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90-Day ROI Plan: Legacy Application
Modernization

This document outlines a comprehensive 90-day strategy for transforming legacy monolithic applications into agile,
scalable operations. Designed for IT executives and decision-makers, it provides a structured approach to modernization
with clear metrics for measuring success, risk mitigation strategies, and a detailed implementation roadmap. Follow this
guide to achieve measurable ROI through strategic application modernization.
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From Legacy Monolith to Agile, Scalable
Operations

Today's competitive landscape demands agility, scalability, and efficiency that legacy monolithic applications simply
cannot deliver. Organizations anchored to these outdated systems face increasing maintenance costs, extended
development cycles, and growing technical debt that directly impacts their ability to innovate and respond to market

changes.

This 90-day modernization plan provides a proven methodology for transforming your legacy applications through
strategic decomposition and incremental improvement. By following this structured approach, your organization can
achieve significant operational efficiencies, reduce costs, and create an architecture capable of supporting future
innovation—all while minimizing disruption to existing business operations.

Downtime Reduction Cycle Time Improvement ROI Multiple

Target 35% reduction in system Achieve 50% faster development Realize 3.5x return on

outages and performance cycles by enabling autonomous modernization investment within
degradation through improved teams to deploy independently 12 months through reduced
architecture and automated without complex dependencies. operational costs and increased

monitoring. development velocity.



The Challenge of Legacy Systems

Legacy monolithic applications typically evolve over many
years, accumulating features and complexity that
eventually make them resistant to change. These
systems often become mission-critical, handling core
business functions despite their aging codebase and
architecture. A 15-year-old monolith presents multiple
challenges that directly impact business operations:

o Extended development cycles requiring 3-5x longer

than modern applications

¢ Increasing maintenance costs consuming up to 80%
of IT budgets .
These challenges ultimately translate to concrete

 Difficulty integrating with modern tools and platforms business impacts: delayed market response, competitive

e Knowledge gaps as original developers leave the disadvantage, increased operational costs, and employee
organization frustration. Without intervention, these issues compound
« Growing security vulnerabilities from outdated over time, making modernization increasingly difficult and

components expensive.
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Current State Assessment

Before embarking on any modernization initiative, a thorough assessment of your current application landscape is

essential. This creates a baseline for measuring progress and helps identify the highest-value modernization candidates.

Legacy Architecture

Tightly-coupled monolithic codebase with limited separation of concerns, typically deployed as a single unit with

complex interdependencies.

User Base

Internal staff, external customers, and third-party integrations that depend on consistent system behavior and

performance.

Tech Stack

Aging frameworks, outdated libraries, and monolithic databases that constrain scalability and limit adoption of

modern practices.

Current Process Cycle
Time

Average of 4-6 weeks from
feature request to production
deployment due to complex
regression testing and release
coordination.

Support Ticket Volume

Approximately 75-150 tickets
monthly, with 30% related to
system performance issues

and 40% to functional defects.

Cost of Change

Each feature or enhancement
requires 2-3x more effort
compared to industry
standards for modern
applications.
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Pain Points and Business Impact

Operational Challenges

o Scalability Limitations: Inability to handle increasing
workloads without proportional infrastructure
investment

o Deployment Risks: All-or-nothing releases that
increase the likelihood of system-wide failures

o Performance Issues: Growing response times and
resource consumption as the system manages more
data and users

e Maintenance Complexity: Difficulty isolating and
fixing issues without affecting unrelated functionality

Business Consequences

Competitive Disadvantage: Slower innovation cycles
that allow competitors to capture market share

Increasing Costs: Growing operational expenses that
consume resources that could be invested in
innovation

Talent Retention: Difficulty attracting and retaining
skilled developers who prefer working with modern
technologies

Customer Satisfaction: Degrading user experience
leading to reduced customer loyalty and satisfaction
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Opportunity Analysis .

A structured analysis of your legacy application reveals significant
modernization opportunities that can deliver both immediate and long-term

benefits. By mapping business processes and capabilities, you can identify .
the optimal candidates for incremental replacement using the "strangler fig" ’\
pattern. %
.
Map Business Processes iy

[ Document core workflows, dependencies, and integration Thean
points to understand system boundaries.

-y
-y
4 0 0 ’ .
Identify Capabilities PET Py
2 Categorize functionality into discrete business capabilities that vt
can be independently modernized. I .
1 aa? -
Prioritize Candidates S
@ Select modernization targets based on business value,
technical debt, and implementation complexity. J

Estimate ROI

L Calculate expected returns for each capability to create a value-
driven modernization sequence.
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The chart above highlights the significant performance improvements achievable through modernization. By
decomposing the monolith into manageable components, your organization can realize substantial gains in deployment
frequency, lead time, failure rates, operational costs, and recovery time. These improvements directly translate to better
business agility, reduced operational expenses, and enhanced customer satisfaction.



90-Day Roadmap: Weeks 1-4

Phase 1: Assessment and Planning

The initial four weeks focus on establishing a solid foundation for your modernization initiative through comprehensive

analysis and strategic planning. This phase is critical for aligning stakeholders, defining clear objectives, and creating the

framework that will guide subsequent implementation.

Week 1: Define Goals & KPIs

Conduct stakeholder workshops to establish
clear modernization objectives and success
metrics. Develop a comprehensive measurement
framework aligned with business outcomes.

Week 3: Map Processes & Capabilities

Decompose the monolith into logical business
capabilities. Identify dependencies between
components and prioritize candidates for
modernization.

Week 2: Document Current State

Create detailed architecture diagrams, identify
system boundaries, and document integration
points. Catalog technical debt and performance
bottlenecks.

Week 4: Develop Modernization
Strategy

Create a detailed implementation plan with

specific technical approaches for each capability.

Establish governance framework and risk
mitigation strategies.

Q
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90-Day Roadmap: Weeks 5-8

Phase 2: Architecture and Team Alignment

The second phase focuses on technical foundations and organizational alignment. During these four weeks, you'll begin
implementing the architectural patterns that enable incremental modernization while organizing teams to support the
new approach.

Week 5: Decompose Monolith [y

Identify domain boundaries and establish
separation criteria. Begin refactoring code to

introduce clean interfaces between components. ‘}D Week 6: Establish Autonomous Teams
Organize cross-functional teams aligned to
business capabilities. Define team
Week 7: Build Integration Layer S responsibilities, interfaces, and service-level
Implement API gateway and service mesh agreements.
infrastructure. Create contract-based interfaces
between components to enable independent # Week 8: Implement Cl/CD Pipeline

deployment. Establish automated build, test, and deployment

processes. Integrate quality gates and security
validation into the delivery pipeline.



90-Day Roadmap: Weeks 9-12

Phase 3: Implementation and Launch

The final phase focuses on operationalizing your modernization strategy through platform implementation, launching
initial modernized components, and establishing sustainable practices for continuous improvement.

Week 9: Implement Shared Platform
Services

Deploy common infrastructure components
including logging, monitoring, and authentication
services that support all modernized capabilities.

Week 11: Design Target Architecture

Finalize the long-term architectural vision and
migration plan. Create detailed designs for
remaining components and sequence future
modernization activities.

O
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Week 10: Define Non-functional
Requirements

Establish performance, security, and reliability
standards. Implement automated validation of
these requirements throughout the delivery
pipeline.

Week 12: Launch MVPs & Rollout

Deploy the first modernized capabilities to
production. Implement feature toggles and
canary releases to manage risk during transition.

Q
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Solution Blueprint: Target
Architecture

The target architecture represents a significant evolution from the legacy
monolith, employing modern patterns that enable scalability, resilience, and
independent deployment of components. This architecture is designed to
support both current business requirements and future innovation.

@ API Gateway i} Microservices

Centralizes request routing,
authentication, and basic
traffic management while
providing a consistent
interface to clients.

Event Bus

Enables asynchronous
communication between
services, reducing coupling
and improving system
resilience during component
failures.

Decomposed business
capabilities implemented as
independently deployable
services with clear
boundaries and
responsibilities.

Data Layer

Implements data access
patterns appropriate to each
service's needs, including
polyglot persistence for
optimized performance.
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Strangler Fig Implementation

The strangler fig pattern enables gradual replacement of
the monolith without requiring a complete rewrite. This
approach significantly reduces risk while allowing the
organization to realize incremental benefits throughout

the modernization journey.
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®

This incremental approach allows your organization to
& prioritize high-value capabilities for early modernization
while maintaining system stability. Each extracted service
£ Implement Facade becomes an independent deployment unit, enabling faster

delivery cycles for those capabilities while the remainin
Create an API layer in front of the monolith Y ¢y P g

monolith continues to function normally.

£ Extract Services

Refactor and migrate one capability at a time

@® Redirect Traffic

Route requests to new services through the facade

& Retire Code

Gradually decommission monolith components



ROl Measurement Framework

A robust measurement framework is essential for tracking the success of your modernization initiative and
demonstrating concrete business value. The Goal-Question-Metric (GQM) approach provides a structured method for

defining meaningful metrics aligned with your strategic objectives.

# Goals
Define clear business
objectives such as increasing
release velocity, reducing
operational costs, or improving
system reliability.
Business KPI Baseline
Time to Market (days) 45
Customer Satisfaction 72%
Infrastructure Cost $120K/mo

Development Velocity

4 features/sprint

Questions

Formulate specific questions
that must be answered to
determine if goals are being
met, such as "How quickly can
we deploy changes?”

90-Day Target
30

78%
$105K/mo

6 features/sprint

IN

Metrics

Identify quantifiable measures
that answer each question,
such as deployment frequency,
lead time for changes, or mean
time to recovery.

Long-Term Target
15

85%

S$80K/mo

10 features/sprint
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Cumulative ROI Projection
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The chart above illustrates the projected financial benefits of your modernization initiative over the first year. While the
initial three months focus primarily on establishing foundations, significant returns begin to materialize by month six as
modernized components enter production. By the end of the first year, the cumulative ROl reaches approximately 3.5x the

initial investment through a combination of infrastructure cost savings, reduced maintenance effort, and productivity
gains from accelerated development cycles.
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Risk Mitigation Strategies

Modernization initiatives inherently involve risk due to
their impact on mission-critical systems. A proactive
approach to risk management is essential for maintaining
business continuity throughout the transformation
process. The following table outlines the top risks and
corresponding mitigation strategies.

Risk Potential Impact

Data Integrity Issues Inconsistent data between
systems, possible corruption

Business Disruption Service degradation during
transition
Security Vulnerabilities Exposure of sensitive data,

compliance issues

Knowledge Gaps Inability to implement or maintain
new architecture

Scope Creep Delayed timelines, increased costs

Mitigation Strategy

Implement dual-write patterns,
robust validation, and reconciliation
processes

Use feature toggles, canary
releases, and phased migration
approaches

Conduct security assessments
throughout development,
implement zero-trust architecture

Provide training programs, pair
programming, and external
expertise as needed

Maintain strict prioritization based
on business value, use time-boxed
iterations
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Governance Framework

Effective governance ensures that your modernization initiative remains aligned with business objectives, maintains
technical quality, and delivers anticipated benefits. A well-structured governance framework provides the necessary
oversight without creating bureaucratic obstacles to progress.

Technical
Governance
Strategic Alignment Maintains architectural Delivery Management
Ensures modernization integrity and technical Oversees implementation
activities support business quality progress and risk .
priorities and deliver o Architecture review management Continuous
meaninngI value board ° Progress tracking Improvement
o Business case e Technology standards e Risk monitoring | P”V?S ongoing
validation e Technical debt e Dependency optimization of processes
and outcomes
e Value realization management management
tracking e Retrospective reviews
e Investment e KPI monitoring
prioritization e Process refinement

OEe
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Governance Checkpoints cutmion

Regular governance checkpoints provide structured opportunities to assess progress, validate architectural decisions,
and ensure alignment with business objectives. These checkpoints serve as quality gates that help maintain momentum
while managing risk throughout the modernization journey.

Initial Assessment Checkpoint (Week KO
4)

Review discovery findings, validate

modernization strategy, and confirm prioritization 2 Architecture Review Checkpoint (Week

8)

of capabilities for extraction. Ensure metrics

framework is in place to measure progress and
Validate technical approach, review initial

value.

implementation of integration layer, and confirm

o alignment with target architecture. Assess team

Implementation Checkpoint (Week 11) fan readiness and knowledge transfer progress.
Evaluate first modernized components against
functional and non-functional requirements.
Confirm readiness for production deployment L. .
| x| Value Realization Checkpoint (Week

and validate rollback procedures.

12+)

Measure initial benefits against projections,
gather lessons learned, and refine approach for
subsequent modernization phases. Update
roadmap for next capabilities.



Executive Recommendations

To maximize the value of your modernization initiative and establish a foundation for sustainable innovation, we
recommend the following immediate actions. These recommendations focus on building Al-ready capabilities and
supporting scalable operations through a combination of technical and organizational changes.

Establish a Data Strategy

Create clean data models and APIs to enable Al integration

Align Teams to Business Domains

Reorganize around business capabilities instead of technology

Automate Core Workflows

Implement CI/CD pipelines and infrastructure as code

Establish Metrics Framework

Create dashboards for both technical and business KPIs

Invest in Team Capabilities

5 Provide training on modern architectures and cloud-

native patterns

By implementing these recommendations as part of your modernization strategy, you'll not only address immediate
legacy challenges but also position your organization for long-term success in an increasingly digital and Al-driven

business landscape.

Q
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Q
90-Day Modernization Sprint

Transforming your legacy applications requires a
structured approach, specialized expertise, and proven
methodologies. QueryNow's 90-Day Modernization Sprint
provides a comprehensive framework for rapidly
modernizing your critical applications while minimizing
risk and maximizing business value.

Our Approach Includes:

e Comprehensive assessment of your current
application landscape

e Detailed modernization roadmap aligned with
business priorities {Ht Expert Guidance

e Implementation of foundational architectural

Leverage our experienced architects and
components

developers who specialize in legacy

e Knowledge transfer and team enablement modernization

o Delivery of initial modernized capabilities in

ducti
production Proven Methodology

At the conclusion of the 90-day sprint, your organization

, . , . Benefit from a structured approach refined
will have a functioning modernized component in

_ . . _ through hundreds of successful modernization
production, demonstrating tangible value while

o . _ . initiatives
establishing the foundation for continued transformation.
You'll also have the skills, processes, and architectural
patterns needed to continue your modernization journey Accelerated Results

with confidence.
Achieve in 90 days what might otherwise take 6-

12 months of internal effort



Appendix: Resources and Templates

Q
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The following resources and templates provide additional support for your modernization initiative. These tools are

designed to accelerate key activities during the early phases of your journey and ensure consistent application of best

practices throughout the process.

Modernization Workshop
Agenda

A structured two-day workshop
format designed to rapidly assess
current state, identify
modernization opportunities, and
build consensus around the
transformation approach.

e Day 1: Current state
assessment and pain point
identification

e Day 2: Capability mapping and
modernization strategy
development

Process Mapping
Template

A standardized framework for
documenting business processes,
user journeys, and system
interactions to identify
modernization candidates and
dependencies.

e User role definitions
e Process flow diagrams

e System interaction maps

Modernization Glossary

Key terminology and concepts to
ensure shared understanding
across technical and business
stakeholders.

e Monolith: A software
architecture where all
components are
interconnected and
interdependent

e Strangler Fig: An incremental
modernization pattern for
gradually replacing legacy
systems

e GQM: Goal-Question-Metric
framework for developing
meaningful measurements

e CI/CD: Continuous
Integration/Continuous
Delivery automation pipeline

e Non-functional Requirement:
Quality attributes such as
performance, security, and
scalability



