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IT departments do not fail because of technology.

That statement tends to make people uncomfortable, especially in organizations where “IT is the problem” has become a familiar phrase in the hallways. Systems feel slow. Projects miss deadlines. Security feels fragile and opaque. Users are frustrated. From the outside, the source of failure seems obvious.

But after decades inside organizations of every shape and size, I’ve learned that what looks like technical failure is usually something else entirely.

When systems fail, technology is rarely the root cause. Digging deeper, I found failure is usually just where leadership decisions become visible.

The distinction matters. Because when outcomes are framed as technical, the response is technical: new tools, new vendors, reorganizations, audits. Sometimes those actions help. Often the end result is what I would call a technical band-aide. They help briefly, until similar problems return under a different name.

What goes largely unexamined is why those problems were allowed to persist in the first place.

Not “why didn’t IT fix it?”

But “what made fixing it difficult, risky, or impossible?”

In every struggling IT environment I’ve worked in, the answer wasn’t effort or skill. It was structure. Responsibility flowed toward the people willing and capable of absorbing it, while authority remained safely elsewhere. Incentives rewarded silence and short-term relief. Reliability was valued more than health.
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