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Executive Summary

Enterprises are under increasing pressure to accelerate
digital innovation while managing cost, complexity, and
risks associated with their legacy application estates.
Application Portfolio Rationalization (APR), traditionally
used as an optimization and simplification exercise, fails to
sustain value in an environment marked by rising costs,
regulatory changes, and technological advancements. To
thrive, enterprises need continuous, standardized,
always-on management of application portfolios.
Application Portfolio Rationalization as a Service (APRaas)
provides this capability. By replacing the traditional
one-time approach with a continuous, KPI-based, business
value-driven model, it assesses, prioritizes, and governs the
application estate for optimal execution and
business-aligned outcomes. Operating through four
modular tiers: Insights as a Service, Blueprint as a Service,
Value as a Service, and Execution as a Service, APRaaS
delivers measurable outcomes, ensuring transformation
investments are prioritized and aligned.

This study illustrates why APRaas is a critical imperative
for enterprises. By stating the key functions of this
consulting-led, platform-enabled operating model, it
highlights the integration of Azure and the native
capabilities it unlocks for governance, security, and scale.
Through a strategic roadmap for adoption and its
extended benefits, it presents a transformation framework
for modern enterprises.

APRaasS is explicitly consulting-led to ensure portfolio
decisions are explainable, auditable, and aligned to domain,
regulatory, and business context. Azure provides the
platform-native telemetry, governance, and automation to
operationalize those decisions at scale—making portfolio
rationalization a continuous capability rather than a
one-time project.

Benefits

1 5-30% reduction in run costs
Up to 35% reduction in technical debt

Accelerate modernization by 40-50%
Security and compliance posture improvement

Carbon footprint reduction

Insights
Blueprint

Governance

Execution

Figure O1: The Portfolio Rationalization Cycle

The continuous value delivery loop
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Introduction

Enterprises today face a challenging environment in
which the state of their legacy applications often limits
their digital aspirations. Rising operating costs, evolving
regulatory and security mandates, and rapid technology
shifts have widened the gap between business
expectations and the capabilities of existing portfolios.
To close this gap, organizations turn to APR, which is
often treated as a one-time initiative embedded in
large-scale transformation programs, such as cloud
migrations. This episodic approach fails to deliver value.
As market conditions and business priorities evolve,
decisions made during a single transformation cycle

quickly lose relevance, leaving portfolios misaligned with

business objectives.

To move from a one-time project into a continuous,
living organizational capability, APR must evolve.
Enterprises need an operating model that can:

« Analyze and update the application inventory while
tracking KPIs across value, cost, technology, risk, and
ESG

+ Reassess decisions on portfolio disposition as new
insights, regulations, and business priorities emerge

+ Rebuild business cases as cloud costs, licensing, and
consumption trends change

« Continuously manage outcomes to realize benefits,
control risks, and maintain overall portfolio
alignment with KPlIs

Through an on-demand subscription-based approach,
APRaaS gives organizations control and flexibility over
their transformation journeys. It includes:

» Insights as a Service (Insights aaS): Continuously
refreshed KPIs and a Living Portfolio System of
records

* Blueprint as a Service (Blueprint aaS): Auditable,
repeatable, domain-aligned disposition and design

* Value as a Service (Value aaS): Business case
validation, ROI, and ESG impact modeling

+ Execution as a Service (Execution aaS): Governed,
scalable delivery waves based on agile engineering
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Figure O2: Modernization Gaps
Due to Traditional APR Approaches
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Challenges and Opportunities

Enterprises across industries must simplify increasingly complex application portfolios while accelerating digital
transformation. The constraint that hinders such transformation is not tactical. It is structural, rooted in fragmented

portfolio decision-making and inconsistent governance.

The Market Realities

Over the past decade, application estates have grown
in scale, diversity, and cost intensity. This expansion

creates a misalignment between business needs and IT

delivery capacity. The resulting pressures manifest in
several structural challenges:

Technical debt continues to function as a

structural tax on transformation, with enterprises
incurring an additional 10-20% delivery overhead
per initiative due to legacy complexity and rework

Cloud cost overruns persist when migrations are
executed without continuous portfolio
rationalization, clear disposition logic, and
modernization-aligned roadmaps

Increasing regulatory, security, and compliance
mandates require continuous portfolio
reassessment rather than periodic, point-in-time
reviews

69% of CEOs view sustainability as a leading
business growth opportunity* and increasingly
expect ClOs to leverage digital transformation to
enable environmental outcomes

Hence, one-time APR exercises are insufficient and fail
to provide measurable results.

Why Traditional APR Fails

Despite significant investment, the benefits of traditional
APR diminish after the initial transformation cycle because
organizations lack the capability to continuously reassess
portfolios, recalibrate decisions, and update business cases
as conditions evolve. Enterprises face some recurring
challenges, such as

Mistaking Modernization for Rationalization: Teams tend to
be biased toward migration (e.g., cloud) without completing a
detailed data-backed decision-making process. This leads to
suboptimal cost and productivity outcomes and preservation
of technical debt.

Inconsistent Decisioning Approach: Lack of a common
methodology leads to business units producing
contradictory disposition approaches, inconsistent
prioritization, and misaligned implementation plans, causing
duplicate effort and redundant governance.

Data Fragmentation: Data silos create a fragmented view of
the application portfolio, making it difficult to drive
consistent decisions and maintain alignment in the APR
approach.

Governance Gaps: Organizations that rely on
non-continuous frameworks allow guardrails to lag and
control drift to increase over time. Without sustained
oversight of security, compliance, and KPIs, they struggle to
track value realization.




The Opportunity:
A Continuous, Data-driven
Portfolio Operating Model

With the given constraints at hand, enterprises have realized
that the challenge is not with tools or capabilities; it is due to
the lack of a living, integrated operating model: one that
continuously discovers and extracts insights, makes
consistent rationalization decisions, evaluates business cases,
and creates a plan for value realization. This continuous APR
model has several advantages. Here's a rundown.

+ Continuously identifies and retires low-value and
redundant applications

« Reduces risk through periodic and early detection of
insecure configurations and policies

- Improves agility by freeing up engineering capacity for
innovation

+ Meets sustainability goals by reducing the reliance on
carbon-heavy legacy platforms.

Through APRaaS’s continuous, governed, data-driven
approach, enterprises can replace occasional rationalization
with a structured, always-on capability.

The Case for a
Subscription Model

Addressing a dynamically changing
environment requires new capabilities:

e A persistent, continuous operating model

A continuously refreshed Living System
of Record

Accurate and continuous KPI refresh and
decision-making

Recurring business case recalibration
Elastic capacity instead of fixed teams

On-demand flexibility with cloud-aligned
economics




APRaaS: A Consulting-led,
Platform-enabled Operating Model

Replacing inconsistent, siloed, project-based approaches with a single, integrated, APRaas, powered by Azure, is
subscription-based model, APRaas scales, governs, and adapts. It continuously monitors  structured across four modular
changes in the application estate, recalculates disposition decisions, manages tiers, each defined with clear
modernization outcomes, and guarantees the realization of value every quarter. Its key inputs, outputs, and success KPIs.
capabilities include: Each tier can operate

« A common decision-making model across business units independently, providing

« Continuously refreshed data and value tracking using KPIs organizations the flexibility to

« Governed and auditable decisions activate any tier on demand, but

value is maximized only when all
four operate in an integrated,
continuous loop. Azure, as the

EEEET e = DA E T prime technology choice, brings
the structure, governance,

« Aliving business case and not a one-time model
« Repeatable (factory) modernization execution approach

i | ! ! decision-making logic, and
Insights as a Service Blueprint as a Service Value as a Service Execution as a Service intelli gence requl red to run
' ' v ' rationalization.
Services Enablement ’ i
Here's how each tier supports
Living Portfolio SoR Views Disposition Decisioning, Complexity/ Scenario Modelling (refactor, etc.), Risk Modernization Factory PODs, CI/CD, tranSfOrmatlon
Inventory, Ownership, KPI, Feasibility scoring, Modernization & ESG impact modelling, Pilots, VRO Quality & Security gates,
Dashboards, Baselines (TCO, ROIl) patterns, Wave plans, Control Packs governance & tracking RunbooksOps Dashboards

1. Insights as a Service - What do

Intelligence Engine

Continuous Discovery.Dependency Tech Debt, Readiness Scoring Artifact R-Decisioning (4R), Sequencing, Policy Evaluation,Compliance & Pattern Recognition, Blueprint We have; and What IS It COStI ng
Mapping, Drift Detection Signals (code), Obsolescence Index Explainability, Auditability Security Posture, Risk Scoring Generation, Control Packs U,Sj
Ly D i , 2. Blueprint as a Service - What
Ingestion(CMDB, Discovery, ITSM, ~ Telemetry & KPI Data (Logs, Metrics, Living Portfolio SoR (Apps, Analytics & Access APL (Query, KPI, Data Quality, Governance (Rules,
ERPRisk registers) Traces, ESG signals) Services, Metadata, Lineage) Quality, Lineage) Management) Sh Ould we dO—)
Delivery and Enablement 3. Value as a Service - What will
e o Automation, Cl/CD Templates Playbooks, Checklists Observability, Alerts, MTTR patterns Dashboards we get if we invest?
Foundational Services 4 Executlon as a SerV|Ce = HOW dO
Identity & Access Control Credentials, Certificates, tokens Logging, Monitoring, Audit Trails Resoggz;’l;gagoenment, Configuration, Change Control We del.iver repeatable Val_ue

with speed?

Figure O3: A Functional View of APRaasS




1.Insights as a Service—What do we
have, and what is it costing us?

Purpose

Establish the Living Portfolio System of Record (SoR) and
enable continuous portfolio insights.

Overview

Most organizations lack a single, trusted, continuously
updated repository for inventory, dependencies, cost drivers,
technical debt, and risks. Insights aaS creates a Living
Portfolio System of Record that is refreshed on an ongoing
basis and aligned to KPIs. It is a continuous insights engine
that combines intelligence obtained through domain
consulting, application inventory, business metadata,
technical KPlIs, dependencies, cost profiles, and risk posture
to create a unified view for key stakeholders.

Insights aaS

Single Pane of Glass
Dashboards | TCO | Technical Debt| Reports

Living Portfolio System of Record
Standardized | Logically grouped

Monitoring (KPI) and Intelligence Layer

\ l \ l

Application Estate

Figure O4: Overview of the Insights aaS

Core Capabilities and
Deliverables

« Living Portfolio SoR includes inventory,
dependencies, ownership, and metadata

« KPI dashboards tracking value, cost, tech, risk,
and ESG

« Technical debt baseline with code quality and
obsolescence indicators

« TCO/ROI baseline

« Insights review report

Key Stakeholders

CIO, CTO, enterprise architecture, finance, and
transformation leadership.

Solution Elements

Azure Migrate (discovery), Azure Advisor, Azure Cost

Management, and Azure Monitor




2.Blueprint as a Service—What
should we do?

Purpose

Turn insights into blueprints based on a standardized 4R
disposition framework.

Overview

A common pitfall enterprises face is the impulse to move
from portfolio inventory to migration using inconsistent,
siloed decision-making logic. ‘Blueprint aaS’ establishes an
enterprise-wide standardized, explainable disposition and
modernization process that is aligned with industry domain
patterns and guardrails (e.g., Azure). It converts insights into
dispositions using retire, retain, replace, and re-engineer
(rehost, re-platform, and refactor) and designs
modernization blueprints that are constantly aligned with
business priorities.?
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Figure O5: Comparative Analysis
based on Business Priorities

4R Framework
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Negative Usage Trend, Low App App Maturity) Vs TCO
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Benchmark, Find best-fit sollution Upgrades, Migrations, Enhancements

Comparative analysis along with application scoring using the 4R
framework is used to determine application disposition

Figure 06: The 4R Framework of Disposition

Core Capabilities and Deliverables

« Assessment report with prioritized rationalization themes
« Rationalization blueprint (per app / per domain)

« Migration and modernization complexity matrix

«  Wave plans aligned to business value and risk

« Landing zone requirements

« Blueprint control pack (regulatory, security, NFRSs)

Key Stakeholders

Enterprise architects, security, cloud transformation leaders,
and domain consultants.

Solution Elements

Consulting templates, Azure's Cloud Adoption Framework
(CAF) best practices, Azure Policy, and the Landing Zone
accelerator.



3.Value as a Service—What will we
get if we invest?

Purpose

Validate financial outcomes (budget, ROI, etc.), model ESG
impact, and establish governance for value realization.

Overview

Modernization programs often fail because the business
case is created once and not recalibrated as conditions
evolve. Value aaS makes value management a continuous
discipline by measuring TCO, ROI, risk reduction, and ESG
impact, and validating assumptions through pilots. It
functions as a structured value-engineering capability that
builds and validates the economic and sustainability case for
modernization while establishing governance to track
outcomes over time.

il

Value Realization Office (VRO)

ESG & Sustainability Risk & Compliance

ROI & TCO Modelling Value Quantification

+ Cost reduction
scenarios (20-40%
savings).

* License, infra, and
support optimization.

Predictive ROI
timelines.

* [T carbon footprint

reduction modeling.

+ Green IT metrics

(energy savings,
hardware reduction).

* Risk heatmaps

(regulatory, cyber,
operational).

* Compliance alignment

(GDPR, HIPAA, SOX).

Figure O7: Overview of Value Realization Office

Core Capabilities and Deliverables

« Value realization blueprint (TCO, ROI, cost-avoidance,
risk reduction, ESG impact)

« Scenario modelling (save/optimize vs.
re-platform/refactor/refine)

« Pilot outcomes proving feasibility and KPI movement

« Value realization office (VRO) with governance
cadence

« Benefit tracking

Key Stakeholders

CIO, CTO, finance, procurement, PMO, and ESG Leaders.

Solution Elements

Economics tracking templates, Azure Cost Management,
Azure Defender, Azure Monitor, sustainability tools, and
ESG modelling.




4.Execution as a Service—How do

we deliver repeatable value with
speed?

Purpose

Execute transformation waves that are agile, scalable, and
repeatable under governance.

Overview

‘Execution aaS' builds on the earlier tiers to provide a modular

transformation factory for organizations that require a
governed, repeatable delivery engine aligned to the blueprint
and value models. It facilitates a factory model with agile
PODs, CI/CD pipelines, security gates, policy enforcement, and
site-reliability practices, and provides the ability to scale
capacity up or down based on portfolio needs.

Core Capabilities and Deliverables

Modernization factory kit (process, DOD, pipeline
templates, governance)

Release waves (e.g., Wave 1: low-risk; Wave 2:
higher-complexity)

Policy compliance reports and secure score improvements
Optimization report and FinOps actions

SRE runbook and operational dashboards

Key Stakeholders

Cloud transformation leaders, DevOps, SRE, PMO, and
security personnel.

Solution Elements

Azure Landing Zones, App Service, Azure Kubernetes
Service (AKS), Functions, Container Apps, GitHub Copilot,
Azure Policy, Defender for Cloud, and Azure Monitor.




Intelligence Engine
Enabled by Azure

Intelligence Engine

Continuous

Discovery
Insights <> +“——> Value

Tech Debt,
Readiness Scoring

Disposition
Decisioning (4R),
Sequencing

Blueprint <« «——> Execution
Compliance, ESG

Data Layer 1\ T 1\

Living Portfolio Telemetry, KPI, Logs, Analytics and Access
System of Record Metrics, Traces, ESG API

Figure O8: Intelligence Engine Framework Powered by Azure

Most portfolio rationalization initiatives fail largely due to inconsistent data, siloed tools, and manual
workflows. Organizations often rely on static Configuration Management Databases (CMDBs), ad-hoc
assessments, and one-off spreadsheets that quickly become outdated. To address these structural gaps,
the Azure-powered Intelligence Engine anchors APRaaS. It serves as the backbone of the operating model,
shifting modernization from fragmented, manual execution to a governed, data-driven portfolio
discipline. Its primary function is to continuously generate insights, enforce policy guardrails, standardize
decision-making, and accelerate modernization.




The Intelligence Engine delivers value through the following capability domains, each enabled by Azure-native tooling:

Capability

Continuous discovery to build and
maintain the Living Portfolio
System of Record

Azure Tools

Azure Migrate —workload discovery, dependency
mapping, and readiness assessments

Azure Monitor and Log Analytics - Runtime profiling,
performance signals, dependency flows

Azure Resource Graph - Cross-subscription inventory
visibility and governance

Value

Automated and recurring inventory
refreshes;

Near-real-time drift detection;

Accurate service/application
dependency mapping;

Faster hotspot identification
(unsupported runtimes, aging
infrastructure, misconfigurations)

Intelligence to quantify technical
debt and assess the feasibility of
modernization

GitHub Advanced Security—secrets scanning,
dependency risk, and vulnerability detection

Azure DevOps Pipelines—Automated build/test
signals, code health indicators

GitHub Copilot—Al accelerating coding, remediation,
refactoring, and documentation

Modernization readiness scoring;
identification of high-risk
dependencies and security gaps;
Effort estimation for refactoring
and re-platforming; Automated
code insights that feed ‘Blueprint
aasS’ and ‘Value aaS'

Risk, Compliance, and Governance
automation to embed
policy-as-code, enforce
compliance, and risk scoring in
real-time into the modernization
lifecycle

Azure Policy—Guardrails for security, cost,
compliance, and platform governance

Defender for Cloud - Threat detection, posture
scoring, and regulatory compliance assessments

Azure RBAC and Entra ID—Identity governance
for modernization and operational roles

Continuous compliance with
frameworks (GDPR, HIPAA, PCl,
SOX); Automatic prevention of
configuration drift; Real-time
secure score changes tied to
modernization; Standardized
Landing Zone-aligned controls
for every modernization wave

Blueprint Generation and
Modernization Automation for
repeatable, CAF-aligned
modernization blueprints aligned
with Azure architecture best
practices

Azure Landing Zone Accelerator - Blueprint
patterns, policy bundles, architecture guardrails

Azure Architecture Center - Reference
architectures for App Service, AKS, Functions

Azure DevOps + GitHub Actions - Automated CI/CD
enforcement of approved designs

Repeatable, standardized
modernization patterns;
Automated NFR validation
(availability, resilience, cost,
governance); Seamless
transition from blueprint to
DevOps pipeline to deployment

ESG and Sustainability
Intelligence for rationalization
and modernization
decision-making

Microsoft Sustainability Manager - Emissions and
carbon data modelling

Azure Monitor - Energy consumption telemetry at the
workload level

Azure Advisor—Optimization suggestions that reduce
carbon footprint

ESG-adjusted R-decisions;
Cloud-first architecture that
reduces energy intensity;
Continuous improvement
focusing on sustainability KPIs

.




A Strategic Roadmap
for APRaaS Adoption

The APRaaS roadmap defines a structured path for institutionalizing continuous
portfolio rationalization. It establishes governance foundations, builds portfolio
intelligence, translates insights into standardized decisions, validates financial and
sustainability outcomes, and scales modernization through controlled execution
waves. Powered by Azure, each phase is structured to strengthen operating
capability and underpins flexibility based on organizational requirements.

Mobilization & Insights
Foundation as a Service

Execution
as a Service

Blueprint Value
as a Service as a Service

« Governance
Foundation

« KPI Framework

« Data readiness

« Living Portfolio SoR

« Insight Telemetry

+ Dependency
Intelligence

« Baseline KPI

« Enterprise-wide

decisioning consistency

+ Repeatable

modernization patterns

- Prioritized

« Business case

« Value tracking model
» Funding approach

« Established VRO

+ Scalable

modernization factory

« Governed CI/CD
» Operational readiness

modernization roadmap
« Modernization readiness

« Data ingestion « Accurate inventory « Disposition decisions « Approved business « Telemetry signals from
« Discovery « Dependency maps « Complexity scoring model case execution
« Intelligence Engine « KPI data « Blueprints « Technical » Compliance signals
initialized « Signals / insights from + Wave Plans patterns(Pilot) (drift)
Intelligence Engine « Governancegates » FinOps insights
» VRO oversight « Delivery velocity KPIs

Continuous Evolution

« Living Portfolio SoR « Telemetry signals from

« Sustained Modernization execution
Throughput « Compliance signals

« Guardrail and compliance (drift)
posture maintenance « FinOps insights

« Continuous portfolio « Delivery velocity KPIs
alignment

Capability developed

Figure O9: Roadmap for Continuous Evolution




Phase O: Mobilization and Foundation

Objective: Establish governance, scope, data prerequisites, and Azure foundational
capabilities required for a successful and continuous APR program.

Key Activities Deliverables Success Criteria
- Establish the program office (PO) to define - Governance - Governance
governance structures, including decision charter activated
ownership, escalation paths, and RACI "
accountability + KPI catalog and «  KPI definitions
o . definitions approved by
- Finalize scope, application sources, data CIO/CTO and
systems, and access requirements » CAF readiness e e
. Define KPIs for value, cost, tech, risk, and and dependency
ESG checklist + Data source
) ) ) connectivity
+ Validate readiness against Azure CAF and readiness

landing zone requirements across identity,
network, policy, and security baselines

Phase 1: Establish Insights as a Service

Objective: Build the Living Portfolio System of Record and create a baseline of insights
for the complete portfolio (application estate).

Key Activities Deliverables Success Criteria

. Integration of data sources (CMDB, . Single pane of . Data completeness
scanners, CI/CD, finance/ERP systems) and glass
establishing ingestion/validation rules nventory and . Dependency mapping

. Automated discovery using Azure Migrate — de\lflc accuracy
and dependency mapping through Azure P Y
Monitor maps «  Secure Score,

«  Populate KPIs across technical debt, cloud « TCO baseline, obsolescence index,
readiness, obsolescence, license utilization, KPI trackers an(;l teChn'C_al debt
resilience, cost drivers, and ESG attributes . ratio established as

+ Insights i

. Conduct an insight review to identify repgrt baselines
hotspots, quick-win retirements,
compliance risks, and modernization
candidates




Phase 2: Blueprint as a Service

Objective: Convert insights into explainable disposition decisions based on the 4R
framework and align them with feasible CAF blueprints.

Key Activities

Apply the standardized disposition decision
framework (4R - retire / retain / replace /
re-engineer) using domain knowledge

Score applications based on complexity,
business value, risk, ESG impact, and
modernization feasibility

Build wave plans aligned to value,
readiness, and risk

Convert design decisions, NFRs, guardrails,
and landing zone requirements into
templates, reference architectures, rules,
Cl/CD pipeline designs, and codification
(e.g., Infra-as-Code, Policy-as-Code)

Deliverables

Opportunity
assessment

Rationalization
blueprint

Modernization
complexity matrix

Wave plan

Blueprint control pack
and landing zone
requirements, such as
network, IAM, logging,
security, etc.

Success Criteria

Disposition decision
variance across BUs

Blueprint turnaround
time

Landing zone alignment

for Wave 1 apps

Phase 3: Value as a Service

Objective: Build and validate the business case across finance, risk reduction, and ESG
impact goals, and establish value-tracking and governance.

Key Activities

Model TCO/ROI scenarios (retire,
retain, replace, re-engineer), including
licensing, run costs, hardware
decommissioning, and sustainability
impacts

Execute pilots to validate blueprint
feasibility and prove KPI movement
(e.g, lead time, secure score, unit cost,
and energy efficiency)

Establish a Value Realization Office
(VRO) with cadence, dashboards, and
variance management

Deliverables

Value realization
blueprint

Business case and
ESG model

Pilot outcomes
report

VRO charter and
benefit tracking
workbooks

Success Criteria

KPI outcome to
initiative tracking
accuracy

Pilot success rate for
targeted KPIs

Business case validated
by CIO/CTO/Finance




Phase 4: Scale with Execution as a Service

Objective: Set up the modernization factory, deliver the initial modernization waves, and
embed observability and FinOps discipline.

Key Activities

Establish execution factory processes
across CI/CD, test automation, policy gates,
SRE practices, and quality controls

Set up low-risk waves, such as simple
re-platforming and early retirements, to
demonstrate velocity and governance
Execute higher-complexity waves, such as
refactor/rearchitect patterns, integrating
policy-as-code, and implementing Defender
guardrails

Parallel PODs for modernization waves
Domain-specific squads for regulated
industries

Implement Azure Monitor dashboards, cost
governance, and operational SLOs

Deliverables

Modernization
Factory Kit

Wave release plans

Policy compliance
and Defender
posture reports

Optimization report

SRE runbook
(continuous site
reliability)

Success Criteria

- Deployment lead
time improvement

- Policy compliance
 FinOps and
right-sizing savings

« Modernization
velocity targets
(apps/wave or story
points/sprint)

Continuous Evolution: Portfolio and Value Update

Objective: Sustain rationalization momentum and prevent KPI drift by refreshing the
Living Portfolio System of Record, reprioritizing decisions, and tracking benefits.

Key Activities

Periodic (quarterly) KPI refresh,
rationalization decisions,
modernization backlog, and value
models

Continuous guardrail enforcement
using Azure Policy and Defender for
Cloud

Review benefits, address variances,
adjust roadmaps, and update business
cases

Deliverables

Quarterly portfolio
review

Benefit Realization
Update

Compliance
tracking

Revised wave plans

Success Criteria

Quarter-over-quarter
KPI improvement (tech
debt reduction, cost
reduction, reduced
compliance drift)

Updated disposition (4R)
decisions aligned with
new insights

Sustained
modernization
throughput




Business Value and ESG Impact

Business Value Delivered Through APRaaS

APRaaS presents significant improvement across key
enterprise performance levers.

Optimized Cost and Reduced TCO

+ 15-30% cost reduction depending on portfolio
estate and complexity

«  20-40% elimination of unnecessary licensing or
redundant platforms

« Improved TCO forecasting accuracy through
continuous KPI refresh

Risk reduction and improved compliance

« Consistent secure score, compliance posture, and
vulnerability reduction

+ Lower exposure to regulatory demands through
automated alignment with standards, such as GDPR,
HIPAA, PCI, and SOX

« Reduction of legacy skills and operational risks
through progressive modernization

Accelerated Modernization and Engineering
Productivity Improvement

+  40-50% faster modernization throughput

+ Reduced lead time for application changes

» Increased developer bandwidth that can be
redirected to innovation

Improved operational excellence and observability

+ Reduction in operational incidents and MTTR
+ Increased performance for mission-critical workloads
« Improved cost hygiene and predictable OPEX

ESG Impact Delivered Through APRaaS

Apart from operations and financial improvements,
APRaaS provides quantifiable results in sustainability
priorities.

Carbon Reduction Through Simplification
and Cloud Efficiency

* Reduction in carbon emissions by server retirement,
legacy data center consolidation, decommissioning of
aging hardware, and resource right-sizing

+ Measurable energy savings tracked through Azure
Sustainability tooling

Green IT Metrics and Continuous ESG Reporting

« Continuous visibility into energy usage and carbon
metrics, enabling emissions modeling and reporting

« ESG reporting aligned to internal or regulatory
frameworks using telemetry tracking energy
consumption, resource utilization, and cloud efficiency




Future Outlook

With APRaas in the picture, application portfolio governance
is entering a new phase. The key trends shaping this
development are

Predictive and Prescriptive Modernization: Proactive
decision-making will increasingly reduce program risk and
control the long-term cost of portfolio management.
Additionally, the shift to continuous telemetry will help
enterprises predict policy drifts and anticipate risks, costs,
and modernization opportunities before they occur.

The GenAl Impact: The GenAl integration through its
assisted architecture will enhance the end-to-end APRaaS
process and its workflows, accelerating modernization
efforts. Moreover, it helps enterprises align with industry
best practices and reduces rework through
CoPilot-supported refactoring at the class, service, or API
levels while maintaining more accurate documentation.

Shift to Autonomous Governance: Governance will move to
a continuous, preventative, and automated approach,
resulting in self-healing systems that maintain compliance
and security levels. Further, auto-remediation for controlling
drift, CI/CD pipelines that block non-compliant deployments,
and optimized resource placement will reduce operational
overhead and audit challenges.

Transitioning to an Operating Layer: APRaasS will evolve
from being a continuous initiative to an intelligent layer in
the cloud. This will help enterprises become more resilient
by automatically adapting to market and regulatory
demands and technology shifts by reviewing and updating
portfolios to match business cases and risk postures.

The Road Ahead

The APRaaS landscape will continue to evolve
alongside advancements in Al, automation,
cybersecurity, and sustainability mandates. Designed
to operate as a ‘living system,' it is positioned to adapt
to changes and absorb new capabilities without
requiring structural rebuilding. Azure's evolving
platform capabilities, guardrails, and Al ecosystem
make it ideal for innovating without disruption. Finally,
enterprises that adopt APRaaS enabled by Azure will
establish a foundation for the future, ensuring their
application estate remains aligned to business
priorities, secure by design, and optimized for cost,
risk, and sustainability.




Tech Mahindra—Delivering the
Future of Portfolio Modernization

Recognized as a core transformation enabler, TechM
combines deep domain and consulting expertise with
extended engineering capabilities to deliver APRaaS on
Azure. With over two decades of experience across BFSI,
healthcare, manufacturing, telecom, retail, and the public
sector, we have delivered complex modernization programs
to cloud-native architectures leveraging CAF, Azure
Kubernetes Service, and DevOps delivery practices.
Operating on a consultation-led approach, we use strategies
and services to rationalize, modernize, and transform an
enterprise's software applications for better efficiency. By
using frameworks such as D30P (end-to-end Agile DevOps),
AlOps (SMART Observability), iCOPS (cloud operations), and
AppGinieZ (GenAl for development), we help in realizing
intelligent insights, seamless cloud migration, and proactive
portfolio management.

As a Microsoft Gold Partner for more than 30 years, we
bring strong technical maturity aligned with Microsoft's CAF,
a key capability required to deliver APRaaS. We are also an
Azure Expert Managed Service Provider (MSP) and have a
dedicated Microsoft Business Unit with 6,500+ specialists
that runs innovation across 4 Azure Centers of Excellence
(COE) and Azure Labs. With 9800+ Azure-certified architects
and 5000+ accredited associates and Azure engineers, our
approach helps enterprises achieve rapid, large-scale digital
transformations with measurable results.

Conclusion

Enterprises are at a pivotal inflection point. Application
portfolios can either remain a source of cost drag and
operational risk or evolve into a governed engine of
modernization and strategic agility. The choice is not
merely about tech adoption; it is about institutionalizing
a discipline that embeds telemetry, governance controls,
automation, and security posture management into core
operations. Early adopters of APRaaS powered by Azure
will not only regain control over cost, risk, and
sustainability but will also establish durable alignment
between technology investment and business priorities,
leading to accelerated responsiveness and sustained
competitive edge.
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Tech Mahindra (NSE: TECHM) offers technology consulting and digital solutions to global enterprises across industries, enabling transformative scale at unparalleled
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