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Your Tech Spend Is Hiding Your Operating 
Model Problem 

Technology does not fix a broken operating model. It amplifies it.  

 

Every business we work with is investing in technology. CRMs, ERPs, project management 

platforms, data analytics tools and workflow automations. The spend is significant and the 

expectation is clear, this technology will make the business faster, leaner and more productive. 

And yet, in most cases, the technology is not delivering the return it promised. Adoption is 

patchy. Workarounds appear within weeks. The same manual processes that existed before 

the implementation still exist, just with an expensive new system sitting underneath them. And 

the CFO is asking why the business is spending more on technology than ever before but not 

seeing a corresponding improvement in performance or the bottom line. 

The problem is rarely the technology. The problem is the operating model the 

technology was deployed into. 

Technology Amplifies the Model It Sits On 

This is the thing most businesses get wrong about technology investment, technology does 

not fix a broken operating model. It amplifies it. 

If your processes are unclear, technology will automate the confusion faster. If your data is 

unreliable, an analytics platform will generate unreliable insights at scale. If decision rights and 

accountabilities are ambiguous, a collaboration tool or project management software will 

create more noise, not more clarity.  

Technology is an accelerant. It takes whatever model it sits on top of and makes it run faster. 

If the model is well designed, that is enormously valuable. If the model is broken, the 

technology makes the problem worse, more expensive, and harder to unwind. 

 

Automating a broken process does not fix it. It just makes the 

failure faster and more expensive. 
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The Three Warning Signs 

There are three signals that your technology spend is masking an operating model problem 

rather than solving a genuine technology gap. 

01  You have implemented new technology, but the same complaints persist. The CRM 

has been live for six months, but the sales team still says they do not have visibility on the 

pipeline. The ERP is in place, but finance still runs half their reports in spreadsheets. If the 

problem the technology was meant to solve is still there after implementation, the problem was 

never technology. 

02  Your technology decisions are made bottom-up without a model-level view. 

Individual teams buy their own tools to solve their own problems, and no one is looking at the 

whole picture. Marketing has one system, sales has another, operations has a third. None of 

them talk to each other. Each was selected in isolation, and the result is a technology stack 

that mirrors the silos in the business rather than connecting them.  

03  Every technology conversation starts with the tool, not the outcome. The discussion 

begins with “should we buy Salesforce or HubSpot?” rather than “what is the outcome we 

need, and is the process underneath it designed to deliver that?” When the tool leads the 

conversation, the operating model problem gets buried. 

Fix the Process, Then Deploy the Technology 

The right sequence is straight forward, and most businesses run it backwards. 

1. Define the outcome the business needs. 

2. Design the process that will deliver that outcome. 

3. Identify where technology can accelerate or automate the process. 

4. Select the technology that fits the designed process. 

5. Implement with clear adoption metrics and accountability. 

When this sequence is followed, technology investments deliver their promised return 

because the operating model underneath them is designed to support the outcome. When it 

is reversed, when the technology is purchased first and the process is fitted around it, you end 

up with an expensive system that nobody used properly, and everyone blames. 

The Audit Worth Running 

If you suspect your technology spend is hiding an operating model problem, run a simple audit 

across your core systems. 

For each major technology investment, ask: 
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• What outcome was this system meant to deliver and is that being achieved? 

• Was the process redesigned before the technology was implemented, or was the 

technology layered on top of an existing process? 

• Are people using the system as designed, or have workarounds emerged? 

• If you removed the technology tomorrow, would the underlying problem still exist? 

If the answer to the last question is yes, you do not have a technology problem. You have an 

operating model problem with a technology price tag. The fix is redesigning the process 

properly and then deciding whether the existing system supports the new design or needs to 

be replaced. 

 

The most expensive technology in your business is the system 
that automates a process nobody designed properly in the first 

place. 

 

Technology Is an Enabler, Not a Solution 

The businesses that get the most from their technology spend are not the ones that spend the 

most. They are the ones that fix the model first and only then ask what technology can 

accelerate. 

If your tech stack is expensive, underperforming and full of workarounds, the system is not the 

problem. The model underneath it is. And no upgrade, migration or new platform will change 

that until the model is right 

K E Y  T A K E A W A Y S  

01   Technology amplifies whatever operating model it sits on. If the model is well 

designed, technology accelerates value. If the model is broken, technology makes 

the problem faster and more expensive. 

02   Three warning signs your tech spend is masking a model problem, the same 

complaints persist after go-live, technology decisions are made in silos, and 

conversations start with the tool instead of the outcome. 

03   The right sequence is always: define the outcome, design the process, then select 

and deploy the technology. Most businesses run this backwards. 

04   The most expensive technology in your business is the system that automates a 

process nobody designed properly in the first place. 
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R E A D Y  T O  C L O S E  T H E  G A P ?  

If your technology investments are not delivering the returns they promised, the 

issue may not be the technology. Loop’s OP3 Diagnostic assesses the operating 

model underneath the systems. 
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