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Executive Summary

Every compliance consultancy starts with spreadsheets. They're free, flexible, and familiar. But as practices grow beyond a

handful of clients, spreadsheet-based GRC delivery becomes a hidden tax on profitability — one that most consultants can feel

but struggle to quantify.

This paper provides a framework for calculating the true cost of spreadsheet-based GRC operations, builds the business case for

purpose-built GRC tooling, and presents a practical migration strategy that doesn't require shutting down client delivery to make

the switch.

The Hidden Costs of Spreadsheet GRC

When consultants evaluate whether to invest in GRC tooling, they typically compare the platform cost against "free" spreadsheets.

But spreadsheets aren't free — they're just pre-paid in labor, risk, and opportunity cost.

Cost Category 1: Administrative Labor

Track how you actually spend your time for two weeks. Most consultants are shocked to discover how much goes to non-billable

administrative work:

Activity Hours/Client/Month Spreadsheet Platform

Formatting & updating risk registers 3–5 hrs Manual Automated

Cross-referencing risks ↔ controls ↔ BCP 2–4 hrs Manual lookup Linked data

Generating quarterly reports 4–6 hrs Copy/paste + format One-click export

Client onboarding (template setup) 6–10 hrs Clone & customize Template deploy

Version control & file management 1–2 hrs Folder hygiene Built-in

Total non-billable overhead 16–27 hrs 3–6 hrs

For a solo consultant billing at $200/hour, the overhead per client per month is $3,200–$5,400 in opportunity cost. At 10 clients,

that's $32,000–$54,000/month in time that could be billable — or in capacity that could serve additional clients.
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Cost Category 2: Quality & Consistency Risk

Spreadsheet errors are endemic. Research from the University of Hawaii found that 88% of spreadsheets contain at least one

error. In GRC work, errors have specific consequences:



Incorrect risk scores lead to misinformed treatment decisions — the board approves a risk that should have been

escalated.

Stale compliance status creates false confidence — a control marked "Implemented" three months ago that no one has re-

verified.

Inconsistent deliverables undermine client confidence — one client's report uses a 5×5 risk matrix while another uses 3×3,

and neither matches the narrative.

Missing review dates mean compliance programs drift out of currency — a BCP that hasn't been reviewed in 18 months is

a liability, not a deliverable.

Cost Category 3: Scalability Ceiling

The most expensive cost of spreadsheets isn't the time they waste — it's the clients you can't take on. Every hour spent on

administrative overhead is an hour not spent on business development, client advisory, or strategic work. Most spreadsheet-

based practices plateau at 8–12 clients, not because of demand or capability, but because of operational capacity.

The Real Comparison: The question isn't "$500/month for a GRC platform vs. free spreadsheets." It's "$500/month vs.

$30,000+/month in lost capacity and risk exposure." When you frame it correctly, the ROI is obvious.

Building the Business Case: A Quantitative Framework

Use this framework to calculate the ROI for your specific practice:

Step 1: Calculate Current Admin Cost

Admin hours per client per month × Effective hourly rate × Number of clients = Monthly admin cost

Example: 20 hours × $200/hr × 10 clients = $40,000/month

Step 2: Estimate Post-Migration Admin Cost

Platform-based practices typically see 60–70% reduction in administrative overhead.

Example: 6 hours × $200/hr × 10 clients = $12,000/month

Step 3: Calculate Net Monthly Savings

$40,000 – $12,000 – $499 (platform cost) = $27,501/month net savings

Step 4: Factor in Growth Capacity

The 14 hours per client per month you've recovered can be allocated to:

Serving 5–8 additional clients (at the same or higher margins)

Developing premium advisory services (penetration testing oversight, board presentations, M&A due diligence)

Business development and marketing (the #1 activity most solo vCISOs under-invest in)

Payback Period



For a 10-client practice at $200/hr effective rate, the payback period on a $499/month platform is less than one week of recovered

admin time. The ROI isn't 10× or 20× — it's closer to 50× when you factor in the value of freed capacity.

The Migration Strategy: Moving Without Stopping

The biggest fear consultants have about platform migration is downtime — "I can't stop serving clients while I move everything

over." Here's a phased approach that avoids this:

Phase 1: New Clients First (Week 1–2)

Start every new client on the platform from day one. Use the intake questionnaire, provision a workspace, and load the

appropriate framework templates. Existing clients continue in spreadsheets temporarily.

Phase 2: Next Review Cycle (Month 1–3)

As each existing client comes up for their next quarterly review, migrate their data to the platform and generate the next report

from the new system. This turns migration into a natural part of the review process rather than a separate project.

Phase 3: Full Cutover (Month 3–6)

By the end of two quarterly cycles, most or all clients should be on the platform. Decommission the spreadsheet versions and

archive them for historical reference.

Phase Timeline Clients Migrated Effort Risk

New clients on platform Week 1–2 New only Low None

Migrate at review cycle Month 1–3 ~50% Medium Low

Full cutover Month 3–6 100% Low Minimal

Migration Tip: Don't try to migrate historical data going back years. Start each client's platform workspace with current-state

data and a forward-looking program. Archive historical spreadsheets as reference. Perfection is the enemy of progress.

What to Look for in a GRC Platform

When evaluating platforms for a consultancy, prioritize these capabilities:

1. Multi-client workspace isolation: Each client's data is completely separated — this is non-negotiable for a consultancy.

2. Framework coverage: At minimum SOC 2, ISO 27001, NIST CSF. Bonus: HITRUST, HIPAA, ISO 27002, and custom

framework support.

3. Integrated data model: Risks, BIA, BCP, and compliance controls linked together — not siloed modules.

4. White-label reporting: Reports carry your client's branding, not the tool's.

5. Flat-rate or consultancy-friendly pricing: Avoid per-seat pricing that penalizes you for adding clients. Look for plans

designed for multi-client practices.

6. AI assistance: Automated risk scoring, control gap analysis, and assessment drafting accelerate the most time-consuming

parts of program delivery.



7. Evidence management: Centralized evidence vault for control documentation, audit artifacts, and policy storage.

Ready to See the Numbers for Your Practice?

NovaGRC offers flat-rate pricing for consultancies starting at $499/month for up to 10 client workspaces — no

per-seat charges, no hidden fees. Calculate your ROI with a personalized walkthrough.

Book a personalized demo → | View plans →

Conclusion

The spreadsheet-to-platform transition isn't a technology decision — it's a business model decision. Spreadsheets cap your

practice at a certain size. Purpose-built tooling removes that cap and shifts your time from administration to advisory — which is

what clients are actually paying for.

The consultancies that will lead the next wave of GRC delivery aren't the ones with the most certifications or the longest client

lists. They're the ones that figured out how to operationalize GRC delivery at scale while maintaining the advisory quality that

justifies premium pricing.

The math is straightforward. The risk of staying on spreadsheets is higher than the risk of switching. And the best time to make

the switch is before you're drowning in administrative overhead — not after.
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