
How to Assess Tech Debt and Cybersecurity 
Risk During Acquisition Due Diligence: A 
Practical Guide for Acquirers

very business acquisition includes hidden operational risks, and technology is often one

of the most overlooked. Many companies reduce IT spending in the years leading up to a sale

in order to improve short term financial performance. While this can make financial results

appear stronger, it often leaves the underlying technology environment outdated, insecure, or

difficult to scale.

This guide explains why evaluating technology debt and cybersecurity posture is essential

during acquisition due diligence, how buyers can begin identifying potential risks themselves,

and how IT Total Care helps acquirers uncover hidden technology liabilities before closing.
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1. Why Assessing Tech Debt and Cybersecurity Risk Matters

Technology infrastructure directly impacts operational stability, cybersecurity exposure, and 
the amount of capital required after closing an acquisition. Without proper diligence, buyers 

may inherit systems that require immediate upgrades or security improvements.

Why This Matters for Acquirers:

➢ Technology Debt Impacts Valuation: Outdated systems, aging hardware, and 

unsupported software can require major upgrades shortly after closing, affecting the true 

economics of the deal.

➢ Cybersecurity Exposure Is Increasing: Many small and mid sized businesses lack 

basic protections such as multi factor authentication, modern endpoint security, or 

structured monitoring.

➢ Hidden IT Issues Can Disrupt Operations: Problems such as failing servers, 

unreliable networks, or outdated systems can slow productivity or interrupt business 

operations.

➢ Compliance and Data Protection Risks: Businesses operating in regulated industries 

may have gaps in their security controls, data retention policies, or audit readiness.

➢ Better Planning for Post Close Investments: Understanding the condition of the IT 

environment allows buyers to budget for upgrades and avoid unexpected capex.

For more information please contact, 
Brendan Duebner |  President |  IT Total Care 
Phone: (650) 425-3910  |  Email: BrendanD@ITtotalCare.com
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2. How to Evaluate IT Risk Yourself During Due Diligence

If you are evaluating a potential acquisition without a dedicated IT diligence partner, there 
are several practical steps that can help you identify technology debt and cybersecurity 

exposure early in the process.

Step 1: Review the Age of Employee Devices

➢ Determine how many laptops and desktops are more than three years old. Older 

equipment may require replacement soon after closing and could indicate deferred IT 

investment.

Step 2: Evaluate Server and Infrastructure Setup

➢ Ask whether the company relies on physical servers, cloud infrastructure, or a hybrid 

environment. Understanding what these systems support helps identify potential 

migration or upgrade needs.

Step 3: Confirm Core Infrastructure Tools Are in Place

➢ Check whether the company has essential systems such as reliable backups, firewall 

protection, endpoint security tools, and centralized cloud platforms.

Step 4: Identify Non-Standard IT Configurations

➢ Look for unusual or overly complex configurations that could create operational risk, 

technical debt, or difficulty scaling the environment after acquisition.

Step 5: Understand the Current IT Support Structure

➢ Ask who currently provides IT support and request recent invoices or service 

agreements. This helps clarify what services are actually being delivered and whether 

important protections are missing.

Limitations: Performing IT diligence internally can provide initial insight, but important risks 
are often overlooked without deeper technical review. Hidden cybersecurity vulnerabilities, 

infrastructure weaknesses, and long-term technology debt may not become visible until 
after the acquisition is complete.

For more information please contact, 
Brendan Duebner |  President |  IT Total Care 
Phone: (650) 425-3910  |  Email: BrendanD@ITtotalCare.com

2



1291 E. Hillsdale Blvd, Suite 303, Foster City, CA 94404

www.ittotalcare.com  |  Main: 650-352-6400

3. How IT Total Care Supports Technology Due Diligence

As a Bay Area managed IT provider, IT Total Care helps acquisition teams evaluate

technology environments and identify potential IT risks before completing a transaction.

Our IT Due Diligence Process Includes:

➢ Initial Diligence Questionnaire: We begin with a focused questionnaire designed to 

quickly gather insight into the target company’s technology infrastructure and 

cybersecurity practices.

➢ Targeted Technology Debt Analysis: Our team reviews key areas such as device age, 

infrastructure architecture, software platforms, and system dependencies to identify 

deferred upgrades.

➢ Cybersecurity Posture Review: We evaluate the presence of essential security 

protections including endpoint security, MFA, backup solutions, and network security 

tools.

➢ Expert Review of Technical Responses: Our engineers analyze responses in detail 

and investigate anything that appears unusual or potentially risky.

➢ Custom IT Diligence Report: We deliver a clear report outlining estimated technology 

debt, current cybersecurity posture, and areas requiring improvement.

➢ ➢ Post Close IT Strategy Support: If the acquisition moves forward, our team can 

immediately assist with remediation planning, infrastructure upgrades, and 

ongoing IT management.

For more information please contact, 
Brendan Duebner |  President |  IT Total Care 
Phone: (650) 425-3910  |  Email: brendand@ittotalcare.com
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Technology diligence helps buyers understand the true operational condition of a business 

before completing an acquisition. By identifying hidden IT risks early, acquirers can make 
better investment decisions, plan for upgrades, and reduce operational surprises after closing.

Ready to Strengthen Your Acquisition Strategy with Better IT Insight?
IT Total Care works with Bay Area investors, acquisition teams, and growing businesses to 

evaluate technology environments and uncover hidden IT risks before deals close. Our team 
provides clear guidance, actionable reporting, and ongoing support to help ensure technology 

supports the long-term success of your investment.


	Slide 0: How to Assess Tech Debt and Cybersecurity Risk During Acquisition Due Diligence: A Practical Guide for Acquirers
	Slide 1
	Slide 2

