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HOW TO USE THIS PUBLICATION

A decision aid, not a
substitute for operating
context.

A practical modernization guide informed by service-design, accessibility, and operating-model
research. It is intended as a decision aid, not a universal implementation sequence.

Use the models to structure a leadership conversation, identify the first workflow or system
boundary worth examining, and define what evidence would be needed before committing to
implementation.
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01 PRINCIPLE

Modernization should begin
where the journey has
trapped value.

A full replacement program is not always the first move. Many enterprises can unlock value by
modernizing the path where customers, teams, data, and decisions meet.

The right scope is often a journey slice: one high-value workflow, one context model, one
platform edge, one decision path.

Do not modernize everything first. Modernize the
narrowest path that changes how work moves.
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02 SIGNALS

Look for journeys where the
old system is visible to the
user.

Repeated entry Manual bridge
Users or teams re-enter information across Teams export, reconcile, or re-key data to
channels. complete work.

Slow change

Every journey improvement requires deep
changes to core systems.
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03 MODERNIZATION LAYERS

Sequence modernization
across five practical layers.

Journey surface Workflow path

The customer, employee, or partner interface The task, routing, approval, and exception flow

where the work starts or continues. behind the surface.

Which experience has the most trapped value? Where does the work slow down?

Context layer Platform edge

The shared data, state, and rules that must travel The APIs, integrations, services, and release

across steps. patterns that connect to core systems.

What context keeps restarting? Where can we modernize without destabilizing
the core?

Governance layer

The permissions, evidence, controls, and audit
trails required for scale.

What needs to be controlled from the start?
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04 WHY NOW

Al and experience ambition
expose platform constraints
faster.

When enterprises add new digital journeys or intelligence layers, platform debt becomes visible.
The issue is not only old technology. It is the inability to carry context and action across the
path.

A sequenced modernization approach lets the business improve the journey while progressively
strengthening the system underneath.

The best modernization plan protects the core
while changing the work at the edge.
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05 DIAGNOSTIC MAP

Use the journey to locate the
first modernization move.

Journey Workflow

Customers or employees cannot complete the Teams coordinate manually after digital intake.

FEIEN TTArES EEEEETE: Queues, handoffs, approvals, escalation,

Drop-off, support load, repeat contact, task ownership.

completion.

Context Platform

Status, eligibility, history, or rules do not travel. Every change is slow, risky, or dependent on core

) ) release windows.
Fields, source systems, freshness, ownership.

APIs, services, release model, integration
patterns.

Governance

Controls are added after the journey is already
designed.

Permissions, consent, audit trail, evidence
capture.
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06 AVOID
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Avoid modernization moves
that are too broad to prove

value quickly.

Full-platform first

Large scope delays learning and makes value
hard to isolate.

Integration sprawl

Point-to-point fixes can make the next journey
harder to change.

No measurement

Without completion and decision metrics,
modernization becomes activity instead of
progress.
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Interface-only

A new screen cannot fix a broken workflow
behind it.

No owner

Modernization stalls when no team owns the
journey outcome.
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07 FIRST MOVE

Start with one journey slice
and modernize the path
underneath it.

01 02

Pick the journey Trace the work

03 04

Stabilize the edge Build the context layer
05

Measure the release
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08 CAPABILITY BRIDGE

What the operating response
usually requires.

Product & Experience Data & Intelligence Engineering
Engineering Turn fragmented signals into decision context,
Design the surfaces where customers, teams, and recommendations, and feedback loops.

leaders can complete the work.

Core Platform Modernization Compliance Orchestration
Modernize the system paths that let work move Build permission, evidence, control, and review
across products, teams, and channels. into the way systems operate.
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SOURCES & EVIDENCE

The evidence behind the
publication.

External claims are grounded in the sources below. Mantra frameworks and recommendations
are identified as applied interpretation rather than original quantitative research.

01 Service Design: Study Guide
Nielsen Norman Group
Service-design principles for connecting customer-facing interactions with backstage processes and systems.

02 Web Content Accessibility Guidelines (WCAG) 2.2
World Wide Web Consortium
The current W3C recommendation for accessible digital experiences and interaction design.

03 The operating model advantage: Why Al winners are rewiring their organizations
McKinsey & Company
Guidance on decomposing work, assigning human and Al roles, and redesigning workflows before selecting

technology.

Continue the work

Need to modernize without
freezing the business?

Start with the journey where trapped value is visible. We will help map the system path
underneath it.

mantra.ai
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https://www.nngroup.com/articles/service-design-101/
https://www.w3.org/TR/WCAG22/
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