
© 2015 Adeptia Inc. All rights reserved.     www.adeptia.com / 312-229-1727

BEWARE THESE 7 HIDDEN COSTS THAT  
WILL BITE YOU IN THE BUDGET

WHITE PAPER:

WHITEPAPER

THAT WILL BITE YOU 
IN THE BUDGET

BEWARE THESE 

7DATA INTEGRATION COSTS
HIDDEN

Hint: It’s The Custom Code That Gets You



© 2015 Adeptia Inc. All rights reserved.   2  www.adeptia.com / 312-229-1727

BEWARE THESE 7 HIDDEN COSTS THAT  
WILL BITE YOU IN THE BUDGET

WHITE PAPER:

DATA INTEGRATION IS MISSION-CRITICAL  
FOR BUSINESSES TODAY. 
Applications need to talk to other applications internally. Licensed software-as-a-service 
(SaaS) applications must import and export information residing in company databases. 
Third-party vendors often have to be intimately – but safely – connected with internal 
systems and databases. 

All this data integration requires coding to make it happen. Traditionally, that has meant 
using Eclipse-based products and complicated Java custom coding, because there is 
basically no such thing as a “simple” or “standard” data integration scenario that could 
employ an off-the-shelf solution. Each situation is complex and unique.  

BUT BEWARE: CUSTOM CODING SOLUTIONS, EVEN IF THEY 
APPEAR STRAIGHTFORWARD ENOUGH, HIDE HUGE COSTS THAT 
CAN COME BACK TO BITE YOU IN THE BUDGET!
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HIDDEN COST

#1
THE NEED FOR RESOURCES
Programmers, engineers, and developers… oh, my!

Custom coding projects require people: experienced Java programmers, solutions architects, engineers, 
software developers, program managers … in fact, a whole team of people. When you consider that the 
average financial cost of an engineer is about $120,000 a year and the average salary of one program manager 
is about $170,000 a year, you can see how the cost for a good team can quickly add up.

There are two situations that can arise when it comes to the people you need to custom code a data 
integration. First, you might have nobody on staff who is qualified to do the job. In that case, you are looking at 
– most likely – adding several full-time equivalents (FTEs) to your company, and their associated salaries and 
benefits to your bottom line. 

Second, you might say, “We already have qualified people in our IT department. We don’t have to hire anyone, 
so there’s no hidden cost here.” But is that truly an accurate reflection of the situation? 

Most likely, the programmers, engineers, etc. you have on staff are not sitting around twiddling their collective 
thumbs. They are busy with high-value strategic projects and priorities, including tasks that keep your current 
operations available and innovations to move your business forward. Can you afford the hidden cost involved  
in removing those resources from their current responsibilities and deploying them in building data  
integration solutions? 

HIDDEN COST

#2
LENGTHY DEPLOYMENTS 
There will be a slight delay … 

Let’s assume for a moment that you want to keep the custom coding for your data integration in house. The 
next question is, how long will it actually take before your data integration is deployed? 

The amount of time required to write and edit code is enormous. The process could take months or even years 
as the necessary code is compiled and tested. If problems occur during testing, the code has to be rewritten. 
And all of this has to take place while maintaining original business functionality. The typical average annual 
cost for having an engineer write tests and develop custom code starts at $100,000 and goes up from there. 
This does not include the cost of the software and the license to operate.  

Plus, there is another time factor to be considered: when can the IT department actually begin work on the 
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project in the first place? It is not uncommon for IT departments to be so backed up that months pass before a 
data integration project even comes up on the current “to do” list. This is not a condemnation by any means:  
IT is simply overwhelmed with projects, all of which are a priority. Delays are inevitable.

So whether your IT department starts the data integration project next week or next year, there will be a 
significant time lag before you see the benefits of that integration. That brings in a related and serious hidden 
cost: what opportunities are you missing while your data integration is in limbo? 

Data integrations often play key roles in helping businesses generate revenue, save on expenses, penetrate 
their target market, streamline operations, engage in business transformation, and stimulate innovation. 
Therefore, every day your data integration is delayed costs your company money. This opportunity cost can add 
up dramatically as the weeks turn into months and the months turn into years. 

There can also be a domino effect involved in delays. For example, a data integration may limit the amount of 
customer data being collected. Without the customer data, big data analytics cannot be effectively leveraged. 
Without big data, market opportunities may be missed. In the end, a delayed data integration can have a 
global impact on the company.  

HIDDEN COST

#3
LACK OF SKILL AND EXPERIENCE
Well, nothing’s perfect.

There is a third potential hidden cost involved in performing custom coding in house: what happens if the 
people you have on staff do not have the appropriate certifications, skills, or experience necessary to build the 
data integration?

You might have great people on your IT staff. You probably do. But if they haven’t performed successful data 
integrations already, you may end up with a less-than-perfect solution. There is simply no substitute for 
hands-on, personal experience when it comes to orchestrating a data integration. Here are four ways a lack of 
integration experience can bite you in the budget:

1.  Business ignorance. Data integrations take place inside the IT department, but they are used by the 
various lines of business. Unfortunately, the IT professionals performing the integration may not understand 
those business objectives, the daily operations performed by the internal users, or the customers’ 
expectations and demands. They may figure that if they can code, connect to a database, and build an 
Extract, Transform, and Load (ETL) shell, that will be enough. It won’t.
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2.  Insufficient scoping. A successful data integration begins with well-defined requirements and a thorough 
analysis of the solution. Business ignorance leads to insufficient scoping, adding multiple (unnecessary) 
change requests and design phases to the integration project.

3.  Missed scenarios. Without sufficient scoping, the completed code will most likely require frequent 
adjustments after it is live. For example, the integration may not have taken into account all the possible 
scenarios of the current business operations, or the error-handling situations the data may provide as part of 
the runtime executions. 

4.  Future forgetfulness. A healthy business is one that is growing and changing. Applications get added, 
systems are migrated to the cloud, vendors change, products multiply, etc. Unless a data integration is 
structured to be scalable, accessible, and dynamic to meet all these needs, it will become a hindrance for 
future business development.

HIDDEN COST

#4
 ONGOING MAINTENANCE & SUPPORT 
I thought we finished paying for this!

Another hidden cost of custom coding comes if you fail to think long-term about the data integration: “Okay, I 
have a problem to solve. I have a developer — Joe — and I’m going to put him on it. It will take time and will 
cost me, but it will be done, and then we can move on.” 

Yes, you can move on. But your custom coding costs aren’t going to stop when your integration goes live. 

For example, who is going to support and maintain your data integration solution? There will be user issues 
that crop up, coding errors that are identified, and the occasional data corruption that has to be fixed. Will Joe 
do that, too?   

And what happens when, six months down the road, something changes in the workflow or the business 
process? Joe is going to have to be pulled off his regular duties again to rewrite the code. That costs. 

But here’s an even larger issue: what if Joe is no longer at your company? Maybe he retired; maybe he moved on. 
Now you are left with a custom coding solution that nobody in the company has ever worked with before.  

It would be convenient if custom code was simple and obvious and everyone in the programming world 
architected things exactly the same way. But that is not reality. The reality is that Joe knew exactly what he 
was doing when he was doing it, but there is no transparency to his thought processes or coding approach. As 
a result, if Joe leaves, a new developer needs to relearn Joe’s logic (without Joe there to help) and then rewrite 
code within that same framework — with all the quirks and foibles that custom code invariably reflects. 
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When weighing whether or not to proceed with custom coding, you need to consider maintenance and 
support, the cost of change management, and what happens if you have to train new engineers on the original 
solutions. Far from disappearing, the costs involved in custom coding continue to increase over time.

HIDDEN COST

#5
 OPEN SOURCE TOOLS 

“Free” can be anything but.

Moving on from the hidden costs that directly or indirectly involve personnel, let’s consider custom coding 
software, beginning with the plethora of open source tools available to programmers free of charge. Smaller 
businesses often go this route, assuming that there is a cost saving here they can take advantage of. After all, 
freeware programs permit you to start mapping your data integration immediately, and at no cost.

First, remember that all the personnel-related hidden costs apply to freeware, so there’s really nothing “free” 
about this except the tool itself. 

Second, there are additional hidden costs associated with open source tools. For example: 

 •  Freeware programs are created, essentially, by crowdsourcing. Many people are involved, and 
you have no idea how “good” they are at coding. As a result, errors and bugs can be woven into fabric of 
the freeware.

 •  New releases of open source programs may not be tested or documented appropriately – 
and could break when you put them into production.

 •  Freeware programs may not have adequate safeguards in the areas of security and privacy, 
which could lead to cyber breaches or noncompliance with applicable regulations. 

 •  Support is not included in the “free” part of freeware. If you get stuck implementing the solu-
tion, you will have to pay for support assistance. Alternatively, you could post a question on a public 
message board or forum and hope someone has an answer for you … eventually.

 •  New releases of open source tools often do not keep up with the speed of business. After all, 
no one is getting paid to update the coding. Such solutions can lag behind critical business needs.

While freeware undoubtedly has its place in the coding realm, it includes a level of risk when it comes to data 
integration that may cost more than being “free” is worth.
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HIDDEN COST

#6
MISSING FEATURES 

What do you mean, that isn’t included?

What about paid data integration solutions, then? Surely they have no hidden costs? Yes, they do. First, there’s 
the question of what is involved in the subscription pricing. You may be quoted a base price that sounds great, 
only to find out later that you have to pay more for:

 • Support and maintenance 
 • Additional database connections on the backend 
 • Users (limited vs. unlimited)

Second, you need to know what you are getting for the price you are paying. For example, you might be quoted 
a $99/month subscription rate to connect to Salesforce, only to find out later that while the service transfers 
your information to Salesforce, it doesn’t perform any of the ETL work or de-duplication necessary to make the 
integration a true business solution.

Third, even with a licensed product, you still need Java programmers to actually customize, test, and deploy 
the solution (and probably program managers, solutions architects, etc. as well). So all of the personnel costs 
discussed earlier still apply. 

Fourth, many subscription packages do not come equipped with the reports, dashboards, and workflows you 
will need to operate your business. That will take code and cost to create. 

HIDDEN COST

#7
DATA INTEGRATION TRANSFORMATION 
The future is now.

The final hidden cost associated with custom coding is that, put simply, it is a dinosaur.  The future, in all areas 
of technology, is moving toward users having the ability to interact with data themselves. The business users — 
not programmers. 

Just look at your smartphone, laptop, or other mobile device. How data moves from one place to another is 
changing rapidly. It is becoming simplified so you can get the data you want, when you want it, where you 
want it, and how you want it. All with a click and a drag, a tap and a swipe. 
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If that is what business users are experiencing every day in the rest of their digital environment, it stands to 
reason that they are going to demand the same seamless ease from data integration. The day of backend, 
legacy-based, blue screen, black boxes of code is over. 

Additionally, data integration will have to become more than simply moving data from one application to an-
other, or mapping data between two systems. Data integration must begin to involve business users as part of 
that data flow so that their knowledge, their context, and their feedback becomes part of the data integration 
itself, enriching the data and the benefit that can be gained from it. 

The future of data integration centers around the empowerment of business users. However, this does not 
remove the critical role of IT in data integration – rather, it enhances it. IT will create the “safe harbor” where 
business users can map connections directly, intuitively, and immediately with self-service platforms. This safe 
harbor will set the boundaries of data security, privacy, and integrity necessary to allow business users to safely 
create the configurations they require. 

Cost Variables Competitor Solutions Adeptia Solution

Programmer(s) $120,000+ per programmer $0

Project Manager/Architect $170,000+ $0

Time to build a solution More than 1 year 1 to 4 weeks

Cost to code/configure solution $100,000+ for coding Less than $6000 for configuring

Cost of support $80,000 (for a support engineer) $0

IT cost of managing solutions $100,000+ per year $0

Cost of additional software $50,000+ $0 

Data Integration Hidden Costs: Revealed
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Data Integration Made Easier on Your Budget 
Until recently, the hidden costs of custom coding could not be avoided, because there 
was no alternative. Now, with the rapid advance of technology, data integration 
solutions exist that do not require custom coding. Using metadata and a wizard-driven 

“configure, not code” approach, such solutions suddenly remove personnel concerns, time 
delays, hidden subscription costs, and more. These solutions set up businesses to advance rapidly in the future, 
unconstrained by the burden of legacy, black box custom coding. 

In this new day, you can do more than just be aware of hidden data integration costs that can bite you in the 
budget — you can avoid those costs entirely!
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About Adeptia Inc.

Adeptia Inc. is a software company that enables busi-
ness users to create connections with customers and 
partners in minutes. Adeptia is a revolutionary social 
cloud application for digital business connectivity that 
enables business users to respond quickly to business 
opportunities and get to revenue faster. Adeptia helps 
Corporate IT manage this capability while retaining 
control and security.

Adeptia’s unified hybrid offering — with simple data 
connectivity in the cloud, and optional on-premises 
enterprise process-based integration — provides a 
competitive advantage to 450+ users, ranging from 
Fortune 500 companies to small businesses. Headquar-
tered in Chicago, Illinois, USA and with an office in  
New Delhi, India, Adeptia provides world-class support 
to its users around-the-clock.

Follow us:

If you’d like to learn how you can eliminate data integration time delays  
and hidden costs, call Adeptia at 1-312-229-1727 or  

visit adeptia.com.


