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A practical framework for sustainable
system growth and technical resilience.

A foreword from Ivan Kuzlo,

Engineering Director at
CHI Software:

Recent industry reports show that the modernization landscape remains uneven.

According to Gartner, 62% of strategy leaders say their operating models no longer

support current or upcoming goals. Deloitte’s data adds another layer: digital
transformation budgets now represent an average of 7.5% of company revenue.
The message is clear — investments rise steadily, yet many systems still rely on

architecture designed for an earlier stage of the business.

As an Engineering Director, | see this gap play out in real programs. Teams plan new
features, expand into new markets, or shift operational priorities, and the underlying
system begins to resist those changes. In many cases, the difficulty appears long
before failures: minor integration delays, slower release cycles, or dependencies no
one has fully mapped. Once that friction emerges, momentum fades quickly unless

someone identifies the underlying architectural issue.

Introduction

Introduction

Engineering Note:
Most modernization work begins when something “mostly

working” starts slowing down the rest of the organization.

One example we often encounter: a system built around a single shared data model
works for years without issues. Then a new reporting requirement arrives, another
product line is added, and the same model suddenly becomes a performance
bottleneck. No dramatic outage, no crisis — just the quiet realization that the system

no longer aligns with the company’s direction.

This e-book brings together what we've learned from such situations: how
modernization unfolds in practice, how teams make decisions that hold over time,
and which technical factors deserve attention even for leaders who don’t work with
code daily. Our goal is to give you a clear view of modernization as an ongoing and
transparent discipline — one that grows naturally with your business rather than

forcing disruptive rebuilds.



https://www.gartner.com/en/articles/cio-challenges
https://www.deloitte.com/us/en/insights/topics/technology-management/tech-trends/2025/tech-trends-future-of-ai-for-it.html

Recognizing When Systems Need to Evolve

Recoghnizing When
Systems Need to Evolve

Modernization rarely begins with a
single failure. Most warning signs
appear gradually — through metrics,

user behavior, and the growing effort

needed to keep daily operations stable.

Identifying these early signals helps
organizations act before friction turns

into a constraint.

Such signals mean the architecture no

longer scales with demand.

&

Engineering Note:

We often see these symptoms
emerge months before anyone

labels the system “legacy.”

Watch for
Structural
Bottlenecks

These indicators usually show that a

system is slowing the business down:

Rising maintenance or support

01 costs with no visible growth in
value;
Frequent integration failures or
02 delayed data exchange;
Manual data checks replacing
03 automated flows;
Reports that require
04 _— ,
reconciliation between sources;
Increasing time-to-market
05

for new features.

Recognizing When Systems Need to Evolve

Review How
Work Actually
Flows

Modern systems depend on automation and clear dependencies. Yet many teams still

run workflows that rely on manual coordination. Reviewing how work moves through

environments helps uncover invisible blockers that architecture diagrams miss.

Look for:

»

»

Cl/cD pipelines that still require
manual approvals or cross-team
messaging — often a sign of

missing trust in automation.

Testing frameworks covering only
a subset of modules — gaps usually
point to legacy dependencies or

code that’'s difficult to isolate.

»

»

Isolated services that duplicate
logic — redundancy increases
maintenance overhead and

creates silent drift.

Lack of unified monitoring or
error tracing — without shared
visibility, incidents move slowly

across teams.

Visualizing these flows on a single map helps teams see friction before any

modernization starts. It often reveals that process-level issues (not the codebase

itself) create the biggest slowdowns.



Case Insight

Modernization often starts not with failures, but with friction —
when a system continues to function but slows down surrounding
processes. This example shows how refining architecture and
integrations restored performance and stability in a mature

operational platform.

Case Snapshot:

Direct Store Delivery
Platform Stabilization
and Modernization

Context:

A Canadian agriculture and consumer-goods company depended on
a long-running Direct Store Delivery (DSD) system used by distributors,
drivers, and retail partners.

Over years of operation, the platform accumulated legacy components
and slow-performing modules. Performance dropped during peak load,
updates required significant effort, and new features became harder

to introduce, mainly because part of the client base still relied on older

versions of the system.

Recognizing When Systems Need to Evolve

Recognizing When Systems Need to Evolve

Challenge:

The platform showed real-

time performance limitations,
inconsistent data processing,
outdated Ul patterns, and limited
integration capabilities with ERP,
logistics, and analytics systems.
Any modernization had to maintain
backward compatibility for legacy
users while enabling higher stability

and operational clarity.

Approach:

We updated the system architecture,
optimized SQL workflows, redesigned
the Ul for clarity and reliability, and
expanded integrations with the
client’s ERP and logistics modules.
Alongside these updates, we
delivered structured documentation
to support future development and
reduce onboarding time for new

contributors.

Outcome:

& 30%

performance improvement

under high load

S 97%

customer retention

after modernization

40%

increase in user

satisfaction

20%

faster feature

development cycles

Higher data consistency via
improved synchronization

workflows

Reference: A detailed version of this case

is available in our public case library.



https://chisw.com/case-studies/direct-store-delivery-modernization

Evaluate
Operational
Indicators

Numbers often speak louder than
architecture diagrams. Key metrics

worth tracking:

>> Change Failure Rate (CFR):

How often new releases cause

incidents.

>> Lead Time for Changes: How
long it takes from commit to

deployment.

>> System Availability: Average

uptime during critical hours.

>> Cost of Delay: Lost revenue
or efficiency due to outdated

components.

Consistent negative trends mark the

need for modernization planning.

Recognizing When Systems Need to Evolve

Recognizing When Systems Need to Evolve

Start with a
Lightweight
Readiness
Review

Mapping dependencies
and integrations:

Understanding how data and services
connect prevents breaking hidden

chains when components change.

Estimating technical debt

in measurable terms:

Code complexity, outdated libraries,
and manual tasks can all be expressed

as effort or cost indicators.

A readiness review defines how deep
modernization should go without
stopping ongoing operations. It's
structured health check that blends
architecture analysis with production

metrics, with a focus on:

Prioritizing modules by
business impact:

Systems close to revenue streams
or compliance rules deserve earlier

attention.

Defining safe rollback

paths for any update:

Rollback design ensures you can
reverse each modernization step if

metrics degrade.

This review provides a practical baseline for planning. It replaces assumptions with

facts and sets the stage for controlled modernization instead of full replacement.
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Recognizing When Systems Need to Evolve

Move Toward Modernization gains traction

Incremental when treated as a series of
Evolution contained iterations:
Select Measure
one system 03 performance and
domain. operational stability.

Refactor or re-platform
the highest-impact 04

components.

Apply lessons to the

next domain.

Progress like this keeps modernization aligned with delivery cycles and business

goals. In the following sections, we'll look closer at how these iterations unfold: from

redesigning the architecture and aligning cloud infrastructure to establishing data-

driven decision layers.

Appendix Reference:

To evaluate your system'’s current state, refer to the
Transformation Readiness Checklist in the Appendix
(page 40). It provides a structured approach to
identify technical and operational bottlenecks

before planning any modernization work.

The Modernization Framework: Architecture and Cloud Alignment

The Modernization
Framework: Architecture
and Cloud Alignment

Once readiness is clear, the next step is to
align architecture and infrastructure around
measurable outcomes. With a structured
framework, modernization shifts from
isolated updates to coordinated engineering
work, where each change strengthens
scalability and long-term stability.




m The Modernization Framework: Architecture and Cloud Alignment The Modernization Framework: Architecture and Cloud Alignment _

Breaking a large system into smaller,

. Introduce o
Define a Clear . manageable parts doesn’t require a complete
. MOdUIquty rewrite. We recommend beginning by isolating
Architectural
B I Gradually modaules that:
aseline

* Change most frequently — for example,

) pricing engines, reporting modules, or
Each isolated module can later

. . . integrations with payment systems.
- . . evolve into a microservice or
Before modernization begins, teams need to see the system as it truly works today

containerized component. * Create the highest support cost — modules

— not how you designed it years ago. Creating an architectural baseline means

i that require frequent hot fixes, such as
documenting what exists, how it interacts, and who owns it: This modular approach
shortens release cycles and accounting exports or data synchronization
>>> List key components, data flows, A visual baseline is usually a limits the impact of any failed services.
and integration points. Include single diagram that connects all deployment. * Containindependent business logic — parts
applications, APIs, data pipelines, these elements: user interfaces, like authentication, notification, or analytics
and external dependencies. backend services, data stores, that can function as separate services.
and integrations. It helps spot
Identify monolithic blocks , ,
>>> overlapping functions, bottlenecks,
S G e and areas where future cloud
limit performance or prevent - - - Align Cloud Strqtegy Businesses often treat cloud migration
. services will plug in. : . as a separate track, but it should evolve
independent updates. with Architecture , , , 3
This blueprint serves as both a in sync with architecture decisions.
Goals i :
>>> Map ownership — which team or reference for measuring progress To align both layers:
vendor maintains each component, and a safety net during early
environment, or database. modernization steps.

>>> Select the migration pattern (rehost, refactor, re-plotform) that fits each

module’s complexity.

Architecture Watchpoint:

>>> Plan environment parity so that testing, staging, and production mirror
If diagrams need multiple explanations, the system each other.

is already signaling structural complexity that will
YS9 d P Y >>> Use managed cloud services only where they simplify scalability or

affect the modernization pace. : i ) ) )
security without increasing vendor lock-in.
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When architecture and infrastructure grow together, scalability becomes — N
predictable and cost control measurable. Manage Risk
Through o -
Controlled

Design Question:
Rollouts
n If this service moved to the cloud today, would e
everyone know what its typical failures look like ==

and how to quickly restore it?

Modernization introduces uncertainty,
so every stage needs built-in control

points. Here’s what you can do to

manage risk effectively: This discipline makes modernization

reversible and measurable. Instead of
* Pilot new architecture on a limited

“big-bang” launches, teams operate

Automate for Automation connects planning

workload or internal environment through small and observable releases

Traceability and
SpeedReview

with execution and makes every

before touching production. that build confidence and stability.

change observable. Focus areas:
* Track key performance metrics

— latency, error rate, and cost

per transaction — to objectively

- CI/cD pipelines that automatically * Security checks inside pipelines ——
compare old and new components.

manage build, test, and deployment. to test code dependencies, scan

* Keep rollback scripts and snapshots

« Infrastructure as Code (laC) to create for vulnerabilities, and validate

verified and tested; they should

environments through scripts rather permissions before deployment.

Delivery Trigger:

restore previous versions without
than manual setup. * Version control for configurations

 Unified logging and monitoring across
all services to detect issues early and

correlate events between applications.

and lacC files, ensuring rollback to

known stable states at any time.

Strong automation is what allows modernization to happen continuously,

not as a series of big and risky launches.

data loss.

Record configuration changes in
shared repositories with a clear
version history.

Run short post-deployment reviews
after each rollout to collect metrics

and lessons learned.

When a rollout requires fewer
fixes than the previous one, it's a
sign the underlying architecture

is stabilizing.



Measure
DevOps
Maturity

Delivery maturity shows how well

teams sustain modernization. Use

the following indicators as a quick

self-check:

(0}

02

03

04

05

Increased deployment frequency

without more incidents;

Lower Mean Time to Recovery

(MTTR), ideally one release cycle;

Automated testing on every

merge request;

Full version control for

infrastructure changes;

Shared dashboards tracking

delivery and uptime.

Tracking these signals helps

maintain consistency as systems

grow more complex.

The Modernization Framework: Architecture and Cloud Alignment

Appendix Reference:

To understand how your system’s
architecture and delivery
processes support modernization,
use the Architecture Readiness
Map and Continuous Delivery
Maturity Model in the Appendix
(pages 45 and 47). To align
architectural decisions with cloud
migration patterns, cost models,
and environment strategy,
refer to the Cloud Alignment

Worksheet (page 55).

Advancing from Cloud Adoption to Data-Driven Architecture

Advancing from
Cloud Adoption
to Data-Driven
Architecture

Cloud adoption removes infrastructure limits, but it doesn’t

automatically solve how data moves through the system. In most
modernization programs, the cloud becomes the foundation, and
the real shift begins when businesses examine how information is

stored, shared, and interpreted across products.

Many organizations discover the same pattern: the infrastructure
is new, yet the data flows still follow logic designed a decade ago.
That gap slows decision-making, reporting, and every release

cycle that depends on consistent information.

This section outlines the elements that help our clients move
from fragmented data to an architecture where information is

predictable and ready for analysis.




Create a Clean
and Unified
View of Data

When this foundation is in
place, teams stop spending
time reconciling conflicting
records and can finally
work from the same set of

information.

4
0

Engintgring Note:

Every data problem looks like™
a pipeline issue at first. In most
cases, it starts with ownership
and inconsistent definitions.

Advancing from Cloud Adoption to Data-Driven Architecture

A reliable data architecture starts
with clarity. In practice, the first
step is not building pipelines — it's
understanding what you already

have. Typical early tasks include:

>> Mapping all data sources

and spotting duplicates;

>> Aligning schemas and
naming conventions so
engineers can combine
datasets without manual

cleanup;

>> Assigning ownership: each
critical dataset must have a
team or role responsible for

quality and updates.

Advancing from Cloud Adoption to Data-Driven Architecture

Build Pipelines
That Move Data
Consistently

Well-designed pipelines
connect operational systems
to analytics and reporting
without relying on manual

steps or ad hoc scripts.

Case Insight

After you map the structure, the next task
is making data move the same way every

time. What usually goes into this stage:

Defining which data needs real-time
processing and which can runin
batches;

+ Setting rules for how data is validated,
transformed, and routed;

« Adding monitoring to catch delays,
broken fields, or missing records before
users notice;

* Versioning pipeline configurations to

keep environments aligned.

Cloud infrastructure can evolve quickly, but data

architecture often stays tied to older patterns. This

example shows what happens when information

moves predictably — reporting becomes clearer,

automation works as intended, and decisions rely

on a single view of the business.




Advancing from Cloud Adoption to Data-Driven Architecture

Case Snapshot:
Financial Data Architecture
Modernization for a

Multi-Product Platform

Context:

A fintech company entered a new growth stage, onboarding enterprise
clients with strict expectations for reporting, integrations, and operational
clarity. The core platform remained stable, but the financial management

system no longer matched the required scale.

Client organizations used different ecosystems — Salesforce, Oracle Fusion,
QuickBooks, Xero, HubSpot, Zoho CRM — and data moved in disconnected

streams, creating delays and inconsistencies across systems.

Challenge:

The existing data flows followed
patterns created years earlier.
Information was duplicated and
inconsistently transformed, requiring
manual reconciliation within client
environments. Reporting remained
slow and error-prone, limiting

the company’s ability to support
enterprise clients and introduce

automation at scale.

Approach:

We built a single integration layer to
unify all external systems, aligned
schemas across services, and
introduced versioned, observable
pipelines. Governance became part
of engineering routines through clear
ownership models, lineage tracking,
automated quality checks, and SOC

2-ready security practices.

Advancing from Cloud Adoption to Data-Driven Architecture

Outcome:

+35%

faster operations through

unified data consolidation

+60%

automation of

financial workflows

+50%

reporting accuracy

improvement

99.9%

system reliability supported

by cloud infrastructure

+25%

faster decision-making
enabled by real-time

analytics

+50%

increase in enterprise

client adoption

Reference: A detailed version of this case

is available in our public case library.



https://chisw.com/case-studies/financial-management-system-modernization

Treat Data
Governance as
Part of Engineering

Good governance must include
technical rules that keep data

predictable:

01 Accessrules that clearly separate
internal, customer, and sensitive

data;

02 Llineage tracking to show how
datasets are created and

transformed;

03 AQuality metrics that flag stale,
incomplete, or inconsistent

records;

04 Retention and compliance logic

built directly into pipelines.

When governance is part of the
engineering process, your teams
spend less time fixing “mystery data
issues” and more time delivering

product improvements.

Advancing from Cloud Adoption to Data-Driven Architecture

Make Data
Usable Across
Teams

Stable datasets change how
organizations work. Once data quality is
consistent, we usually introduce tools that

reduce dependency on engineering:

01 Curated and well-documented

datasets for repeated analysis;

02 Internal catalogs that describe

where data lives and how to use it;

03 Shared dashboards with

operational and business metrics;

04 Review loops, where engineers
communicate upcoming schema
changes before rollout, and
analysts report inconsistent fields

as soon as they notice them.

These practices create a working
environment where data is not locked
inside individual services but supports

decisions across your organization.

Advancing from Cloud Adoption to Data-Driven Architecture

Move from Data When pipelines and governance become
routine, your company can finally rely

Reqdlness to on data for real-time decisions. At this
Real Insight stage, results are tangible:

Faster reporting More accurate
cycles forecasting

Fewer manual Better automation — from
reconciliations between alerting to personalized
teams features.

At this point, modernization stops being a technical project and becomes a business

enabler. The infrastructure is already modern; the data makes it valuable.

Appendix Reference:

To assess data flows, integration patterns, and governance
readiness, use the Data Architecture Decision Map in the
Appendix (page 51). It helps teams choose suitable data
architectures based on workload type, consistency needs,

and growth patterns.




Measuring the Impact of Modernization

Measuring
the Impact of

Modernization

Establish a
Clear Metric
Baseline

Before modernization begins, record the
current state of the system. Focus on

indicators that reflect everyday operations:

RCost of
infrastructure and
recurrin maintenance;

Response time during
peak load,;

Incident frequency
and recovery time;

Percentage of
automated tests and
release coverage.

Deployment frequency
and lead time for changes;

A stable baseline allows you to compare progress and avoid assumptions objectively.

Diagnostic Question:
. o Can your organization describe its current release performance

without checking multiple dashboards?

Measuring the Impact of Modernization

Modernization has little value without a clear way to measure its
effect. When the foundations of architecture and delivery start
changing, your team will need a consistent method to track
what improves, what stabilizes, and what still requires attention.
A simple set of metrics can help you connect technical progress
to business outcomes and provide a shared language for

evaluating results.

Track Performance As modules evolve, performance

and Reliability
Trends

trends show whether modernization
brings measurable improvements.

We recommend monitoring:

>> Latency and throughput across new and existing components;
>> Error rates and service availability during rollouts;
>> Resource usage and cloud cost efficiency;

>> Data quality indicators, such as accuracy and validation time.

These metrics highlight how changes influence user
experience and operational stability.




Measuring the Impact of Modernization Measuring the Impact of Modernization

Measure Assess Cost Build a
Delivery and Resource Modernization
Efficiency Impact KPI Framework
Delivery metrics uncover how To keep metrics consistent, it's
Financial metrics help you and other
modernization affects the pace and a good idea to create a shared
decision-makers understand long-
consistency of releases. Useful signals dashboard that reflects both
. term value:
include: business and technical progress.
01 Lead Time for Changes: 01 Infrastructure spending before and Such a practical framework
Time from commit to production. after cloud alignment; should include:

02 Deployment Frequency:

. 02 Savings from reduced 01 System performance metrics:
Regularity of safe releases. ) . .
maintenance or legacy tooling; latency, uptime, throughput; Appendix Reference:
03 Mean Time to Recovery (MTTR):
How quickly your team can cope 03 Costof delays caused by 02 Delivery indicators: MTTR, To consistently evaluate
with incidents. outdated modules; deployment frequency, CFR; modernization outcomes, use the
. - , Lo Modernization ROI Scorecard
04 Change Failure Rate (CFR): 04 Efficiency gains from automation in 03 Cost metrics: infrastructure
, : ’ ' in the Appendix (page 60) —
Percentage of releases that data processing or delivery flows.

maintenance, team allocation; : .
. . . it provides a structured way
require corrective action.

to track performance, costs,

04 Data maturity signals:

Tracking these indicators shows Even small operational improvements gl ; I
oL . . . consistency, validation time, andlong-term value across
whether modernization makes delivery often compound into meaningful dernizati |
: . . and reporting accuracy. modernization cycles.
more predictable and reduces savings over time.

operational risk.

This combined view gives your

Interpretation Tip: business a long-term understanding
Trends matter more than absolute numbers. If a metric moves in of how modernization strengthens

the right direction for six weeks, it's a signal, even if the number is resilience, reduces risk, and supports

still far from your target. growth.




30 Building a Sustainable Partnership Model Building a Sustainable Partnership Model 31

Modernization moves fastest when you work within a clear

B u i Id i n g q S u Stq i n q b I e . : partnership structure. Architecture, delivery, and data decisions

only hold over time if responsibilities are defined, communication

Pq rt n e rs h i p M Od el is predictable, and knowledge stays inside the organization —

not locked in tools or individual contributors.

. Before any technical work begins,
Define How Teams . -
align on how collaboration will

Work Together operate day-to-day, including: C|Cll‘lfy Roles and and reduce duplicated work — here
Responsibilities are these roles:

Clear roles shorten feedback loops

Communication pace and channels

for engineering and product leads;

(=

e N
Decision-making format for architecture and i_' ¢| ———
| delivery changes (e.g., short technical design — &=
reviews, weekly architecture checkpoints, structured ]
o Architecture Lead — Delivery Lead — Cloud/Infrastructure
\qpproval paths for high-impact updates); ) . o
sets technical direction manages timelines, Engineer — maintains
( i dependencies, and environments, Infrastructure
Ownership boundaries between internal and approves design P
------ teams and modernization partners; changes; risk points; as Code, and observability;
\
Expectations for response time, w
: ,
documentation, and reporting. o e
© GEED T
© G
Clear operational rhythms Collaboration Watchpoint: Data Engineer — QA and DevOps — Product Owner or Business
remove ambiguity and allow Modernization slows down most when decisions oversees pipelines, ensure consistent and Lead — connects technical
all teams to focus on the work depend on a small group. Shared ownership validation, and automated delivery progress with business

rather than coordination. keeps progress steady even as priorities shift. reporting accuracy; across environments; outcomes.
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Establish Here’s what we recommend adopting: Case Insight
|terqtive Delivery Sustainable partnerships matter most when modernization spans
Cadence >> Two-to-four week delivery cycles; architecture, security, operations, and delivery. This project shows how

Modernization rarely moves in straight
lines. A predictable delivery cadence
helps track progress and adjust scope

without losing momentum.

A cadence like this keeps modernization
visible and anchored in measurable

outcomes.

Build
Knowledge
Transfer Into
the Process

Knowledge transfer works best when
it is continuous rather than performed
at the end of a project. Effective

approaches include:

>> Defined goals for each cycle

(refoctor a module, improve a data

flow, or standardize a pipeline);

>> Demonstrations or review sessions

showing completed work;

>> Short retrospective to capture

lessons for the next cycle.

Shared repositories containing
architecture diagrams, Infrastructure as
Code files, and rollout procedures;
Technical documentation updated
during (not after) each iteration;
Paired engineering sessions for high-
impact components — sessions
where two engineers work through a
critical module together: one leads
implementation, the other validates
design and integration decisions.

Recorded walkthroughs of data flows,

Cl/CD pipelines, and monitoring setups.

structured collaboration and shared ownership helped an enterprise-

scale trading platform evolve without disrupting daily activity.

Case Snapshot:

Modernizing a Trading
Platform for Scalable

Growth

Context:

A global investment firm relied on an
internal trading platform that was
stable but increasingly constrained
by a monolithic structure. As

data volumes and compliance
requirements grew, processing
slowed, reporting lagged, and
updates required significant manual
coordination. The business needed a
reliable way to modernize the system
while keeping trading activities

uninterrupted.

Challenge:
The platform struggled with:

Slow data processing and
long report generation times;
Limited scalability for new
features and integrations;

Manual releases that

increased operational risk;

Complex compliance and
access control workflows;
Growing operational

overhead.




Approach:

We established a structured
partnership model from the start,
with clear technical ownership and
iterative delivery routines.

Our work included:

redesigning the monolithic

system into independent

microservices on AWS;

* upgrading core technologies to
.NET 8 and EF Core;

- introducing CI/CD pipelines with

Jenkins and Terraform;

* creating a new permission model

based on Group Roles;

+ implementing infrastructure
optimization and observability
practices;

* preparing clear technical

documentation for onboarding

and audits.

Building a Sustainable Partnership Model

Outcome:

The partnership delivered
quantifiable improvements across
performance, scalability, and

governance:

® +60%

faster system performance

and reporting

x5

scalability growth through
AWS migration

+30%

stronger security and

compliance

x2

faster deployment cycles

through automation

-20%

infrastructure cost reduction

+40%

higher user satisfaction from

faster insights and real-time

analytics

Building a Sustainable Partnership Model

Why this case fits the partnership model

This modernization succeeded because engineering leadership, cloud

specialists, DevOps, QA, and product stakeholders worked within a

predictable structure: shared documentation, weekly architecture

checkpoints, controlled rollouts, and aligned priorities.

Reference: A detailed version of this case

is available in our public case library.

Maintain
Transparent
Governance

Governance provides structure without
slowing down delivery. Consider these
components for your governance

model:

These checkpoints keep stakeholders
aligned while allowing engineers to

work with clarity and autonomy.

»

»

»

»

Review checkpoints for

architecture updates;

Documented change logs for each

deployment;

Clear acceptance criteria for
new modules or refactored

components;

Shared dashboards for tracking
performance, incidents, and

delivery metrics.


https://chisw.com/case-studies/trading-platform-modernization
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Conclusion: Your Ongoing
Modernization Direction

Plan for Long-Term
Ownership

As systems evolve, architecture, cloud A continuous modernization roadmap

environments, data pipelines, and delivery helps teams stay focused. It brings

processes need regular alignment. The structure to long-term planning

Modernization does not end with the

goal is to keep technology responsive to and encourages periodic reviews of

final release. To sustain progress,

business direction and maintain systems technical health, automation depth,

you should:

that support growth without accumulating data quality, and cloud efficiency.

0}

Assign long-term owners for
architecture, cloud environments,

and data quality;

Keep modernization
responsibilities distributed, not

tied to a single role;

Conduct quarterly or semi-annual

modernization reviews;

Maintain a living roadmap that
evolves with system behavior and

business needs.

Stable ownership ensures that
modernization becomes part of the

organization’s operating model.

Appendix Reference:

To structure collaboration
and keep modernization work
predictable, use the Engagement
Model Canvas in the Appendix
(page 63). It outlines roles,
phases, and checkpoints that
help teams maintain clarity and

momentum over time.

hidden constraints.

To make this process easier, we've included a high-level roadmap

template in the Appendix — a simple way to outline modernization

stages, dependencies, and timelines as your system continues to grow.

Looking ahead, most organizations benefit from:

Expanding automation
across delivery and

infrastructure;

Strengthening data
pipelines and validation

flows;

Updating documentation
and ownership boundaries

as the system grows.

Reviewing cloud resource
usage to maintain efficient

scaling;

Scheduling architecture
checkpoints to detect early

signs of technical drift;



Conclusion Contact Us

As an Engineering Director, I'd like to close with a

simple message: modernization grows out of well-

chosen steps and thoughtful observation of how your Co ntq ct U S
systems evolve. Focus on what brings clarity, track

results over time, and adjust your direction as your

business changes. @ Linkedin

ivan-kuzlo

@ Calendly
If you ever need an external

ivan-kuzlo-chisw

perspective, architectural input, or
engineering support, our team at CHI Email Ivan Kuzlo

Software is available — you can reach
us through thecontactforim on our
website. | wish you well-structured
decisions, reliable systems, and a
modernization process that supports
your long-term goails.

hello@chisw.com

Engineering Director
at CHI Software

@ Website



https://chisw.com/contact-us
mailto: hello@chisw.com
https://www.linkedin.com/in/ivan-kuzlo/
https://chisw.com/
https://calendly.com/ivan-kuzlo-chisw/initial-call-with-ivan
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Transformation Readiness Checklist

A concise checklist for evaluating system readiness before defining

modernization scope.

How to Use This Checklist

Review each category and mark only the items that are consistently

01 true for your system today.

Count one point per checked item — the maximum possible
02 score is 25.
03 Use the table below to interpret your readiness level and define

immediate priorities.

This exercise helps businesses understand where modernization should

start and which technical or organizational factors need the most attention.

+ Early identification of data and integration gaps

||'_' can accelerate reporting cycles by 30-40%,

as seen in large-scale financial modernization

Business R
|mpqct Lens « Detecting manual workflow bottlenecks early often

produces throughput gains in the 25-35% range
Modernization always

. . N — a pattern consistent with investment-platform
begins with visibility. P P

These metrics reflect how evolution efforts.
early discovery of issues + Spotting performance hotspots before refactoring
shaped outcomes in our

can preserve 15-20% of planned engineering effort

real projects:
by avoiding emergency redesigns.
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1. Architecture and Structure

[] The system’s core components are documented and mapped.

[] Dependencies between services are clearly defined.

[ ] Thereis a clear separation between business logic and infrastructure code.
[] The system can scale horizontally without major rework.
[

There is visibility into legacy modules that create the highest maintenance load.

E Mini-metric: If more than two points remain unchecked, plan a focused

architecture review.

2. Automation and Delivery

[] ci/cD pipelines are fully automated from commit to deployment.

[] Rollback or hot-fix strategies are documented and tested.

[ ] Testing coverage includes integration and performance tests, not only unit tests.
[] Monitoring and alerting tools provide full traceability across environments.
O

Deployment time and recovery time are measured consistently.

E Mini-metric: Unclear or manual release steps indicate technical debt in

delivery processes.
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3. Data and Integration Flow 5. Organizational Readiness

[[] Data moves through defined pipelines with minimal manual validation. [ stakeholders understand why modernization is required.

[] Integrations are managed through APIs or standard interfaces. [] Cross-functional teams (Dev, Ops, Security) collaborate regularly.

Duplicate or redundant data sources are identified. Success criteria are defined in business and technical terms.

] []
[ Reporting relies on a single, trusted dataset. [] There is executive support for step-by-step modernization.
] []

Data retention and compliance policies are implemented. Resource allocation includes both refactoring and discovery time.

E Mini-metric: If communication or ownership is unclear, modernization

Mini-metric: Fragmented or redundant integrations slow down . ,
E will stall midway.

modernization the most.

4. Operations and Maintenance Summary Table

[] Maintenance costs and incident frequency are tracked over time.

Category Score (0-5) Notes / Priorities

[] The team can deploy patches without major downtime. Architecture

Documentation for critical components is current. Automation

Data & Integration

]

System uptime during business-critical hours meets SLA targets. .
L sy P ; g Operations
]

A process exists for prioritizing technical debt vs. new features. Organization

E Mini-metric: Growing maintenance costs with static functionality signal

readiness for review.
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Architecture Readiness Map
How to Read Your Readiness Score A visual guide for assessing system components before modernization.

Purpose

Total Score | Interpretation What It Means for You

To evaluate the current state of system architecture across technical, operational,

The system is at risk of blocking business growth. Key and organizational dimensions before planning modernization. Each domain can be
0-5 points Critical stage ’ qf 1 ) to 5 (ready f lution). Th i ick . ¢
components likely need architectural redesign or re- rated from 1 (legacy) to 5 (ready for evolution). The map provides a quick overview o

platforming. Begin with a full dependency and cost- strengths, risks, and modernization priorities.

of-delay review.

6-10 points Limited Core architecture supports operations, but How to Use

] automation and data flows are weak. Plan a pilot
readiness

N - : : (0] Review each architectural domain below.
modernization project in one domain to validate
effort and ROL. 02 Assign ascore (1-5) based on current conditions.
11-15 points Moderate The foundation is workable, yet gaps in testing, 03 Highlight the weakest areas — they indicate where to start
. documentation, or monitoring slow down releases. modernization efforts.
maturity

Focus on automation, observability, and integration . .
04 Use the total average score to interpret readiness (see table below).

cleanup.

16-20 points Strong The system scales and most processes

. are measurable. Next steps: optimize costs,
foundation

improve developer experience, and standardize

* Clear architectural boundaries reduced delivery
modernization practices. |t~ .

timelines by 20-30% in modernization projects

. . . You have the structure and culture for continuous . . . .
21-25 points High readiness involving high-frequency trading workflows.

modernization. Use the next phase to expand data Business L e e dules led t
* Refactoring high-load modules led to

Impact Lens

maturity and long-term performance monitoring.
performance gains of 25-40%, mirroring results

Architecture drives velocity. from telecom and data-processing platforms.

VRS I grotEiEnis » Surfacing shared-resource contention early

mirror what we observed

. prevented outages and preserved 10-15% of
when mapping complex

production systems during operational budget in infrastructure-heavy

modernization: systems.
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Architecture Domains

m Key Evaluation Criteria ?f f;; Nolt:iso{‘ il:i':ls(s /

Readiness Scale

Are components modular and Score Range Interpretation

loosely coupled? Is there clear

Legacy structure; Begin with architecture mapping and
1-2 (Low) modernization required for dependency isolation.
stability and scalability.

System Structure
separation of business and

infrastructure logic?

. Core stable but limited Prioritize performance tuning and
. 3 (Medium) ; . ; .

Can the system scale horizontally or modularity and automation. = integration cleanup.

Scalability & vertically without major redesign? 4 (Good) Architecture supports partial | Start iterative migrations and cloud
modernization. alignment.
Performance Are performance bottlenecks
. Architecture is modular, Proceed with modernization roadmap
monitored and measured? 5 (High) observable, and ready for and cost optimization.

i i continuous improvement.
Is data centralized, validated, and

Data consistent across environments?
Architecture Are pipelines automated and

documented? Continuous Delivery Maturity Model

Are integrations managed through A framework for evaluating delivery automation and reliability.

Integration Layer | APIs or message queues? How many

custom connectors still exist? Purpose
Are authentication, access control, To assess how efficiently and safely your team delivers changes to production
Security & and audit trails implemented across environments. The model helps identify process gaps that slow down modernization:

all services? Are compliance policies

Compliance from manual approvals to missing rollback options.

automated?

Is unified logging in place?
Monitoring &
Can failures be traced across How to Use

Observability
components? Review each category below.

Are CI/CD and Infrastructure-as- For every category, read the descriptions in the Maturity Level and

REVOPRSoc choose the level (1-5) that best reflects your current setup.

. g8 9 .
Automation Code established? Are environments

- g oned? > 1means the process is mostly manual.
reproducible and versioned:

Documentation Does each module have ’»» 3 means partial automation with gaps in consistency or visibility.

& Ownership clear ownership and updated » 5 means fully automated, standardized, and measurable delivery.

documentation?
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Key Categories

Category What to Assess

Answer honestly. Think of what happens in real day-to-day processes, not

what's written in documentation. Automation How many build, test, and deployment steps are automated?

For eXGmplel Do dep|0ymentS St”l reqUire mOnUCﬂ ClppI‘OVCHS'-) Is monItOI‘Ing Are integrqtion, regression, and performonce tests pqrt of every

Testing Coverage

centralized or handled by each team separately? pipeline?

Infrastructure as Code Are environments reproducible and version-controlled?

Calculate the average score across all categories. Low scores highlight where Monitoring & Feedback | Is production data continuously monitored with real-time alerts?

automation or process standardization should be prioritized before deeper

Release Governance Are deployments consistent, traceable, and reversible?

architectural changes begin.

Plan the next step. Combine this result with your Architecture Readiness Map

score. Together, they show whether your system’s design and delivery processes

are equally prepared for modernization.

&

Delivery
Impact Lens

Delivery maturity pays off
quickly. These outcomes
reflect what teams gained
when automation finally
replaced manual release

routines:

Mature CI/CD practices cut manual release

effort and doubled deployment speed

in modernization efforts for high-volume

financial platforms.

Strong automation reduced release-related

incidents, lowering recovery effort by 20-40%

— a trend visible across multiple long-term

engagements.

Environment parity and Infrastructure as Code

reduced misconfiguration work by 15-20%,

stabilizing delivery cycles.

Maturity Level

Description

Typical Risks

Next Focus Area

1: Manual
Delivery

2: Partially
Automated

3: Automated
but Fragmented

4: Integrated
Delivery

B: Continuous
Delivery

Builds and deployments
are done manually. Testing
is inconsistent or ad hoc.

Basic Cl established (build
+ unit tests). Deployment
still requires manual
approval or scripts.

CI/CD pipelines exist but
differ across teams. Tests
are automated, monitoring
limited.

ClI/CD, laC (Infrastructure
as Code), and monitoring
tools are fully integrated.
Rollbacks and hotfixes are
tested regularly.

Code changes move
automatically from commit
to production with full audit
trails, automated testing,
and active monitoring.

High release risk,
frequent human
errors, no visibility
into failures.

Delays in releases,
untracked
configuration drift.

Inconsistent quality,
uneven delivery
cadence.

Occasional release
bottlenecks due

to scaling or
governance gaps.

Low operational
risk; primary
challenge is cultural
(maintaining
discipline).

Start automating
build and test
stages; define
rollback steps.

Implement
automated
deployment and
introduce staging

parity.

Unify pipeline
templates, add
observability
and post-deploy
checks.

Introduce
automated security
testing and cost
optimization.

Expand release
analytics, measure
delivery lead time,
and track ROL.
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Quick Scoring Guide

Interpretation Action Plan

Delivery is mostly manual;
1-2 (Low) automation and traceability
missing.

Build foundational CI/CD and laC
pipelines.

Core automation exists, but
3 (Moderate) integration and monitoring
remain weak.

Standardize pipelines and expand
observability.

Delivery is consistent, Focus on optimization, resilience, and

4-5 (High) transparent, and reliable. continuous feedback loops.

Next Step

Use results from the Architecture Readiness Map and this
maturity model together. If architecture scores above 3.5 but

delivery lags below 3, focus first on process automation —

architecture improvements depend on it.

Appendix

Data Architecture Decision Map

A practical guide for choosing data integration and storage patterns

during modernization.

Purpose

To help engineering and product teams choose the right approach to data movement,
storage, and transformation when refactoring or migrating system components.
Each section narrows the decision down so teams end up with 1-2 suitable patterns

instead of a long list of theoretical options.

How to Use This Map

01 Start with the core question: What should this data help with?

02 Follow the decision points in order — from workload type to

consistency and volume.
03 Ateach branching point, select the option that matches your system.

04 The final recommendations point to the patterns that fit your scenario best.

? + Unifying data flows reduced reconciliation
work and accelerated reporting by 35-45%

in enterprise-scale financial systems.

Data

* Higher data accuracy improved forecastin
Impact Lens 7 yimp 7

quality and shortened analysis cycles by
Reliable data muiltiplies value. 20-30%.

These patterns mirror the shifts ) o
* Strong lineage and validation rules lowered
we saw when fragmented

data pipelines finally became audit preparation effort by 10-20% across

unified systems: compliance-heavy domains.
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Decision Map , ,
4. How predictable is the volume and growth?

1. What type of workload are you dealing with?

Highly variable or spiky workloads

A. Real-time, user-facing operations - Event streaming + scalable lake storage (S3, GCS, ADLS)

(e.g., authentication, pricing, recommendations, fraud checks)

. o . Stable and structured workloads
Recommended: Streaming pipelines or low-latency operational stores.

«  Warehouse-first architecture (Snowflake, BigQuery, Redshift)

B. Periodic analytical or reporting workloads Large-scale but structured

(e.g., dashboards, financial reporting, forecasting) - Lakehouse approach (Databricks, BigQuery + data lake layer)

Recommended: Batch pipelines + data warehouse or lakehouse.

. , . 5. How many systems must consume this data?
C. Mixed operational and analytical needs

Recommended: Lambda/Kappa-style pipelines or dual ingestion (stream + batch). One or two downstream consumers
+ Direct ingestion through pipelines or APIs is enough.

?
2. How fresh must the data be Several consumers across products

- Sub-second / real-time ) streaming (Kafka, Kinesis, Pub/Sub) + Use a data lake or lakehouse with curated zones.

- Minutestohours ) micro-batch ETL/ELT (Airflow, dbot) Organization-wide discovery needed

* Add a data catalog and versioned semantic layers.

* Daily or event-based >> batch ETL/ELT

i ?
Freshness requirements immediately narrow the architectural options. 6. Should transformations happen before or after storage

Transform before storing (clean-on-write)
3. Do you need strict consistency or eventual consistency? - ETL warehouse-first.

Strict consistency required .
yreq Transform after storing (clean-on-read)

(e.g. financial transactions, inventory, compliance fields) <  ELT. lakehouse-first.

* Use relational operational stores with ACID guarantees.

A mix of both

Eventual consistency dcceptable * Hybrid design with incremental dbt transformations.

(e.g., analytics, aggregated metrics, personalization)

* Use stream logs, lake storage, or NOSQL systems.
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Recommended Patterns (Summary Table)

High-frequency operational data
Executive and analytical reporting

Mixed operational + analytical

Heavy unstructured or semi-
structured data

Multi-team data access

Compliance-critical operations

Next Step

Streaming + low-latency operational store

Batch ETL/ELT + data warehouse

Lambda or Kappa pipelines

Data lake or lakehouse

Lakehouse + catalog + governed zones

Relational DB + tracked ETL lineage

Use the Data Architecture Decision Map alongside the

Architecture Readiness Map and the Continuous Delivery

Maturity Model. Together, they form a complete view of

modernization readiness: structure - delivery - data.

Appendix _
Cloud Alighment Worksheet

A short diagnostic for verifying that cloud infrastructure and data

workflows support modernization.

Purpose

To help businesses quickly assess whether their cloud setup, environments, and data
flows match the architectural goals defined during modernization. The worksheet
highlights the areas where cloud configuration may limit scalability, performance, or

data quality.

How to Use This Worksheet

Review each category below: infrastructure, environments,

0}

networking, security, and data workflows.

Mark only what reflects your current state in real operations

02

(not planned improvements).
03 Countthe number of checked items to get your alignment score.

Use the interpretation at the end to identify where adjustments

04

are needed.

* Rightsizing environments and removing

overprovisioning typically reduced

=

Cloud
Impact Lens

infrastructure spend by 15-25%, echoing results
from large-scale cloud migration programs.
* Cloud-native scaling improved system

throughput by 3x-5x, matching outcomes

TiEss TpIeerients (Eleet from streaming and trading workloads.

patterns we've repeatedly

. L * Introducing managed services reduced
seen in modernization

programs: operational load and freed 15-20% of

engineering capacity for product work.
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Cloud Alignment Checklist

1. Infrastructure and Environments 3. Storage and Databases

[ Environments (dev, stage, production) follow the same structure. [] storage types match workload patterns (block, object, cache, relational).

] Infrastructure is defined through code (Terraform, CloudFormation, Pulumi). [1 Backups and snapshots are automated and tested.

Scaling rules are predictable and documented. Databases have clear read/write separation.

] [
[] Workloads are placed in the right compute model (VMs, containers, serverless). [] Schema changes follow a controlled migration process.
] [

Resource usage is monitored with cost alerts. Data retention rules are applied consistently.

/_\ Why this matters: inconsistent environments lead to unpredictable A Why this matters: data reliability depends on predictable storage

releases and data mismatches. behavior, not just raw capacity.

2. Networking and Integrations 4. Observability and Operations

[] APIs and internal services have clear routing rules and versioning. [ Logs, metrics, and traces are collected across all services.

[[] Network boundaries (VPCs, subnets, firewalls) are defined and stable. [] Dashboards show both technical and business metrics.

[ ] Cross-service communication uses secure, standardized protocols. [] Alerts include thresholds, escalation paths, and owner assignments.
[] External dependencies have retries, timeouts, and monitoring. [] Incident reviews happen after significant outages.

[C] DNS, certificates, and secrets are rotated automatically. [] Configuration changes are versioned and auditable.

i Why this matters: weak networking setup is one of the most common Q Why this matters: modernization accelerates change — observability

blockers for modularization and data movement. keeps that change safe.
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Alignment Score

Count all checked items (max: 30).

5. Security and Compliance

Interpretation

[ ] Access policies follow least-privilege rules.

Cloud setup does not fuIIy Prioritize environment parity,

[] Secrets and keys are stored in managed vaults. 0-10 A Infrastructure as Code, and stable
support modernization.
data flows.
Data classification is documented and enforced. Partial alignment; several . o
_— . Strengthen networking, observability,
11-20 areas limit scalability or
clarity and governance layers.

Strong foundation; cloud and
21-30 architecture are moving in
sync.

Focus on optimization, automation,

O
[] Encryption is enabled for data in transit and at rest.
] and cost efficiency.

Compliance checks run automatically in CI/CD.

C Why this matters: data-driven systems increase attack surface —

security must scale with architecture.

6. Data Workflows
[ ] Data pipelines run consistently across environments.
Sources and sinks are documented and mapped.
- PP Next Step

Pipelines include validation and error-handling logic. Use the worksheet results together with:

« Architecture Readiness Map (structure),

« Continuous Delivery Maturity Model (delivery),

O
[] Data freshness targets are defined and monitored.
O

Lineage is tracked for core datasets. e Data Architecture Decision Map (ddtd).

When all four tools show alignment, the system is ready for

Why this matters: cloud adoption without stable data workflows leads . . . . ! ] .
A sustained modernization without major disruption.

to fragmented insight and inconsistent reporting.




T 60 | Appendix Appendix R

Modernization ROI Scorecard ROl Scorecard Table
. . . Aft Ch S
modernization stages. Response time,
System throughput,
Purpose Performance peak-load
behavior
To help business decision-makers evaluate the impact of modernization using clear
o . L . Reliability & MTTR, incident
and measurable indicators. The scorecard aligns technical improvements with Incidents count, error rate

business outcomes and supports decision-making for future iterations.

i Lead time,
Delivery
Efficiency ?eployment
. requency, CFR
How to Use This Scorecard
Validation time,
01 startwith a baseline — fill in current metrics before modernization begins. Data Quality consistency
rate, reporting
02 Record results after each modernization cycle or release. accuracy
. o Compute/
03 compare baseline and new values to see quantitative improvements.
Infrastructure = storage spend,
. . . Cost
04 Assignascore (1-5) to each area using the scoring table below. res_o_urce
efficiency
Calculate the overall ROl score and review which areas deliver the . Hours spent on
05 . . Maintenance . P
strongest impact and where you need additional work. Effort fixes, support
backlog
06 Use notes column to track context: team composition, rollout method, Story
or external factors. Team Velocity = completion rate,
cycle time

ROI Scorecard TableScoring Guide (1-5)

Q\ {a e Enel i ereee) [esiernt aeeunes)y - . Modernization impact not yet visible or blocked by
. ) . 1 Minimal improvement .

by 15-25% in multi-year transformation legacy constraints.
Vqlue programs. 2 Localized improvement (S:g:reweqlrr;(glé:otors improved, but bottlenecks persist in
Interpretqtion Lens * Stability improvements cut unplanned '

g ti g q auri 3 Steadv broaress Clear gains across several metrics; modernization
ROI becomes visible only when owntime and preserved revenue during Yy prog direction validated.
measured. These patterns Peak activity windows. 4 High impact Most metrics improved consistently; reliability and
reflect how consistent tracking * Linking delivery, data, and cloud metrics delivery cadence stronger.
shaped outcomes across real helped eliminate low-impact initiatives, 5 Transformational The system shows measurable and sustainable

impact improvements across technical and financial areas.

modernization initiatives: improving resource allocation by 10-20%.
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Engagement Model Canvas

Quick Interpretatlon A visual overview of team roles, collaboration phases,

and success checkpoints.

Total Score
Pu rpose
0-10 Limited ROI MSCIEERS ST EI1 Zeiioh SEelae; To provide a clear framework for organizing modernization partnerships: who does
identify structural blockers.
what, how collaboration flows, and which checkpoints keep work aligned with
business goals.
Continue small-scale iterations;
1n-20 Moderate ROI strengthen automation and data flows.
How to Use This Canvas
. Expand modernization to adjacent
21-30 High RO domains; focus on cost optimization. 01 Review each collaboration phase and the roles involved.
The system is moving into advanced 02 Assign responsibilities according to your team structure.
31-35 Exceptional ROI maturity; measure long-term efficiency

and strategic gains.

03 Use the success checkpoints as a reference for progress reviews.

Update the canvas as modernization moves from one phase

04
to the next.
- * Clear ownership boundaries reduced
N duplicated work, saving 10-15% of
Next SteP delivery effort per cycle in collaborative
Use this scorecard alongside the Architecture Readiness Collaboration modernization models.
Map and the Continuous Delivery Maturity Model to build Efficiency Lens - Predictable communication rhythms
a full modernization roadmap grounded in measurable shortened approval loops by 15-20%.
Modernization accelerates
outcomes. when people align. These + Continuous knowledge transfer reduced
outcomes reflect how structured onboarding friction and kept delivery

collaboration improved delivery velocity stable across multi-team

in real multi-team programs:
engagements.



Collaboration Phases

1. Discovery &
Alignment

2. Architecture &
Delivery Planning

3. Iterative
Implementation

4. Review &
Knowledge
Transfer

5.Long-Term
Governance

Understand system constraints,
business goals, and
modernization priorities.

Define changes, dependencies,
and risks. Align cloud, data, and
delivery plans.

Execute modernization in
controlled cycles; refactor, re-
platform, automate.

Share insights, document
changes, strengthen internal
ownership.

Maintain modernization pace
and transparency over time.

Team Roles and Responsibilities

Appendix

Readiness findings, target metrics,
collaboration scope.

Architecture baseline, rollout
strategy, iteration roadmap.

Updated modules, IaC
(Infrastructure as Code) changes,
test coverage, performance results.

Updated documentation, code
walkthroughs, shared dashboards.

Roadmap updates, quarterly
reviews, KPI tracking.

T e ———

Defines technical direction; reviews designs; manages
architectural risks.

Architecture Lead

Delivery Lead [ Project

Coordinator

Cloud / Infrastructure

Engineer

Backend [ Full-Stack

Engineers

Data Engineer

QA & Test Automation

DevOps Engineer

Product Owner [
Business Lead

risk signals.

Oversees timelines, dependencies, communication rhythm, and

Manages environments, laC, observability, scaling policies.

Implement changes, refactor modules, integrate new

components.

Owns pipelines, data validation, reporting structures, and

schema evolution.

Maintain automated tests; verify stability across environments.

Controls CI/CD pipelines, deployments, rollback safety, and

delivery consistency.

Validates priorities, connects outcomes with business goals.
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L o5
Engagement Rhythm

Quick updates on architecture, delivery, data flows, and

Weekly Engineering Sync blockers.

Architecture Checkpoint

(bi-weekly or monthly) Review of design decisions and changes with high impact.

Iteration Review
(end of each cycle)

Demonstration of completed work, performance metrics,
issues found.

Short, focused session to refine process and adjust next

Retrospective iteration.

Documentation Update Every iteration — diagrams, laC changes, API revisions, rollout
Rhythm notes.

Quarterly Governance
Review

System-wide progress check: architecture trends, delivery
maturity, costs, KPIs.

Success Checkpoints

m What Success Looks Like

Clarity of Scope Both sides understand priorities, risks, and expected outcomes.

Aligned Architecture

.. Design updates approved and connected to business intent.
Decisions

Stable Release

lterations completed on time with predictable deployments.
Cadence P P ploy

Transparent Metrics Shared dashboards for performance, incidents, delivery, and costs.

Continuous

Docs updated, walkthroughs recorded, ownership shared.
Knowledge Transfer P 9 P

Long-Term Continuity = Modernization incorporated into the regular operating model.

Next Step

Use this canvas alongside the Architecture
Readiness Map and the Continuous Delivery
Maturity Model to build a modernization partnership
that remains stable over long-term work.
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Modernization Roadmap Template

A high-level planning tool for outlining modernization stages,
dependencies, and timelines.

Purpose

To help teams plan modernization as a sequence of clear and manageable stages.
The roadmap outlines where work begins, how cycles connect, and which checkpoints

keep progress steady over time.

How to Use This Template

01 Define the systems or domains involved in modernization.

For each domain, outline the upcoming stages: discovery, refactoring,
migration, automation, reviews.

02

03 Assign timelines or iteration windows (weeks, sprints, quarters).

04 Mark dependencies — technical, data-related, or organizational.

05 Add success checkpoints to measure readiness before moving to the
next stage.

06 Update this roadmap as systems evolve and new priorities emerge.

* Structured sequencing reduced context
3 switching and improved delivery
efficiency by 15-25% across long-term

modernization programs.

Strategic
Investment Lens - Prioritized upgrade stages prevented

late-stage rewrites, preserving 20-35%
A roadmap protects both
of projected modernization budget.
pace and budget — these Prol 9

sequencing shaped outcomes in planning accuracy and lowered

redl-world modernization efforts: contingency spending by 10-15%.
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High-Level Roadmap Overview

Domain / . . Success

Architecture

Cloud
Infrastructure

Data & Reporting

Delivery [
Automation

Security &
Compliance

Stage Library (for consistent naming)

Use these ready-made stages to build your roadmap — they will help keep

terminology consistent:

Discovery & Assessment Design & Prioritization

* Architecture baseline * Migration pattern selection

* Dependency mapping * Module isolation plan

¢ Cloud and cost review « laC (Infrastructure as Code) strategy
* Data flow diagnostics « Testing strategy alignment

Implementation Cycle Rollout & Verification

* Refactor or re-platform + Deploy changes to limited workloads
selected module *  Track metrics (Iotency, MTTR, CFR,

- Update pipelines cost)

* Validate data flows *  Document changes

* Run performance checks * Run knowledge-transfer sessions

Governance & Iteration

* Quarterly architecture review
* Cloud efficiency analysis

« Data quality audit

* Roadmap update
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Dependency Mapping Table

Module [ Area Depends On Potential Risks “

This table helps prevent parallel work that may block or delay other tasks.

Success Checkpoint Guide

Use these criteria to determine whether the team is ready to move to the next stage:

Checkpoint What to Confirm

Architecture clarity

Delivery readiness

Data stability

Performance baseline

Documentation

Diagram updated; ownership defined; constraints identified.

Pipeline runs clean; rollback tested; monitoring configured.

Validation logic in place; no breaking schema changes.

Metrics collected before rollout for comparison.

Diagrams, laC, deployment notes updated for the cycle.
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