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Modernizing collections 
within legacy constraints

The challenge in collections 
is no longer deciding whether 
modernization matters. It’s finding a 
way to do it without destabilizing the 
systems your bank depends on. 

This challenge runs deeper than outdated tech. In 
many banks, collections sits on top of a dense layer 
of inherited architecture that affects how quickly 
teams can change journeys, refine treatments, 
integrate data, and evidence control. Over time, 
those constraints shape the operating model itself. 
Teams begin managing around the estate instead of 
improving beyond it.

A better modernization strategy starts from this 
reality. It asks where dependency is causing the most 
operational drag, where change is hardest to execute, 
and how the bank can make collections more flexible 
without putting stability at risk. 

This is where practical modernization begins.

When legacy architecture  
becomes a strategic problem

Legacy systems are often described as old, inflexible, 
or expensive to maintain. All of this may be true, but 
age isn’t the central issue. The deeper problem is 

dependency. A platform becomes strategically limiting 
when the effort required to change it, connect it, or 
govern it begins to outweigh the value it creates.

In banking, this threshold is easy to reach. Core 
platforms and long-standing applications occupy a 
central position in the architecture, and this makes 
any change difficult to isolate. A collections team may 
want to adjust segmentation logic, introduce a new 
treatment path, or improve digital engagement, only 
to discover the change depends on multiple systems, 
multiple teams, and months of technical effort.

Over time, those constraints shape behavior. Teams 
stop asking what would produce the best outcome 
and start asking what the estate will tolerate. Product 
design, operational policy, and customer strategy 
become narrowed by the architecture. The result is 
a quieter form of strategic drift, where the institution 
keeps operating but becomes progressively less  
able to adapt.

Estimates suggest nearly two-thirds of IT budgets 
are spent on system maintenance. But the true cost 
of legacy architecture is often underestimated. The 
larger expenses tend to be indirect: delayed change, 
fragmented journeys, inconsistent data, capability 
gaps, and the compounding difficulty of integrating 
with newer tools and models.

https://cari-tech.com/blog/the-hidden-cost-of-banking-legacy-systems/
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Why collections feels the strain first

Collections exposes architectural weakness earlier 
and more visibly than many other banking functions. 
It depends on timely, accurate, and connected 
information, and it requires this information to be 
turned into clear action across channels, teams, 
and customer journeys. When data is fragmented 
or workflows are distributed across disconnected 
platforms, collections operations absorb the friction 
immediately.

This shows up in predictable ways. 

   �Agents spend more time navigating multiple 
systems than resolving accounts

   �Strategy teams find it harder to test and refine 
treatments at pace

   �Operations struggle to create a unified view of 
activity and performance

   �Compliance and governance teams have to work 
harder to evidence consistency and oversight 
across fragmented processes

The compliance considerations can’t be overlooked 
either. Collections is one of the most highly regulated 
functions in the bank. Rigid systems limit how quickly 
and safely the bank can respond when policy, 
regulation, or customer behavior shifts. This leaves 
the bank slower to respond and more exposed to 
inconsistency than it should be.

Ultimately, the issue is rarely that a bank lacks 
one specific capability. More often, it lacks the 
architectural conditions that enable capabilities to be 
introduced, changed, and governed efficiently. This is 
where modernization enters the conversation.

Why big bang replacement is the  
wrong default

Modernization is often viewed as a dramatic break 
with the past. Replace the old platform, move 
everything at once, and leave complexity behind. 

In banking, this framing makes modernization feel  
like a high-stakes decision. When collections sits at 
the center of customer treatment, workflows, data, 
and controls, an all-at-once transition can feel less 
like progress and more like a massive, headache-
inducing risk.

This doesn’t mean replacement is off the table. In 
many cases, replacing and consolidating fragmented 
collections systems is exactly what’s needed. The 
problem is treating modernization as a single leap, 
with too much change landing at once and too little 
room for controlled transition.

A more practical approach is to replace in stages. 
This means focusing first on the parts of the 
collections environment creating the most friction, 
sequencing implementation carefully, and enabling 
the new environment to connect with the wider 
estate as migration progresses. This gives the bank a 
path to real modernization without turning the whole 
program into a high-stakes cutover.



All content produced by C&R Software for marketing purposes is exclusive to the company’s 
marketing campaign. Unauthorized use, reproduction, distribution, or transmission in any form 
without prior written permission from C&R Software is strictly prohibited.

© 2023–2026 Jonas Collections & Recovery Inc,
(“C&R Software”) - All Rights Reserved.

C&R Software is a subsidiary of Constellation Software, Inc.

White Paper

What thoughtful modernization  
actually looks like

Thoughtful modernization begins with honesty 
about the current environment. Most large banks 
aren’t dealing with a single legacy problem. They’re 
dealing with layers of history: core systems built for 
an earlier era, local workarounds created to bridge 
gaps, tightly coupled integrations, duplicated data, 
channel-specific tools, and processes shaped around 
technical constraints.

This means the modernization task is partly technical 
and partly organizational. It requires architectural 
choices, but also clarity about business priorities, 
risk appetite, sequencing, ownership, and change 
governance. Modernization fails as often from poor 
framing as from poor engineering. When it’s treated 
as an abstract technology ambition, it becomes too 
large, too vague, and too easy to postpone.

A better approach is to anchor modernization around 
a small number of practical questions.

   �Where is the bank paying the highest ongoing 
tax for architectural complexity, whether in cost, 
delay, control effort, or customer impact?

   �Which collections capabilities are most 
constrained by the current estate?

   �What has to remain stable, and what can 
be modernized with limited dependency on 
surrounding systems?

   �Which changes would reduce future dependency 
rather than simply adding another layer of 
workaround?

   �How will the bank know flexibility and control have 
improved, not just that technology has changed?

These questions help shift the discussion 
from systems replacement to operating model 
improvement. They also create a more credible 
foundation for executive sponsorship, because 
the business case becomes tied to resilience, 
responsiveness, and control rather than an abstract 
promise of being “modern.”

Most large banks 
aren’t dealing with 
a single legacy 
problem. They’re 
dealing with layers 
of history
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A practical framework for action

Diagnose the architecture tax

The first step is to understand where legacy architecture is 
exerting the greatest pressure on collections performance. 
This diagnosis should go beyond infrastructure and code 
quality. Examine where change is slowest, where workflows 
break down, where data is fragmented, where control effort 
is high, and where customer outcomes suffer because the 
estate can’t support a more coherent process.

This sounds obvious, but many modernization programs begin 
with technology inventories rather than business friction. The 
result is a technically accurate but strategically weak starting 
point. Executive teams need a map of operational pain, not 
just an inventory of old assets.

Start with a staged implementation

Modernization becomes much more manageable when the 
bank stops treating it as a single leap. The more effective 
route is often a staged implementation starting with the 
highest-friction parts of collections and building outward 
from there. This could mean beginning with workflow 
orchestration, treatment management, case handling, or 
customer communications before expanding further across 
the function.

This kind of approach does two things. First, it reduces 
delivery risk by keeping the initial scope tight and practical. 
Second, it creates early proof that change is possible without 
dragging the entire estate into disruption.

Design with the frontline in mind

Collections modernization only creates value if it improves 
the day to day reality of the teams using the system. This 
means design can’t happen in isolation. Frontline agents, team 
leaders, operations managers, and strategy teams should 
all shape the future environment, because they understand 
where the current process slows down, where workarounds 
have become routine, and where poor system design creates 
unnecessary effort or inconsistency.

A collections system succeeds when it makes the work 
clearer, faster, and easier to govern. It should help teams move 
through journeys with less friction, make better-informed 
decisions, and adapt more easily as priorities change. When 
the people closest to the process help shape the design, the 
result is usually a system that delivers practical value sooner 
and earns stronger buy-in across the business.

Build governance into the design,  
not around it

In a regulated bank, speed without control isn’t progress. 
Modernization has to improve the institution’s ability to 
evidence decisions, monitor outcomes, and respond to 
changing requirements. This means governance can’t sit 
outside the architecture as a manual overlay. It has to be built 
into workflow design, data handling, controls, and reporting 
from the start.

This is especially important in collections, where the 
operational consequences of inconsistency can be significant. 
A modernized environment should make treatment logic 
easier to understand, operational changes easier to trace, 
and oversight easier to perform. This is a better measure of 
progress than the mere presence of new technology.

Treat modernization as a  
capability program

Technology is the visible part of modernization, but 
capability is the real outcome. The banks making meaningful 
progress usually strengthen more than systems. They also 
improve documentation, knowledge transfer, architectural 
understanding, and change discipline. 

This matters because one of the most persistent legacy risks 
in banking is the concentration of knowledge in too few places 
and too few people. A successful modernization program 
leaves the bank with a collections environment that’s easier to 
understand, easier to manage, and less dependent on heroic 
effort.
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The questions that matter most

The most valuable modernization questions aren’t 
purely technical. They’re strategic.

   ��What is the cost of inaction over the next three 
years, not only in maintenance spend but in 
missed adaptability?

   ��Where is the current architecture limiting the 
bank’s ability to improve collections outcomes or 
respond to new demands?

   ��Which dependencies are real and necessary, and 
which exist only because the estate has grown in 
an unstructured way?

   ��How can the bank reduce modernization risk by 
sequencing change more intelligently?

   ��What would a materially more flexible collections 
operating model look like, and what architectural 
decisions are required to reach it?

These are the questions that help leaders avoid two 
common mistakes. The first is complacency, where 
legacy systems are left untouched because they 
still function. The second is overcorrection, where 
modernization becomes so broad and ambitious it 
can’t be executed with confidence.

The better path sits between those extremes. It 
accepts that legacy architecture is a real constraint, 
but it doesn’t treat this constraint as a reason to 
stand still. It also recognizes that modernization only 
creates value when it’s governed properly, sequenced 
intelligently, and tied to clear operational outcomes.

The main takeaway

The challenge of modernizing within legacy 
constraints isn’t going away.  If anything, it is 
becoming harder to ignore as complexity builds, 
expectations rise, and the cost of working around 
aging systems continues to climb.

This is why the most credible modernization 
strategies tend to be disciplined rather than dramatic. 
They focus on removing the constraints that make 
change hard, not chasing transformation for its own 
sake. From there, the path to modernization becomes 
clear and, most importantly, actionable.


