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Driving M odernizat ion 
Success Through 
System Transparency
W hy modernizat ion has become urgent

For many years, the highest  priority for enterprise IT systems w as stability. 
M ission-crit ical systems at  the heart  of business operat ions ?  part icularly 
core banking systems ?  w ere expected to keep running w ithout  
interrupt ion, 24 hours a day, 365 days a year, for decades. In fact , over the 
past  nearly half a century, many core systems have cont inued to operate 
reliably w hile avoiding major changes. 

But  stability alone is no longer enough in today?s w orld. New  AI models are 
emerging every few  w eeks, w hile cloud technologies, APIs and agent ic 
systems are rapidly becoming mainst ream. The assumpt ions on w hich 
businesses operate are changing dramat ically. As market  condit ions and 
customer needs evolve at  an unprecedented pace, companies need not  
only stability, but  also adaptability ?  the ability to respond to change. 
This is w here modernizat ion, the process of renew ing legacy systems, 
becomes essent ial. 

A t  the same t ime, many core systems built  decades ago have become 
black boxes. There is almost  no one lef t  w ithin the company w ho fully 
understands systems w rit ten in older languages such as COBOL,  PL/ I, 
or assembly languages,  and in many cases, there is no proper 
documentat ion or clear inst ruct ion on how  to operate them. 
These systems have cont inued running largely untouched, even though 
almost  no one know s exact ly w hat  is inside them or w hy they are st ill 
w orking. Even if organizat ions can f ind engineers w ho st ill understand 
legacy programming languages, many of these systems have become  
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That  is w hy a more gradual approach can be 
effect ive. W e often describe it  as "peeling an onion." 
Organizat ions priorit ize individual business funct ions 
and services, then modernize them step by step. 
By breaking the challenge into smaller pieces, 
they reduce both risk and cost . Just  as important ly, 
each successful outcome builds conf idence for the 
next  stage, allow ing clients to see for themselves 
that  the approach w orks. 

W hen one modernized service delivers tangible 
results, such as reduced maintenance overhead 
or more scalable third-party integrat ion, it  creates 
a posit ive ripple ef fect . Leaders and team members 
from other areas see those benef its in act ion, 
shif t ing the organizat ional mindset  f rom fearing 
IT risk to act ively seeking business grow th. 
W hat  begins as a single modernizat ion ef fort  can 
therefore build momentum across the organizat ion, 
encouraging others to follow  and accelerat ing 
t ransformat ion as a w hole.

A stability mindset -  M ission-crit ical systems in 
indust ries such as banking, insurance, and public 
infrast ructure operate under the const raint  that  they 
cannot  stop, 24 hours a day, 365 days a year. 
Of course, system stability is essent ial. Even top 
tech companies such as M icrosoft  and Google 
experience system outages from t ime to t ime. But  if 
you look at  their grow th over a period of years, those 
incidents do not  def ine them. They cont inue to grow  
because they combine advanced technology w ith a 
st rategy that  allow s them to adapt  and evolve.    

One regional bank w e supported through a 
modernizat ion program not  only succeeded in 
building a next-generat ion core banking system 
ahead of many of its peers, but  is now  looking to turn 
that  experience into a new  business by sharing its 
expert ise w ith other banks. The bank is also 
developing a range of new  products and services. 
Over the course of its tw o-and-a-half-year 
modernizat ion journey, it  not  only digit ized   
customer touchpoints but  also developed a culture 
of challenging itself to do new  things. That  mindset  
has become a source of long-term value, giving the 
organizat ion the conf idence to take the f irst  step 
w hen the next  w ave of change arrives. 

Consensus paralysis -  Today?s w orld does not  
rew ard stability. It  rew ards adaptability. To succeed 
in this environment , leaders need to change their 
mindset . Too often, organizat ions w ait  for someone 
else to init iate change, or they postpone decisions 

so complex and bloated through decades of 
modif icat ions and feature addit ions that  they now  
exceed human cognit ive capacity. Trying to change 
such a black box is like w aking a sleeping lion. If the 
system goes dow n, the impact  could spread across 
the ent ire business. That  is w hy any change or 
modernizat ion naturally creates a great  deal of 
anxiety. Yet  cont inuing to rely on such aging systems 
can also create signif icant  operat ional risk.

If w e look at  the market , change has already begun. 
As w e move into the AI era, markets and customer 
expectat ions are evolving, and business 
requirements w ill cont inue to evolve. Companies 
cannot  respond to w hat  lies ahead simply by 
cont inuing to do the same thing every day. IT is no 
longer just  a tool; it  is part  of a company?s assets. 
If a company cannot  control its ow n systems, 
it  cannot  cont rol its ow n business. 

The modernizat ion mindset  

In my view , there are three major barriers 
that  prevent  leaders from moving forw ard 
w ith modernizat ion: 

Fear -  W hen execut ives consider modernizing their 
systems, many immediately picture a large-scale 
t ransformat ion requiring signif icant  investment  and 
years of ef fort . Taking that  f irst  step can feel 
daunt ing. In reality, "big bang modernizat ion" 
projects that  at tempt  to replace everything at  once 
often run over budget , take longer than expected, 
and have relat ively low  success rates. 

IT is no longer just a tool; it  
is part of a company?s 
assets. If a company 
cannot control its ow n 
systems, it  cannot control 
its ow n business. 



determine w hat  the problems are, w hat  
modernizat ion could change, and how  
non-funct ioning elements can be removed. 
As I ment ioned earlier, modernizat ion is of ten like 
peeling an onion. The quest ion is w here to begin. 
W e evaluate services through a simple matrix of 
business value versus technical risk. The ideal 
start ing point  is a high-frict ion, low -risk service, 
w here a fast  achievement  builds immediate 
momentum. Cross-funct ional discussions are 
essent ial here. Business leaders ident ify w here 
operat ional pain lives, w hile IT assesses system 
dependencies and feasibility. It  is equally important  
to determine w hat  does not  need to be modernized. 
If a service is stable, low -maintenance, and meet ing 
current  business needs, w e leave it  alone. 
M odernizing these components of ten adds 
unnecessary cost  and risk for minimal return.

AI agents empow er modernizat ion

Through the use of our proprietary AI agent ic 
solut ion, the analysis of source code and 
dependencies and the high-precision conversion of 
code can be carried out  far more quickly, w hile tasks 
such as generat ing specif icat ions and conduct ing 
tests can be automated. By combining AI w ith other 
technologies, and maintaining quality through a 
human- in-the- loop approach, w e are making legacy 
systems t ransparent  in w ays that  once required an 
enormous amount  of manual ef fort . As the next  step 
in this evolut ion, w e are now  exploring how  these AI 
agents can w ork together as an agent ic AI system to 
carry out  modernizat ion more autonomously, 
w ith the aim of improving both quality and 
eff iciency. In other w ords, AI agents are 
fundamentally shif t ing modernizat ion from a 
black-box, high-frict ion project  into a t ransparent , 

unt il a broad consensus emerges. But  the pace of 
technological and market  change is simply too fast  
for that  approach. Organizat ions need leaders w ho 
are w illing to act , make decisions, and create the 
condit ions for t ransformat ion before 
certainty arrives.  

Leaders must  lead by example. They need to take 
the f irst  step and act ively support  t ransformat ion. 
W ait ing for everyone to reach consensus can take 
forever. Even w hen people on the front  line w ant  
change, they of ten cannot  make it  happen by 
themselves. That  is w hy leaders must  create 
permission to experiment  and build an environment  
w here people feel empow ered to t ry new  things.
  

Bringing t ransparency to the black box

According to research, 34% of companies cite 
enabling AI capabilit ies as a reason for pursuing 
modernizat ion.1 Also, AI is a major catalyst  of 
modernizat ion. Yet  AI is st ill maturing. 
Simply int roducing AI into a system that  has been in 
use for   nearly half a century is unlikely to make it  
w ork ef fect ively ?  and may even create new  risks.

A  step akin to a medical diagnosis needs to take 
place before int roducing AI. At  a hospital, doctors 
f irst  use X- rays, M RI scans and blood tests to 
examine w hat  is happening inside the body and 
ident ify the locat ion and extent  of a problem. 
The same approach needs to be applied to systems. 
If AI is allow ed to read legacy code from the outset , 
it  tends to hallucinate. W e therefore begin by 
analyzing the internal st ructure of the legacy system 
w ithout  using AI, then feed those f indings into AI as 
a guide, enabling it  to analyze the code and 
dependencies in greater detail. Research show s that  
the average enterprise runs 383 business-crit ical 
applicat ions, yet  54% of companies have lit t le 
understanding of the dependencies betw een them, 
and one in four has undocumented or opaque 
?dark applicat ions.? 1 Using the process described, 
it  is possible to visualize those internal st ructures 
and dependencies and produce specif icat ions that  
people can understand. By making the system 
visible and understandable rather than creat ing 
another black box, enterprises retain the ability 
to understand their ow n systems and make their 
ow n decisions. 

Then, just  as a doctor discusses t reatment  opt ions 
and priorit ies w ith a pat ient , it  is possible to 

Organizations need leaders 
w ho are w illing to act, make 
decisions, and create the 
condit ions for 
transformation before 
certainty arrives 



alone for another tw enty years, you w ill simply 
create a new  legacy system. As the business and 
technology evolve, the system must  evolve w ith 
them. That  is w hat  modern systems should be: 
systems that  cont inuously adapt  and grow .  

Even after a modernizat ion project  is completed, 
it  is important  to cont inue to analyze and assess the 
system. This allow s organizat ions to adopt  new  
technologies as they emerge. M ost  important ly, 
the system should be t ransparent  enough that  a 
new  graduate engineer joining f ive years from now  
can immediately understand w hat  is inside. The goal 
is not  modernizat ion for its ow n sake. It  is to ensure 
long-term t ransparency, so that  future generat ions 
can understand, maintain, and evolve the 
system themselves. 

Forw ard- looking leaders recognize that  standing 
st ill is no longer the safe choice. Rather than 
focusing solely on immediate challenges, they seek 
to def ine long-term st rategies that  ensure service 
cont inuity for the next  20  years and beyond. 
They understand that  adaptability must  be built  into 
today's systems if their organizat ions are to remain 
relevant  in the future. These leaders also stay deeply 
engaged in the modernizat ion journey rather than 
handing it  of f ent irely to the IT department . 
They recognize that  modernizat ion is not  simply 
a softw are upgrade, but  an opportunity to 
st rengthen company culture, improve business 
eff iciency, and deliver greater value to customers. 
Ult imately, cont inuous evolut ion is w hat  enables 
organizat ions to remain compet it ive, resilient , 
and prepared for w hatever comes next . 

In a w orld w here technology is changing at  an 
ext raordinary pace, simply having the latest  system 
is not  w hat  determines success. W hat  mat ters 
is w hether an organizat ion can cont inue to adapt  
and evolve.

st reamlined process. Their role does not  end once 
the migrat ion is complete. By embedding 
autonomous intelligence direct ly into modernized 
services, organizat ions can rapidly adapt  to shif t ing 
market  demands, cont inuously evolve their systems, 
and keep pace w ith emerging technologies. 
Rather than facing another massive modernizat ion 
ef fort  years dow n the road, they can build services 
that  cont inuously grow  and adapt  over t ime. 

The important  point  here is, how ever, not  to hand 
everything over to AI agents, but  to make a 
previously opaque system visible so that  clients 
themselves are in a posit ion to make informed 
decisions. Human control remains essent ial, but  the 
role of humans is changing. An air t raf f ic cont roller 
does not  f ly every aircraf t , yet  remains crit ical to 
ensuring the safe operat ion of the ent ire system. 
In the same w ay, organizat ions need visibility into 
system health, operat ional status, and w here act ivity 
is f low ing across their environment  through a 
high- level cont rol dashboard. Once the guardrails 
are clearly def ined, including operat ing rules, safety 
parameters, and security boundaries, AI agents can 
run autonomously day to day. Human involvement  
becomes focused on management  by except ion. 
W hen an agent  encounters an edge case, 
a high-value t ransact ion, or a scenario w ith low  
conf idence, the system raises an alert  and hands 
the decision back to human.  

The goal is not  simply to automate. It  is to create 
systems that  remain t ransparent , understandable, 
and adaptable over t ime. By making the system 
visible f irst , and then using autonomous intelligence 
to cont inuously maintain and evolve that  visibility, 
organizat ions can build the long-term adaptability 
needed to stay compet it ive in a rapidly 
changing w orld. 
 

M odernizat ion never ends  

M odernizat ion never f inishes. As long as an 
enterprise is running, its systems w ill cont inue to run 
as w ell. If you modernize a system that  has been lef t  
untouched for nearly half a century and then leave it  
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