The true impact is likely far greater
than just a tech repair bill.

Even minor IT issues can create major business disruption. Use this quick worksheet to
estimate the real cost of technical problems across labor, productivity, lost revenue, customer
churn, and reputation.

How to Estimate the True Cost of an IT Problem
Every business experiences IT issues—but few truly understand what they cost. Here's how to identify and
calculate the full financial impact:
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The Cost of an IT Problem

Metric Value Notes

Hourly Cost of Labor per User $_________ Include wages, benefits, and overhead

Number of Affected Users _________ Count impacted users during IT issue

Duration of Downtime (hours) _________ Estimate per event or average outage

Number of Downtime Events Annually _________ Estimate based on historical data

Subtotal: Labor Cost of Downtime $_________ Hourly Cost × Users × Duration × Events

Metric Value Notes

% of Productivity Lost (est.) _______% Even if systems are up, users may be less productive

Average Daily Revenue per Employee $_________ Optional: estimate based on role or department

Total Workdays Affected _________ Could be based on interruptions, not full outages

Subtotal: Productivity Loss $_________ % Lost × Daily Revenue × Days × Users

Section 1: Direct Labor & Downtime Costs

Section 2: Lost Productivity & Delays

Metric Value Notes

Average Revenue per Hour $_________ Based on your business model

Total Hours of Business Disruption _________ Could include non-employee impact (e.g., website down)

Number of Opportunities Lost _________ Missed deals due to tech failure or delays

Estimated Revenue per Lost Opportunity $_________ Use average deal size or known opportunity loss

Subtotal: Revenue Impact $_________
(Revenue/Hour × Hours) + (Opportunities Lost ×
Revenue/Deal)

Section 3: Revenue Impact
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The Cost of an IT Problem

Metric Value Notes

Number of Customers Lost _________ Estimate from churn post-incident

Lifetime Revenue per Customer $_________ Average Customer Lifetime Value (CLV)

Customer Retention Cost (make-good offers, refunds, etc.) $_________ PR, discounts, credits, or apologies

Subtotal: Customer Impact $_________
(Customers Lost × CLV) +
Retention Cost

Section 4: Customer Impact

Metric Value Notes

Marketing/PR Recovery Budget $_________ Cost to rebuild trust, mitigate bad reviews

Estimated Lost Business from Reputation Impact $_________
Estimate based on past churn or failed
acquisition

Subtotal: Brand Damage
$________
_

Sum

Component Amount

Labor Cost of Downtime $_________

Productivity Loss $_________

Revenue Impact $_________

Customer Impact $_________

Reputation Damage $_________

Total Annual Cost $_________

Section 5: Reputation & Brand Damage

Section 6: Total Annual Cost of IT Problems
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Category Item Est. Monthly Cost Est. Annual Cost Notes

Personnel

IT Manager / Director $ $ Salary + benefits

System Administrator $ $ Required for server
and network upkeep

Helpdesk
Technician(s)

$ $ 1 Full-Time technician
for every 50

l
Security Analyst (if in-
house)

$ $ Optional, but critical
for modern orgs

Tools &
Infrastructure

Remote Monitoring &
Management

$ $ RMM tool cost

Backup & Disaster
Recovery

$ $ Hardware, software,
off-site storage

Cybersecurity Tools $ $ AV, EDR, firewalls,
email filtering, etc.

Licensing (M365, SaaS,
etc.)

$ $ May include software
suite & tools

Training &
Compliance

Staff training (annual) $ $ Security awareness,
tools, onboarding

Regulatory
compliance efforts

$ $ HIPAA, SOC2, NIST, etc.

Total Costs $ $

Company Size Avg. Internal IT Cost Avg. MSP Cost

25 Users $150K–$250K/yr $36K–$60K/yr

50 Users $300K–$500K/yr $75K–$120K/yr

100 Users $600K+/yr $150K–$250K/yr

If IT isn’t your core competency, building your own
department can cost more, take longer, and expose
your business to more risk than partnering with a
strategic IT provider. Use the worksheet below to
calculate and see the difference in cost and value for
yourself.

When IT is Not Your Core Competency

The Cost of Building an
Internal IT Department

Section 1: Direct Costs

Cost Comparison: MSP vs. Internal IT

Takeaways:

Total estimated internal IT cost per year: $______
Total estimated MSP cost per year: $_______
Savings / Strategic Gain: $_______
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Category Cost Type Impact / Risk

Hiring & Retention
Recruiting costs Time and cost to find experienced IT staff

Turnover risk Can lose critical knowledge overnight

Downtime & Productivity
Unplanned outages Lost revenue and productivity

Internal support delays Bottlenecks when understaffed

Security Risks Breach or ransomware incident Potential six-figure+ financial impact

Compliance Audit failure or fines Legal and reputational risk

Focus & Opportunity Cost
Leadership distraction Time not spent on core business strategy

Lack of innovation velocity Slow tech adoption limits competitiveness

Factor In-House IT Outsourced IT Provider (MSP)

Cost Predictability Variable / Increasing Fixed, scalable monthly pricing

Security Coverage Inconsistent / Resource-limited Enterprise-grade security stack

24x7 Support Rare without shift teams Included

Vendor Management Handled internally Managed by MSP

Strategic Guidance Limited to staff knowledge vCIO + team with broad experience

Compliance & Documentation DIY effort Structured and repeatable process

Scalability Hiring-dependent On-demand scalability

Section 2: Hidden & Opportunity Costs

Section 3: Comparison – In-House vs. Outsourced IT

When IT is Not Your Core Competency

The Cost of Building an
Internal IT Department
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A 15-Year Evolution in Business Technology Strategy
Over the past decade and a half, businesses have transformed how they adopt and manage technology. What
began as a preference for in-house control has shifted dramatically toward cloud-based, scalable, and cost-
effective “as-a-service” solutions. Voice communications, CRM systems, and now managed IT services have all
followed a similar adoption curve—each one moving from skepticism to strategic trust.

Voice & CRM: From Doubt to Dependence
By 2025, Voice and CRM platforms are no longer seen as risks—they’re strategic assets. Businesses have widely
adopted UCaaS and SaaS CRM platforms to gain flexibility, mobile accessibility, and security, leaving behind
expensive hardware, manual upkeep, and disconnected tools.

Managed IT: The Next Big Shift
Managed IT and security services are now going through the same transformation. More companies are
choosing Managed Service Providers (MSPs) over internal IT departments to reduce costs, ensure compliance,
and access modern expertise. The result? Better focus on core business priorities—and stronger IT performance.

Stage CRM Systems Voice Communications Managed IT Services

2010 Starting Point Excel or custom tools, no cloud
On-prem PBX, high costs, no
mobility

Manual patching, fully in-house
IT

Pre-Adoption Fears
Privacy, disruption,
customization

VoIP reliability, control loss Cloud mistrust, lock-in concerns

Evaluation Phase Integration needs, SaaS appeal Remote work, cost pressure
Compliance demands, skills
shortage

2025 Adoption ~71% using CRM platforms ~72% using UCaaS ~65% using MSPs

2025 Innovation AI analytics, no-code CRMs
AI voice tools, CPaaS, mobile-
first

Zero-trust, Quest platforms, full
MSPs

Parallel Technology Journeys: 2010 - 2015

IT: From In-House to
As-a-Service
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