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The Most Expensive Technology Mistakes Are 
Rarely Technical

Technology failures usually begin long before the outage. They begin when business 
decisions are made without enough independent technology judgment.
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Executive Summary
The most expensive technology mistakes rarely start with a server, application, cloud platform, or 
security tool. They usually begin earlier, when leadership commits to a vendor, roadmap, platform, 
or investment without enough independent judgment. By the time the visible failure appears, the 
organization is often already locked into a decision that was never fully challenged. The work of 
executive technology advisory is to expose that risk before it becomes expensive.

The question is not simply whether the technology works. The question is whether the 
decision behind it was sound.

The Mistake Usually Happens Earlier
Technology does not usually fail because of technology alone.

It fails because leaders were asked to make business decisions without enough independent 
technology judgment.

By the time a system outage happens, a migration stalls, a vendor relationship breaks down, or a 
cybersecurity gap becomes visible, the expensive mistake was often made months earlier. It 
happened when a contract was signed too quickly. When a vendor recommendation was accepted 
without challenge. When a roadmap was approved without understanding dependencies. When 
leadership assumed the MSP, software vendor, or internal team had the full strategic picture.

The visible problem may look technical. The root cause is often a decision problem.

Technology Decisions Have Business Consequences
Growing organizations eventually reach a point where technology decisions stop being operational 
choices and become leadership decisions. A new system can change how people work. A cloud 
migration can affect resilience, security, cost, and vendor dependency. A cybersecurity investment 
can influence cyber insurance, client trust, and operational continuity. An AI initiative can create 
value, but it can also introduce governance, privacy, and reputational risk.
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These are not merely IT decisions. They are business decisions expressed through technology.

That is why leadership does not need to become deeply technical. But leadership does need enough 
independent context to understand what is being approved, what risk is being accepted, and what 
assumptions deserve to be challenged before the organization commits.

The Dangerous Assumption
One of the most dangerous assumptions in technology leadership is that the people closest to the 
tools are automatically the best people to define the decision.

They may be. But sometimes they are too close to the current environment, too invested in a 
preferred vendor, too constrained by existing operations, or too focused on implementation to 
evaluate the larger business consequences.

This is not a criticism of internal teams, MSPs, vendors, or consultants. Strong organizations need all 
of them. But each has a different role. Vendors sell solutions. MSPs operate environments. Internal 
teams manage competing priorities. Executives own the business decision.

If everyone advising you benefits from the decision, you do not have independent advice.

What Independent Judgment Changes
Independent executive technology judgment does not guarantee that every decision will be perfect. 
No serious advisor should promise that.

What it does is improve the quality of the decision before the organization commits. It slows the 
conversation down long enough to ask better questions. It separates vendor preference from 
business need. It distinguishes operational convenience from strategic value. It exposes hidden 
dependencies, risks, and tradeoffs that may not appear in a proposal.

A good independent review should help leadership understand four things: what problem is being 
solved, what risk is being reduced, what tradeoffs are being accepted, and what would make the 
decision successful over time.

That kind of clarity prevents expensive mistakes before they become projects, outages, overruns, 
disputes, or regrets.

A Better Way to Think About Technology Decisions
Before approving a major technology decision, leadership should ask a different set of questions.

Not only: What does this cost?

But: What could this cost if we are wrong?

Not only: Can this vendor deliver?

But: Are we sure this is the right direction?

Not only: Does this solve today's problem?

But: Will this still make sense as the organization grows?
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The best technology decisions are not the ones with the most impressive feature list. They are the 
decisions that support the business, reduce uncertainty, strengthen resilience, and remain 
defensible after the excitement of the purchase has faded.

What I Have Learned
I spent more than twenty-five years making and supporting technology decisions in environments 
where failure was not an option. In those environments, technology choices carried operational, 
financial, regulatory, and human consequences. Systems had to work. Identity had to be trusted. 
Access had to be controlled. Platforms had to be resilient. Incidents had to be understood and 
resolved.

Those experiences shaped how I view advisory work today.

The hard part is rarely finding another tool. The hard part is helping leadership understand which 
decision deserves confidence, which assumption deserves challenge, and which risk deserves 
attention before it becomes expensive.

That is the work Nā Pali was built to do.

Questions for Leadership
• Are we making this decision because it is strategically right, or because it is the easiest next 
step?

• Who has challenged the assumptions behind this recommendation?

• What would failure cost us operationally, financially, and reputationally?

• Are we clear about what risk we are accepting?

• Do we have an independent perspective before we commit?

Key Takeaways
Old Question Better Question

Is this technology good? Is this the right business decision?

Can the vendor deliver? Are we solving the right problem?

What does this cost? What could this cost if we are wrong?

Can our MSP support it? Does this decision serve the business?
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When to Call Nā Pali
Call Nā Pali before a major technology decision becomes an expensive commitment. This includes 
vendor selection, MSP changes, cloud strategy, AI adoption, cyber insurance readiness, technology 
roadmap planning, acquisitions, and major platform investments.

Related Insights
• Why Your MSP Shouldn't Be Your Technology Strategy

• Five Questions Before Every Major Technology Investment

• Before You Sign the Contract

Wonder what your next major technology decision should look like?
Schedule a Discovery Conversation with Nā Pali Technology Advisory.
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