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Mid-market organizations operate in a unique position of 

complexity. They have outgrown the scrappy, off-the-shelf 

solutions typical of smaller companies, yet they lack the 

enterprise-scale budgets and specialized talent pools 

available to Fortune 500 firms. Research shows that 93% 

of mid-market organizations are currently experiencing IT 

skills shortages, with particular gaps in cloud infrastructure, 

cybersecurity, and advanced systems management. These 

gaps don’t simply represent staffing inconveniences—they 

represent business risk. When IT teams are stretched 

across reactive support, compliance management, and 

infrastructure maintenance simultaneously, strategic 

initiatives stall, security posture weakens, and turnover 

accelerates.[1][2][3][4]

The traditional hiring approach compounds this problem. 

Recruiting specialized talent takes 6-12 months, costs 

$50,000-$100,000+ per position, creates retention chal-

lenges, and requires ongoing training investment. Addition-

ally, some skill areas—threat hunting, cloud architecture, 

disaster recovery planning—may only be needed episod-

ically, making full-time hires economically unjustifiable. 

Organizations that attempt to address these challenges 

through reactive crisis management face downtime costs 

of $5,600 per minute and the persistent risk of extended 

business interruption. For mid-market companies, this 

equation is unsustainable.[4][5]

The co-managed IT services model reframes this challenge 

by positioning external expertise as a strategic extension of 

internal teams rather than a replacement. However, not all 

co-managed providers deliver equivalent value. The critical 

differentiator is standardization and repeatability on the 

provider side. A mature co-managed provider anchors 

delivery around standardized playbooks, architectures, 

and tools that are proven, repeatable, and efficient—then 

tailors these standards to each customer’s specific envi-

ronment. This approach delivers three primary business 

outcomes: operational resilience through 24/7 monitoring 

and proactive management, strategic capacity for tech-

nology modernization and compliance initiatives, and 

scalable security that grows with organizational needs. 

Critically, standardization enables the provider to deliver 

these outcomes reliably and cost-effectively, which directly 

translates to value for the customer.[6][7]

E X E C U T I V E  S U M M A R Y

The Mid-Market IT 
Challenge and the  
Standardization  
Imperative
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1.1 The IT Staffing and Skills Gap Crisis 
Mid-market IT teams operate under constant pressure to 

deliver enterprise-class capabilities with a fraction of enter-

prise-scale resources. The 2025 Node4 Mid-Market Report 

reveals that talent retention (29%) and talent shortage (23%) 

are the top workforce challenges, significantly outpacing 

concerns about employee motivation or training. This staffing 

crisis extends beyond simple headcount shortages—it 

reflects a fundamental mismatch between the specialized 

skills required for modern IT infrastructure and the availability 

of qualified professionals in the hiring market.[8]

The technical skills gap has widened dramatically. Cyber-

security, cloud infrastructure, data protection, and compli-

ance management have become specialized disciplines 

requiring deep expertise, yet mid-market organizations 

typically employ generalist IT staff who must cover all 

these areas simultaneously. A typical mid-market IT de-

partment consists of 4-8 professionals responsible for 

helpdesk support, server maintenance, network man-

agement, security, cloud operations, and compliance—all 

functions that large enterprises dedicate entire teams to. 

When specialized roles (security engineer, cloud architect, 

database administrator) remain unfilled for 6+ months, the 

business experiences compounding risk exposure.[1][4]

The recruitment challenge is multifaceted. First, talent 

acquisition times have extended from 2-3 months to 

6-12 months for specialized roles. Second, compensation 

demands have escalated beyond mid-market budget 

capacity—cybersecurity engineers now command 

$120,000-$180,000+ annually, significantly above typical 

mid-market salary bands. Third, retention remains chal-

lenging—even after successful recruitment, mid-market 

organizations experience 30-40% annual turnover in 

technical roles due to limited career progression and 

advancement opportunities. Organizations attempting to 

solve this through emergency consulting engagements 

face costs of $200-$400/hour for specialized expertise, 

making this approach economically untenable for 

sustained operational needs.[4]

1.2 Extra Capacity Without Permanent Headcount 
The mid-market growth trajectory creates unpredictable IT 

demands. A new office opening, a major customer acqui-

sition, a product launch, or a technology migration can 

double infrastructure requirements overnight. Traditional 

staffing approaches leave organizations in a bind: hire for 

peak capacity and waste budget during baseline periods, 

or underprepare and face operational crises during growth 

moments.[2][9][10]

Data from consulting firm BCG indicates that mid-mar-

ket organizations invest fewer resources in technology 

strategy and innovation than larger enterprises, creating 

a “perpetual catch-up” dynamic. Infrastructure modern-

ization initiatives compete for IT attention with firefighting 

activities, resulting in delayed cloud migrations, legacy 

system dependencies, and fragmented technology stacks. 

When IT teams spend 60-70% of their time on reactive 

maintenance and support, only 30-40% remains for 

strategic initiatives—creating a compound disadvantage 

versus larger competitors who can allocate proportionally 

more resources to innovation.[1][11]

The economic model breaks down further when consider-

ing specialized, temporary needs. A mid-market organiza-

tion implementing a complex cloud migration may require 

dedicated cloud architects for 6-12 months, but cannot justify 
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permanent hiring. Similarly, a regulatory compliance initiative 

(HIPAA, PCI-DSS, NIST) may demand specialized expertise for 

3-4 months during initial implementation. The co-managed 

model addresses this through flexible resource allocation—

organizations scale support up and down based on actual 

needs without permanent staffing commitments.[4][6]

1.3 Cybersecurity as an Affordable Service Layer 
Mid-market organizations face disproportionate cybersecu-

rity risk exposure. According to 2025 data, 67% of mid-mar-

ket organizations report moderate-to-critical cybersecurity 

skills gaps, and 86% experienced at least one cyber breach 

in 2024, with over half attributing breaches to lack of 

security skills or training. Mid-market companies face dis-

proportionate targeting—41.53% of all ransomware attacks 

target mid-sized organizations (101-1,000 employees), yet 

only 41% successfully defend against these attacks. This 

creates a dangerous gap: organizations face sophisticated, 

well-resourced threat actors while employing IT staff with 

limited security specialization.[12][13][14][15][16]

Building an internal Security Operations Center (SOC) is 

financially prohibitive for mid-market organizations. A basic 

in-house SOC requires 3-5 dedicated security professionals 

($300,000-$500,000+ annually), 24/7 staffing coverage in-

frastructure, SIEM and monitoring tools ($50,000-$100,000+ 

annually), and ongoing threat intelligence subscriptions. 

Small organizations lack the incident volume to justify this 

investment, and even mid-market organizations find that 

traditional SOC economics don’t work until they reach ap-

proximately 2,000+ employees and $250M+ revenue.[17][18]

The consequences of inadequate security are severe. 37% 

of all cybersecurity breaches now involve ransomware, 

with average ransom demands reaching $2.2M in 2024 and 

median ransom payments around $1.0M in 2025. Orga-

nizations without mature incident response capabilities 

face not just immediate financial impact but extended 

downtime, regulatory investigation, reputation damage, 

and customer trust erosion. For mid-market organizations 

operating on tighter margins, a single material breach can 

threaten business viability.[19][20][21]

1.4 Data Protection and Disaster Recovery: From 
Optional to Essential  

Mid-market organizations have historically underinvested 

in data protection and disaster recovery, often treating 

these as insurance policies rather than operational ne-

cessities. This mindset is increasingly dangerous. 67% of 

ransomware attacks target mid-market organizations, and 

60% of businesses experiencing major data loss shut down 

within 6 months. The data reveals the stakes: organiza-

tions cannot simply rebuild from ransomware attacks or 

extended system failures.[22]

The data protection challenge is multifaceted. First, 

mid-market organizations typically have complex hybrid 

infrastructures combining on-premises systems, multiple 

cloud platforms (Azure, AWS, Microsoft 365), SaaS applica-

tions, and local devices. Implementing consistent backup 

and recovery policies across these diverse environments 

exceeds the technical capability of many mid-market IT 

teams. Second, backup and disaster recovery tradition-

ally required substantial capital investment—dedicated 

backup appliances, off-site storage, redundant infrastruc-

ture—making comprehensive protection economically 

unattractive for many organizations.[22]

The technical sophistication required for modern backup 

is substantial. Advanced ransomware attacks use “double 

extortion” tactics (70% of 2024 attacks), stealing data 

before encryption to create additional extortion pressure. 

Organizations need immutable backups that prevent 

ransomware from corrupting recovery data, geo-redundant 

storage across multiple regions, rapid recovery capabilities 

enabling near-zero downtime, and ransomware detection 

mechanisms that identify anomalous backup behavior. 

These capabilities require expertise and specialized tools 

that most mid-market organizations lack.[23][22]

Compliance frameworks mandate specific disaster 

recovery and business continuity requirements. Orga-

nizations must demonstrate that backup and recovery 

systems meet defined Recovery Time Objectives (RTO) 

and Recovery Point Objectives (RPO), that recovery proce-

dures are tested regularly, and that detailed documentation 

exists proving compliance. Mid-market IT teams often lack 

the specialized knowledge to implement these frameworks 

effectively, leading to compliance gaps that create audit 

exposure and regulatory risk.[24][25]
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2.1 Defining Co-Managed IT Services 
Co-managed IT services represent a collaborative opera-

tional model where internal IT teams and external service 

providers work together across defined domains of respon-

sibility. Unlike fully outsourced managed services (where 

an MSP replaces the internal IT function) or traditional 

consulting (where external firms recommend changes for 

internal teams to implement), co-managed services blur 

these lines intentionally. Internal teams retain strategic 

control, decision-making authority, and governance 

oversight, while the external provider supplies 24/7 opera-

tional coverage, specialized expertise, advanced tools, and 

scalable resources.[4][6][7][26]

Research shows that over 63% of businesses use co-man-

aged services to enhance their IT security without overbur-

dening their internal staff. The model works particularly well 

for mid-market organizations because it preserves existing 

institutional knowledge while supplementing capacity and 

capability gaps. An internal IT manager continues directing 

technology strategy and prioritization, but instead of imple-

menting all changes personally, the manager can leverage 

external specialists for execution. This allows the internal 

INFRASTRUCTURE MANAGEMENT

Internal Team
•	 Daily Support
•	 Change Requests
•	 On-Site Work
•	 Tier 1 Ticketing

MSP Partner
•	 24/7 Monitoring
•	 Tier 2/3 Support
•	 Cloud Infrastructure
•	 Capacity Planning
•	 Patches & Updates

DATA PROTECTION AND DR

Internal Team
•	 Backup Policy Definition
•	 Recovery Testing
•	 RTO/RPO Approval
•	 Incident Escalation

MSP Partner
•	 Backup Implementation
•	 Monitoring & Verification
•	 Recovery Execution
•	 24/7 Availability
•	 Ransomware Defense

CYBERSECURITY AND CYBERCOMPLIANCE

Internal Team
•	 Policy Governance
•	 Incident Response Coordination
•	 Compliance Oversight
•	 Employee Tracking

MSP Partner
•	 24/7 SOC Monitoring
•	 Threat Detection
•	 Vulnerability Management
•	 Audit Support
•	 Compliance Reporting

S E C T I O N  2
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team to focus on business-critical initiatives while routine 

operations continue efficiently.[6][7]

However, the critical success factor is standardization 

on the provider side. A mature co-managed provider does 

not build custom solutions for each customer. Instead, the 

provider operates from a proven, standardized platform—

common monitoring tools, repeatable security archi-

tectures, standardized backup topologies, consistent 

runbooks and operating procedures. This standardization 

is not rigid inflexibility; rather, it is the disciplined founda-

tion that enables reliability, speed, cost efficiency, and 24/7 

operational capability. The art of co-managed partnership 

is in configuring this standardized platform to each cus-

tomer’s unique business, regulatory, and technical environ-

ment—not reinventing the platform for every engagement.

The co-managed model delivers value in several ways:

Operational Continuity: External providers supply 24/7 

monitoring, alerting, and incident response capabilities, 

eliminating the on-call burden from internal staff and 

ensuring issues receive attention even outside standard 

business hours. This is only feasible if the provider operates 

a standardized toolset and procedures that can be staffed 

efficiently across a large customer base.

Specialized Expertise On-Demand: Rather than hiring 

permanent specialists, organizations access expertise as 

needed. A cloud migration project gets dedicated archi-

tects for 6-12 months, then those resources shift to other 

customers. A compliance initiative receives dedicated 

expertise during implementation, then transitions to 

maintenance mode. This flexible expertise model depends 

on the provider having established methodologies and 

playbooks that engineers can quickly operationalize in new 

environments.[27]

Flexible Resource Allocation: As business demands 

fluctuate, external support scales up and down accord-

ingly. During merger integration or new office launches, 

support increases. During stable periods, support baseline 

adjusts to standard operations levels. Organizations pay 

for capacity consumed rather than permanent headcount. 

Standardization enables the provider to scale efficiently 

without losing operational quality.[28][6]

Proactive vs. Reactive Operations: External providers 

implement continuous monitoring and preventive mainte-

nance, shifting operational models from reactive firefight-

ing to proactive issue prevention. This reduces downtime, 

emergency expenses, and staff burnout. Standardized 

monitoring configurations, alert hierarchies, and remedi-

ation playbooks enable consistent proactive operations 

across all customers.[5][7][27]

2.2 The Standardization-Customization Balance:  
Core Operating Principle  
The most successful co-managed partnerships distinguish 

clearly between standard controls (provider-enforced, 

consistent across all customers) and customer-specific 

customizations (limited, intentional, carefully managed). 

This balance prevents customization from eroding service 

quality while acknowledging legitimate business differences.

What Should Be Standardized (Non-Negotiable 
Provider Standards):

•	 Tool stack: Monitoring platform, ticketing system, 

backup infrastructure, EDR/SIEM, ITSM systems. The 

provider selects best-of-breed tools and operates them 

at scale. Customers do not negotiate tool selection; they 

plug into the provider’s standard stack.

•	 Security baselines: MFA enforcement, patch cycles, 

baseline firewall rules, identity and access policies, 

logging and retention requirements. These are security 

controls that protect both the customer and the provid-

er’s infrastructure. Deviations require documented risk 

acceptance.

•	 Operational runbooks: Procedures for system pro-

visioning, patch management, backup verification, 

incident triage, change management, onboarding/off-

boarding. Standardized runbooks ensure consistency 

and enable 24/7 staffing without loss of quality.

•	 Compliance baseline: Minimum compliance controls 

required by the provider’s own risk framework (SOC 2 

Type II, ISO 27001, HIPAA BAA). These are not negotiable 

and ensure the provider operates with integrity.

•	 Reference architectures: Preferred designs for network 

segmentation, identity and access, cloud landing zones, 

backup topology, disaster recovery procedures. These are 

proven designs built from years of operational experience.
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What Should Be Customizable (Customer-Specific 
Configuration):

•	 Service scope: Which systems fall under co-managed 

support vs. which remain fully internal. Some organiza-

tions maintain certain legacy systems or highly special-

ized applications in-house.

•	 Criticality and RTO/RPO: Which applications are Tier 1 

(near-zero downtime required), Tier 2 (hours acceptable), 

or Tier 3 (days acceptable). Recovery objectives vary by 

business service.

•	 Regulatory exceptions: Industry-specific compliance 

requirements. The provider’s baseline compliance is 

enhanced for industry specifics.

•	 Integration points: How co-managed services 

integrate with existing IT service management (ITSM), 

configuration management databases (CMDB), or 

internal DevOps pipelines.

•	 Communication and escalation: Specific internal 

stakeholders for incident escalation, communication 

preferences, escalation timing.

•	 Legacy system support: Limited support for non-stan-

dard systems that will be sunset. Typically time-bound 

(e.g., “we’ll support this legacy ERP for 18 months while 

you migrate”).

The key principle: Customize the “what and where,” not 

the “how.” The provider determines how monitoring, 

patching, backup, and incident response are executed. 

Customers determine which systems receive those 

services, their priority levels, and how they integrate with 

the customer’s organization.

The most successful 

co-managed partnerships 

distinguish clearly 

between standard controls 

and customer-specific 

customizations.
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S E C T I O N  3 

Service Delivery Model  
and Operational Framework

3.1 Value Delivery Framework: Aligned to Customer 
Business Outcomes

Effective co-managed partnerships are ultimately 

measured not by whether response time thresholds were 

met, but by whether IT operations meaningfully advance 

the customer’s business. A narrow focus on contractual 

metrics—tickets closed, uptime percentages, patch cycle 

completion—can create a false sense of partnership 

success while the organization’s actual priorities go unad-

dressed. The more durable measure of co-managed value 

is whether the partnership is helping the customer grow, 

operate more efficiently, reduce risk, and compete more 

effectively in their market.

The best approach to value delivery begins with a struc-

tured business outcomes conversation at the start of every 

engagement—and revisits that conversation consistently 

throughout the partnership. Key questions include: Where 

is the business trying to go in the next 12-24 months? What 

IT limitations are currently slowing that progress? What 

does “IT working well” actually look like for your organiza-

tion’s leadership? The answers to these questions become 

the north star for how co-managed services are scoped, 

prioritized, and refined over time.

Defining and Documenting Desired Business Outcomes 
Every co-managed engagement should begin with a 

structured outcomes alignment process. During onboard-

ing, customer stakeholders—including both IT leadership 

and business leadership where possible—identify and 

document the specific outcomes the organization is trying 

to achieve. Common outcome categories for mid-market 

organizations include:

•	 Operational stability: Reducing unplanned downtime, 

minimizing disruptions to business-critical workflows, 

and ensuring consistent end-user productivity

•	 Security and risk reduction: Achieving measurable 

improvements in security posture, reducing breach 

exposure, and meeting compliance obligations without 

consuming disproportionate internal IT capacity

•	 Strategic initiative enablement: Creating capacity 

for internal IT teams to drive cloud migrations, system 

modernizations, or digital transformation projects that 

have stalled due to operational workload

•	 Scalability: Ensuring IT infrastructure and support 

capacity can grow with the business without propor-

tional headcount investment

These outcomes are documented in a shared success 

plan—a living document maintained throughout the 

engagement—and serve as the reference point for every 

operations review and strategic planning conversation.

Outcome-Oriented Operations Reviews 
Emerge structures its monthly and quarterly business 

reviews around business outcomes, not just operational 

metrics. While operational data (monitoring coverage, 

incident volumes, security scan completion) provides 

important context, the central discussion focuses on 

progress toward the customer’s documented outcomes. 

Are security gaps closing? Is the internal IT team spending 

more time on strategic priorities? Has system reliability 

improved in ways that the business actually notices?

This approach shifts the conversation from reporting to 

problem-solving. When metrics suggest drift from desired 

outcomes, reviews become a forum for diagnosing root 
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causes and adjusting service delivery accordingly—not just 

documenting variance. Customers are active participants in 

this process, not passive recipients of a monthly dashboard.

Continuous Alignment as Business Priorities  
EvolveMid-market organizations don’t stand still. Acquisi-

tions, new product lines, leadership changes, and market 

shifts regularly alter IT priorities. A co-managed partnership 

that locked its success criteria at contract signing and 

never revisited them would quickly become misaligned 

with what the business actually needs.

Emerge addresses this through formal outcome re-align-

ment discussions at each quarterly business review. As part 

of the standardized QBR agenda, customer stakeholders 

revisit and update their priority outcomes, identify new 

strategic initiatives on the horizon, and assess whether 

the current service scope and focus areas remain well-

matched to business direction. This ensures that co-man-

aged services evolve alongside the customer—deepening 

value over the life of the partnership rather than delivering 

static, commodity-level support.

The result is a partnership model where success is defined 

in business terms, measured in business terms, and contin-

uously refined to reflect the business as it actually exists—

not as it was described on day one.

3.2 Onboarding and Transition Best Practices:  
Standardized Process, Customer-Specific Outcomes

Successful co-managed partnerships depend on thought-

ful transition planning. Research indicates that 46% of 

customers are likely to increase investment after suc-

cessful onboarding, while about 50% are likely to exit 

without proper initial support. The recommended onboard-

ing process follows a standardized methodology while 

producing customer-specific outputs.[32]

Here’s a sample timeline. (Note: There are a host of factors 

that can shorten or lengthen the process.)

Phase 1: Planning & Preparation (Weeks 1-2) -  
Standardized Process

•	 Use provider’s standard scoping questionnaire to define 
scope

•	 Document current state using provider’s standard asset 
inventory template

•	 Align stakeholders using provider’s standard communi-
cation plan

•	 Establish governance using provider’s standard gover-
nance framework

•	 Expected outcome: Customer-specific scope document, 

governance charter, communication plan

Phase 2: Knowledge Transfer & Discovery (Weeks 3-4) -  
Standardized Discovery with Customer-Specific Output

•	 Intensive discovery using provider’s standard discovery 
checklist

•	 Provider team reviews existing infrastructure against 
reference architectures, identifies gaps

•	 Documentation produced using provider’s standard 
runbook templates (customer-specific content)

•	 Staff training on provider’s standard tools, processes, 
and escalation procedures

•	 Baseline establishment using provider’s standard per-
formance metrics

•	 Expected outcome: Customer-specific runbooks, de-
pendency maps, performance baselines, architecture 

diagrams

Phase 3: Service Go-Live (Weeks 4-8) - Standardized  
Deployment Process

•	 Parallel operations: Provider assumes standardized 
monitoring/support responsibilities

•	 Gradual delegation: Simple issues handled by provider 
using standardized procedures

•	 Continuous communication: Daily standups using stan-
dardized agenda format

•	 Rapid issue resolution using standardized escalation 
protocols
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•	 Expected outcome: Confirmed operational readiness, 

validated customer-specific runbooks, staff proficiency

Phase 4: Optimization (Weeks 9+ / Ongoing) - Stan-
dardized Review with Customer-Specific Refinement

•	 Quarterly reviews using standardized assessment 

framework

•	 Identify optimization opportunities within provider’s 

standard operating procedures

•	 Capability expansion following standardized service 

roadmap

•	 Strategic planning leveraging provider’s standardized 

playbooks

•	 Expected outcome: Continuous performance improve-

ments, expanded service value

3.3 Avoiding Customization Sprawl: Governance of the 
Standard-Custom Balance

The single greatest risk to co-managed partnerships is un-

controlled customization that erodes standardization and 

creates unsustainable complexity.[32]

Customization Request Process:

•	 Customers seeking deviations from standard proce-

dures submit formal requests to the provider

•	 Requests must articulate business justification (e.g., 

“This legacy system is in-scope until Q4 2026”)

•	 Provider evaluates requests against standardization 

principles: Does this create unsustainable technical 

debt? Does this fragment our platform?

•	 Approved customizations receive a defined sunset date 

and are documented in change management

•	 Quarterly reviews assess whether customizations are 

still justified

Customization Categories:

Green zone (standard, approved): Service scope 

decisions, RTO/RPO levels, integration points, indus-

try-specific compliance—these are expected and 

managed

Yellow zone (limited, documented): Legacy system 

support, non-standard tool integration, extended retention 

policies—these require business case and sunset dates. 

Tailored Standard Operating Procedures (SOPs) may be 

incorporated.

Red zone (non-negotiable standards): Security 

baselines, monitoring platform, core operational proce-

dures—these are protected to ensure service quality and 

cost efficiency
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4.1 Co-Managed Pricing Structures: Standardized 
Model with Customer-Specific Customization

Co-managed IT services can be priced using several 

models, each with distinct advantages. (Note: The 

monetary figures included here are based on averages and 

assumptions that may or may not apply to your situation.)

Per-User Pricing: Fixed monthly rate per managed user/

device (typically $75-$225/month depending on service 

scope and complexity). Advantages: simple to understand, 

easy budgeting, scales predictably with headcount. Disad-

vantages: may not reflect actual service requirements if 

organizations have complex infrastructure or specialized 

needs beyond user support.[33][34]

Tiered Service Model: Offering tiered service plans at 

different price points ($25-$-75-$100 per user). Each tier 

includes different tool sets, response times, service hours 

(business hours vs. 24/7), and support depth. Advantages: 

flexibility for organizations with varying requirements, clear 

value differentiation. Disadvantages: requires careful tier 

definition to avoid customer confusion.[34][33]

Capacity-Based Pricing: Monthly fee based on infrastruc-

ture scope (number of servers, devices, cloud instances, 

users). For example, $3,000/month for infrastructure mon-

itoring across 50 devices + 5 servers + 3 cloud instances. 

Advantages: reflects actual infrastructure complexity, fair 

pricing for organizations with dense infrastructure. Disad-

vantages: requires detailed scoping and may have hidden 

costs if infrastructure grows.[33][34]

A la carte: Build pricing by selecting specific services 

(infrastructure monitoring $2,000/month, SOC monitoring 

$3,000/month, backup & DR $1,500/month). Advantages: 

organizations pay only for needed services, eliminates 

unnecessary costs. Disadvantages: requires extensive 

scoping, may result in service gaps if customers un-

der-specify needs.[34][33]

For mid-market organizations, a combination approach 

can work well: base per-user pricing for monitoring and 

management tools, with add-on modules for specialized 

services (advanced security, compliance, data protection) 

billed monthly or on a planned Time and Materials (T&M) 

basis.[33]

4.2 Financial Business Case: Standardization 
Enables Cost Efficiency

The ROI for co-managed IT services extends beyond 

simple cost savings. Research indicates that organi-

zations investing in managed IT services see return on 

investment through multiple mechanisms. Critically, 

standardization on the provider side enables lower costs 

and faster, more reliable service delivery, which directly 

benefits customers.[4][5][27]

Cost Efficiency Mechanisms Enabled by  
Standardization:

1.	 Reduced Staffing Complexity: Rather than recruiting 

a permanent security engineer ($120,000+ annually 

+ $30,000 in recruiting costs), organizations contract 

with external security providers operating standardized 

SOC procedures. For a typical mid-market organization, 

co-managed services reduce staffing-related expenses 

by 30-45% compared to permanent hiring models. Stan-

dardization enables the provider to operate 24/7 SOC 

coverage cost-effectively.[5][27][4]

S E C T I O N  4 

Pricing Models and  
Business Case
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2.	 Reduced Downtime and Outage Costs: Business 

interruption costs run $5,600+ per minute for typical 

mid-market organizations. Proactive monitoring im-

plemented through standardized monitoring platforms 

reduces mean time to recovery (MTTR) from hours to 

minutes, preventing expensive extended outages. Stan-

dardized incident response runbooks ensure consistent, 

rapid resolution. A single prevented data loss incident 

(average cost $2M+ for mid-market organizations) 

justifies years of service investment.[5]

3.	 Faster Project Delivery: Internal teams focusing on 

strategic priorities (cloud migration, system moderniza-

tion) complete projects 40-60% faster when external 

providers execute using standardized methodologies. 

Faster project completion translates to faster time-

to-business-value and competitive advantage. The 

provider’s standardized cloud landing zone templates, 

for example, enable cloud migration 50% faster than 

organizations designing custom architectures.[4]

4.	 Improved Security Posture at Scale: Organizations 

with mature, standardized SOC operations reduce dwell 

time (time between breach occurrence and detection) to 

4 hours or less, compared to 18+ days for organizations 

without managed security. The standardized threat 

detection rules, refined across hundreds of customer 

incidents, outperform custom-built detection logic. 

Reduced dwell time directly correlates to reduced 

breach impact and cost.[26]

5.	 Compliance and Audit Efficiency: Organizations 

implementing standardized compliance automation 

and audit-ready documentation reduce audit timelines 

by 30-40% and eliminate expensive emergency remedi-

ation activities during audit cycles. Standardized com-

pliance mappings (e.g., NIST CSF controls to specific 

technical controls) enable rapid assessment and reme-

diation.[27][32][35]

6.	 Economies of Scale in Tooling and Infrastructure: 
The provider’s standardized tool stack (SIEM, EDR, backup, 

monitoring) is negotiated and operated at significant 

scale. Customers benefit from bulk licensing discounts, 

shared infrastructure efficiency, and the provider’s 

investment in automation and efficiency that would be 

prohibitively expensive for individual organizations.

For a typical mid-market 

organization, co-managed 

services reduce 

staffing-related expenses 

by 30-45%.
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5.1 Change Management and Staff Alignment

The transition to co-managed IT requires careful change 

management. Internal IT staff may perceive external 

providers as threats to employment, creating resistance if 

not addressed proactively. Recommended approaches:

•	 Reframe IT roles: Emphasize that external providers 

handle routine operations (covered by standardized pro-

cedures), enabling internal teams to focus on strategic 

initiatives and career development in high-value areas

•	 Involve staff early: Include IT staff in provider selection 

and onboarding planning; incorporate their input into 

procedures and workflows

•	 Emphasize capability building: Position co-managed 

services as enabling skill development in areas like 

cloud architecture, security architecture, and compli-

ance

•	 Demonstrate benefits: Share metrics showing 

reduced on-call burden, faster project delivery, and 

access to specialized expertise

•	 Highlight standardization: Explain that the provider’s 

standardized processes and tools ensure consistent 

quality and predictable support, allowing internal teams 

to focus on business-critical work rather than operation-

al maintenance [36]

5.2 Partner Management and Continuity: Protect-
ing Against Standardization Misalignment

Establishing a successful co-managed partnership requires 

careful vendor management with attention to standardiza-

tion practices:

•	 Standardization commitments: Explicitly contract 

that the provider will maintain standardized tools, 

architectures, and procedures. Customizations beyond 

the defined “green zone” require business case 

approval and sunset dates.

•	 Insurance and certifications: Ensure providers 

carry appropriate liability insurance, maintain relevant 

security certifications (SOC 2 Type II, ISO 27001), and 

meet industry-specific requirements (HIPAA, PCI-DSS)

•	 Exit procedures: Define transition procedures if 

partnership ends, including knowledge transfer using 

provider’s standard documentation templates, system 

recovery procedures, and transition timeline

•	 Regular reviews: Quarterly business reviews assess 

continued alignment with business objectives. Specif-

ically discuss standardization practices—are custom 

procedures being introduced? Are they justified?

5.3 Data Security and Privacy: Standardized 
Security Controls

Co-managed IT services require external providers to 
access sensitive data and systems. Organizations must 
establish robust security controls using the provider’s stan-
dardized security framework:

•	 Access controls: Implement least-privilege access, 

multi-factor authentication for provider personnel, 

time-limited access for emergency situations. Provider 

should offer standardized access provisioning and 

deprovisioning procedures.

S E C T I O N  5

Implementation Considerations 
and Risk Mitigation
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•	 Data segregation: Isolate sensitive workloads from 

provider access where possible; establish audit logging 

for all provider activities using standardized logging 

procedures.

•	 Encryption: Ensure data in transit and at rest is 

encrypted, with encryption keys remaining under 

organizational control using standardized encryption 

protocols.

•	 NDA and contracts: Establish non-disclosure agree-

ments and security requirements contracts ensuring 

providers meet organizational security standards. Should 

reference provider’s standardized security certifications.

•	 Regular audits: Conduct periodic security reviews 

of provider infrastructure, access controls, and proce-

dures. Audits should assess both provider’s standardized 

controls and customer-specific configurations.

The transition to 

co-managed IT 

requires careful change 

management. Internal 

IT staff may perceive 

external providers as 

threats to employment, 

which must be addressed 

proactively.
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Mid-market organizations operating at a critical inflection 

point need co-managed IT services that deliver proven, 

repeatable value—not experimental custom solutions. The 

most successful co-managed partnerships anchor on the 

provider’s standardized platform—common tools, architec-

tures, and operating procedures refined through experience 

with hundreds of organizations. This standardization is the 

engine that enables reliability, cost efficiency, and the ability 

to staff 24/7 operations without chaos.

By partnering with external providers for 24/7 operations, 

specialized expertise, and advanced tooling while retaining 

strategic control and decision-making authority, mid-market 

IT leaders can transform IT from a cost center consuming 

60-70% of attention on reactive firefighting into a strategic 

asset driving business innovation and resilience. Organiza-

tions implementing co-managed IT services report 30-45% 

reductions in IT staffing expenses, 40-60% acceleration in 

strategic project delivery, significantly improved security 

posture, and robust compliance frameworks—all while 

improving staff satisfaction and reducing burnout.[4][5][27]

The art of co-managed partnership is not in customizing the 

platform; it is in configuring that platform thoughtfully around 

each organization’s business requirements, regulatory envi-

ronment, and technical landscape. Organizations with clear 

RTO/RPO targets, defined scope, and explicit governance 

can expect the full value of co-managed services. When eval-

uating co-managed providers, IT leaders should look for firms 

that protect their standardization while offering controlled 

flexibility where business genuinely differs. The right provider 

will resist building one-off snowflakes, will start design 

discussions from reference architectures rather than blank 

sheets, and will maintain clear boundaries between stan-

dardized platform and customer-specific configuration. This 

balance prevents customization from eroding quality while 

ensuring services remain accessible and cost-effective.

The investment delivers measurable ROI through 

prevented downtime, avoided recruiting expenses, faster 

project completion, and dramatically improved security 

resilience. For mid-market organizations committed to 

scaling capability without proportional headcount invest-

ment, co-managed IT services delivered from a standard-

ized platform represent the most pragmatic approach 

to competitive, resilient, and compliant operations in an 

increasingly complex technology landscape.

C O N C L U S I O N

Standardization, 
Strategic Value, and  
Competitive Advantage
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About Emerge and Its Co-Managed Service: OmniWATCH Pro Enterprise

Serving the mid-market for more than two decades, Emerge helps organizations in manufacturing 

and business services enhance their IT operations to achieve greater efficiencies and enhanced 

security. Emerge has a deep bench of IT senior talent along with tools and processes that have been 

carefully refined to maximize their utility and value for its customers. OmniWATCH Pro Enterprise is 

its co-managed service specifically designed to help mid-market IT leaders reap the benefits of a 

more proactive IT approach at a predictable, consistent cost. 

Learn more at https://bit.ly/4s9pX0e
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