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WHAT YOU'LL TAKE AWAY

By the end of this guide, you'll understand: = Where Al can accelerate modernization work

= When legacy systems become a business constraint = How modernization priorities differ by industry

= Why modernization begins with understanding, = How to determine the right starting point for
not rewriting your environment

Tl www.aditiconsulting.com
CONSULTING



Modernization is Momentum

Legacy systems do more than create technical debt. They
consume the time, talent, and budget organizations need
to improve reliability, launch new capabilities, manage
risk, and respond to changing business priorities.

For many enterprises, that is the real case for
modernization.

Outdated platforms can require specialized skills and
constant maintenance. Dependencies become harder
to understand. Small changes take longer to validate.
Engineering teams spend more time keeping critical
systems running and less time improving what the
business can do.

Modernization creates an opportunity to change that
balance.

By modernizing or documenting critical legacy
applications, organizations can reduce maintenance
burden, preserve institutional knowledge, and create more
capacity for higher-value work. The goal is not to replace
technology simply because it is old. It is to remove the
constraints that are limiting performance, increasing risk,
or consuming resources that could be directed elsewhere.

That work begins with visibility. Al-enabled discovery

and dependency mapping can accelerate the process

of understanding how legacy systems function, where
business logic resides, and which dependencies introduce
risk. Engineers provide the context and judgment needed
to interpret that information and decide what should
change.

The result is a clearer path forward: less uncertainty
around critical systems, more informed modernization
decisions, and greater capacity to build what comes next.

Legacy systems consume more than budget. They
consume engineering capacity. Modernization creates
room to improve reliability, reduce risk, and redirect talent
toward higher-value work.

CONSULTING
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The Basics of Legacy Modernization

Put simply, legacy modernization is the process Depending on the system, modernization may involve
of improving existing applications, infrastructure, documenting an application so it can be maintained
andtechnology environments so they can better support more effectively, refactoring portions of existing code,
current and future business needs. replatforming an application, changing its architecture,
rebuilding selected capabilities, or replacing a system

That does not necessarily mean replacing everything that

altogether.
came before.

Typical modernization work can span:

Application development Product and project management

Software engineering DevOps and delivery automation

Software testing and validation Secure software design and code

Solution architecture

The right combination depends on the environment and the outcome the organization is trying to improve.
Modernization should be shaped by the specific constraint, not by a predetermined technology path.

THE TAKEAWAY

Modernization does not automatically mean replacing a legacy system. The right answer may be to document, refactor,
replatform, rebuild, or replace, depending on the constraint and the outcome required.

Tl www.aditiconsulting.com 4
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The Case for
Modernization

Modernization matters when legacy technology begins to
limit an organization’s ability to deliver.

That limitation can take many forms: rising maintenance
costs, slower releases, reliability issues, security
exposure, scarce technical expertise, fragmented data, or
difficulty introducing cloud and Al capabilities.

For leaders, the question is therefore not simply, “How
old is our technology?” It is, “What is this environment
preventing us from doing?”

Modernization addresses those constraints by improving
the applications, infrastructure, data, and engineering
practices that support the business.

It is not a single upgrade or a one-time effort to “future-
proof” the technology estate. Business requirements,
security expectations, customer needs, and technology
will continue to evolve. Modernization is better
understood as an ongoing engineering discipline that
keeps critical systems aligned with what the organization
needs from them.

The objective is not to modernize everything. It is to
identify where change will create the greatest value and
make deliberate decisions about what should remain,
what should evolve, and what should ultimately be
replaced.

The trigger for modernization is not the age of
the technology. It is the point at which the current
environment starts limiting reliability, speed, cost
efficiency, security, or the ability to introduce new
capabilities.

Tl www.aditiconsulting.com 5
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Modernization Begins with Understanding

Before leaders can decide where modernization
investment will create the greatest return, they need to
understand the systems creating the greatest risk, cost,
and delivery constraints.

That can be difficult in legacy environments.

Business logic may be distributed across millions of lines
of code. Documentation may be incomplete or outdated.
Dependencies may be known only by a small number

of experienced developers. As institutional knowledge
leaves the organization, systems that once felt stable can
become increasingly difficult to change with confidence.

The result is not just a technical problem. It allects the
business.

A change that should take days can take weeks. Teams
hesitate to modify critical applications because the
downstream impact is unclear. Cloud migrations, security
updates, and new integrations become harder to plan.
The organization becomes more dependent on scarce
expertise simply to keep important systems functioning.

That is why modernization often starts with discovery
rather than rewriting.

Al-enabled code discovery, dependency mapping, and
living documentation can accelerate the repeatable work
required to understand an application estate. These
tools help surface business rules, dependencies, and
areas of potential risk so engineers can spend more time
evaluating what those findings mean.

Better visibility gives leaders a stronger basis for deciding
what to retain, refactor, replatform, rebuild, or replace.

Modernization becomes less about making a leap into the
unknown and more about making informed engineering
decisions tied to measurable priorities.

THE TAKEAWAY

Before deciding what to modernize, teams need visibility
into business logic, dependencies, and risk. Al can
accelerate that discovery; engineers still determine what
the findings mean and what should change.
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Why Should Organizations Prioritize

Modernization?

Organizations should prioritize modernization when
the cost of maintaining the current environment
begins to outweigh the value it provides.

That cost is not limited to infrastructure spend.

It appears in engineering hours spent on recurring
maintenance. It appears when releases take longer
because systems are difficult to change. It appears when
scarce specialists become a bottleneck. It appears in
security and compliance exposure, fragmented data,
reliability issues, and the inability to introduce new
capabilities without adding another workaround.

Modernization can help reduce that drag.

Better-documented and more maintainable applications
reduce dependence on institutional knowledge. Modern
platforms can improve reliability and delivery speed.
Stronger integration and data foundations make cloud
and Al capabilities easier to introduce. Simplified
environments can also reduce the amount of engineering
capacity consumed by business-as-usual work.

That creates a second-order benefit: people
have more time to work on the problems
that move the business forward.

CONSULTING
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Modernization does not always require a full rebuild. In
some environments, documenting an application and
reducing knowledge risk may create enough value. In
others, refactoring, replatforming, or replacing the system
may be justified.

The goal is to identify where legacy technology is
creating a measurable constraint and choose the level of
modernization that addresses it.

At Aditi Consulting, we refer to the first part of that process
as legacy code discovery: creating visibility into application
logic, dependencies, business rules, and risk before
deciding what modernization should look like.

The better the understanding, the more deliberate the
investment.

THE TAKEAWAY

Prioritize modernization where legacy systems create
measurable drag: recurring maintenance, scarce-skill
dependency, slow releases, risk exposure, or barriers to
cloud and Al adoption.

Maintenance burden - Skill scarcity * Slow delivery * Risk *
Al/cloud constraints



What Industries Can Benefit from Legacy

Modernization?

Technology underpins operations across every major
industry, but the case for modernization is different for
each one.

For a financial institution, the priority may be reducing
risk and improving compliance visibility. For a healthcare
organization, it may be interoperability and administrative
efficiency. A high-tech company may be trying to recover
engineering capacity. A manufacturer may need greater
reliability and operational visibility. Retailers may be
focused on connected customer experiences, while
telecom and media organizations may be constrained by

the cost and complexity of legacy 0SS/BSS environments.

The common thread is simple: modernization becomes
necessary when existing technology limits the outcome
the organization needs to improve.

THE TAKEAWAY

The reason to modernize changes by industry, but the
trigger is consistent: existing technology is limiting an
outcome the organization needs to improve.

Financial Services

OUTCOME SNAPSHOT

Reduce risk. Strengthen compliance. Change critical
systems with greater confidence.

Stronger compliance, lower operational risk, and faster
product change all depend on understanding and
improving the systems underneath them.

Financial institutions face growing pressure as regulatory
requirements, fraud threats, technical debt, and customer
expectations converge.

Outdated systems and fragmented datasets can make
compliance reporting harder, slow product changes, limit
visibility into customer activity, and increase operational
and security risk.

Large financial institutions are already exploring how
Al can reduce some of the manual work involved in
understanding these environments. Morgan Stanley,
for example, developed Al-enabled tools to analyze its

internal codebase, translate legacy code into plain-English

CONSULTING

specifications, isolate sections of code for regulatory
inquiries, and assist with code translation.

The example demonstrates one of Al's most practical
roles in modernization: helping engineers understand
complex environments faster.

Al-enabled discovery can accelerate analysis, but people
still determine how business logic should be preserved,
what level of risk is acceptable, and how systems should
ultimately evolve.

For financial institutions, modernization can create
stronger foundations for integrating data, improving
payment performance, automating portions of
compliance work, and reducing technical exposure.

The outcome is not simply newer technology.

It is a technology estate that supports stronger
governance,faster change, and greater confidence in the
systems the business depends on.

Tl www.aditiconsulting.com
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Healthcare

OUTCOME SNAPSHOT

Connect data. Reduce administrative burden. Create
stronger foundations for Al-assisted care workflows.

Better-connected systems can reduce administrative
burden, improve data access, and give clinicians and
operational teams more time to focus on care.

The healthcare sector must manage complex EHR
environments, sensitive information, evolving regulation,
and constant pressure to improve both operational and
clinical workflows.

Legacy architectures can make those priorities harder to
achieve. Siloed information limits interoperability, aging
integrations increase complexity, and manual workflows
consume time that clinicians and stall could spend
elsewhere.

Modernization can create more connected data and
application environments, making it easier to streamline
claims and prior authorization workflows, improve
information exchange, and introduce automation where it
provides meaningful support.

Major EHR vendors are also introducing Al capabilities
into clinical workflows, including generative
documentation and ambient listening.

Those capabilities depend on more than Al. They require
trusted information, ellective integrations, scalable
platforms, appropriate governance, and human oversight.

Modernization provides that foundation.

For providers and payers, more connected clinical,
operational, and financial data can support claims
accuracy, audit readiness, care coordination, and more
informed decision-making. Automation can also reduce
repetitive administrative work, creating more capacity
for people to focus on patient care and higher-value
activities.

The goal is not Al for its own sake. It is creating systems
that allow technology to better support the people
delivering and managing care.

il |
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High Tech

Recover engineering capacity. Reduce technical
drag. Accelerate large-scale code change.

Recovering engineering capacity may be one of the
most valuable outcomes of legacy modernization.

The sector depends on the ability to build
and ship quickly, yet even sophisticated engineering
teams can lose significant time to legacy code,
technical debt, and large-scale maintenance work.

At scale, code migration and refactoring can
consume thousands of engineering hours that
could otherwise be directed toward products,
architecture, and customer needs.

Al is beginning to change that equation.

In 2025, described the use of
large language models to assist with large-scale
code migration. Across 595 code changes and
more than 93,000 submitted edits, Al generated
a significant share of the work, while developers
estimated that the approach reduced total
migration time by roughly 50%compared with
previous manual migrations.

The research illustrates the role Al can play in
accelerating highly repeatable modernization tasks
while engineers remain involved in validation,
review, architecture, and production rollout.

For high-tech enterprises, the benefit is greater
engineering leverage.

When teams spend less time on repetitive migration
and maintenance work, they can direct more
attention toward products, architecture, customer
needs, and the problems that differentiate

the business.

Manufacturing

Improve reliability, visibility, and throughput while
reducing reactive operational work.

For manufacturers, modernization can translate directly
into greater reliability, visibility, and throughput.

Global competition continues to put pressure on
organizations to improve efficiency, agility,
resilience, and cost control.

Yet many production environments still depend on
aging manufacturing execution systems (MES),
enterprise resource planning (ERP) platforms, and other
architectures that were not designed for real-time data
exchange or adaptive automation.

That can make it harder to identify equipment issues
early, coordinate information across plants and logistics
networks, or respond quickly when conditions change.

Modernization can connect these environments and
establish stronger data foundations across operations.

Once those foundations are in place, loT sensors, real-
time analytics, digital twins, and Al-assisted monitoring
can be applied more effectively.

is one example. Rather than relying
only on scheduled maintenance or reacting after equipment
fails, connected data and analytics can help teams identify
patterns that may indicate a developing issue.

Automation can also support quality control and
reduce repetitive operational work, while people retain
responsibility for interpreting exceptions and making
decisions with operational consequences.

For manufacturers, the potential outcomes include less
unplanned downtime, more efficient maintenance, improved
throughput, and greater visibility across operations.

Modernization makes those capabilities easier to
introduce and evolve as production requirements change.

CONSULTING
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Retall

OUTCOME SNAPSHOT

Connect fragmented systems so teams can
respond faster to customers, inventory, and
changing demand.

Connected systems give retailers a better chance to
turn real-time information into better customer and
operational decisions.

Retailers operate under constant pressure from
tight margins, changing customer behavior,
inventory complexity, and the need to create
consistent experiences across physical and
digital channels.

Legacy point-of-sale (POS), order management,
commerce, and inventory systems can fragment
information and make those priorities harder to
ETETL

Al is also becoming part of the modernization
toolkit.

Walmart, for example, has reported using Al agents
to help engineers work with legacy software and
automate portions of accessibility compliance.
According to the company, its accessibility agents
automatically identify about 60% of related
software bugs and fix 95% of those identified
issues, contributing to an eightfold productivity
improvement in that area.

The example shows what Al can do when applied
to repeatable work inside a broader engineering
environment.

CONSULTING

For retailers, modernization can connect POS, order
management, payments, inventory, and e-commerce
systems more effectively. That creates stronger
foundations for inventory visibility, personalization,
security,and more consistent customer experiences.

The result is a retail environment that can respond more
quickly to changing demand without requiring every new
capability to be layered onto brittle legacy systems.
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Telecom & Media

OUTCOME SNAPSHOT

Reduce operational complexity and create a more
adaptable foundation for networks, services, and Al-
enabled operations.

Modernization can reduce the operational drag that
makes network evolution and new service delivery harder
than they need to be.

Telecom and media organizations often operate complex
legacy OSS/BSS environments that were built for a

different generation of network and service requirements.

As 5G, edge computing, streaming, and new digital
services increase complexity, these environments can
become expensive to maintain and difficult to change.

As detailed in Aditi Consulting’s 2025 Telecom + Media
Report, legacy modernization is an important priority

for organizations working to reduce fragmentation,
strengthen security, and improve operational efficiency.

More modular, API-first platforms can make automated
network orchestration, intelligent monitoring, partner
integration, and Al-enabled analytics easier to introduce
and manage.

The potential outcomes include faster service rollout,
better network visibility, stronger billing accuracy, reduced
downtime, and greater flexibility to introduce new
offerings.

The objective is not simply to replace legacy OSS/BSS
systems. It is to remove the constraints that prevent
telecom and media organizations from operating,
adapting, and delivering services as effectively as they
need to.

Tl www.aditiconsulting.com 12
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Why Legacy Modernization Solutions from
AditiConsulting?

CHOOSE PATH A WHEN:

You need clarity before committing to change.

CHOOSE PATH B WHEN:

You need operational relief now while building toward

modernization.

The right modernization path depends on the outcome

an organization needs first.

Some enterprises need clarity before change. They want
to understand application dependencies,business logic,
risk, and modernization feasibility before committing
significant investment.

Others need operational relief first. Maintenance costs,

skill scarcity, reliability issues, or day-to-daysupport
requirements may be consuming capacity the organization

needs elsewhere.

Aditi Consulting’s Al-Powered Legacy Modernization

approach supports both starting points.

Reduced operational burden and greater

OUTCOME AT ENTRY Greater visibility and decision confidence tabilit
stability
Discovery-First Modernization Operate-to-Modernize
GENERAL APPROACH ) . . .
Design ¢ Build « Operate Operate * Build * Design
. Operational management of the legacy
ENTRY POINT Al-enabled code discovery i
environment
. . Day-to-day stability; living documentation of
Dependency maps; business rules extraction; o ; .
KEY DELIVERABLES . . . I application behavior; embedded discovery
risk analysis; modernization feasibility o
that creates a path toward modernization
Organizations seeking clarity, decision Organizations facing immediate maintenance
IDEAL FOR support, or proof of value before committing burden or skill scarcity while building toward

to modernization

modernization

CONSULTING
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In Path A, the first outcome is understanding.
Al-enabled discovery helps surface application logic,
dependencies, business rules, and potential risks

so leaders and engineering teams can make more
informed decisions about what comes next.

In Path B, the first outcome is stability and capacity.
The immediate priority is reducing the burden of
operating the legacy environment while building

the documentation and system knowledge needed
for modernization.

Al accelerates the repeatable. Engineers interpret the
complexity. Outcomes determine the work.

Al can accelerate legacy modernization, particularly
across repeatable activities such as code discovery,
dependency mapping, analysis, and documentation.

But faster analysis is not the outcome.

The two paths begin differently because enterprise
constraints are different.

What they share is a focus on making the environment
understandable, reducing uncertainty, and connecting
modernization work to a defined result.

Different starting points can lead to the same goal:
a better-understood environment, lower uncertainty,
and a modernization path tied to a defined outcome.

The value comes from what that acceleration allows
engineers and leaders to do next: understand systems
sooner, reduce knowledge risk, make better modernization
decisions, and spend more human effort on architecture,
validation, governance, and the parts of the environment
that require context.

Aditi applies Al as an amplifier of engineering expertise.
The goal is to accelerate what is repeatable while
keeping people responsible for the decisions that
shape the outcome.

CONSULTING
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Where Do | Start with Legacy Modernization?

Start Here

1. DEFINE THE OUTCOME.

What needs to improve: cost, reliability, speed, risk, Al readiness, or engineering capacity?

2. FIND THE CONSTRAINT.

Which applications or dependencies are preventing that improvement?

3. CHOOSE THE FIRST MOVE.

Do you need greater visibility first, or immediate operational stability?

Start with the outcome that is hardest to achieve because
of the current environment. It might be:

= Reducing maintenance cost or business-as-usual effort
= Improving reliability or MTTR

= Releasing changes faster

= Reducing dependence on scarce legacy skills

= Strengthening security, compliance, or auditability

= Creating a stronger foundation for cloud or Al

= Giving engineering teams more capacity for
strategic work

Then identify the systems most responsible for that
constraint.

The oldest application is not necessarily the first one that
should be modernized. Priority should reflect business
impact, operational burden, risk, and the potential value
of change.

From there, determine what the organization needs before
modernization can move forward.

CONSULTING

If the primary problem is uncertainty, discovery may come
first. Al-enabled analysis can help surface dependencies,
business logic, and risk so teams can evaluate
modernization options with greater confidence.

If the immediate problem is operational burden,
stabilization may need to come first. Managing and
documenting the environment can reduce pressure
today while building the understanding required for
modernization tomorrow.

Either way, the first step is the same: make the constraint
visible, define the outcome, and modernize in proportion
to the problem.

For organizations exploring where to begin, an application
assessment can help establish that baseline and identify
the systems where modernization can create the

greatest value.

EXPLOREE AI-POWERED LEGACY MODERNIZATION
FROM ADITI CONSULTING
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ABOUT ADITI CONSULTING

Aditi Consulting is The Outcome Engineering Partner, helping enterprises transform with Al

by combining accountability for outcomes with the capacity to execute. We bring together Al,
engineering expertise, and global delivery capacity to meet organizations where they are—whether
they need a partner to shape the path to an outcome or the specialized capabilities and scale to
deliver on a strategy already in motion. From modernizing what exists to building what'’s next, Aditi
turns possibility into measurable impact while amplifying what people do best.

Learn more: https://www.aditiconsulting.com/.
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