Flip the Perspective: Business First

Most modernization efforts start with systems. m 1]

Before touching technology, define how the business should work.

Describe your ideal business process or value stream as if technology
were not a constraint:

« how ideas move from concept to customer,
« where decisions are made,

- where value is created,

« where delays appear.

Only after this picture is clear, designing of an architecture make sense.

Technology should enable the business process, not define it. If you design around
existing systems, you carry their limitations forward.
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Why This Matters Now ””

Many legacy systems were built when technology was expensive, L
rigid, and slow to change. Those constraints no longer apply I]
in the same way.

Modern platforms, cloud infrastructure, and tooling are
far more flexible than before.

Yet many decisions are still
+ Now —b Future made using assumptions from a
—_— | different era.

Lﬁgi:rmigd dObjguc::f:;nd Modernization fails when organizations
modernize systems but keep old thinking:
lf;hapee define ‘L
iy « optimizing around past constraints,
Optimiz + preserving inefficient flows,
Process Value Stream ) )
» reinforcing outdated structures.

d
supported by ‘i The result looks new on the surface

Modern, but behaves the same underneath.
Adapﬁve
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Align Priorities

Before discussing architecture, align on what matters most. Ii J

Evidence-Based Management provides a simple way to frame
priorities using four dimensions:

« Current Value: Are customers receiving what they expect today?
 Unrealized Value: Where is growth blocked or delayed?

« Time-to-Market: How quickly can ideas reach production?

- Ability to Innovate: How easily can the system adapt to chaning envionment?

Evidence Based Management

Unreadlized Value

Value

Current Value

Aloili’ry to Inhovate

Delivery

Time to Market

These dimensions help leadership:

* set priorities,

- define measurable goals,

- avoid “everything is urgent”
decision-making.
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Investment and Constraint: Reality Check ””

Modernization is not only a technical decision. It is an investment and conr|| |||} |
straint decision. |]

Before calling for an architect, clarify:

« how much initial investment is realistic,

- how important long-term freedom and independence are,
« how much flexibility the business

* needs to adapt later.

Do not optimize everything.

|dentify the real constraint limiting flow,

—_— and invest where it releases the

L Real Constraint most value. This is where Theory of Con-
straints (TOC) thinking is useful.

Many opﬁon';

Released Flow

o The “best” architecture is not universal.
T . L]
Desired Outcome It is the one that fits your business goals,

constraints, and risk tolerance.
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Al-Assisted Modernization:
Velocity vs Exposure

Al can dramatically accelerate modernization.
It can also increase exposure if used without care.

The key question is not whether to use Al, but where and how much.

Consider: Al is an amplifier:

- where speed matters most, - If governance is weak, it amplifies chaos.
- where risk must be minimized, -+ If governance is strong, it amplifies progress.
+ which decisions and data re-

quire Clear boundaries and policies matter more than
- strict control. tools.

Al Governance

| VEIGC-I’"Y ‘ ¢ l _,L Control

—
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Engage All Stakeholders Early | |

Modernization requires a shared understanding across: nll |

* business leadership,
 technology leadership,
* operations,

* security,

- compliance,

+ governance.

Most failed modernization efforts
do not fail technically.

They fail because stakeholders are
misaligned on goals, priorities,

or acceptable risk.

I Shared \
dert;’ranalinﬂ

Alignment creates clarity.
Clarity reduces resistance and rework.
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Plan for Gradual Modernization

Large, all-at-once rewrites are risky and disruptive.

A safer approach is gradual modernization:

* review the existing architecture honestly,
- identify safe seams for change,

* modernize incrementally,

« postpone irreversible decisions until clarity improves.

This allows progress without

- freezing delivery,
« disupting normal operations,
* or putting the business at risk.

Review

lsolate

‘ Impr‘ove

Decide
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Where Gehtsoft Helps ””

Gehtsoft works as a business-first technology partner. i‘ J

We help organizations:

« set clear, business-driven goals using Evidence-Based Management;

- align stakeholders around shared priorities, constraints, and risks;

- translate ideal business processes into feasible, practical solutions;

- design architecture aligned with investment capacity and long-term goals;
+ guide Al adoption and establish appropriate governance;

- plan, build, deploy, and continuously improve gradual modernization.

Our focus is reducing friction before it becomes technical or organizational
debt.

Visit our website for more information about
our services, client reviews and contacts.
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Clarity Before Commitment

Legacy technology is not a failure. 1)
It is often the result of past success. Ii

The goal is not to erase the past, but to regain speed, clarity, and
freedom for what comes next.

Before large investments or bold promises, start with clarity.

Understand where technology truly helps and where it quietly holds
the business back.

If this guide reflects your situation, the next step is understanding
your current level of drag.

A short assessment can help identify whether legacy technology is a
minor annoyance or a real constraint on growth.
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