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Introduction
Managed service providers have never been more important to the organizations  

they support. As businesses become increasingly dependent on technology,  

MSPs and MSSPs are expected to secure infrastructure, protect sensitive information,  

maintain compliance, and respond to threats… often all at once. 

But while expectations have grown, MSP economics haven’t necessarily improved.

 

Across the industry, service providers are facing mounting pressure  

from multiple directions:

	 •	 Cyber insurers demanding proof of security controls

	 •	 Boards requiring clearer reporting and risk accountability

	 •	 Clients questioning rising security costs

	 •	 Tool sprawl increasing operational complexity

	 •	 Security talent shortages driving up hiring costs

The result is a challenging environment where MSPs are being asked to  

deliver more security value without significantly increasing revenue or margins.

The MSP Growth Guide
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The MSP Margin Squeeze
Many providers are discovering that their traditional business model (built around 

endpoints, alerts, and tickets) no longer scales the way it once did.

The industry hasn’t necessarily become harder.

It has become more accountable.

And accountability without visibility creates a serious business problem.

If MSPs cannot clearly demonstrate where risk exists inside client environments,  

they struggle to:

	 •	 Justify pricing

	 •	 Differentiate from competitors

	 •	 Move beyond reactive services

	 •	 Protect margins

The MSPs that succeed in the next phase of the industry will be those who shift their 

focus from managing devices to governing exposure.

The MSP Growth Guide

Accountability without visibility  
creates margin compression.
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The Security Blind Spot in the 
Modern MSP Stack
Most MSP security stacks were designed to protect infrastructure.

	 Endpoint detection and response platforms protect workstations.

	 Firewalls monitor network traffic.

	 RMM tools monitor system performance.

	 SIEM platforms collect alerts.

	 SOC teams investigate suspicious activity.

These tools are essential. They help detect threats, monitor environments, and 

respond to incidents.

But they were largely built around one assumption: that infrastructure is the primary 

attack target.

In reality, attackers rarely care about devices themselves. They care about what those 

devices give them access to.

Sensitive data.

CHAPTER ONE
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Today’s most damaging breaches typically involve attackers identifying concentrations 

of sensitive information and gaining access through misconfigured permissions, 

exposed file shares, compromised identities, or SaaS mismanagement.

Examples include:

	 •	 Sensitive files stored in open network shares

	 •	 Stale user identities with unnecessary privileges

	 •	 Excessive permissions across collaboration platforms

	 •	 Unstructured data spread across cloud storage

	 •	 Sensitive information exposed through SaaS sprawl

In many environments, these exposures remain invisible. An MSP may know how many 

endpoints were patched last month. They may know how many alerts were closed.  

But many can’t answer critical questions like:

	 •	 How much sensitive data exists across client environments?

	 •	 Who currently has access to it?

	 •	 What data is one misconfiguration away from public exposure?

Without that visibility, security conversations become reactive.

And pricing becomes guesswork.

The MSP Growth Guide

Attackers don’t monetize endpoints. 
They monetize access to sensitive data.
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The Modern MSP Stack  
  			   vs The Modern Breach

Traditional MSP Stack: Attacker Focus:

Device-Centric

MSP security protects devices. Attackers target data.

Data-Centric

SaaS

Firewall

RMM

SIEM

Devices Sensitive Data

Identities

PermissionsSOC
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Why Data Exposure Defines  
Modern Cyber Risk
Attackers do not need access to every system in an organization.

They only need access to one concentration point of valuable data.

A single exposed file repository.

A shared drive with weak permissions.

A forgotten identity with access to financial records.

Once attackers find that concentration point, the breach can escalate rapidly.  

That is why the economics of cybercrime have increasingly shifted toward  

data-centric attacks.

Sensitive information is what attackers monetize.

	 	 Customer records

	 	 Intellectual property

	 	 Financial data

If MSPs cannot see where this information lives (or who has access to it) they are 

defending the wrong battlefield.

 

The real risk is not the device. The real risk is exposure.

CHAPTER TWO
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The Hidden Risk Inside  
Client Environments
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Stale Identities
Unstructured Data Sprawl

 Exposed SaaS Data

If you can't see exposure, 
you're pricing risk blindly.
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For years, MSP revenue models have been tied to infrastructure.

Pricing often correlates with:

	 •	 Number of endpoints

	 •	 Number of users

	 •	 Monitoring requirements

This model creates several challenges.

First, it ties revenue directly to operational workload.

Second, it creates intense price competition.

Third, it makes differentiation difficult.

Most MSPs end up competing on similar service bundles.

But when MSPs shift their focus to exposure visibility, the conversation changes.

Instead of selling tools or monitoring services, MSPs begin selling clarity.

Clarity about:

	 •	 Where sensitive data exists

	 •	 Who has access

 

And clarity creates leverage in customer conversations.

This shift creates an entirely new revenue model.

The Exposure Economy

	 •	 What exposures exist

	 •	 How risk is changing over time

Clarity is valuable. Clarity is billable.

	 •	 Alert volumes

	 •	 Ticket resolution

CHAPTER THREE
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From Device Revenue to  
Governance Revenue

DEVICE ECONOMY EXPOSURE ECONOMY 

The MSP Growth Guide
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Device  
Services:
	 •  Endpoint Protection
	 •  Monitoring
	 •  Alerts
	 •  Patching

Governance  
Services:
	 •  Exposure discovery
	 •  Risk remediation
	 •  Exposure governance

Exposure visibility creates  
billable leverage.
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The Three Revenue Layers  
of Exposure Visibility
When MSPs gain visibility into exposure risk, they unlock three distinct  

revenue opportunities.

CHAPTER FOUR

Layer One: Discovery Revenue
The first opportunity is paid discovery.

Organizations increasingly need visibility into their data risk posture,  

especially as cyber insurance requirements and regulatory expectations increase.

These assessments typically deliver high perceived value while requiring relatively 

low operational effort. More importantly, they change the tone of the customer 

conversation. Instead of leading with pricing or tools, MSPs lead with evidence.
 

MSPs can monetize services such as:

	 •	 Data exposure assessments

	 •	 Sensitive data mapping

	 •	 Identity and access risk reviews

•   Exposure scoring reports

•   SaaS risk analysis

cavelo.com
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Layer Two: Remediation Revenue
Once exposures are identified, organizations must address them.

This creates opportunities for project-based services focused on reducing risk.  

 

These projects are directly tied to quantified risk, making them easier to justify  

than traditional infrastructure work.

Customers are not simply paying for technical changes.

They are paying to reduce measurable exposure. 

The MSP Growth Guide
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	 •	 Correcting excessive permissions

	 •	 Cleaning up sensitive data repositories

•   Removing stale identities

•   Reducing external exposure points
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Layer Three: Governance Revenue
The most valuable opportunity lies in ongoing governance services.

Exposure risk is not static. Environments change constantly as users, applications,  

and data evolve. Organizations increasingly require continuous monitoring and 

reporting to maintain security posture and demonstrate accountability.

This type of advisory-driven service creates recurring revenue that is far less  

dependent on tickets or device counts. It also strengthens long-term customer 

relationships. As MSPs become responsible for governance reporting, they become 

significantly harder to replace.

cavelo.com
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Governance services may include:

	 •	 Ongoing exposure monitoring

	 •	 Quarterly risk reporting

	 •	 Board-level security summaries

•   Cyber insurance documentation

•   Regulatory support

This is how MSPs escape ticket-based economics.

The MSP Growth Guide
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Controlling the First Customer Meeting
One of the most powerful benefits of exposure visibility is how it transforms the MSP 

sales process. Traditional sales conversations often begin with discussions about 

pricing, tools, and service bundles.

Prospects ask questions like:

	 •	 What tools do you deploy?

	 •	 How many technicians support the account?

	 •	 What does your security package include?

These conversations naturally lead toward price comparisons. But when MSPs begin 

the conversation with exposure evidence, the dynamic changes. Instead of discussing 

tools, the conversation becomes about risk.

Examples of discovery insights might include:

	 •	 Sensitive financial files exposed through weak permissions

	 •	 Excessive identity privileges across SaaS platforms

	 •	 Outdated user accounts with ongoing access

	 •	 Publicly accessible file shares

 

PULL QUOTE: Evidence builds authority.

When MSPs present this information early in the conversation, they establish authority 

before pricing ever becomes the topic.

	 Evidence builds authority.

	 Authority creates leverage.

	 Leverage protects margins.
  

PULL QUOTE: Control the first meeting and price stops being the conversation.

CHAPTER FIVE

Evidence builds authority.

Control the first meeting and price stops being the conversation.

cavelo.com



15

Sustaining Authority Through 
Continuous Governance
While discovery is powerful, long-term value comes from continuous governance. 

Organizations need ongoing visibility into how their exposure risk evolves over time

This includes monitoring:

	 •	 Sensitive data locations

	 •	 Identity permissions

	 •	 Misconfigurations

	 •	 External exposure points

	 •	 Vulnerability risk in context

By providing continuous exposure intelligence, MSPs help clients maintain security 

posture while also creating operational benefits.

These benefits include:

	 •	 Improved client retention

	 •	 Reduced support costs

	 •	 More efficient risk remediation

	 •	 Stronger executive reporting

Most importantly, governance services shift MSP relationships from reactive support  

to strategic advisory partnerships.

CHAPTER SIX
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The Future MSP Business Model

The MSP Growth Guide
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Real MSP Outcomes & Benefits:

	 •	 Stronger margins
	 •	 Higher valuation

•	 Deeper client relationships
•	 Recurring revenue
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The Future MSP:  
Risk Governance Provider
Over the next five years, the MSP industry will continue to evolve.

Providers who remain focused primarily on device management and ticket resolution 

will face increasing pressure from automation and commoditization.

The MSPs that thrive will be those who reposition themselves around risk governance.

Governance-driven MSPs offer:

	 •	 Recurring advisory revenue

	 •	 Board-level reporting capabilities

	 •	 Stronger insurance alignment

	 •	 Differentiated security services

	 •	 Higher customer retention

In other words, they operate less like infrastructure vendors and more like  

strategic security partners.

And in an environment where organizations increasingly need to demonstrate cyber 

accountability, those capabilities will become essential.

 

PULL QUOTE: 

The MSPs who win the next five years won’t have the most tools. 

They will have the most visibility.

The MSPs who win the next five years 
won't have the most tools.  

They will have the most visibility.

CHAPTER SEVEN
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Building the Infrastructure  
Behind the Risk Governance MSP  
with Cavelo

 Sell Evidence 
Instead of Fear

Defend Margins  
with Proof

Price Exposure  
Instead of Headcount

Discovery Authority

Customer Prospecting

Continuous Risk Governance

The MSP Growth Guide
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Visibility is the Growth Lever
The MSPs who win the next phase of the industry will not necessarily have the largest 

stacks or the most tools. They will have the most visibility.

	 Visibility into where risk lives. 

	 Visibility into how exposure changes. 

	 Visibility that allows them to translate technical findings into business conversations.

When MSPs can see exposure, they can price exposure. 

When they can price exposure, they protect margins.

And when margins are protected, growth becomes predictable.

 

The MSP Growth Framework

The MSP Growth Guide
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Built for channel scalability, Cavelo offers solutions that empower MSPs and MSSPs to deliver value-added services that address today’s most 
pressing security challenges. Learn more at www.cavelo.com

We're here to help.
Book a free consultation today and let's talk about  

how you can scale your business.

Let's Talk


