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Technical debt isn’t always visible—but it is always costly. As systems age,
software stacks expand, and departments pursue quick fixes, technical
inefficiencies begin to accumulate. Over time, these inefficiencies reduce
agility, increase risk, and drain IT budgets.

This whitepaper is designed to help IT leaders:
Identify both visible and hidden technical debt in their organizations
Quantify the business impact of that debt
Prioritize remediation efforts based on strategic value and effort required

Whether you're looking to modernize legacy systems or simply clean up
underutilized software, this guide provides the frameworks and tools to
communicate priorities effectively and act decisively.
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What Hidden Tech Debt Looks Like
Technical debt isn’t just about old code. It hides in plain sight across SaaS
platforms, user workflows, and internal processes. 

Key examples include:
Duplicate software tools (e.g., Zoom AND Teams)
Undertrained users using tools inefficiently
Shadow IT purchases outside central IT visibility
Manual or semi-automated workflows

Where to Investigate
Look in these areas for hidden inefficiencies:

Microsoft 365 Suite: Are you paying for SurveyMonkey when Forms
would suffice? Using Notion instead of Loop?
SaaS Subscriptions: Audit recurring costs for redundant or unused
licenses.
Process Documentation: Are critical workflows still undocumented or
manual?

Key Diagnostic Questions
Are users trained in the tools provided?
Are redundant tools being purchased?
Is IT spending aligned with actual usage patterns?

Pro Tip: Use your M365 admin center to run usage reports. You may be
surprised by what you find.
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Framework for Strategic Impact
To calculate the business cost of tech debt, assign a 0-4 score to each of the
following categories:

Loss of Revenue
Loss of Productivity
Operating Costs
Compliance Risk
Strategic Value
Flexibility & Agility
Health/Safety Risk

Example: A system that frequently crashes may cause major productivity
losses and compliance issues, scoring high across multiple categories.

Communicating Up the Chain

Executives don’t care about outdated code—they care about business risk
and revenue. 
Frame your pitch accordingly:

Tie high-impact debt to measurable business outcomes
Highlight cost savings from consolidation
Stress competitive advantages from increased agility

Total Strategic Impact Score

Add up the scores across all categories. Use the total to guide urgency:
0–7 = Low Impact
8–16 = Medium Impact
17–28 = High Impact

Interpret this score as a strategic signal: the higher the score, the more
urgent the need for resolution.
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The Tech Debt Matrix
Use a two-axis matrix to plot items:

Y-axis: Business Impact (your score from Section 2)
X-axis: Effort to Resolve (low to high based on time, cost, and complexity)

Quadrants:
Quick Wins: High impact, low effort (tackle these first)
High Priorities: High impact, high effort (justify investment)
Refactor Later: Low impact, high effort (schedule for future)
Defer or Drop: Low impact, low effort (low priority)

Estimating Effort
Evaluate:

In-house vs. outsourced work
Dependency complexity
Business disruption

When Items Straddle Categories
Add up the scores across all categories. Use the total to guide urgency:

0–7 = Low Impact
8–16 = Medium Impact
17–28 = High Impact

Interpret this score as a strategic signal: the higher the score, the more
urgent the need for resolution.

Planning the Roadmap

Evaluate:
In-house vs. outsourced work
Dependency complexity
Business disruption
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Technical debt is inevitable, but unmanaged debt is dangerous. 

By uncovering hidden inefficiencies, scoring their impact, and prioritizing
based on strategic value, IT leaders can:

Drive smarter investments
Eliminate waste
Reduce risk
Enable future innovation

Ready to take control of your technical debt? 

Schedule a free discovery call with Dataprise experts by calling 1-888-519-
8111  and get a custom roadmap tailored to your IT environment.


