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E X E C U T I V E  S U M M A RY

Enterprise digital transformation is no longer a discrete initiative. It has become a continuous operating 

reality driven by competitive pressure, rising customer expectations, and expanding regulatory oversight. 

While organizations are investing heavily in cloud platforms, analytics, automation, and AI, results vary 

widely. The difference is not ambition or spend, but execution discipline.

This report examines why many transformation efforts stall despite record investment and why integra-

tion has emerged as the decisive factor in modernization success. Across industries, enterprises continue 

to face persistent barriers including fragmented architectures, siloed data, accumulated technical debt, 

and integration approaches that prioritize short-term speed over long-term resilience. These challeng-

es limit agility, increase risk, and delay measurable business outcomes. Organizations that modernize 

successfully follow a consistent pattern. Rather than replacing core systems, they extend them through 

governed APIs, orchestrated workflows, and runtime policy enforcement. This integration-first approach 

enables modernization without disruption, preserves the reliability of mission-critical systems, and cre-

ates a durable foundation for digital channels, analytics, and AI-driven capabilities.

The report also highlights the growing importance of vendor-agnostic architectures. Open standards, 

portable orchestration, and API-driven design preserve flexibility in the face of regulatory change, merg-

ers and acquisitions, and rapidly evolving technology ecosystems. Enterprises that retain control over in-

tegration and data flows are better positioned to adapt on their own terms. Artificial intelligence further 

reinforces the need for disciplined integration. AI delivers value only when it operates on authoritative, 

governed data within observable and auditable processes. When embedded correctly, it accelerates deci-

sion-making and operational efficiency while maintaining compliance and trust.

Through real-world examples in financial services, insurance, and transportation, this report demon-

strates how integration-led modernization produces measurable results including faster delivery, lower 

operating costs, improved customer experience, and regulatory confidence. Together, these findings out-

line a practical, repeatable framework for building adaptable, resilient enterprises equipped to operate 

under continuous change.
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W H Y E N T E R P R I S E  M O D E R N I Z AT I O N  I S  U R G E N T

Enterprises today face several urgent pressures at once: tougher competition, faster-rising customer 

expectations, and stricter compliance rules. What many companies once treated as a one-time IT mod-

ernization initiative now needs to be ongoing and cross-functional, extending beyond traditional IT 

teams. Organizations that do not update their digital core — the way they access, manage, and deliver 

data and services — risk falling behind competitors and becoming vulnerable to regulatory or market 

shocks. 

Quick snapshot of the three pressures: 

•	 Competition: New technologies and leaner companies can enter markets faster. If your processes 

and technology stack are slow, customers will move to competitors. 

•	 Customer expectations: Customers expect faster, smoother experiences across channels. Poor 

customer experiences, whether digital or manual, reduce retention, limit lifetime value, and slow 

revenue growth. 

•	 Compliance & risk: Regulations and data-protection rules are tightening. Poor data practices can 

lead to fines and reputational damage. 

What we mean by “digital core”: practical areas to update include digital core architecture, enterprise 

data architecture (how information flows and is stored), cloud platforms and enterprise software, auto-

mation of manual workflows, and analytics that convert operational data into timely business insights. 

These areas support better customer experience, faster operations, and new products or services. 

Short Example: A retailer with a slow digital checkout process lost customers to a compet-

itor offering a faster, mobile-friendly customer experience. The competitor captured more 

revenue and used analytics to optimize marketing spend. That’s a simple illustration of how 

transformation, better technology, and data can directly affect business results. 

Next: The following market numbers below show why companies are shifting budgets into transforma-

tion, cloud, analytics, automation, and AI. They indicate where investment and competition will concen-

trate in the coming years. 
1
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Grand View Research (2024)

$1.07 trillion (2024) → $4.62 trillion (2030); implied CAGR ~28.5%. 	

Takeaway: very large addressable market, signaling heavy investment in cloud, 

software, analytics, automation, and AI. 

Transformation is no longer limited to experimental labs or isolated pilots — it’s now a necessary, ongo-

ing part of how businesses operate. Companies are moving budget and effort into durable digital capa-

bilities that deliver measurable value: faster processes, better customer experience, and new products 

or services. Major market research groups forecast large, sustained growth in digital transformation 

spending. 

Below are the key projections presented consistently so you can compare sources at a glance.

MarketsandMarkets (2023)

$1.11 trillion (2025) → $1.86 trillion (2031). 

Takeaway: conservative estimate but still strong growth; shows steady 

demand for transformation strategy, tools, and services. 

Market.us (2023)

$829.5 billion (2023) → $8.57 trillion (2033); implied ~26% annual 
growth in their model. 

Takeaway: an aggressive forecast that highlights how many areas 

(cloud, analytics, automation, AI/machine learning) could receive funding. 

Plain-language takeaway: Whatever forecast you prefer, the direction is clear — companies will shift 

more of their budgets toward technology, data, and analytics to improve customer experience, speed 

up operations, and create new revenue streams. Typical spending categories include cloud platforms, 

enterprise software, analytics and AI tools, automation for repetitive work, and consulting or transfor-

mation services that help teams change how they work.
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United States: Projected to grow from $345 billion (2024) to 
$1.29 trillion by 2030 — roughly a 25% annual expansion. 	

Practical implication: U.S. companies will increasingly fund cloud migrations, enterprise 

software, automation, analytics, and AI pilots to improve customer experience and speed 

operations. 

Where investment is shifting: The following figures highlight regional spending patterns and what 

they mean for organizations planning transformation programs. These numbers are not abstract. They 

point to a clear shift in where companies are directing investment, with growing emphasis on building 

durable digital capabilities. 

The projections below summarize these trends by region.

What this means for a typical company: expect increased competition for customers and talent, 

faster expectations for product and service improvements, and more pressure to show measurable 

value from transformation efforts. Most spending goes into a few repeatable areas: cloud infrastructure, 

enterprise software, analytics and data platforms, automation to cut manual work, and consulting or 

transformation services to help teams adopt new ways of working.

North America (overall): from $463 billion to $1.84 trillion in the same 
period (approx. 26.8% annual growth). 	

Practical implication: Businesses across the North American region are investing in data 

platforms, automation tools, and services that help teams change how they work.

United Kingdom: expected to rise from $52 billion (2024) to $236 billion 
by 2030 — nearly 30% annualized growth. 	

Practical implication: Even markets that historically spend conservatively are channeling 

more budget into transformation strategy, new technologies, and services.
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The Expanding CIO/CTO Mandate 
 

At the center of this transformation is the evolving role of the CIO and CTO. Traditionally, these leaders 

were measured on their ability to maintain uptime, manage costs, and deliver incremental automation. 

Today, their remit is broader, more strategic, and far more scrutinized. Boards and CEOs are looking to 

technology leadership not just for operational stability but for direct contributions to growth, customer 

experience, and compliance posture. 

CIOs and CTOs must orchestrate across layers that were never designed to work together: mainframe 

applications, distributed architectures, cloud platforms, and SaaS ecosystems. Each of these domains 

carries its own standards, operating assumptions, and integration challenges. The modern technology 

leader is therefore tasked with turning heterogeneity into harmony, creating systems where data can 

flow with consistency, governance, and resilience. 

This requires addressing long-standing barriers. Core business logic often resides in platforms that 

were engineered decades ago for stability, not for interoperability. Data silos accumulate as each new 

application creates its own repository. Technical debt multiplies when quick fixes are chosen over 

structural reform. And compliance burdens—once periodic—now require continuous demonstration of 

controls, traceability, and resilience. CIOs and CTOs must solve for all of these simultaneously, without 

disrupting mission-critical services that may still generate the bulk of enterprise revenue.

Vendor-Agnosticism as a Strategic Hedge 
 

One of the most critical decisions in this environment is whether to embrace vendor lock-in or pursue a 

vendor-agnostic strategy. 

The allure of lock-in is speed: Choosing a single vendor ecosystem may accelerate initial rollout, reduce 

integration friction, and present the illusion of simplicity. But that simplicity is short-lived. Mergers and 

acquisitions often bring in competing systems, regional expansions require different compliance frame-

works, and evolving customer expectations demand rapid adoption of best-in-class tools regardless of 

vendor. 

Vendor-agnostic strategies preserve optionality. By standardizing on open APIs, canonical data models, 

and portable orchestration, enterprises can change one layer of their stack without destabilizing the 

whole. They can integrate newly acquired systems faster, divest more cleanly when needed, and opti-

mize workloads across platforms based on performance and cost rather than vendor contracts.
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Equally important, vendor-agnosticism enables companies to fully own their environment—from infra-

structure decisions to data governance and deployment cadence. When the architecture is open and 

interoperable, IT teams decide where applications run, how data is shared, and which modernization 

path to pursue. This autonomy reduces dependency on any single provider’s roadmap or pricing model, 

giving enterprises the power to adapt on their own timeline. 

 

Why the Time is Now 

The urgency of transformation is not only about matching competitors; it’s about protecting enterprise 

resilience and preserving long-term business value. Disconnected systems, fragmented technologies, 

and opaque data flows do more than slow innovation — they materially increase risk exposure. Every 

redundant integration point is a potential failure mode. Every siloed dataset is a missed source of 

analytics and insights that could improve customer experience and operations. And every manual 

compliance workaround raises the likelihood of audit findings and regulatory penalties. 

Organizations that thrive treat digital transformation as a continuous discipline rather than a 

short project. They architect for resilience, prioritize integration and automation, and build gover-

nance into the flow of information so data becomes a reliable strategic asset. This approach rethinks 

processes, tools, and organizational models so companies can act with clarity, speed, and confidence 

under pressure — improving customer outcomes, accelerating time to market, and protecting reve-

nue streams. 

This report examines the broader state of the industry—the market trends driving large-scale in-

vestments in digital technology, the barriers that continue to stall execution, and the compliance and 

governance forces reshaping modernization roadmaps. We also preview the integration imperative: 

why enterprises increasingly require disciplined, API-driven architectures to realize transformation 

outcomes, how integration unlocks latent value in legacy systems, and how CIOs and CTOs can position 

their organizations for adaptability as new technologies, cloud platforms, and analytics tools evolve.

5

In essence, vendor-agnosticism is not just about avoiding 

lock-in; it is about controlling your destiny. Enterprises 

that build with open standards and integration flexibil-

ity create an ecosystem they truly command. They can 

adopt new technologies as they emerge, maintain lever-

age in vendor negotiations, and future-proof their invest-

ments against shifts in the market.

In an era where agility is 
paramount, vendor

agnosticism is no longer 
a philosophical preference.

It’s a pragmatic necessity.



E N T E R P R I S E  M O D E R N I Z AT I O N  T R E N D S  &  M A R K E T  D R I V E R S

Enterprise IT modernization and digital transformation have moved beyond aspiration to become 

structural requirements for organizations. Across every vertical, enterprises are no longer asking 

whether to modernize but how quickly and which strategies to use. To grasp the scale of this shift, it is 

essential to review the current market landscape, the forces driving record modernization investment, 

and the systemic barriers that slow execution. 

The Scale of Investment 

The urgency behind modernization shows up in both broad investment and measurable returns. While 

analysts vary on exact market sizing, the consensus is clear: modernization is accelerating globally, driv-

en by cloud adoption, automation, and AI-ready architectures that deliver tangible ROI and business 

benefits. 

Kyndryl’s 2025 State of Mainframe Modernization Survey reports substantial returns from enterprise 

modernization initiatives. Businesses are seeing 288% to 362% ROI on modernization projects, 

depending on scope and approach. The study also finds that 80% of organizations adjusted their mod-

ernization strategy in the past 12 months, increasingly prioritizing hybrid models, cloud integration 

strategies, and AI enablement.  The same Kyndryl analysis estimates that integrating artificial intelli-

gence and automation into modernized mainframe environments could collectively unlock about $12.7 

billion in cost savings and $19.5 billion in new revenue opportunities over three years, highlighting 

how modernization can drive both efficiency and new business models. 

Complementing these findings, Ensono’s State of IT Modernization 2025 research shows that mod-

ernization has become a strategic priority for enterprise leadership as organizations confront rising 

maintenance costs, operational risk, and pressure to accelerate delivery. Nearly half of respondents 

report that the cost of maintaining existing systems exceeded planned budgets in the past year, driv-

ing increased focus on modernization initiatives spanning infrastructure, application modernization, 

integration, and hybrid IT management. 
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from enterprise modernization 
initiatives

$19.5 Billion
in new revenue opportunities 
over three years

$12.7 Billion
in cost savings over 
three years 



Transformation as a Universal Mandate 

Investment scale alone does not tell the whole story. Equally important is the breadth of adoption: 

modernization has shifted from a selective program to an expected capability across industries. 

Ensono’s 2025 analysis shows that modernization is now a baseline expectation, with nearly 8 in 10 orga-

nizations reporting that they are either keeping pace with or leading industry modernization efforts. This 

shift signals that modernization has become a universal operational mandate rather than an aspirational 

goal, a trend reinforced by Kyndryl’s finding that 94% of enterprises already have a modernization or 

transformation strategy in place.  

This level of saturation signals a universal mandate: transformation is now a baseline requirement 

for operational credibility. Organizations that delay modernization of core systems, integration 

frameworks, or governance models risk falling behind. The performance gap between moderniza-

tion leaders and late adopters is widening as leaders tie modernization to data-driven innovation, 

stronger security, and regulatory compliance. Consequently, boardrooms, regulators, and investors 

increasingly evaluate CIOs and CTOs not only on uptime and cost control but on measurable mod-

ernization outcomes that improve enterprise resilience, agility, and customer experience. 

Persistent Barriers to Execution 

Despite record investment and broad strategic commitment, organizations still encounter structural 

obstacles that slow modernization. These barriers — rooted in decades of technical decisions and 

organizational evolution — are consistent across industries and directly affect timelines, costs, and 

expected modernization benefits. 

Core Systems and Entrenched Logic: Enterprises remain dependent on legacy systems such as 

mainframes, ERPs, and proprietary transaction platforms that embed critical business logic. 

Kyndryl’s research underscores that modernization rarely equals wholesale replacement: main-

frames and other core systems still provide unmatched reliability, security, and performance in many 

environments. Yet these platforms were often engineered for isolation, not for interoperability with 

modern systems. 

Extracting additional value therefore commonly requires brittle custom code, manual batch trans-

fers, or costly middleware that increase latency and operational expense. The practical moderniza-

tion objective is to expose and govern proven logic — reuse it via secure APIs, orchestration layers, 

and integration platforms — rather than discarding mission‑critical assets. 
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Siloed Data: Data fragmentation is a persistent modernization challenge. Ensono’s report states that 

integration challenges remain a dominant barrier to progress. Nearly 50% of organizations cite diffi-

culty integrating existing systems with modern platforms as a primary driver of application modern-

ization, underscoring how fragmented data and interoperability gaps continue to stall transformation 

efforts. Proliferating cloud and SaaS services create new silos, each with distinct schemas, governance 

rules, and access controls, which undermines consistent analytics and increases regulatory risk. 

Achieving a unified, real‑time data fabric requires consistent metadata standards, shared identity and 

access policies, and end‑to‑end observability. Integrated data governance that ties applications, trans-

actions, and infrastructure together is increasingly a prerequisite for modernization success. 

Technical Debt: Technical debt acts as a silent tax on modernization efforts. Findings from Ensono’s 

2025 study highlight technical debt as a persistent drag on innovation. More than half of respondents 

report spending most of their IT capacity on day-to-day operations or debt reduction, while 86% of or-

ganizations focused on maintenance say innovation is frequently delayed due to budget constraints, 

reinforcing how accumulated complexity slows modernization progress. 

Each patch or workaround increases complexity, extending delivery timelines and raising maintenance 

overhead across infrastructure and applications. Kyndryl’s findings also indicate a talent gap: roughly 

70% of organizations report shortages of professionals who can refactor legacy code, expose core 

logic as reusable APIs, or manage hybrid integration. Addressing both technical and talent debt is 

essential; without it, modernization efforts risk stalling under the same complexity they aim to remove. 

Security and Resiliency Concerns: Security and compliance remain central to any effective modern-

ization strategy. Many organizations identify cybersecurity risk as a leading barrier to modernization 

efforts, with 41 percent of IT decision-makers citing security concerns as a top obstacle to modern-

izing legacy infrastructure, according to a recent article by CIO.  Legacy systems, which often lack 

support for contemporary security controls, also represent an expanding attack surface and can harbor 

unpatched vulnerabilities that undermine resilience.

 Modernization initiatives increasingly prioritize stronger security and compliance controls. Inde-

pendent industry research from TierPoint, LLC finds that over half of organizations rank improving 

cybersecurity measures as a top modernization priority, driven by the frequency of data breaches, 

ransomware attacks, and regulatory pressures. To meet these requirements, modern architectures are 

embedding capabilities such as continuous threat detection, automated compliance monitoring, and 

fine-grained access controls to provide ongoing assurance rather than periodic audits. 
8



M&A Trends and System Consolidation: Mergers and acquisitions add complexity through overlap-

ping systems, incompatible data models, and conflicting standards. Because immediate rationalization 

is risky and costly, many industries, especially banking and logistics, use an integration-first model to 

unify systems at the contract and policy layers. This stabilizes customer-facing services while deferring 

back-end consolidation to a controlled timeline. 

Implications for Enterprise Strategy 

The industry picture is clear: Modernization is global, urgent, and backed by measurable economic re-

sults. Yet execution varies widely. Organizations that treat modernization as a procurement exercise—

simply replacing platforms without addressing integration, data, and process—risk increasing complexi-

ty, costs, and time to value. 

Real success depends on a disciplined, integration-centric modernization process built around 

three imperatives:

When executed as an integration-driven discipline, modernization maximizes the value of existing 

systems. In the next section, we will examine The Integration Imperative—why integration capability 

is now the decisive factor in modernization outcomes and how CIOs and CTOs can architect environ-

ments for both present performance and future agility.
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Continuous, Governed 
Evolution

Treat modernization as an 

iterative program: refactor and 

expose proven business logic 

incrementally, enforce governance 

and observability, and minimize 

operational disruption. 

This approach preserves legacy 

value while enabling continuous 

delivery of benefits and cost 

savings.

Integration as a Strategic 
Foundation

Make integration the control 

plane for resilience, compliance, 

and innovation. 

Deploy standardized APIs, 

an integration platform, and 

consistent identity and policy 

controls so integration becomes 

the mechanism to unify systems, 

data, and applications across cloud 

and on-prem environments

Vendor-Agnostic 
Flexibility

Design architectures that interop-

erate across environments, acqui-

sitions, and regional requirements. 

Prioritize portable interfaces, 

open standards, and modular 

services so organizations can 

adopt new technologies and 

providers without vendor lock‑in, 

preserving long‑term adaptability 

and lower total costs.
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W H Y A P I  I N T E G R AT I O N  M AT T E R S  I N  D I G I TA L  T R A N S F O R M AT I O N

Enterprise digital transformation depends on a clear integration strategy. Integration, through APIs, 

data orchestration, and governance, turns modernization spend into measurable business outcomes. 

Without an effective integration architecture, projects create silos, duplicate data definitions, and 

increase technical debt, undermining quality, control, and security across the organization. The rest 

of this section outlines the core elements of an effective integration strategy—how APIs, governance, 

and data orchestration enable operational efficiency, deliver customer-facing benefits, and protect the 

company as it grows in competitive markets. 

Research shows that digital transformation is no 

longer optional and is now a top corporate priority. 

According to Valtech, 61% of executives identify 

digital transformation as their top priority, while 

58% plan to increase spending in the coming year 

(Valtech, 2024; West Monroe, 2023). 

That investment is necessary—but not sufficient. 

Without a disciplined integration strategy, increased 

spend often accelerates fragility: more silos, conflicting 

data definitions, duplicated effort, and growing technical 

debt. 

To avoid that outcome, CIOs and CTOs must balance two objectives: 

•	 Move fast to capture market opportunity: enable business growth and quicker time-to-market 

without compromising customer-facing velocity. 

•	 Preserve the reliability of the core business systems: protect mission-critical systems, maintain 

control and compliance, and avoid accumulating operational risk. 

The only practical way to meet both goals is a comprehensive, vendor-agnostic integration strategy. 

This means: 

61% 
of executives identify digital 
transformation as their top

priority.

58%
of executives plan to 

increase spending in the 
coming year.



•	 API-first reuse and stable contracts: Expose core capabilities through versioned APIs (OpenA-

PI-based contracts), governed and reusable across channels to avoid duplicated effort. 

•	 Governance and security at the edge: Centralize authentication, masking, rate limiting and compli-

ance checks so policies are enforced consistently across the estate. 

•	 Data and observability: Trace transactions with correlation IDs, enforce schema validation, and 

capture insights for rapid triage, audit readiness, and continuous improvement. 

When organizations adopt these practices, they shift spending from one-off integrations to reusable 

capabilities. 

The result: faster delivery, lower operational cost, improved quality and control, and a stronger founda-

tion for future initiatives. 

Why Integration Determines Outcomes  

Most transformation failures are not strategy failures — they are integration failures. A typical cus-

tomer onboarding flow might span a cloud CRM, a credit decisioning engine on a mainframe, and a 

partner identity API. When those systems are connected by brittle scripts or point-to-point adapters, 

the business experiences latency, inconsistent data, and outages that erode customer trust. 

A well-designed integration strategy prevents those problems by creating reusable capabilities and 

consistent policies. Key components include: 

•	 APIs and stable contracts: Expose core business functions via versioned APIs (OpenAPI-friend-

ly), with schema validation and SLA-aware timeouts so downstream teams can rely on consistent 

behavior. 

•	 Policy enforcement and edge controls: Centralize authentication, masking, rate limiting and com-

pliance checks so security and control are consistent across services. 

•	 End-to-end observability and data hygiene: Trace transactions with correlation IDs, enforce ca-

nonical schemas, and capture telemetry and insights for rapid triage and continuous improvement. 

These building blocks enable an integration solution that shifts investment from bespoke point integra-

tions to reusable services. 
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The benefits are practical: faster delivery of product features, higher quality customer experiences, 

fewer operational incidents, and a lower total cost of ownership for integration across the company. 

Managing Hybrid IT at Scale  

Modern IT environments are inherently hybrid. Mainframes still handle mission‑critical transaction 

volumes; distributed systems run mid‑tier business logic; cloud platforms deliver elasticity, analytics, 

and global reach; and SaaS tools support specialized functions like HR and marketing. Each domain was 

designed in isolation, yet the organization must operate them as a coherent whole to meet business 

needs and support growth. 

Managing hybrid environments is not just about connecting systems; it’s about managing them with 

consistent contracts, policies, and observability. The following integration disciplines keep operations 

predictable and scalable: 

•	 Latency and throughput governance: Design transactions with explicit SLAs (for example: re-

sponse < 200ms where required), throughput thresholds, and clear fallback strategies such as 

circuit breakers and graceful degradation to preserve operational efficiency under load. 

•	 Structured failure handling: Define deterministic fault objects and taxonomies so downstream 

systems do not have to guess how to respond. Clear retry strategies and compensation flows keep 

distributed transactions consistent without manual fixes. 

•	 Policy-based routing: Enforce rules dynamically—keep data in specific jurisdictions when required, 

route workloads to particular cloud regions, and apply throttling based on metadata and context. 

Vendor-agnostic integration is essential. Lock-in to a single vendor limits flexibility and increases the 

cost of M&A or geographic expansion. OpenAPI™-based interfaces, standards-based identity, and por-

table orchestration enable organizations to evolve incrementally while maintaining agility and control.

Low-Code/No-Code Acceleration  

Speed matters. Bespoke integrations for every project slow time-to-market. Low-code and no-code 

integration platforms, identified as critical enablers by industry research, let domain experts participate 

in building integrations and orchestration without extensive custom development. 
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But governance is required. Recommended guardrails include: 

•	 Templates and contracts: Provide pre-approved integration patterns and API contracts for citizen 

integrators. 

•	 Promotion workflows: Require code reviews and approvals to move low-code integrations from 

sandbox to production. 

•	 Monitoring and support: Ensure low-code integrations enter the same observability and incident 

response processes as engineered services. 

Applied correctly, low-code/no-code increases delivery speed while preserving resilience and control—

improving operational efficiency and allowing teams to focus resources on higher‑value engineering 

work. 

Modernization Without Rip-and-Replace  

A common misconception is that modernization requires ripping out core systems. Replacing mis-

sion‑critical platforms is often too risky, disruptive, and costly. A more effective integration strategy 

extends the life and value of existing applications by making them accessible, governable, and adapt-

able—delivering business growth without destabilizing the company’s operations. 

A practical pattern is to wrap legacy applications with an integration fabric. For example, mainframe 

applications compiled with NetCOBOL can expose their business logic as managed APIs. The fabric 

adds schema validation, SLA-aware timeouts, and structured fault objects; downstream teams consume 

stable OpenAPI contracts while the core systems evolve on their own cadence. 

Modernization through integration reduces technical debt and produces measurable business out-

comes: faster release cycles, more consistent customer experience, and lower operational risk. It aligns 

integration work with strategic objectives so resources deliver repeatable value across products and 

processes. 

13



Hidden Integration Opportunities 

Integration adds value beyond large-system connectivity. High-return opportunities include: 

•	 Departmental silos: Orchestrate onboarding, entitlement checks, pricing, and billing into shared 

processes with centralized rule enforcement to eliminate duplication and improve quality. 

•	 Compliance operations:  Build validation, redaction, and evidence capture into integration layers so 

compliance becomes an assurance mechanism rather than a manual burden. 

•	 External ecosystems: Normalize partner feeds to canonical schemas, validate them at runtime,   

and apply throttling to make external integrations predictable and less costly to maintain. 

These high‑value opportunities often deliver quick wins and compound into larger modernization 

gains. By surfacing them, organizations demonstrate progress while laying a repeatable foundation for 

long‑term transformation.

The Cost of Inaction  

Failing to modernize integration architecture compounds technical debt, slows every new initiative, 

increases security risk, and raises compliance costs. Competitors that invest in disciplined integration 

release new services faster, scale more reliably, and better meet customer and market demands. 

The data reinforces the urgency: with many leaders increasing transformation spend, organizations 

that delay integration modernization are losing competitive positioning, not maintaining it. Integration 

strategy is a strategic objective that protects current investments while enabling future success. 

Integration as the Cornerstone of Transformation  

The imperative is clear: Integration is the foundation of digital transformation. It is the operational layer 

that lets organizations modernize without destabilizing, innovate without compounding risk, and com-

ply without slowing down. Prioritizing a disciplined, vendor-agnostic, API-driven integration strategy 

positions businesses to meet current objectives and adapt as new technologies, regulations, and market 

pressures emerge. 

Building on this foundation, the next section will examine AI and automation—how to embed intelli-

gence into transaction flows, orchestrate data for predictive capabilities, and ensure these advance-

ments operate with the same reliability and compliance demanded of core business systems. 
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A Practical Reference Architecture 
for Integration-Led Modernization 

Throughout this report, we reference integration fabrics, governed data access, and orchestration lay-

ers as foundational capabilities for modernization. In practice, these capabilities are delivered through 

a combination of API management, orchestration engines, and secure data access layers that sit be-

tween systems of record and modern applications. 

Platforms in this category provide three core functions: exposing trusted business logic through man-

aged APIs, orchestrating transactions across hybrid environments, and enforcing governance, security, 

and observability at runtime. 

This architectural layer enables organizations to modernize incrementally, extend existing systems 

safely, and support emerging use cases such as AI and real-time analytics without duplicating or relo-

cating core data. In later sections, we illustrate these patterns using specific implementation examples 

to make the concepts tangible.



H O W  A I  I M P R O V E S  E N T E R P R I S E  O P E R AT I O N S  &  M O D E R N I Z AT I O N

Artificial intelligence is now central to enterprise digital transformation, but the biggest gains come 

not from chasing proprietary models alone — they come from enabling AI to operate inside governed, 

trusted data environments that deliver trusted, timely inputs. That practical shift turns AI from an ex-

perimental technology into a force that improves decision-making, system performance, and customer 

experiences across the organization. 

A recent McKinsey survey shows that 52% of U.S. busi-

nesses now prioritize AI within digital transformation 

initiatives. At the same time, AI agents have emerged as 

a top digital-transformation trend  for 2025—and some 

analysts project potential reductions in timelines and 

delivery costs of 40–50%.  Those figures demonstrate 

a broader point: when organizations combine disciplined 

adoption, governed data, and orchestration, artificial 

intelligence can compress time-to-value across digital 

transformation initiatives. 

But these benefits are not automatic. Deploying models 

or chat interfaces without reliable access to authoritative 

data and orchestration creates risk: inconsistent outputs, 

misrouted transactions, and stalled adoption. The solution 

is straightforward—prioritize governed data access, con-

tinuous data quality, and API orchestration so teams can 

safely embed intelligence into core processes. 

Integration fabrics designed for governed data access and orchestration address this middle layer. 

One example is Adaptigent’s Adaptive Integration Fabric and ViaSQL, which provide low-latency 

access to system-of-record data and orchestrate AI-driven services within policy-controlled transac-

tions. Rather than forcing teams to build or train every model in isolation, these technologies provide 

governed, low-latency access to system-of-record data and orchestrate AI-driven services within 

policy-controlled transactions — enabling practical automation of routine and repetitive tasks while 

keeping enterprise-grade governance in place. 

52%
of Businesses 
Prioritize AI

40-50%
Cost Reductions
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Predictive Analytics for Proactive System Optimization  

Predictive analytics is one of the clearest ways that AI delivers measurable value in integration and 

digital transformation. When operational data—transaction logs, telemetry, performance counters—is 

available in real time, models move from retrospective reporting to anticipating issues before they 

impact users.

 

Take a practical example: a financial-services firm using Fabric with ViaSQL streaming

 transactional metadata from a mainframe into an analytical model. That model detects 

latency spikes in payment processing and flags unusual authorization patterns that could 

indicate fraud. Because the model reads authoritative system-of-record data in near real 

time, its alerts are immediate and defensible—no batch extracts, no synchronization gaps. 

ViaSQL, a governed data access layer that exposes system-of-record data through standard SQL inter-

faces, enables legacy records to be queried without extraction or replication. That direct access enables 

predictive engines to close the loop: when AI detects an anomaly, Fabric can automatically trigger 

remediation—reroute workloads, invoke failover, or open an incident ticket—so systems self-correct 

before users notice degradation. 

Predictive analytics is equally valuable for capacity and cost management. Continuous telemetry across 

hybrid estates lets models forecast peaks, suggest throttling policies, and identify underused resources. 

The Result: not only improved efficiency but greater resilience—systems that self-optimize from re-

al-time data instead of relying on static thresholds. 

AI-Driven API Orchestration and Personalization  

The next stage of modernization is AI-driven API orchestration: dynamically coordinating multiple 

services—human-authored and machine-generated—inside a single, governed transaction to deliver 

personalized customer experiences at scale. 

Imagine an insurance claims pipeline where an AI service classifies documents, a second model checks 

for fraud signals, and a third recommends settlement actions. Fabric chains those APIs, enforces laten-

cy and SLA budgets, and validates each result before the next step—so personalization, fraud detection, 

and underwriting recommendations all run inside a single auditable flow.
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That shift turns APIs into intelligent nodes that learn and adapt: personalization becomes native to 

orchestration rather than an add-on. An AI-powered recommendation service, for example, can tailor 

credit offers or insurance quotes in real time by drawing behavioral and eligibility signals directly from 

system-of-record sources through ViaSQL. 

But orchestration must be balanced with verification. AI outputs are probabilistic—confidence varies. 

Fabric adds conditional branching and verification layers so that, when a fraud check returns low confi-

dence, the system automatically invokes a secondary model or routes the case to human review. 

That preserves business integrity while accelerating routine, repetitive tasks. 

That combination—policy enforcement, SLA awareness, and deterministic fault handling—lets organi-

zations deliver personalized product and service experiences at scale while preserving the compliance 

posture required in regulated industries. 

Feeding Customer-Facing AI Tools with Reliable Data  

Customer-facing AI — virtual assistants, recommendation engines, and predictive service portals 

— only succeed when the data they use is current, authoritative, and governed. A chatbot that cites 

outdated balances or a recommendation engine that relies on stale purchase histories undermines 

customer trust far faster than occasional downtime. 

Many organizations try to solve this by copying operational data into analytics warehouses or data 

lakes. That approach supports offline insights, but it introduces latency, extra cost, and governance 

complexity — making sub-second conversational responses and real-time personalization impractical 

at scale. 

An alternative approach is to provide governed, real-time access to system-of-record data without 

replication. Platforms such as Adaptigent’s Adaptive Integration Fabric, together with ViaSQL, enable 

organizations to query live operational data directly while preserving lineage, masking, and policy 

controls. 

For example, when a customer requests a quote through a portal, an AI assistant can call Fabric APIs to 

retrieve eligibility, pricing, and underwriting data directly from the mainframe. Because those signals 

come from authoritative sources in real time, recommendations reflect current policy and reduce un-

derwriting risk compared with batch-based exports.
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Because data access remains inside the controlled boundary of the source system, lineage is preserved 

and inline masking can be applied. The governance controls that protect human transactions extend to 

AI interactions, helping organizations meet data governance and compliance requirements while deliv-

ering real-time experiences. 

Practical Examples CIOs and CTOs Can Implement Today  

Start small: identify one high-impact process where AI plus live data will move the needle. Pilot with 

clear success metrics, validate results against governed system-of-record inputs, then scale. Below are 

concise patterns that translate well from pilot to production.

Fraud detection and risk scoring: Financial services embed AI-driven fraud APIs into 

transaction flows. Architecture: ViaSQL provides live transaction attributes; Fabric orches-

trates a primary fraud model, a secondary verifier on low-confidence results, and an auditable 

trace for compliance. 

Outcome: faster, more defensible decisions and fewer false positives, improving customer 

service and reducing operational costs.

Predictive maintenance: Manufacturers stream IoT telemetry and historical records into 

models exposed via Fabric and ViaSQL. Architecture: models consume live feature updates; 

Fabric orchestrates alerts into existing maintenance workflows. 

Outcome: reduced unplanned downtime, optimized maintenance schedules, and lower sup-

ply chain disruption risk.

Personalized offers and recommendations: Banking and insurance use real-time eligi-

bility and behavioral signals to tailor product offers. Architecture: a recommendation model 

queries system-of-record data (pricing, limits, recent behavior) via ViaSQL; Fabric enforces 

underwriting rules and logs decisions. 

Outcome: higher conversion, compliant personalization, and better customer experience
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Each pattern shows AI as an accelerator inside an integrated architecture—not an isolated novelty. 

Start with a targeted pilot, validate against live data and governance controls, then scale the successful 

model and orchestration workflow across teams and products. 

Data Quality and Governance: The Foundation of AI Effectiveness  

AI is only as accurate as the data it consumes. Bias, gaps, and inconsistent history yield unreliable 

models and poor outcomes. For organizations that depend on decades of transactional records—often 

stored on mainframes—data quality and governance are the preconditions for any successful AI-driv-

en transformation. 

Fabric and ViaSQL address this by exposing authoritative records as governed, queryable services. 

Instead of copying data into separate warehouses, teams can query live system-of-record datasets with 

applied masking, lineage, and runtime validation. The result: consistent, version-controlled inputs for 

models and fewer synchronization errors or schema drift. 

Practical governance controls include runtime validation, masking, access policies, lineage tracking, 

and confidence-based escalation rules (for example: if confidence < X then escalate to human review). 

Enforcing these controls at the API and orchestration layer lets AI models operate while preserving 

auditability and compliance. 

This alignment of governance and intelligence enables organizations to pursue ambitious analytics and 

automation objectives—adaptive customer experiences, predictive operations, and controlled auton-

omous decision making—without sacrificing the compliance posture that underpins enterprise trust. 

As platform vendors embed AI into core systems, the role of a universal connector that enforces gover-

nance while enabling innovation becomes increasingly important. Fabric provides that bridge—letting 

companies adopt new analytics and automation technologies within the secure boundaries of proven 

infrastructure.

Automated claims processing: Healthcare and insurance combine document classifica-

tion, image analysis, and rules validation in a Fabric workflow. Human review is only invoked 

on low-confidence cases, dramatically reducing processing time while preserving auditability 

and compliance.
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Working Smarter, Not Harder  

The point of embedding AI into digital transformation is not automation for its own sake 

— it’s augmenting human expertise while keeping accountability front and center. When models 

run on accurate, governed data and are orchestrated into observable processes, organizations gain 

real-time insights, faster product cycles, and safer automation. 

By integrating AI-powered APIs through governed orchestration and direct access to system-of-record 

data, teams move from disruptive, large-scale rewrites to continuous, incremental modernization. 

The practical outcome: developers concentrate on product innovation, analysts work from live data, 

and executives see up-to-date insights that drive strategy and growth. 

AI amplifies human judgment: models surface recommendations and flag exceptions, but humans retain 

control. With policies, runtime validation, and traceable workflows enforced by the orchestration layer, 

every automated decision is observable, reversible, and auditable — preserving trust while unlocking 

efficiency. 

Ultimately, working smarter means ensuring every AI-driven interaction — predictive, prescriptive, 

or personalized — is backed by data that is accurate, accessible, and accountable. That combination 

lets companies scale AI across products and services while protecting customers, employees, and the 

business.

Accurate
Governed data from 

system-of-record sources

Observable, auditable 
workflows

Real-Time Insights
Faster product cycles, 

safer automation

Scale AI while 
protecting trust

AI Amplifies 
Humans

Models recommend, 
humans decide

Preserving control 
& accountability
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5

E N T E R P R I S E  M O D E R N I Z AT I O N  C A S E  S T U D I E S

For all the ambition surrounding digital transformation, the success rate remains stubbornly low. 

According to Boston Consulting Group, only 35%  of organizations report successful outcomes, while 

McKinsey finds that just 16% of transformation programs deliver sustained performance gains. These 

figures reveal a consistent truth: modernization is not defined by technology adoption alone but by the 

ability to integrate that technology into the operational fabric of the enterprise. 

Peer benchmarking from Transforma Insights, which compared 16 vendors across AI, IoT, blockchain, 

and automation capabilities, reinforces that lesson. The firms achieving measurable results are those 

that treat integration as an engineering discipline — a process of governed interoperability rather than 

platform replacement. Similarly, ElevatIQ’s analysis of more than 200 enterprise executives identified 

three consistent transformation success factors: modernization speed, cost containment, and compli-

ance alignment. 

Across industries, Adaptigent’s customers have proven that transformation success stems from disci-

plined integration. Whether the challenge involves modernizing a global payment network, transform-

ing insurance operations, or unifying aircraft maintenance systems, each organization demonstrated 

that connecting data reliably — not simply moving it — drives measurable business results.
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Overview

A leading European financial institution with more than €500 billion in assets and €10 billion in an-

nual revenue set a goal that few thought achievable: to become the first bank in France to process a 

real-time payment (RTP) directly through its core systems. The initiative was not just a technological 

milestone but a competitive differentiator in an industry where milliseconds now define customer 

satisfaction.

The Challenge

The bank’s existing payment systems, built on a mainframe architecture, were designed for high reli-

ability and regulatory control — but not for instant execution. The European Central Bank’s TARGET 

Instant Payment Settlement (TIPS) framework introduced stringent requirements for sub-second 

authorization, end-to-end encryption, and non-stop availability. 

Bridging legacy COBOL-based environments with modern RTP applications would require seamless, 

bi-directional data flow and compliance validation at every step. The challenge was compounded by 

time: the bank set a target of under two months from proof of concept to production, with no disrup-

tion to daily transaction volumes. 

The Solution 

The modernization team deployed Adaptigent’s Adaptive Integration Fabric, which exposed the bank’s 

mainframe functions as reusable APIs. Through Fabric’s low-code orchestration engine, developers 

generated two critical APIs that bridged the existing COBOL program with FIS’s Clear2Pay application. 

•	 The first API generated a customer authentication token, ensuring security and identity               

validation in real time. 

•	 The second API executed the transaction through Clear2Pay, confirming the transfer,                       

recording audit details, and updating mainframe ledgers without batch delays. 

Financial Services
Achieving Real-Time Payments at Enterprise Scale  
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Because Fabric automatically generated and managed the necessary COBOL interface code, the solu-

tion avoided costly retraining or refactoring. Development and testing cycles were completed in weeks 

rather than months, meeting all compliance standards for PSD2 and SEPA instant payment protocols.

The Results: Modernization delivered through 
integration, not system replacement 

The project delivered Europe’s first successful real-time payment executed on a mainframe system, 

validating that modernization can occur without wholesale migration. The bank transitioned from 

prototype to production in less than eight weeks, exceeding internal KPIs for both performance and 

delivery speed. 

This accomplishment reduced transaction processing time from minutes to milliseconds, improved 

customer satisfaction scores by double digits, and established a reusable API framework for future 

payment modernization initiatives. The same authentication logic and transaction APIs now underpin 

digital wallet, corporate treasury, and merchant-settlement services across the enterprise. 

•	 Achieved first-in-market real-time payment execution in France 

•	 Completed full deployment in under two months 

•	 Met PSD2 and SEPA compliance without mainframe replacement 

•	 Reduced transaction latency to sub-second performance 

•	 Enabled long-term reuse of authentication and RTP APIs for new payment products 

These results illustrate how integration — not platform replacement — delivers modernization at 

speed. The project also provided a model for AI-assisted fraud detection, where Fabric’s APIs now feed 

real-time payment data into predictive models that flag anomalies before transactions clear, blending 

operational modernization with intelligent automation.
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Overview

A major U.S. life insurer processing hundreds of thousands of policies annually faced mounting oper-

ational pressures. While its mainframe systems offered exceptional stability, they were tethered to 

green-screen interfaces and manual workflows that prevented the company from competing with digi-

tally native insurers. Customers expected real-time payments, policy updates, and secure online access 

— all capabilities the company’s existing architecture struggled to support.

The Challenge

The insurer needed to transform its operations into a digital-first experience without compromising 

regulatory compliance or the reliability of its transaction systems. Batch transfers delayed financial rec-

onciliation, and aging FTP pipelines violated emerging PCI and cybersecurity standards. Additionally, 

each policyholder interaction still required manual validation through the call center, consuming time 

and labor while increasing risk exposure. 

For the company’s executive team, modernization was non-negotiable — but replacement was unten-

able. As the CIO put it, “Our goal was to modernize without compromise.”

The Solution 

The insurer deployed Adaptive Integration Fabric as a modernization layer, wrapping the existing 

mainframe in an API gateway that exposed policy administration and payment capabilities to modern 

interfaces. This allowed the company to build new customer portals and payment workflows using .NET 

and JSP without altering the underlying COBOL codebase. 

Fabric was installed on a Windows-based environment, providing horizontal scalability and leveraging 

an Enterprise Service Bus (ESB) to manage millions of concurrent transactions. Integrated retry logic 

and error-handling mechanisms ensured that users experienced seamless reliability even under heavy 

loads. 

Insurance
Redefining Customer Experience Through Connected Core Systems  
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This architecture also introduced real-time tokenization, ensuring that customer financial data re-

mained PCI-compliant. By eliminating batch file transfers and introducing secure, event-driven data 

movement, the company achieved continuous compliance while unlocking faster customer service.

The Results: Cost efficiency unlocked 
through digital servicing

The modernization transformed the insurer’s customer engagement model and operating economics. 

Self-service portals enabled policyholders to update information, initiate claims, and make payments 

directly — functions that previously required human intervention. This shift reduced the need for 100 

to 150 additional call center staff, saving over $5 million annually in labor costs. 

At the same time, automation across policy administration and claims workflows drove a 30%  reduc-

tion in operating costs, consistent with Deloitte’s industry benchmarks. Real-time payments replaced 

legacy transfers, improving cash reconciliation while enhancing security posture. 

Customer experience metrics validated the business impact: digital engagement increased by 70%, 

and customer satisfaction exceeded 80%, aligning with American Customer Satisfaction Index (ACSI) 

averages for top digital service providers.

•	 70% increase in policyholder engagement 

•	 $5M+ in annual labor savings through workforce optimization 

•	 30% lower operating costs driven by automation 

•	 80%+ customer satisfaction in post-modernization surveys 

•	 Full PCI compliance with tokenized, real-time transactions 

More importantly, the insurer established a modernization framework it could reuse. The same Fabric 

infrastructure now supports cross-sell recommendation engines, predictive lapse prevention, and 

customer analytics — early steps toward AI-driven personalization enabled by the unified data access 

introduced during this project.
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Overview

When two of the world’s largest airlines merged, they inherited an enormous logistical challenge: unit-

ing maintenance and service records across 6,000 daily flights and 350 destinations. Each aircraft com-

ponent, from a wing bolt to a hydraulic valve, carried a unique serial number, maintenance schedule, 

and compliance record. Historically, these were tracked through manual paper logs and green-screen 

systems, making data synchronization nearly impossible across fleets.

The Challenge

The merger required a unified maintenance platform capable of delivering: 

•	 Real-time data access for over 8,000 aviation technicians 

•	 Integration of maintenance, inventory, and supply chain systems 

•	 Mobile compatibility without sacrificing system-of-record reliability 

•	 Continuous compliance with FAA and EASA safety requirements 

Manual reconciliation of maintenance data delayed aircraft turnaround times and increased the risk of 

operational bottlenecks. The challenge mirrored those seen in other industries — complex, safety-criti-

cal environments where reliability outweighed innovation speed.

The Solution 

The merged airline adopted Adaptive Integration Fabric to orchestrate data exchange between its 

mainframe-based maintenance systems and modern mobile interfaces. Using Fabric’s drag-and-drop 

orchestration tools, the airline created more than 300 APIs that connected component tracking, parts 

inventory, financial forecasting, and logistics management systems.

Mechanics were equipped with tablet-based interfaces that provided instant access to real-time main-

tenance records, part availability, and supplier information. 

Transportation
Modernizing Aviation Maintenance at Global Scale  
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Fabric’s orchestration layer automated cost comparisons, inventory lookups, and part routing

 — functions that once required manual review of 700-page technical manuals.  

The development team emphasized user-centered design, bringing mechanics into interface testing to 

ensure accessibility and adoption. This collaborative approach minimized resistance to new digital tools 

and reduced rollout friction across thousands of field users.

The Results: Integrated operations 
delivering sustained efficiency 

The integration unified multiple operational systems into a single, API-driven ecosystem, dramatically 

improving efficiency. Mechanics no longer relied on paper logs and could complete inspections and part 

orders on the spot. Real-time data synchronization reduced unplanned aircraft downtime, accelerated 

maintenance cycles, and improved inventory accuracy. 

The airline achieved FAA certification ahead of schedule, demonstrating regulatory confidence in the 

integrated systems. In the years following the merger, the company attributed over $1 billion in cost 

efficiencies to improved operational coordination and reduced service disruption. The architecture 

continues to process nearly one million mainframe transactions per day, supporting continuous mod-

ernization.

•	 300 APIs integrating maintenance, logistics, and finance systems 

•	 8,000 technicians transitioned to real-time mobile workflows 

•	 1 million daily mainframe transactions processed reliably 

•	 $1B in long-term cost efficiencies realized 

•	 FAA air operating certification granted early, confirming compliance  

This modernization not only unified the airline’s systems but also laid the groundwork for predictive 

maintenance, where AI models analyze API-fed telemetry data to preempt failures before they occur 

— further proof of how integration fuels intelligent automation.
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The Common Architecture of Success 

Across industries as different as banking, insurance, and aviation, the same architectural truths hold. 

Transformation fails not because of ambition, but because of fragmentation. The organizations that 

succeed — the 35% that BCG identifies as high performers — do so by building disciplined integration 

frameworks that enable AI, automation, and data orchestration to operate together with trust and 

transparency. 

The playbooks above reveal a consistent pattern: 

•	 Integration before innovation: Each organization focused first on exposing and governing data 

through APIs, creating a foundation for new capabilities without endangering their core systems. 

•	 Governance as architecture: By embedding compliance and audit controls within the integration 

fabric, these enterprises could innovate in highly regulated environments without slowing delivery. 

•	 Data access as intelligence: Real-time visibility into the system of record became the defining fea-

ture of success. Once data was reliable and immediate, AI and analytics could be layered effortless-

ly on top. 

In a broader context, these examples illustrate how AI-enabled modernization — discussed in the prior 

section — depends on the same principle that governs all successful digital transformations: data integ-

rity at speed. Adaptigent’s Adaptive Integration Fabric and ViaSQL deliver that integrity by connecting 

legacy cores to modern innovation ecosystems without duplication or disruption. 

The results are measurable and lasting. A bank accelerates settlement from minutes to milliseconds. An 

insurer transforms decades-old systems into a digital-first platform. An airline unites global operations 

while meeting regulatory deadlines ahead of schedule. These are not isolated success stories; they 

represent a repeatable architecture for transformation — one that reconciles speed with stability, 

innovation with compliance, and modernization with measurable return. 

As transformation spending continues to climb into the trillions, the difference between aspiration and 

outcome will come down to execution discipline. The enterprises that work smarter, not harder, will be 

those that architect for connectivity first — unlocking data, enabling intelligence, and ensuring that 

every system, old or new, contributes to the same continuous flow of value.

29



T H E  F U T U R E  O F  E N T E R P R I S E  M O D E R N I Z AT I O N  &  A I  G O V E R N A N C E

The trajectory of enterprise modernization is clear: transformation is no longer an initiative but an op-

erating condition. What began as discrete digitization projects has matured into continuous, cross-do-

main reinvention driven by automation, AI, and integration. Yet as transformation scales, so do its con-

straints. Regulatory oversight is expanding, infrastructure models are converging, and AI governance is 

becoming inseparable from IT strategy. 

McKinsey’s Tech Trends Outlook 2025 identifies regulatory shifts, data governance, and custom-

er-centric modernization as the three most powerful forces shaping enterprise technology over the 

next five years. The implication is profound: modernization is evolving from a purely technical pursuit 

into a strategic discipline that blends compliance architecture, operational resilience, and ethical auto-

mation. 

At the same time, Boston Consulting Group reports that more than 90% of high-performing enter-

prises now maintain an AI Center of Excellence — a formal structure for governing data, tooling, and 

model usage. These CoEs represent not only technical investments but cultural transformations in 

how organizations innovate, ensuring that intelligence is deployed responsibly and repeatably across 

business units. 

Taken together, these forces signal a new phase in enterprise transformation — one defined not by 

experimentation, but by governance, agility, and adaptability as enduring competitive capabilities.
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Regulatory Expansion and the Era of Continuous Compliance 

Regulatory oversight in technology is no longer episodic or sector-specific; it is becoming continuous 

and systemic. Whether in finance, healthcare, energy, or manufacturing, regulators now demand re-

al-time auditability, traceability, and data sovereignty. These expectations extend beyond data storage 

into how data moves, transforms, and is consumed by AI systems. 

McKinsey’s 2025 analysis emphasizes the rapid expansion of enterprise data governance and compli-

ance efforts, driven by emerging regulations such as the EU AI Act, MiCA, and other trust-focused ini-

tiatives across major markets. For CIOs and CTOs, this redefines modernization strategy. Compliance 

can no longer be treated as a control layer bolted onto the end of transformation projects. It must be 

architected directly into integration flows, API management, and AI model lifecycles. 

This is where integration fabrics — like Adaptigent’s Adaptive Integration Fabric — will increasingly 

act as compliance middleware, not just connectivity tools. By embedding policy enforcement, tokeni-

zation, and immutable trace logging within transaction flows, enterprises achieve what regulators now 

describe as “evidence at runtime.” 

Consider the following architecture shift already emerging: 

•	 Inline validation over post-hoc review: Every transaction is validated against policies in motion, 

not after the fact. 

•	 Immutable observability: Audit trails are cryptographically linked to transaction identifiers, en-

abling traceability from API call to data source. 

•	 Dynamic policy routing: Data residency and privacy rules adjust based on context — for instance, 

routing EU customer data through EU nodes only. 

These capabilities form the backbone of continuous compliance, where the act of modernization itself 

reinforces regulatory assurance. 

As more AI is embedded into workflows, this continuous model will extend to AI explainability — the 

ability to document how model decisions were reached. AI CoEs will be expected to integrate with API 

orchestration platforms to ensure decisions can be traced, validated, and rolled back when required. 

The enterprises that succeed in this environment will not be those who move fastest, but those who 

move with provable accountability. 
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AI as the Operating System of the Modern Enterprise 

Artificial intelligence is transitioning from a discrete toolset to a unifying operational layer — the “OS” 

for enterprise modernization. Where early initiatives focused on automation and analytics, the next 

phase integrates AI into decision orchestration, service routing, and infrastructure optimization. 

BCG’s finding that 9 out of 10 high-performing enterprises now maintain AI Centers of Excellence 

is not simply a reflection of enthusiasm; it represents a structural pivot toward governed intelligence. 

These centers standardize the data pipelines, integration points, and model validation processes that 

once existed only in R&D silos. 

From a technical perspective, this evolution requires rethinking the boundaries between systems. In-

stead of embedding AI within isolated applications, organizations are creating AI-driven control planes 

across their hybrid IT environments. 

•	 Predictive orchestration: Workload routing, scaling, and failure recovery are governed by real-time 

model inference rather than static rules. 

•	 Cognitive integration: APIs and data pipelines are dynamically generated or optimized based on 

usage patterns and error probabilities. 

•	 Self-healing transactions: Distributed flows detect and compensate for partial failures automati-

cally, leveraging predictive analytics and historical baselines. 

In this environment, integration fabrics evolve from connectors into intelligent conductors — platforms 

capable of coordinating both deterministic and probabilistic processes. Adaptigent’s architecture al-

ready anticipates this convergence, enabling AI-powered APIs to operate alongside transactional logic 

without compromising auditability or performance. 

The implications extend beyond efficiency. AI will increasingly shape how modernization budgets are 

allocated. Predictive analytics will quantify the ROI of modernization initiatives before execution, guid-

ing prioritization based on operational impact and regulatory exposure. 

McKinsey notes that AI is reshaping the cloud and infrastructure landscape, with organizations adopt-

ing distributed and AI-optimized workload management to improve efficiency and resilience as data 

center demand surges through 2030.
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Infrastructure Convergence: The Rise of Federated Modernization 

The next decade of enterprise transformation will be defined by federated modernization — the con-

vergence of on-premise, cloud, and edge infrastructures under unified orchestration. Rather than pur-

suing full migration or centralized architecture, organizations are optimizing for workload placement 

flexibility. 

This shift reflects hard-learned lessons from early cloud transformations. Full migration often intro-

duced latency, security, and compliance complications that offset promised agility gains. The new model 

blends the stability of mainframe systems with the elasticity of distributed environments, coordinated 

by policy-aware integration layers. 

Key technical dimensions of this evolution include: 

•	 Hybrid orchestration: APIs act as dynamic connectors between cloud-native services and main-

frame workloads, enabling coherent governance across environments. 

•	 Edge compute enablement: Data-sensitive processes — fraud detection, predictive maintenance, 

local analytics — are executed closer to source systems, with results federated back to core reposi-

tories. 

•	 Unified observability: Event correlation and tracing span from edge nodes to core systems, ensur-

ing consistent visibility into end-to-end performance. 

The strategic outcome is not migration but mobility — the ability to shift workloads, policies, and data 

contracts dynamically in response to performance, cost, or regulatory triggers. 

For example, in a financial institution, real-time payment orchestration may occur in the cloud for 

elasticity, while regulatory reconciliation and transaction archiving remain on the mainframe for 

compliance assurance. Fabric acts as the connective tissue between these layers, enforcing SLAs and 

validating data integrity across transaction domains. 

This approach aligns with emerging AI governance frameworks that emphasize federated intelligence, 

training models where the data resides rather than moving data to the model. The long-term impact will 

be architectural democratization: developers, compliance teams, and AI engineers all interacting with 

the same governed data plane, each within their context but under shared policy control.
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M&A as a Catalyst for Next-Generation Integration 

Mergers and acquisitions remain one of the most powerful catalysts for enterprise transformation, but 

they also expose the limits of traditional IT strategies. Each merger brings incompatible systems, differ-

ing data standards, and conflicting compliance frameworks. The cost and complexity of harmonization 

can erase much of the intended synergy if integration is treated as an afterthought. 

In the future, M&A-driven transformation will center on integration-first strategy — the ability to fed-

erate systems immediately after acquisition while deferring full rationalization. This model prioritizes 

speed to value while maintaining operational safety. 

From a technical standpoint, this will depend on several emerging capabilities: 

•	 Dynamic API federation: Automatically generated connectors allow systems from both entities to 

communicate within days, not months. 

•	 Unified identity frameworks: Policy-based authentication and entitlement services synchronize 

access control across merged domains. 

•	 Automated data mapping and normalization: Machine learning models trained on metadata pat-

terns reduce manual schema reconciliation efforts. 

Such capabilities redefine the economics of M&A. Instead of multi-year integration programs, organi-

zations can achieve operational continuity within weeks. This approach mirrors the experience of the 

global airline merger detailed in Section 4, where disciplined API management enabled safe coexis-

tence of systems while broader unification occurred in parallel. 

Looking forward, the most mature enterprises will view integration readiness as a strategic asset in 

due diligence. A company’s ability to expose APIs, govern transactions, and federate data securely will 

directly influence its acquisition value. In effect, integration maturity becomes balance-sheet equity — 

a quantifiable indicator of merger success probability. 

This shift also introduces new compliance implications. Regulators increasingly require post-merg-

er operational continuity plans that include technical validation of data integrity. Integration fabrics 

capable of enforcing policy consistency across disparate systems will become the de facto compliance 

infrastructure in future M&A cycles.
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Flexibility and Agility as Core IT Mandates 

As digital ecosystems expand, flexibility is no longer a design choice; it is an existential requirement. 

The velocity of change — regulatory, technological, and customer-driven — demands architectures 

that evolve without destabilizing. 

Modern enterprises operate under three simultaneous pressures: 

In response, future-ready organizations are adopting adaptive architectures — systems built not for 

permanence, but for continuous calibration. This evolution can be summarized as a shift from rigidity to 

responsiveness: 

•	 From monolithic applications to composable APIs: Every function modular, reusable, and inde-

pendently scalable. 

•	 From static SLAs to dynamic performance contracts: Metrics recalibrated automatically based on 

workload and context. 

•	 From planned releases to continuous delivery pipelines: Governed automation ensures deploy-

ment safety without slowing iteration. 

The integration layer will continue to serve as the control plane for this agility. Fabric-like orchestration 

platforms allow policies, security rules, and performance metrics to update globally without rewriting 

underlying applications. 

In the AI-driven enterprise, flexibility will also extend to intelligence itself. Models will adapt dynami-

cally to evolving data sources, reweighting decision parameters in real time. The distinction between 

systems of record and systems of intelligence will blur, as each informs and stabilizes the other through 

continuous feedback loops. 
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By 2030, the competitive differentiator will not be how many systems an enterprise operates, but how 

quickly it can reconfigure them in response to new demands. Integration will remain the foundation of 

that agility — ensuring that adaptability never compromises compliance, and speed never undermines 

stability. 

The Next Decade of Transformation 

The trajectory ahead is defined by synthesis. The regulatory rigor of finance, the reliability of main-

frame computing, and the intelligence of AI will converge into a single operational continuum. Enter-

prises will no longer measure modernization by system replacement but by how seamlessly intelli-

gence, compliance, and performance co-exist in motion. 

The trends emerging today point to a future where: 

•	 AI and integration are inseparable: Model orchestration will become as critical as API orchestra-

tion, both governed through unified fabrics. 

•	 Compliance becomes computation: Policies and legal frameworks are codified directly into trans-

action logic, turning governance into code. 

•	 Infrastructure is federated, not centralized:  Data remains distributed but interconnected, en-

abling performance and sovereignty simultaneously. 

•	 Transformation never stops:  The enterprise becomes a self-optimizing system — continuously 

learning, adjusting, and redeploying based on live telemetry and predictive analytics. 

In this model, Adaptigent’s philosophy — enabling access, not extraction — aligns precisely with the 

future state of enterprise architecture. As data gravity increases and compliance becomes code, the 

ability to orchestrate trusted access in real time will define operational resilience. 

The future of enterprise transformation will not be marked by a single technological leap, but by the 

steady integration of intelligence, trust, and adaptability into every system and every transaction. 

The organizations that master that synthesis will not simply respond to change 

— they will operationalize it.
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The Technical Imperatives for the Modern Enterprise 

Throughout this report, several consistent imperatives emerge. Each reflects not only a technology 

trend but a design principle that defines the new standard for digital transformation success. 

1. Design for Data Fluidity

Enterprises must eliminate the artificial separation between systems of record and systems of inno-

vation. Future-ready architectures expose data through governed APIs that preserve lineage, enforce 

compliance, and ensure availability at the moment of need. The measure of success is not the volume of 

data stored but the velocity and reliability of data access. 

This requires a move from static data replication to real-time orchestration, where tools like Adap-

tigent’s Fabric and ViaSQL allow systems to operate as a single logical entity even across multiple 

infrastructures. This pattern — “access, don’t extract” — ensures that AI systems, analytics engines, and 

digital experiences all draw from the same authoritative data without duplication or delay. 

2. Embed Governance as Code

Compliance is shifting from documentation to computation. New frameworks such as the EU Data Act, 

Digital Operational Resilience Act (DORA), and U.S. National AI Initiative require continuous valida-

tion of how data is processed, not just where it resides. The emerging standard is runtime governance, 

where security, privacy, and audit policies execute dynamically as part of every transaction. 

Integration fabrics must therefore evolve into policy execution layers. Each API call, data transforma-

tion, or AI inference becomes a governed event, recorded immutably and verifiable by regulators. This 

model transforms compliance from a manual function into an automated guarantee — an essential 

capability for sectors under constant audit, such as banking, healthcare, and telecommunications. 

3. Treat Integration as Infrastructure. 

Traditional IT models separate integration middleware from core architecture. Future architectures 

invert that hierarchy: integration becomes the foundation on which systems are built. The capacity to 

orchestrate transactions across platforms — cloud, mainframe, edge, or AI service — defines enterprise 

flexibility. 
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Each case validated a truth now reflected across global benchmarks: integration is not an IT function; 

it is a resilience strategy.

4. Operationalize AI Responsibly

AI’s expansion introduces as many challenges as opportunities. Model drift, data bias, and opaque infer-

ence chains can undermine regulatory compliance and brand trust if not managed rigorously. 

The solution is structural — not simply ethical — oversight. 

Enterprises must ensure that AI operates as a governed extension of their integration architecture. 

This means unifying data pipelines, inference APIs, and validation workflows under shared policy con-

trol. In this model, every AI output is traceable to its source input, every decision is auditable, and every 

model can be rolled back without systemic disruption. 

The emerging best practice is “explainability by design.” Just as DevSecOps integrated security into 

software pipelines, the next decade will see AIOps integrated with governance pipelines, ensuring that 

intelligence evolves within the boundaries of accountability.

5. Engineer for Federated Modernization

The future enterprise is neither cloud-only nor on-premise. It is federated — a distributed ecosystem of 

workloads governed by a unified control plane. In this topology, adaptability replaces uniformity as the 

measure of architectural maturity. 

Mainframes, edge nodes, and cloud services will coexist as peers rather than hierarchies, each opti-

mized for its role. Integration fabrics provide the connective logic that enables data and transaction 

portability among them. The result is workload sovereignty — the ability to move or replicate capabili-

ties dynamically while maintaining security and compliance. 

For global enterprises operating under diverse regulatory regimes, this federation becomes a compli-

ance advantage. It allows data to remain in-region while insights and operations scale globally — an 

increasingly vital capability as data localization rules expand worldwide. 
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From Modernization to Modern Operations 

The distinction between modernization and modern operations is now critical. Modernization refers to 

the act of updating technology; modern operations describe the capability to evolve continuously. The 

former is a milestone; the latter is a motion. 

High-performing enterprises are moving toward perpetual transformation, where integration pipelines, 

AI models, and governance frameworks update dynamically based on telemetry, performance data, and 

predictive analytics. This feedback-driven evolution closes the loop between development and opera-

tions, creating systems that self-optimize under policy constraints. 

The economic implications are significant. McKinsey estimates that AI-driven workload management 

could reduce infrastructure costs by up to 40% by 2030 through predictive scaling and self-healing 

orchestration. Yet the realization of that potential depends entirely on integration maturity — the abil-

ity to coordinate transactions and intelligence across hybrid infrastructures without data loss or policy 

violation. 

Adaptigent’s architecture already reflects this principle. By combining real-time access to the system of 

record with no-code orchestration, Fabric enables organizations to automate modernization safely. The 

result is intelligence with traceability — a requirement that will define the next era of digital transfor-

mation. 

The Strategic Horizon: Flexibility as a KPI 

In the next decade, flexibility will become a quantifiable performance metric. The speed at which an 

enterprise can reconfigure its systems, expose new APIs, or onboard AI services will directly correlate 

to competitive advantage. Flexibility will be measured in time-to-integration, not just time-to-market. 

Enterprises will evaluate their technology posture by asking: 

•	 How quickly can we integrate a new regulatory requirement without halting operations? 
•	 How rapidly can we connect a new data source to our AI models without retraining pipelines? 
•	 How easily can we orchestrate workloads across regions to comply with new sovereignty laws? 

These questions redefine agility as an outcome of architecture. Systems designed with modular, 

API-driven structures can answer “within days.” 
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Systems dependent on static integrations may require quarters. That delta defines future competitive-

ness. 

The ultimate goal of modernization, therefore, is architectural agility — the ability to turn regulatory, 

technological, or market disruption into adaptive response. This agility is not achieved through scale 

alone but through precision: real-time insight into dependencies, data lineage, and process flows. 

Enterprises that achieve this state will view compliance not as an obstacle but as an optimization func-

tion — a mechanism that continuously validates and improves system behavior. 

Adaptigent: Enabling the Connected Future

Adaptigent’s mission aligns precisely with this emerging paradigm. Its technology does not aim to re-

place core systems but to amplify their adaptability — connecting mainframes, distributed applications, 

and AI services through governed, low-code orchestration. 

The company’s Adaptive Integration Fabric and ViaSQL technology enable enterprises to access critical 

data directly from systems of record in real time, eliminating the need for extracts or replication. This 

architecture supports both compliance and innovation: policies are enforced in motion, and data is 

delivered in context. 

For AI-driven organizations, this means that models can consume live, trusted data without latency or 

duplication. For regulated enterprises, it ensures that every transaction — whether a payment, policy 

update, or maintenance event — remains verifiable and compliant by design. 

In practice, Adaptigent functions as an operational abstraction layer, simplifying modernization without 

introducing risk. It allows CIOs, CTOs, and enterprise architects to build new digital capabilities with 

confidence, knowing that their data governance, system interoperability, and runtime validation are 

already in place. 

This trust-driven approach has positioned Adaptigent as a critical enabler for organizations that view 

modernization not as a technical upgrade, but as a competitive necessity.
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Actionable Next Steps 

For enterprise leaders, the implications of this report are immediate and actionable: 

1.	 Reframe modernization as governance-first: Embed compliance and data quality frameworks 

directly into integration design. 

2.	 Invest in integration maturity: Evaluate existing systems for API readiness, orchestration capabili-

ty, and data accessibility. 

3.	 Establish an AI Center of Excellence: Use it to align data governance, model transparency, and 

operational scalability. 

4.	 Adopt federated modernization: Architect hybrid systems for workload portability, not permanent 

placement. 

5.	 Prioritize adaptability metric:  Measure success by how quickly your architecture can evolve — not 

just by uptime or throughput. 

These steps form the blueprint for operational resilience in a decade defined by complexity and acceler-

ation. The enterprises that follow them will not merely transform; they will lead the transformation 

of their industries. 

To learn how Adaptive Integration Fabric can accelerate your modernization strategy, simplify API 

orchestration, and enable secure real-time access to core data, connect with our team. Complete the 

Contact Us form to begin a conversation about how Fabric can help your enterprise integrate faster 

and operate smarter.
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