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The outcome is not 
just simplification, 
but the ability to 
act with 
confidence across 
data, platforms, 
operating models, 
and partnerships.

By understanding where data is 
trapped, which systems truly 
matter, and how applications 
naturally cluster, leaders gain 
the clarity required to make 
strategic, value-led investment 
decisions.

Drawing on real enterprise 
examples, we show how 
assessment converts 
fragmented estates into 
strategic levers for enterprise 
change and transformation 
enabling what matters: modern 
data foundations, scalable cloud 
architectures, effective global 
operating models, and 
purposeful partner ecosystems.

This paper argues that strategic 
application assessment is no 
longer an IT hygiene exercise. It 
is a business necessity. When 
approached correctly, it unlocks 
execution levers across four 
enterprise priorities: AI 
enablement, technology 
transformation, global delivery 
design, and partner ecosystem 
strategy. 

Most organisations assume their 
application portfolio supports 
their business strategy. In 
reality, the reverse is often true: 
fragmented systems, legacy 
platforms, and duplicated 
capabilities quietly restrict what 
is possible. 

What should be an engine of 
execution becomes a structural 
limitation – slowing 
transformation, locking critical 
data behind technology 
barriers, and constraining 
competitive response.

Clarity. 
Choices. 
Pathways.
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The application 
portfolio is not 
simply a source of 
cost; it defines the 
boundaries of 
what the 
enterprise can 
achieve.

When your application 
portfolio restricts 
strategic execution

The Challenge

Most organisations operate 
under a quiet misunderstanding: 
that the technology portfolio 
serves the business strategy. In 
reality, an opaque application 
estate often becomes a 
structural constraint, restricting 
the organisationʼs ability to 
translate strategy into 
execution.

Across Futurewerkʼs analysis of 
more than 40,000 applications, 
the same patterns appear again 
and again, shaped by 
accumulation rather than 
design:

• 30–40% of integration 
budgets are consumed 
maintaining brittle 
connections between 
legacy systems

• 25–35% of security effort is 
spent patching and 
mitigating unsupported 
applications

• 12–18% of cloud spend is 
allocated to applications that 
should be retired

These figures tell only part of 
the story. The operational reality 
beneath them reveals more 
consequential patterns:

This is not merely inefficiency; it 
is a structural constraint. The 
systems holding critical data are 
often the most entangled, 
making essential business 
information difficult to access, 
analyse, and operationalise.

• 18–32% of applications 
serve duplicate functions

• 8–15% operate without clear 
ownership

• 20–28% rely on 
unsupported technologies

• over half lack integration 
documentation

• 10–16% run processes 
nobody has reviewed in 
years



    4

Each choice made sense at the 
time. Together, they create an 
application landscape that 
constrains what is possible.

Across our work, these 
dynamics consistently surface 
across different enterprise 
contexts. In the following pages, 
we examine four representative 
cases:

• mergers leave parallel 
systems running indefinitely

• business units adopt tools 
independently to meet 
immediate needs

• legacy systems persist for 
“critical processesˮ long 
after that process has 
changed

• cloud migrations lift 
applications unchanged, 
carrying forward all existing 
constraints

Complexity rarely emerges from 
a single poor decision. More 
often, it is the cumulative 
outcome of many choices—
each reasonable in context, yet 
collectively producing a 
landscape no one would 
consciously design.

Consider how most estates 
evolve:

The Diagnosis

1. A global asset manager 
grappling with 
duplicated platforms and 
constrained data access

2. An aviation enterprise 
where legacy integration 
limited operational agility

3. A life sciences 
organisation balancing 
regulatory systems with 
digital innovation

4. A European bank
navigating 
modernisation within 
tightly coupled core 
estates

How individual 
decisions create 
systemic constraints



Recurring patterns that turn application estates into strategic constraints 
and clarify where change is possible.
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CASES CONTEXT APPLICATION
REALITY

CONSTRAINT 
CREATED CLARITY GAINED

Asset 
Manager

Migrated core 
platforms to cloud 
to improve 
scalability and 
resilience.

Unsupported 
foundations (Windows 
Server 2003, WebLogic 
8.1, Oracle 10g) sat 
directly in the valuation 
and risk value chain, 
supporting pricing, 
exposure, and NAV 
processes.

Business-critical data 
was trapped behind 
fragile middleware and 
undocumented 
interfaces. ~£625k of a 
£1.5m annual cloud 
spend functioned as an 
“extended support tax.ˮ

Revealed that the most 
valuable data resided 
on the least sustainable 
platforms 
demonstrating that the 
cloud migration had 
institutionalised 
technical debt.

Aviation 
Company

Operated a highly 
distributed 
application estate 
across operations, 
engineering, 
finance, and 
partner 
ecosystems.

400+ applications 
spanned flight 
operations, crew 
rostering, MRO, 
logistics, ERP, and 
customer integrations, 
with fragmented 
ownership and brittle 
point-to-point 
integrations.

Application 
fragmentation locked 
value into inefficient 
managed services 
contracts. ~€6m in 
annual contract value 
could not be rebid 
cleanly due to unclear 
system boundaries and 
integration 
responsibilities.

Grouped applications 
into sourcing clusters, 
enabling renegotiation 
of €7m in contracts and 
shifting the 
conversation from 
vendor management to 
strategic partnership.

Life 
Sciences 
Company

Sought to 
accelerate digital 
innovation across 
R&D, 
manufacturing, 
and commercial 
functions while 
maintaining 
regulatory 
compliance.

Validated GxP systems, 
bespoke laboratory 
platforms, legacy 
manufacturing 
systems, and newer 
analytics tools 
coexisted with uneven 
data flows and strict 
validation boundaries.

Critical scientific and 
operational data 
remained siloed within 
systems of record not 
designed for analytical 
access, slowing 
innovation through 
duplicated pipelines 
and manual controls.

Distinguished systems 
of record from systems 
of insight, clarifying 
where innovation could 
proceed without 
compromising 
compliance and 
enabling prioritised 
investment in modern 
data foundations.

European 
Bank

Embarked on a 
multi-year 
modernisation 
programme to 
improve customer 
experience, 
reduce cost, and 
meet evolving 
regulatory 
expectations.

Core banking systems 
were tightly coupled to 
channels, payments, 
risk, and regulatory 
reporting through 
dense point-to-point 
integrations 
accumulated over 
decades.

Modernisation stalled 
due to fear of 
unintended impact on 
mission-critical 
processes. Even minor 
changes triggered 
broad regression 
testing, reinforcing 
dependence on legacy 
platforms.

Mapped functional 
ownership and 
integration 
dependencies, 
revealing which 
components required 
core stability and which 
could be decoupled, 
enabling phased 
modernisation without 
destabilising 
operations.

Four Representative Enterprise Cases
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Assessment reveals where the 
blockages sit and which 
systems must be modernised to 
provide the clean, accessible 
data that AI depends upon.

4. Sourcing and 
partnerships require 
deliberate rationalisation

Modern operating models 
cannot be sustained on legacy 
application architectures and 
ageing infrastructure 
foundations. 

Simply moving systems does 
not resolve deep-seated issues 
of coupling, technical debt, and 
operational fragility. 

Strategic assessment reveals 
which applications must be 
modernised to support future 
demands, which should be 
retired or replaced, and which 
can be stabilised without further 
investment. 

Without that clarity, 
modernisation efforts often 
replicate existing constraints—
only on newer platforms and at 
higher cost.

As organisations integrate AI 
into products and processes, 
data becomes the non-
negotiable requirement. Legacy 
estates and architecture 
systematically obstruct this 
through point-to-point 
connections, fragmented 
domains, and inconsistent 
formats. 

For years, enterprises navigated 
complexity and managed its 
risks. That room for manoeuvre 
has now evaporated under four 
converging business pressures.

1. AI-led transformation 
requires accessible data

2. Application and 
infrastructure 
modernisation has 
become unavoidable

3. Global delivery requires 
deliberate work allocation

The Business 
Pressure

Most organisations operate with 
an overextended vendor 
landscape shaped by historical 
application decisions rather 
than strategic intent. 

Why clarity has become 
essential

Many organisations are 
establishing global centres to 
access talent and efficiency. For 
these centres to be used 
effectively, work must be 
deliberately identified, 

Assessment clarifies which 
applications and domains can 
be cleanly separated, how 
dependencies can be reduced, 
and where clear ownership 
boundaries should sit—creating 
the foundation for global 
delivery models that improve 
both cost and quality.

Application assessment 
provides the foundation for 
rationalising this landscape—
grouping systems into coherent 
clusters that can be sourced, 
rebid, or partnered more 
effectively, shifting from 
fragmented vendor 
management to a smaller set of 
purposeful, value-aligned 
partnerships.

Clarity about the 
application 
portfolio is no 
longer optional. It 
is the prerequisite 
for executing these 
four critical 
business 
strategies.
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When conducted properly, 
assessment reveals how the 
application estate actually 
behaves—how data moves 
across systems, where 
dependencies accumulate, 
which applications exert 
disproportionate influence, and 
where structural risk or friction 
resides. 

It replaces anecdote with 
evidence, and intuition with 
shared understanding.

Rather than producing static 
inventories or isolated 
rationalisation lists, strategic 
assessment translates 
complexity into decisions that 
can be acted upon. 

It enables leaders to distinguish 
between applications that 
merely exist and those that truly 
matter; between systems that 
constrain progress and those 
that can be stabilised or 
extended; and between areas 
where investment will unlock 
capability and areas where it 
will only preserve the past.

It provides a structured basis for 
prioritisation, sequencing, and 
trade-off allowing organisations 
to move deliberately, rather than 
reactively, in reshaping their 
technology foundation.

Seen this way, application 
assessment becomes a 
planning instrument rather than 
a clean-up exercise.

Reframing 
Application 
Assessment

Strategic 
application 
assessment is not 
about cataloguing 
systems, it is about 
creating the 
conditions for 
execution.



Six lenses that reveal execution pathways
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The Assessment Framework

1. CURRENT STATE MAPPING
The work begins with seeing the estate as it operates today. This includes cataloguing applications, mapping 
data flows and dependencies, assessing technical currency, and confirming ownership. It is not uncommon 
to uncover “forgottenˮ systems still processing business data while consuming resources. Mapping turns 
assumptions into evidence.

2. BUSINESS IMPACT SCORING
With the landscape visible, structured evaluation becomes possible. Each application is assessed across 
multiple dimensions: business criticality, technical health, risk exposure, operational cost, data significance, 
and ownership clarity. Business value is weighed against technical and architectural risk, ensuring that 
systems with low usage but high data or control significance receive appropriate attention alongside high-
traffic platforms.

3. STRATEGIC GROUPING
At this stage, complexity gives way to choice. Applications are positioned against business value and 
technical health, allowing the portfolio to be grouped into a small number of clear strategic pathways:
High value, low health → modernise 
High value, high health → retain and optimise
Low value, low health → retire
Low value, high health → consolidate or migrate to SaaS
This grouping establishes a direct link between the application estate and enterprise execution. It shifts 
decision-making from debating individual systems to making portfolio-level choices about where to invest, 
where to stabilise, and where to exit ensuring architecture serves strategy rather than reflecting historical 
accumulation.

4. SCENARIO PLANNING: INSIGHTS INTO POSSIBLE  FUTURES
Once applications have been grouped into clear strategic pathways, leaders must decide how the estate 
should evolve in line with enterprise priorities. Each scenario makes trade-offs visible: speed versus 
thoroughness, risk reduction versus capability development, near-term savings versus long-term advantage.

5. ROADMAP SEQUENCING
Strategy moves into execution through sequencing. Effective roadmaps typically span 18–36 months and 
account for both technical and business dependencies identifying quick wins, retirement waves, 
modernisation cycles, and critical milestones. Sequencing recognises that not everything can happen at 
once, and that the order of change materially affects cost, risk, and disruption.

6. GOVERNANCE DESIGN
Insight has limited value if it is not sustained. Effective assessment leads to governance mechanisms that 
keep the portfolio visible and intentional over time—regular portfolio reviews, shared architectural standards, 
technology currency oversight, and clear domain ownership. When these are in place, application 
assessment shifts from a one-time exercise to a durable organisational capability.

Creating execution clarity from an application portfolio requires discipline. A structured assessment 
approach applies six lenses, each building on the last, to convert complexity into actionable insight.



How application grouping enables enterprise execution
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From Clusters to Strategy

Application clustering does more than simplify the IT landscape. It provides the structural link between 
portfolio insight and enterprise execution.

When applications are grouped by business value, technical condition, and functional coherence, the 
portfolio begins to express clear execution options. Each cluster points to a distinct course of action 
shaping how the organisation advances AI enablement, modernisation, global delivery design, and 
sourcing and partnership strategy.

In this way, clustering translates assessment from analysis into action. It connects application-level 
decisions to enterprise priorities, ensuring that modernisation, delivery, and partnership choices 
reinforce one another.

CLUSTER TYPE AI      
ENABLEMENT

APPLICATION & 
INFRASTRUCTURE 
MODERNISATION

GLOBAL DELIVERY 
DESIGN

SOURCING & 
PARTNERSHIP 

STRATEGY

RETIRE

Remove 
redundant and 
conflicting data 
sources that 
undermine model 
quality and 
analytical trust 

Decommission 
obsolete applications 
and infrastructure 
before further 
investment 

Eliminate low-value 
run work; release 
capacity for higher-
impact initiatives 

Exit contracts; 
terminate licences 
and support tied to 
non-strategic 
systems 

CONSOLIDATE

Establish single 
sources of truth 
by rationalising 
overlapping 
datasets and 
systems 

Reduce architectural 
duplication and 
simplify the estate 

Group related 
applications into 
coherent domains 
suitable for 
distributed ownership 

Consolidate vendors; 
rebid bundled scope 
to improve leverage 
and accountability 

RETAIN & 
OPTIMISE

Surface existing 
data through 
controlled APIs for 
analytics and AI 
consumption 

Stabilise and optimise 
applications with 
sufficient technical 
health 

Define clear 
ownership 
boundaries and 
interfaces for global 
teams 

Renegotiate 
commercials; align 
pricing to usage, 
performance, and 
outcomes 

MODERNISE/ 
REBUILD

Create governed 
data products by 
transforming core 
systems into API-
first, event-
enabled services 

Re-architect critical 
applications and 
platforms to address 
technical debt and 
future demand 

Establish end-to-end 
product teams with 
full lifecycle 
responsibility 

Form long-term 
transformation 
partnerships focused 
on co-creation, not 
staff augmentation 

SAAS/ 
REPLACE

Leverage vendor-
embedded 
intelligence and 
standardised data 
models where 
differentiation is 
low 

Replace bespoke 
applications with fit-
for-purpose SaaS 
platforms 

Shift operational 
responsibility to 
vendors; minimise 
internal run overhead 

Source from the 
market; adopt best-
of-breed solutions 
with disciplined 
configuration 

The Strategic Clustering: Five Pathways, Four Execution Dimensions
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The Modernise/Rebuild 
cluster typically contains the 
enterpriseʼs most valuable 
data assets—systems central 
to business decision-making 
but never designed for 
analytical reuse. These 
applications often hold critical 
customer, operational, or 
financial data, yet expose it 
through fragile interfaces, 

As a result, they become 
priorities for AI enablement 
not because of technology 
aspiration, but because of 
data gravity.

Rather than treating AI as a 
layer that can be applied 
uniformly, clustering reveals 
where AI can be trusted, 
where it can be executed, 
and where it would be 
structurally undermined.

Clustering clarifies which 
applications can act as 
reliable sources of governed 
data and which cannot. It 
surfaces where data flows 
are stable and owned, and 
where duplication or hidden 
dependencies would 
compromise model quality 
and analytical trust. This 
distinction matters: AI 
systems amplify the structure 
of the data they consume.

Just as importantly, clustering 
introduces realism into AI 
prioritisation. It separates AI 
use cases that are executable 
today from those that are 
theoretically attractive but 
operationally blocked. Use 
cases aligned to applications 
with clear data boundaries 
can proceed with confidence; 
those dependent on retiring 
or structurally constrained 
systems are deliberately 

The Retire cluster often 
exposes data contradiction—
multiple systems maintaining 
competing versions of the 
same business facts. 
Removing these reduces 
ambiguity at source, 
improving the reliability of 
analytics and AI outcomes.

In this way, application 
clustering does more than 
prepare data for AI. It 
establishes the conditions 
under which AI can be 
executed credibly, repeatedly, 
and at scale replacing 
opportunistic experimentation 
with a portfolio-led view of 
where AI can create real 
advantage.

How 
Clustering 
Informs Your 
AI Strategy

Application 
clustering brings 
discipline to AI 
ambition by 
grounding it in 
the realities of 
the application 
estate. 
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Rather than treating 
modernisation as a universal 
upgrade cycle, clustering 
clarifies which parts of the 
application estate genuinely 
constrain progress, which can 
be stabilised, and which 
should be removed 
altogether. 

This distinction is critical: 
modern operating models 
cannot be sustained on 
legacy architectures, but 
neither should scarce 
investment be spread evenly 
across the portfolio.

Application clustering 
reframes modernisation from 
a broad technology agenda 
into a set of deliberate, value-
led decisions about where 
change is required and where 
it is not.

The Modernise/Rebuild 
cluster isolates applications 
where architectural renewal 
creates durable enterprise 
capability. These systems 
typically sit at the intersection 
of business criticality, data 
gravity, and operational risk. 

They are modernised not 
because they are old, but 
because they actively limit 
scalability, integration, and 
future change. 

Here, modernisation focuses 
on decoupling, API 
enablement, and 
infrastructure renewal 
establishing platforms that 
can evolve rather than be 
repeatedly patched.

Clustering also introduces 
discipline by making clear 
where modernisation is not 
the right response. 

The Retire cluster identifies 
applications whose value no 
longer justifies further 
investment. Eliminating these 
systems reduces cost, risk, 
and noise in the estate 
preventing the common 
mistake of modernising 
applications that should no 
longer exist.

The Consolidate cluster 
surfaces duplication across 
applications and 
infrastructure, enabling 
simplification before any 
renewal effort begins. In 
many cases, consolidation 
delivers more value than 
rebuilding.

Just as importantly, clustering 
prevents modernisation from 
becoming a lift-and-shift 
exercise. It distinguishes 
applications that are 
structurally ready for change 
from those that require prior 
remediation and from those 
that should be replaced with 
SaaS rather than rebuilt. 

This avoids carrying legacy 
complexity onto newer 
platforms, where it becomes 
more expensive and harder to 
unwind.

In this way, application 
assessment does more than 
define a target architecture. It 
creates a sequenced view of 
change clarifying where to 
modernise, where to stabilise, 
where to consolidate, and 
where to exit. 

Modernisation 
becomes a 
focused 
programme of 
capability 
creation, rather 
than a broad 
technical clean-
up that simply 
recreates 
historical 
constraints on 
newer 
foundations.

How Clustering 
Informs Your 
Application and 
Infrastructure 
Modernisation 
Strategy
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Clustering signals where 
simplification must precede 
distribution reducing 
handoffs, dependencies, and 
operational friction before 
global scale is applied.

By contrast, the Consolidate 
cluster often exposes 
overlapping systems and 
blurred ownership that 
undermine distributed 
delivery. Attempting to spread 
this work prematurely across 
locations increases 
coordination overhead and 
slows progress.

Applications in the Retire 
cluster frequently absorb 
disproportionate delivery 
effort despite limited business 
value. Removing these 
systems reduces noise in the 
delivery model, freeing 
capacity for higher-impact 
work and improving overall 
delivery focus.

Clustering also introduces 
discipline around what should 
not be distributed. 

Beyond location decisions, 
clustering provides a practical 
basis for allocating work 
between internal delivery 
centres and strategic 
partners. 

Applications requiring deep 
domain knowledge, frequent 
change, or tight data coupling 
can be retained within the 
internal teams, while stable, 
well-bounded clusters can be 
entrusted to partners with 
clear accountability. 

This shifts global delivery 
from opportunistic task 
allocation to a deliberate, 
portfolio-led model.

In this way, application 
assessment does more than 
inform where teams sit. It 
defines how delivery should 
be structured, where 
ownership should reside, and 
how work should flow across 
the enterprise ensuring global 
delivery improves speed and 
quality rather than amplifying 
complexity.

Application clustering brings structure 
to global delivery by making application 
boundaries, dependencies, and 
ownership explicit.

How 
Clustering 
Informs Your 
Global and 
Distributed 
Strategy

These domains are well 
suited to global delivery 
centres because the work is 
continuous, strategic, and 
anchored in a defined 
business capability rather 
than fragmented tasks.

The Modernise/Rebuild 
cluster typically identifies 
application domains that can 
be organised as durable 
product teams, with clear 
scope, stable interfaces, and 
end-to-end responsibility 
across build, run, and 
evolution. 

Rather than treating delivery 
locations as interchangeable 
capacity pools, clustering 
clarifies what work can be 
distributed, where sustained 
ownership is viable, and 
where concentration is 
essential to reduce risk.
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Rather than treating sourcing 
as a function of historical 
contracts or rate negotiations, 
application clustering anchors 
partner strategy in the actual 
shape of the application 
estate.

By making application 
boundaries, dependencies, 
and ownership explicit, 
clustering clarifies what 
should be sourced, how it 
should be sourced, and what 
type of partnership is 
required, moving sourcing 
from renewal-driven 
decision-making to deliberate 
design.

This shifts conversations 
away from fragmented 
contracts and towards 
outcome ownership, 
simplifying governance while 
improving negotiating 
position.

They demand partners 
capable of architectural 
leadership, co-creation, and 
long-term commitment, not 
transactional delivery. 

In this context, clustering 
helps distinguish where 
strategic partnerships are 
justified from where 
traditional sourcing models 
are sufficient.

The Modernise/Rebuild 
cluster defines a 
fundamentally different 
sourcing requirement. These 
applications typically sit at the 
intersection of business 
differentiation, critical data, 
and future capability. 

Applications in the Retire 
cluster often consume 
disproportionate vendor 
attention despite limited 
business value. Exiting or 
decommissioning these 
systems reduces 
unnecessary spend and frees 
sourcing capacity for 
initiatives that matter.

Clustering also introduces 
discipline around what should 
not be sourced. 

In doing so, sourcing 
becomes an extension of 
enterprise strategy—
structured, intentional, and 
aligned to where the 
organisation is genuinely 
trying to create value.

Across the portfolio, 
clustering enables 
organisations to reserve 
strategic domains for a small 
number of aligned partners, 
while commoditising or 
exiting the long tail.

Application clustering turns sourcing from contract 
management into portfolio design, clarifying where 
partnership creates advantage and where it simply 
preserves the past.

How Clustering 
Informs Your 
Sourcing and 
Partnership 
Strategy

The Consolidate cluster 
creates immediate 
commercial and operational 
leverage. By grouping 
overlapping or functionally 
similar applications into 
coherent sourcing units, 
organisations can rebid 
bundled scope, reduce 
vendor sprawl, and establish 
clearer accountability.
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The Interconnected Nature of Strategic Execution

A Modernise/Rebuild application is rarely just a technical initiative. It is a point of convergence where 
multiple strategic priorities either reinforce one another or break down.

• For AI, it becomes a trusted, governed source of data that can be 
reused across models and use cases.

• For modernisation, it marks the shift from tightly coupled legacy 
systems to resilient, service-based architectures.

• For global delivery, it defines a clear domain boundary around 
which teams can be organised, scaled, and held accountable.

• For sourcing and partnerships, it establishes the scope of 
transformation distinguishing strategic collaboration from 
commodity execution.

This is where application decisions cease to be local optimisation choices and become enterprise 
strategy. Modernising a customer data system, for example, is not simply a platform upgrade, it 
simultaneously unlocks AI insight, enables architectural change, clarifies ownership for distributed 
teams, and reshapes the partner ecosystem around long-term value creation.
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The Evidence

The Asset Manager’s transformation

A three-year roadmap reduced operational costs by 
£1.3 million annually while eliminating 85% of high-
severity risks. 

This was achieved by modernising a small number 
of disproportionately critical systems such as pricing 
engines, valuation services, and pre-trade analytics 
platforms that sat at the heart of portfolio data flows. 

By stabilising and refactoring these applications, the 
organisation removed extended support 
dependencies, simplified downstream integrations, 
and established an architectural foundation capable 
of supporting a future data and AI strategy.

The Aviation Provider’s leverage

Assessment revealed €6.8 million in renegotiable 
contract value by reframing the estate around 
operational domains rather than vendors. 

Applications supporting flight operations, crew 
management, maintenance planning, and logistics 
were grouped into coherent clusters, exposing 
where managed service contracts were misaligned 
to actual system boundaries. 

This enabled a sourcing model aligned to business 
domains, reducing vendor management overhead 
by 40% and shifting relationships from tactical 
support to strategic partnership.

The Life Sciences consolidation

Analysis of 1,700 vendor relationships enabled an 
11–20% reduction in external spending while 
establishing governance to prevent future 
fragmentation. 

The impact came not from indiscriminate 
consolidation, but from identifying where point 
solutions across quality, regulatory, clinical, 
manufacturing, and commercial domains could be 
rationalised into platform capabilities. 

This reduced duplication, clarified data ownership, 
and created the conditions for cross-domain 
analytics and AI adoption.

The European Bank’s breakthrough

Assessment of more than 1,200 applications 
exposed how fragmented customer and lending 
systems were obstructing digital and AI ambitions. 

By modernising a small number of customer, 
onboarding, and credit decisioning domains into 
API-enabled services, the bank reduced integration 
complexity by 60 percent. 

More importantly, it enabled real-time customer 
insight and accelerated digital lending approval 
times from days to hours, without changing core 
credit policy or risk appetite.

When assessment drives business outcomes

Strategic application assessment only matters if it changes outcomes. Across industries, the pattern 
is consistent: when portfolios are understood as systems rather than inventories, organisations 
unlock measurable improvements, not only in cost and risk, but in execution capacity.

Across these examples, the pattern is clear. The value did not come from reducing application 
counts alone, but from identifying which systems mattered most, how data flowed between them, 
and where architectural decisions were constraining execution.

Beyond measurable savings and performance gains, each organisation gained something more 
enduring: clarity—about what they owned, what truly mattered, and how technology could once 
again become an enabler of ambition rather than its limiting factor.
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Strategic application 
assessment succeeds only 
when these organisational 
realities are addressed with the 
same rigour as architecture and 
data.

In practice, the constraints that 
limit progress are rarely 
technical alone. They emerge 
from how decisions are made, 
how risk is interpreted, and how 
responsibility is distributed 
across the enterprise. 

Assessment introduces an 
objective lens—business 
criticality, risk exposure, data 
dependency—that allows these 
systems to be discussed in 
terms of enterprise impact 
rather than ownership or legacy 
sentiment. This reframes debate 
away from “who owns the 
systemˮ toward “what risk and 
value it represents to the 
enterprise.ˮ

Every large organisation carries 
applications that persist less 
because of their value and more 
because of organisational 
history or influence. 

Funding transition

In this way, assessment enables 
a transition from defensive 
spending to reinvestment, 
without relying on speculative 
future savings.

Modernisation rarely fits neatly 
into annual budgeting cycles. 
Assessment provides the 
evidence to sequence change 
pragmatically, where early 
actions such as retiring 
redundant systems, 
consolidating support contracts, 
or simplifying integrations 
create the capacity to fund 
subsequent modernisation.

Clear articulation of why certain 
systems are being prioritised—
because of data criticality, 
architectural dependency, or 
strategic relevance—helps 
stakeholders understand not 
only what is changing, but what 
those changes make possible. 

Application assessment alters 
long-held assumptions about 
what the organisation relies 
upon. 

Change communication

Influential systems

This clarity is essential when 
change spans business units, 
geographies, and delivery 
models.

Ultimately, 
assessment 
delivers most 
value when treated 
as a business-led 
exercise rather 
than an IT 
initiative. 
Finance, risk, security, 
architecture, and business 
leadership all have a stake in 
the outcomes it enables. 

When these perspectives are 
engaged from the outset, 
application assessment 
becomes a shared instrument 
for enterprise decision-making, 
not simply a technical 
diagnostic.

Navigating 
Organisational 
Realities
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Progress depends on shared 
understanding across finance, 
risk, security, architecture, and 
business leadership, not 
unanimous agreement on every 
decision.

Alignment over consensus

Structured scoring and factual 
insight prevent priorities from 
being driven by anecdote, 
organisational politics, or 
historical precedent. 

Across organisations that 
translate application 
assessment into tangible 
outcomes, a small set of 
principles consistently shapes 
effective action. 

Evidence over assumption

A portfolio that is actively 
governed, progressively 
simplified, and strategically 
shaped will outperform an 
idealised target state that never 
materialises. Momentum, 
sustained over time, matters 
more than architectural purity.

Together, these principles 
ensure that application 
assessment functions not as a 
one-time exercise, but as a 
durable capability supporting 
continuous decision-making as 
strategy, technology, and 
operating models evolve.

Each stage builds on the last, 
converting clarity into 
compounding advantage.

Organisations that approach 
application assessment 
strategically tend to progress 
through three distinct stages of 
maturity. 

The Strategic 
Journey: From 
Insight to 
Advantage

Stage 2: Efficiency gains

The initial focus is on 
stabilisation eliminating critical 
vulnerabilities, retiring obsolete 
systems, and consolidating 
clearly redundant capabilities. 

The objective is to arrest risk, 
reduce fragility, and create a 
baseline level of control.

Stage 1: Risk reduction

Progress over perfection

The order of change is as 
important as the change itself. 
Modernising systems that 
should be retired wastes 
investment; retiring systems 
without understanding 
dependencies introduces 
disruption. 

Assessment provides the 
visibility required to act in the 
right sequence.

Sequencing matters

With stability established, 
attention shifts to optimisation. 
Duplicate applications are 
consolidated, integration 
patterns simplified, and vendor 
relationships realigned to reflect 
clearer application groupings. 

The outcome is reduced 
complexity, lower operating 
cost, and improved operational 
coherence.

Stage 3: Strategic 
reinvestment
Resources are redirected into 
initiatives that shape future 
advantage—AI enablement, 
platform development, modern 
operating models, and product 
innovation.

Strategic 
assessment creates 
the capacity to 
move from 
maintaining the 
past to building 
the future.

Navigating 
Organisational 
Realities



    18

When approached strategically, 
application assessment 
transforms the application 
estate from a limiting factor into 
an enabling capability. It is not 
an exercise in cataloguing 
technology, but a means of 
revealing where execution is 
possible, where it is blocked, 
and where deliberate choice is 
required.

Conclusion: 
From Constraint 
to Capacity

Those that do not will find their 
strategic intent increasingly 
bounded by architectural 
decisions made in the past.

This work can no longer be 
deferred. The pressures of AI 
adoption, application and 
infrastructure modernisation, 
global delivery, and sourcing 
rationalisation are intensifying—
not sequentially, but 
simultaneously. Organisations 
that establish clarity now 
position themselves to act with 
confidence in the next business 
cycle.

This is the role of strategic 
application assessment: 
converting accumulated 
complexity into informed choice 
and informed choice into 
sustained advantage.

The journey from insight to 
execution begins with a 
deliberate act of visibility: 
understanding what the 
application estate truly enables, 
and what it quietly prevents. 
From that point onward, 
direction becomes a matter of 
intent rather than constraint.

An application 
portfolio is more 
than a collection of 
systems. It is the 
operational 
foundation on 
which business 
strategy is 
executed, or 
constrained.
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