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Executive Summary 
Many organizations believe their technology spending is under control because budgets are being 
met, and systems are operational. 

However, the largest IT expenses are often hidden beneath the surface. 

As businesses continue expanding cloud services, cybersecurity investments, remote work 
capabilities, and digital operations, unseen technology waste can quietly consume thousands or 
even hundreds of thousands of dollars annually. 

The good news is that most of these cost leaks can be identified and corrected without major 
technology investments. 

This executive brief highlights seven of the most common IT cost leaks affecting small and mid-
sized businesses today and provides strategic recommendations for addressing them before they 
impact profitability and growth in 2027. 

 

Cost Leak #1: 
Unused Software Licenses 
Many organizations continue paying for: 

• Former employee accounts  
• Duplicate software subscriptions  
• Unused SaaS platforms  
• Excess Microsoft 365 licenses  
• Legacy applications no longer in use  
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Warning Signs 

• Multiple departments purchasing software independently  
• No quarterly license reviews  
• Inactive user accounts remain active  

Potential Impact 

Organizations often discover 10–30% of software spend is unnecessary. 

SevenCore Recommendation 

Conduct a quarterly software and license utilization review to eliminate unused subscriptions and 
consolidate platforms where possible. 

 

Cost Leak #2: 
Vendor Contract Overlap 
Over time businesses acquire multiple vendors providing similar services. 

Examples include: 

• Multiple cybersecurity tools  
• Duplicate backup solutions  
• Overlapping cloud services  
• Several monitoring platforms  

Warning Signs 

• Multiple invoices for similar services  
• Different departments using different vendors  
• Limited visibility into vendor contracts  

Potential Impact 

Redundant services increase operational costs while creating unnecessary complexity. 

SevenCore Recommendation 

Perform an annual vendor rationalization assessment and identify opportunities for 
consolidation. 
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Cost Leak #3: 
Aging Infrastructure 
Old technology often appears to be less expensive because it has already been purchased. 

Unfortunately, aging systems typically create: 

• Increased downtime  
• Higher maintenance costs  
• Security vulnerabilities  
• Reduced employee productivity  

Warning Signs 

• Hardware older than 5 years  
• Frequent support incidents  
• Performance complaints from users  

Potential Impact 

The indirect costs of downtime often exceed replacement costs. 

SevenCore Recommendation 

Develop a multi-year infrastructure refresh roadmap aligned with business priorities. 

 

Cost Leak #4: 
Shadow IT 
Employees frequently adopt technology solutions without IT oversight. 

Examples include: 

• File sharing applications  
• Collaboration platforms  
• AI tools  
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• Cloud storage accounts  
• Project management software  

Warning Signs 

• Departments using unapproved tools  
• Unknown software expenses  
• Data stored outside approved systems  

Potential Impact 

Shadow IT increases security risks while creating hidden subscription expenses. 

SevenCore Recommendation 

Establish governance processes and approved technology standards while providing business 
units with approved alternatives. 

 

Cost Leak #5: 
Inefficient Unified Communications 
Many businesses continue paying for communication systems that no longer fit their operational 
needs. 

Examples include: 

• Excess phone lines  
• Underutilized VoIP services  
• Legacy telecom contracts  
• Redundant conferencing platforms  

Warning Signs 

• Multiple communication platforms  
• Raising telecom invoices  
• Limited reporting on utilization  

Potential Impact 

Telecommunications expenses can quietly increase year after year without review. 
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SevenCore Recommendation 

Conduct a VoIP and Unified Communications assessment to identify optimization opportunities. 

 

Cost Leak #6: 
Reactive Cybersecurity Spending 
Organizations often spend heavily after a security incident instead of proactively managing risk. 

This typically results in: 

• Emergency consulting costs  
• Regulatory penalties  
• Downtime expenses  
• Recovery costs  

Warning Signs 

• No cybersecurity roadmap  
• No formal risk assessments  
• Limited security metrics  

Potential Impact 

The cost of recovery frequently exceeds the cost of prevention. 

SevenCore Recommendation 

Perform regular cybersecurity and operational risk evaluations to identify vulnerabilities before 
incidents occur. 

 

Cost Leak #7: 
Lack of Strategic IT Planning 
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The most expensive cost leak is often the absence of a technology strategy. 

Without a roadmap, organizations tend to: 

• Make reactive purchases  
• Overbuy technology  
• Delay critical investments  
• Accumulate technical debt  

Warning Signs 

• No technology roadmap  
• No IT governance process  
• Technology decisions driven solely by immediate needs  

Potential Impact 

Technology investments become fragmented and increasingly difficult to manage. 

SevenCore Recommendation 

Develop a strategic technology roadmap that aligns infrastructure investments with business 
objectives over the next 1–3 years. 

 

Key Takeaways 
Before 2027, every business should ask: 

✓ Are we paying for software nobody uses? 

✓ Do we have overlapping vendors or services? 

✓ Is aging infrastructure increasing operational costs? 

✓ Are employees creating Shadow IT risks? 

✓ Is our communications environment optimized? 

✓ Are we managing cybersecurity proactively? 

✓ Do we have a strategic technology roadmap? 
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Organizations that address these questions typically reduce waste, improve operational 
efficiency, strengthen security, and gain greater visibility into their technology environment. 

 

How SevenCore Can Help 
Seven Core IT Strategy Group helps organizations identify technology waste, reduce risk, 
optimize infrastructure, and build practical technology roadmaps that support business growth. 

SevenCore Services 

• IT Infrastructure Assessments  
• Technology Waste & Cost Leak Analysis  
• VoIP & Unified Communications Reviews  
• Cybersecurity & Operational Risk Evaluations  
• IT Budget & Vendor Analysis  
• Infrastructure Consolidation Planning  
• Strategic Technology Roadmaps  
• Fractional CIO Services  

 

Contact SevenCore 

Seven Core IT Strategy Group, LLC 
consulting@7corestrategy.com 

www.7CoreStrategy.com 
"Turning Technology Complexity into Strategic Advantage." 
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