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Modernization of a company 
requires robust transformation 
of the application architecture

Teaser 

To keep up with the times while not losing 
efficiency and competitiveness, your 
company needs continuously to modernize 
and respond to the evolving environment. 
Being able to make the right decisions about 
where and how to implement such changes 
is one of the vital qualities of every capable 
manager, and this can determine the future 
of the company. It may not always be the 
best idea, however, to rely on information 
from subordinates or from suppliers of 
individual systems that may be biased, 
partial or incomplete. 

I’m Adam Leščišin from Accenture, where 
I’m responsible for technological 
modernizations and transformation of 
financial institutions. 

Introduction/Your compass in 
technological modernization of the 
company

If you are a manager in a new leadership 
role, then you likely have inherited 
applications that stymie development, 
processes that are unnecessarily 
complicated, or decisions that cost more 
money than the benefits they brought. 

Do you have any idea where and how you 
can optimize or modernize? Do you know 
where to start? In short, are you making 
important decisions but lack credible and 
objective information? Accenture APO – 
Application Portfolio Optimization offers 
answers to your questions. 

APO is a comprehensive methodology that 
Accenture has developed from its own 
experience. It provides an all-embracing 
picture of the application portfolio, its 
health, value, and optimization 
opportunities.

It is an ideal and effective tool designed 
especially for new technology managers, 
but also for business leaders or enterprise 
architects. It gives them an objective and 
independent view of their challenges and 
makes it easy to identify opportunities for 
better results, savings, or modernization of 
their firms based on insights from 
international markets.

Optimization of the technology portfolio 

Accenture’s experience with many 
hundreds of projects shows that when an 
application portfolio is evaluated using APO 
at least 10 to 15% of it is found to be in need 
of optimization. With an annual budget of 
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APO’s comprehensive methodology will 
help you make the right management 
decisions.
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APO’s comprehensive methodology 
provides a complete picture of the 
application portfolio, its health, value, and 
optimization opportunities. It is a powerful 
tool that can facilitate your management 
decisions.

CZK 100 million, that is at least CZK 10 
million saved. Such savings usually cannot 
be achieved by classic cutbacks – not if we 
want to ensure the same or higher quality of 
services in the long term. The savings can 
be used, for instance, to build a more 
modern application for clients, a better 
CRM, or a data layer that simplifies access 
to data and working with it. 

At Accenture, we achieve such optimization 
mostly by combining several methods. For 
example, we often find that clients are 
developing or maintaining systems that 
actually do not match their needs or that are 
not used effectively. We might help the 
client find a suitable solution in a 
software-as-a-service system, for example. 
We standardize and automate processes or 
help to transform the entire service model in 
order to digitize entirely and enhance the 
overall customer or user experience.  

APO combines 5 key perspectives. It 
assesses the functional view and coverage 
of critical business capabilities, then the 
technical view and technical sustainability, 
the regulatory and operational view, digital 
maturity and readiness for cloud 
technologies, and, last but not least, 
financial adequacy. It is an interactive and 
collaborative model, combined with modern 
trends in IT, digitalization, automation, and 
modern technologies generally.
 
This methodology has several advantages. 
First, it has a robust structure that examines 
all important aspects of technologies used 
to support and enable the business. APO is 
objective and independent, combining 
operational data, costs, internal and 
external customer feedback, and 
experience and information from the given 
industry on a global level. 

The delivery method itself increases the 
likelihood of success by having the client’s 
teams actively involved in the preparation, 
thereby growing their skills, motivation, and 
shared responsibility for the results. And 
because Accenture is truly independent of 
specific technologies or vendors, we always 
look for a path and destination that are most 
effective for the given client depending 
upon that client’s strategy, possibilities, 
ambitions, or perhaps working environment. 

How the APO project works and what it 
brings 

Most APO projects are completed within 8 
to 12 weeks, during which we work with the 
client’s team to develop not only a 
comprehensive view of the current 
situation, but also to define the desired 
goal, an approximate transition roadmap, 
and a preliminary business case. 
In short, these are the materials that we can 
take to the board of directors, supervisory 
board, or to the owner of the company. We 
describe existing deficiencies, propose how 
to resolve them, explain conclusions and 
recommendations, and help you to reach a 
decision. If you do not already have a 
technological strategy, you can then build 
your own based upon our deliverables and 
clearly communicate priorities, 
expectations, and development options to 
your team.

Do you want to help your colleagues to 
understand better the technological 
challenges of running a modern business? 
Or get their support in transforming and 
preparing for tomorrow’s innovations? With 
tools like APO, my Accenture colleagues 
and I stand ready to help.
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Preparing the company 
for future challenges means 
starting from the ground up
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The speed at which your company is 
responding to the needs of the market 
today will determine its fate. Are your 
systems, talents, and processes flexible 
enough to respond better to changes? Do 
you know how to get started with such 
change and what to watch out for? If you 
want your company to devote more 
resources to innovations and less to 
operations, then it’s time to start thinking 
about the concept of “Living Systems,” 
which helps companies to find answers for 
important decisions.

I'm Adam Leščišin from Accenture, where 
I'm responsible for technology 
modernizations and transformations of 
financial institutions, and I’d like to outline 
for you how my colleagues and I approach 
these challenges.

Introduction

All managers are every day exposed to 
challenges that force them to think about 
how their company is ready and able to 
adapt to new ways of working, new 
technologies, and, most importantly, new 
opportunities. They are looking for the right 
strategies, prescriptions, and advice. They 
have limited resources, and there is usually 
only one chance to execute a plan correctly.
Creating such a strategy from nothing can 

take months or even years. That is why 
Accenture, calling upon the experience 
from roughly 100 such projects we execute 
in this area each year, has created a 
transformational concept we call “Living 
Systems.” We say “living” because these are 
not static. They must change as the 
requirements, environment, and skills of the 
players within it change. It is our blueprint 
for transforming a company in a way that 
not only supports, but more importantly 
drives, innovation, positive energy, and the 
realization of business values. At the same 
time, it also defines the necessary change in 
comprehensible and prioritized steps. 
In short, Living Systems is a comprehensive 
innovation accelerator for companies that 
want to modernize and want to avoid typical 
mistakes and wasted investments.
If we look at successful modern companies, 
such as Netflix, Starbucks or, in our own 
country, Moneta and T-Mobile, we can 
identify several common features of their 
success. 
All these organizations place emphasis on 
understanding modern technologies. Their 
businesses, services, and products are 
driven by these. They enable talent 
development, agility, and experimentation 
in the search for new values. They build a 
technology core that is both robust and at 
the same time flexible enough to enable the 
firm’s sustainable growth and development. 

Only in this way will they form their own 
opinions, will they be able to make informed 
decisions, and can the cloud deliver the 
desired long-term benefits and values. We 
can find some successful cases abroad, 
such as the energy distributor Enel or 
Deutsche Telecom. In our own country, 
some companies are only at the beginning 
of this road, such as Allianz or Generali, and 
we are right there with them.

Technological strategy for company 
modernization 

Examples of transformation efforts, 
regardless of sector, show unmistakably 
that change is inevitable. To be successful, 
any strategy must simultaneously fulfill 
several essential criteria: 
First, it must be clear where is its value. That 
means not only WHAT the company will do, 
but mainly WHY and HOW.
A strategy also needs to be understandable. 
Every employee within the company must 
see how he or she fits into it, which means 
what is that person’s role in its 
implementation.
Last but not least, the strategy needs to be 
embedded into a real context. It will have 
obvious impacts, but also limitations and 
assumptions.

Finding the right path in the tangle of 
possibilities is made possible by the 
comprehensive concept of Living Systems. 
It helps to adopt new ways of working and 
modern technologies, to achieve new 
values, and at the same time to allocate 
more financial resources contributing to 
innovation at the expense of operating 
costs. Of course, the final solution may vary 

depending upon industry, age, ambition, or 
maturity level of the business, but the way 
we at Accenture work with clients to find 
answers is always same – focused on results 
and your values. 

Are you interested to know more? 

Innovation and technology changes are a 
passion for us at Accenture, so let's change 
the world together! We will be happy to help 
you.
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Digital transformation brings innovation, 
positive energy, and the fulfillment of 
business values. 
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“Living Systems” is an innovation 
accelerator that helps adopt new 
technologies and working styles. It is a way 
of operating a company that enables talent 
development, agility, and experimentation 
in the search for new values.

How best to start?

What is the best way to start? We often see 
three examples of rather technocratic 
approaches from clients: "We need to 
replace the system." "We must be agile." or 
"We need to go to the cloud." Although such 
things may be the right piece(s) of the 
puzzle from which a solution or strategy will 
emerge, they rarely are sufficient on their 
own. It’s necessary to look at the problem or 
plan in a broader context. 
Let's elaborate a bit on the 3 examples 
mentioned: 
We all are probably familiar with the 
intention in replacing a system: We keep 
hearing that “the system doesn't work,” “it's 
slow,” or “the employees don't have access 
to the information they need." If this 
happens at the post office, the bank or a gas 
station, it usually slows us down or makes us 
angry. In the case of emergency services, 
human lives may even be at stake. 
Replacing system X with system Y may be a 
huge investment but may not get to the root 
of the problem at all. A number of banks, 
manufacturing companies, or telecom 
service providers know this. The main 
questions needing to be asked concern 
what may be causing the reasons for 
dissatisfaction, how the target model for 
serving users should work, and what should 
the innovation or modernization of the 
service consist of.

The second example concerns the agile 
approach to development, which has 
become very popular recently. The NN 
insurance company, Moneta or Škoda Auto, 
for example, have gone through this 
process in this country. Companies helping 

with transition to agile management pop up 
like mushrooms after rain. But even the best 
experts cannot do much unless the entire 
architecture and ways of working to manage 
changes and operations will be compatible 
or built upon a common set of values and 
priorities. 

If the development team produces four new 
services or applications per month but the 
operations team is only able to deploy one 
release per quarter, then sooner or later 
there will be a problem. In fact, it is 
necessary to look continuously at the 
ecosystem as a whole, at its weaknesses, 
and to fix them. Where necessary, we need 
to start from the very foundation and to 
build upon it in an efficient and sustainable 
way. 

The third example is that of moving to the 
cloud. This is a multidisciplinary proposition 
that is mainly about changing the mindset 
when building the shape of the firm, 
understanding modern technologies, and 
building new talents and skills. It is definitely 
not an “IT thing” or a “different 
infrastructure.” Every responsible 
management employee should understand 
at least the basic principles of cloud 
technologies and strive to apply them 
incrementally with their colleagues within 
the company – for example, by considering 
the modern “software as a service” solutions 
that can replace years of laboriously 
developed in-house systems or perhaps by 
considering analytical or automation 
solutions using artificial intelligence and 
machine learning. 

CZ

“Living Systems” je akcelerátor inovací, 
který pomáhá adoptovat nové technologie
a styl práce. Jedná se o způsob fungování 
společnosti, který umožňuje rozvoj talentu, 
agilitu a experimentování při hledání nových 
hodnot

ENG

"Living Systems" is an innovation 
accelerator that helps adopt new 
technologies and work styles. It is a way of 
operating a company that allows talent 
development, agility, and experimentation
in search of new values.
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Innovation Architectures
& Decoupling
(Jaroslav Blažek)

It probably will come as no surprise to you 
that business growth today is driven mainly 
by advanced technologies that significantly 
affect the ability of companies to survive in 
the rapidly changing business environment. 
But despite the great dynamics of change, 
the top managers cannot fund a new and 
major transformation project every year. 
They often ask us if there is not an 
alternative path to sustainable architecture. 
The answer lies in innovation architecture 
built upon component systems with high 
added value.

I’m Jaroslav Blažek, and at Accenture I lead 
the Technology Strategy and Advisory 
consultation group. In the following video, I 
will explain why I think that the era of big 
and costly transformations is over.

Evolution of IT architectures

Over the past 25 years, we have gone 
through several waves of IT evolution. First, 
we discovered that needed applications, 
such as CRM, were in fact not available on 
the open market. Business leaders had their 
systems custom-built, which was 
time-consuming and expensive. Not long 
after that, we had a wave of monolithic, 
out-of-the-box solutions requiring massive 
transformation projects. Even as such 
solutions delivered a wide range of 

functionalities, they also required a great 
many changes or customizations.

This approach does not pass muster in the 
context of today's rapidly changing 
business demands. There is a need for agile 
delivery of a wider range of functionalities 
with better ergonomics of user applications. 
Applications require greater integrability, 
security, and guaranteed quality of delivery. 

Our experience shows that the answer lies 
in component architectures based upon 
microservices operating natively in elastic 
cloud environments. The component 
approach is today common in both custom 
development and in new generations of 
out-of-the-box solutions. 

But what is one to do with the original 
application portfolio?

Innovation architecture

We know very well that changing old 
systems is difficult. Such a transformation 
cannot be done without investments or 
discontinuities. Innovation architectures are 
therefore component-based. They leverage 
the newest technologies and agile delivery 
to bring value continuously, the changes are 
smaller and controlled, and there are no 
great leaps in the application ecosystem 

Accenture supports clients in all areas 
related to systems architecture and at all 
levels from enterprise architecture to 
operating models. Do you, too, want to 
enjoy the advantages of a strong partner 
who can guide you through the changes? 
Together with my Accenture colleagues, we 
are here for you! 

Teaser short 

Transform your business with innovation 
architecture.
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Old IT approaches cannot pass muster in 
the context of today's rapidly changing 
business demands. Discover innovation 
architecture based upon component 
systems with high added value.

lifecycle. In short, they more readily meet 
the new requirements of users and product 
managers.  

New application platforms take advantage 
of cloud elasticity, native cloud platforms, 
and services that radically accelerate the 
development of new functionalities while 
maintaining quality and security.

To give you an example, T-Mobile was 
building an architecture with us on the 
borderline between monolithic and 
so-called out-of-the-box systems just when 
the push for digital channels began. They 
needed a new integrated system for orders 
that could serve all internal and external 
sales channels. So we delivered an agile 
layer that accelerated new product 
development and enabled optimization of 
ordering processes.  

At Accenture, we see that innovation 
architecture puts great emphasis on the 
support of digital channels and their 
collaboration; on social network integration 
capabilities; and on integration within the 
sales ecosystem, which means with 
third-party product and service offerings. It 
allows you to react to events in real time 
and to leverage artificial intelligence within 
application processes, conversational tools, 
and in other areas.

Digital Decoupling

An interesting model, for example, may be 
digital decoupling. This is a way of splitting 
original monolithic systems into smaller 
components that then work in a higher 
digital layer of the architecture.

The new component is implemented, for 
instance, as a microservice that has access 
to its own copy of data from the original 
system or systems. Subsequently, it is 
possible to gradually remove functionalities 
from legacy systems and decommission 
them. The isolation of the new layer and 
gradual replacement of functionalities 
allows for the parallel use of “legacy” 
systems with extensive business logic and 
high accounting value in the transition 
period. 

Let’s take another telecom client as an 
example: We were able to build for the 
client a cost-effective model with a new 
architectural layer that is independent of the 
old monolithic IT foundation. The new 
digital layer is component-based and largely 
built upon open source technologies.

Here’s the key: There is a translation layer 
between the original and new part of the 
architecture that allows communication 
between the old and new worlds. Our client 
is therefore able to make rapid and 
disruptive changes within its brand new and 
integrated world.

Conclusion: How to choose?

It’s true, of course, that especially when 
selecting new platforms for complex 
functionalities it is necessary to make a 
strategic decision whether to develop a 
functionality or to buy it – be it as part of a 
“best of suit” application package or as a set 
of “best of breed” components on the 
market.
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Multi-speed IT 
(Jaroslav Blažek)

Summary

The market environment is a turbulent battle 
for customers. Companies’ ability to 
innovate and launch new digital services 
and products into the market is more 
important than ever. Not only is speed of 
innovation decisive, but so, too, is a novel 
business model. But how do you reconcile 
the often complex IT systems built over 
decades with innovative technology and 
new demands for speed of deliveries? 
Multi-speed IT offers the solution! 
 
I’m Jaroslav Blažek, and at Accenture I lead 
the Technology Strategy and Advisory 
consultation group. Among other things, we 
are devoted to truly innovative architectures 
and design of component systems with high 
added value. 

Speed above all?

How fast is fast enough? Must all systems 
enable immediate delivery? And do we 
really have to change everything in order to 
achieve that? The answer, of course, 
depends upon the complexity and state of a 
given company’s application system. The 
truth is that competitive advantage is 
usually provided only by a narrow set of 
features that differentiate a particular 
company from others. 

Companies operating in the digital world are 
forcing their IT to deliver at various speeds 
in parallel. On the one hand, there is 
innovation and disruptive influence of the 
digital world that demands maximum speed 
of change. But on the other hand, there are 
legacy systems where stability is key. The IT 
chiefs, then, have to deliver changes at 
appropriate speeds and risk having 
problems with destabilizing legacy systems. 
As a result, IT operates variously in different 
areas and is functionally divergent. 

Multi-speed IT in a nutshell

According to the company Gartner, an 
application portfolio can be separated into 
those layers where innovations are easily 
carried out – and where the company 
differentiates itself from others – and those 
layers where records are stored. This 
definition is also the basis for our model of 
multi-speed IT. 
 
The model requires isolating systems into 
layers having different demands for speed 
of changes and, consequently, with 
different technology and architecture to 
match the requirements for configurability, 
security, resilience, and other key 
indicators. Individual layers may then have 
different operational and delivery models.
 

Layering IT systems also enables the IT 
organization to change speeds, support 
diverse business requirements in parallel, 
and respond effectively to change.

An operating model is key to running 
multi-speed IT. It must be flexible, open to 
innovation, and at the same time enable 
good collaboration between the company's 
business and IT departments to meet 
common goals. 

Changing habits is key

Together with discipline of the entire 
organization, having the right architecture 
and processes in place are critical to 
success on the road to multi-speed IT. 
Surprisingly, technologies are the easier 
part of the problem in this case. Changing 
organizations and their habits, effecting a 
cultural shift, and the need to keep teams 
motivated and skilled throughout the 
changes will challenge the abilities of even 
the best managers. 

The journey can be easier if you use the 
services of an experienced guide. The sheer 
size of the Accenture Global Delivery 
Network of delivery centers ensures that 
experts from diverse business areas and 
with knowledge of relevant technologies are 
available. Our continuous investment into 
development and innovation assures that 
you will get top-notch support.

And Accenture stands ready to show why it 
is recognized as the best IT services 
provider in the world. We are happy to share 
our experience in setting up operational and 
governance models for multi-speed IT in 
order to meet your specific business 
requirements. Together with my colleagues 
at Accenture, we are here for you! 
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One, teo, three. At what speed is your IT 
running?
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How to combine complex IT systems built 
over decades with innovative technology 
and new demands for speed of delivery? 
Multi-speed IT offers the solution! 
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