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ARE you REAdy foR  
EconomIc bouncE bAck?
Migrating your enterprise applications to 
lower cost platforms while maintaining 
existing business logic is a proven strategy for 
preparing for the economic recovery



Executive Summary

We are in the midst of arguably the biggest global recession since 
the Great Depression, almost certainly the biggest recession since 
businesses became so dependent on IT for their ability to operate 
and compete effectively. Pressure is on to slash costs, particularly 
within IT, and to focus on nothing but keeping the lights on. However, 
the business that adjusts to this new economic reality with a well-
considered strategy is far more likely to exit this downturn with better 
market position and accelerated growth compared to its competitors.

This paper examines the concept that preparing for economic 
recovery is not something that can wait; it is something that 
businesses should plan for now. It will introduce enterprise application 
migration strategies that can be considered within any organization 
and also emphasize that the importance of forward thinking 
and planning is never more important than during an economic 
downturn. It’s actually relatively easy for an organization to cut costs, 
but much harder to cut the right costs. Only by establishing a plan for 
economic recovery can businesses be well placed to both deal with 
the downturn right now and be ready for future challenges. 

One current area of focus for organizations should be how to drive 
innovation and improve the productivity of its enterprise application 
development teams, while also improving total cost of ownership 
(TCO). A variety of enterprise application modernization strategies 
can be employed to enable organizations to meet these goals. One 
low-risk, high-return strategy is migrating enterprise applications 
from the mainframe to Linux, Unix or Windows technologies. 
This has enabled organizations to significantly reduce costs while 
increasing performance and improving productivity, leading to 
innovative approaches to their business initiatives. A recession 
does not mean the end of innovation, quite the opposite in fact. 
Innovation during an economic downturn can have far greater 
impact than during boom times. Combine the drive for innovation 
and improving productivity with improving business processes and 
lowering costs, and you have a complete strategy for preparing an 
organization to be best positioned for the economic recovery. 

The primary goal for any organization is to offer the best solutions 
and services to its customers, at the lowest possible cost. This is still 
possible during an economic downturn – but only in a sustainable 
way if you plan for the economic bounce back.

driving Innovation

It’s a recession, you have to cut back on innovation and simply keep 
the lights on, right? Wrong. Many organizations have historically 
used the recession as a time to create significant competitive 
advantage. In 2001 the dot com bubble had burst, the Nasdaq 
index was down by nearly 30%, even before September 11th. 
However, companies kept innovating. Amazon and eBay were both 
early in their histories during this time period and where many 
dot com businesses were failing, eBay and Amazon continued to 

innovate and grow market share, as the recession receded, these 
two companies were positioned to grow more quickly than their 
remaining competitors and as a result, locked up dominant positions 
in their respective industries.

A time of recession is the best time to look for market requirements 
that are unmet; this is where innovation can begin. Looking further 
back, take the example of Fortune Magazine. It was launched 
in early 1930 in the midst of the Great Depression, and at a 
comparatively high price. (1) Surely, doomed to failure therefore?  
But Fortune Magazine met a new requirement. Business 
professionals could not find the information they found in Fortune 
Magazine available anywhere else.

“A difficult economic environment  
argues for the need to innovate more,  
not to pull back.”

ken chenault, CEO, American Express (2)

Also consider the well-worn phrase ‘necessity is the mother of 
invention’. Needs do not disappear during economic downturns, 
and organizations that innovate will almost certainly find themselves 
best placed for the economic recovery. 

So, how do you continue to innovate and prepare your organization 
for the economic bounce back? Key areas to consider here are: 
how to reduce your time-to-market for new solutions, how to 
prioritize the projects that deliver on the goals of the business, how 
to improve customer satisfaction and how to embrace and benefit 
from new technology.

From an enterprise application perspective, migrating enterprise 
applications from mainframe architectures to Linux, Unix 
or Windows technologies is a proven method for enabling 
organizations to drive greater innovation within their environments. 
This can be achieved by improving existing customer satisfaction, 
reducing the time to market for new features and products and 
ensuring that the right projects are prioritized, which in turn can 
help to free budgets and resources from operational maintenance  
to more innovative initiatives.

IncREASIng cuSTomER SATISfAcTIon

During an economic downturn, businesses will reduce spend on 
new products and services, sometimes significantly. Therefore, 
keeping your existing customers happy has an even greater 
emphasis than normal. Putting a focus on increasing the satisfaction 
of your existing customers can automatically position you well for 
the economic bounce back. 
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Therefore, use this time of economic recession to listen to your 
customers. The closer you can get to them, the better positioned 
you will be to meet their requirements. This is absolutely the time  
to be listening to the market rather than being afraid of it.

Apple is a great example. Consider this quote from Steve Jobs in 
2003, at a time when the Dow Jones index was at a 10 year low:

“Our belief was that if we kept putting 
great products in front of [customers], 
they would continue to open their 
wallets.”

Steve Jobs, Apple (3)

Apple has always looked to drive innovation through economic 
downturns and their focus on customer satisfaction is a great way  
to achieve that.

Another example of an organization seeking to innovate to improve 
customer satisfaction is Scandinavian Airlines (SAS). Within their 
enterprise application portfolio, SAS were faced with a mainframe 
business intelligence system that had become expensive to run and 
difficult to maintain. It was becoming difficult to deliver meaningful 
business intelligence reports in a timely manner. 

By migrating this key application off the mainframe on to a 
Windows environment, SAS benefitted from improved flexibility 
and agility in business intelligence reporting.  The improvements 
in analysis capabilities that this provided have enabled the airline 
to both improve its relationships with its customers and increase 
per-customer revenues. At a time when the airline industry has been 
hit by reduced consumer spending in addition to surging fuel prices, 
the increased customer satisfaction and revenue per frequent flyer 
SAS has been able to generate is invaluable. The system migration 
also provided direct customer benefits such as minimized impact of 
flight delays and cancellations, as a result of more detailed analysis 
of Internet reservations, check-ins and call center interactions.

The focus that SAS put on analyzing their customer interactions is 
an example of maintaining customer focus to drive business and 
prepare for economic recovery during a downturn. It is simple 
mathematics when fully considered. When your competitors are 
cutting back on their customer focus, on their customer interactions, 
and on their customer communications, that is exactly the time 
that you should place greater emphasis on your customers. During 
economic boom times, every single one of your competitors is 
spending money on customer communications and interaction. 

It’s much more difficult to make yourself heard. But investing in 
customer focus during economic downturn makes you stand out, 
and it sets a great basis for your business as the economy begins  
to grow again. 

mAInTAInIng comPETITIvE AdvAnTAgE

Many of an organizations core enterprise applications have  
been built over a number of years, sometimes even decades. They 
encapsulate critical business processes and provide companies with 
their own unique competitive advantage. Therefore maintaining  
the business logic held within existing applications is essential.

UK Supermarket Tesco had developed a very sophisticated stock 
replenishment system, which had already proven to create some 
significant competitive advantage. Tesco’s stock replenishment 
system ran on a mainframe and, as Tesco began planning 
international growth, this platform would have been too expensive 
to replicate in other regions. However, they wanted to maintain  
the competitive advantage that this system gave them.

Tesco initially considered buying an off the shelf application but 
felt that this would be expensive, take a long time to implement 
and would also result in them losing their competitive advantage 
as their existing business logic would be lost. Tesco also considered 
re-writing the application in a modern language so that it would 
run on Unix, but estimates again proved that this option would be 
expensive and take several years.

Therefore, Tesco decided to migrate their stock replenishment 
system, as it was, from the mainframe environment to Unix, their 
common operating system. The project was completed in months 
rather than years, maintained competitive advantage and enabled 
international growth. Tesco was able to maintain a single code base 
across the entire group and viewed application migration as a faster 
and lower risk option than re-writing or replacement. 

REducIng TImE To mARkET

Organizations can significantly reduce the time-to-market of 
new IT solutions and services through application modernization 
projects, and in particular, through application migration projects. 
Migrating applications to new technologies can significantly decrease 
development processing time and thus enable development projects 
to complete faster. Scandinavian Airlines (SAS) modernized their 
business intelligence capabilities by migrating from a mainframe 
infrastructure to Intel Servers running Windows. By utilizing a 
Windows based development environment and powerful analytical 
tools around SQL Server which aided informed decision making, 
the development team were able to deliver new requirements and 
features much faster than they had been able to on a mainframe 
environment.
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“By re-using our existing data warehousing 
applications in a Windows environment we 
delivered the new system much faster  than 
if we had attempted a re-write.”
Per Petterson 
System Manager: Enterprise Data Warehouse, SAS

PRIoRITIzIng THE RIgHT PRoJEcTS

There is never a shortage of development projects that an 
organization could run. Producing ideas for innovation and product 
enhancement is never the problem – finding the time and resources 
to implement everything you want to do, definitely is. This issue 
simply intensifies during periods of economic slow-down and as 
a result, prioritizing the right projects is never more important. 
Resources are more limited than ever, time seems almost non-
existent, so to prepare for economic recovery and make the best use 
of your reduced resources during the downturn, you have to ensure 
that the right projects for the growth of the business are prioritized. 
During a recession, organizations can often be too preoccupied with 
reducing spend and they fail to focus on how existing enterprise 
applications and resources can create new business value and deliver 
significant organizational benefits.

When faced with growing parliamentary drives for cost effectiveness 
and streamlined eGovernment, St. Helens Council in the UK decided 
to decommission their entire mainframe environment, removing  
an annual operating cost of £1m per year. There were a number  
of applications that would need to be moved off the mainframe for 
this to be achieved, but rather than approaching the need to cut 
costs immediately, the council took some time to analyze the various 
options open to them. 

St Helens Council undertook business analysis that enabled some 
applications to be replaced with off-the-shelf packages. However, 
this approach was not appropriate for two key business systems 
– General Ledger and Accounts Payable systems, for which there were 
simply no packages on the market that could replace the existing 
business functionality in a cost effective manner. Therefore, St. 
Helens Council prioritized a project to migrate these two systems off 
their mainframe environment. This generated a number of benefits 
to the organization. The cost of ownership of the systems reduced 
significantly and existing skill sets were re-used, ensuring that costly 
re-training was not required. Migrating these two important business 
applications also allowed St Helen’s Council to meet an aggressive 
schedule to decommission the entire mainframe infrastructure. 

 
“The mainframe migration project 
has enabled the Council to completely 
revolutionize the way in which we operate.”

cath Robinson, Assistant Treasurer, St. Helens Council

St. Helens Council’s approach to reusing existing business applications 
where most appropriate highlights how organizations can maximize 
the value inherent in their current systems and data, as part of 
any wider strategy aimed at improving agility and reducing costs. 
Prioritizing the right projects, even during an economic downturn, 
can prepare you well for the economic recovery. 

Increasing Real-Time Analysis  
and Productivity

In times of economic difficulty, many organizations have to cut 
costs, often regardless of the negative effects that these cuts may 
have on the organization, product strategy, customer relationships 
and productivity. However, that does not need to be the case. 
Cutting the right costs can actually have a positive effect on 
improving productivity levels. Organizations should think carefully 
about their approach to cost-cutting – it has to be a decision that 
aims to improve business productivity and prepare the organization 
for the economic bounce back.

CIOs can create significant business impact during times of recession 
by getting connected to business processes and driving change  
within them. Of course, this is an activity that can occur outside  
of a recession, as can many of the recommendations made in  
this paper. But business process becomes a particular area of focus 
during recession and improving the processes that matter most  
to the organization is a proven strategy to gear up for when the 
economy improves.

When analyzing enterprise application strategies, migrating 
platforms can be the right way to cut costs, as it can enable 
organizations to improve productivity. Many organizations 
have seen significant productivity improvements by doing just 
that - migrating enterprise applications running on mainframe 
environments to Linux, Unix or Windows architectures. Certain 
processes in a mainframe environment may take a lower priority 
behind production-related tasks and can often take hours to run, 
thereby impacting productivity. Therefore, migration to a Linux,  
Unix or Windows architecture not only reduces the associated  
costs of enterprise applications, but can also improve productivity. 
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In the Scandinavian Airlines example, the business intelligence data 
warehouse batch processes often took six hours to run, severely 
impacting the delivery of important business intelligence analysis 
to the analysts. How can you make informed business decisions 
without the data available readily, easily and up to date? After the 
migration of the applications, data was available much earlier due 
to vastly improved batch processing time.  A new ad hoc reporting 
environment also created far greater flexibility in querying data 
required to make critical business decisions.

A migration approach can further improve the productivity of  
the development and testing of mainframe applications.

Business process improvement need not mean throwing away 
existing business processes.  In fact, it can mean quite the opposite. 
Organizations can have a large amount of business value tied  
up in existing processes. Adapting those where appropriate is 
generally a better strategy than adopting an approach of complete 
process reengineering.

Lowering operating costs

Not surprisingly, a survey by independent research firm, Forrester 
Research, Inc., found that 81% of organizations surveyed viewed 
reducing cost as either very important or important in their current 
planning cycle. (4)

There are many ways in which an organization’s operating costs 
can be lowered, but to do so without the forethought of where 
the organization needs to be when an economic recovery occurs 
can leave companies in a precarious position. It is therefore vital to 
identify the right costs to cut. This ties back to the importance of 
innovating during an economic downturn. 

As discussed, cutting the right costs can enable an organization to 
continue or increase innovation - two initiatives that go hand in hand.

“By freeing up money from software 
budgets, IT departments will be able 
to support more innovative projects 
across their organizations. Right now, 
every bit of competitive advantage can 
help, so focusing on activities that cut 
overall operations costs or develop better 
customer offerings is paramount.”

R “Ray” Wang, Forrester  (5)

The costs to focus on removing are recurring and fixed costs.  
In the world of enterprise applications, mainframes can often carry  
a relatively high fixed cost. Therefore analyzing whether this fixed 
cost can be reduced or removed is a sensible business practice. 

“Rehosting solutions provide a relatively 
low-cost and low-risk way to reduce 
mainframe operating costs”

dale vecchio, Gartner  (6)

Demonstrating this approach, Marin County (US local government) 
slashed the costs associated with its property tax system by 
migrating its COBOL application to Microsoft technology. In addition 
to the cost benefit, mainframe support employees have been 
freed up and redeployed to boost customer service and business 
application development. 

“Moving off the mainframe platform, 
modernizing our application and reducing 
costs by 91 percent ensures that Marin 
County is maintaining the highest level of 
stewardship of taxpayer resources.”
david Hill, CIO, Marin County

DaimlerChrysler had decided that significant cost savings could be 
achieved by migrating its mission-critical parts distribution system 
onto a contemporary, lower cost platform, giving them the ability  
to remove the mainframe in the process.

Within a year the migration project had been completed and the 
entire parts distribution system had been moved off the mainframe 
and onto a more cost effective Unix server environment. As a result, 
DaimlerChrysler were able to achieve return-on-investment within 
24 months and substantial savings in annual hardware and software 
costs. In addition, response times and performance were as good or 
better than the mainframe environment and availability and security 
was also directly comparable to the mainframe.

By achieving dramatic cost savings, DaimlerChrysler was also able  
to free up resources for future IT projects.
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“Our business is very competitive and we 
are always searching for innovative ways of 
utilizing technology to help us reduce costs 
and improve our margins while providing 
better service levels. By re-using our 
legacy systems on a more cost effective 
platform, we have exploited the significant 
investment made in these systems over 
the last decade rather than throwing 
it all away and starting from scratch or 
implementing an expensive packaged 
application solution that would not have 
provided all of the essential functionality 
our business processes rely on today.” 
dave burke, CIO, DaimlerChrysler South Africa

How to Approach new Technology

Technology for technology’s sake is a relatively futile and pointless 
course to follow. Often, when organizations are faced with options 
about their strategic technical direction, a goal can be simply ‘to 
utilize the latest technology.’ But this is not a business objective, it’s 
a technology objective. Applying technology simply because it’s ‘the 
latest and greatest’ often does not serve the organization’s business 
goals. It certainly does not prepare an organization correctly for 
economic recovery.

Technology has to be approached from a business perspective and, 
in planning to be ready for when the economy recovers, this is 
never more relevant. Making the right technical decisions now, and 
ensuring that those decisions are business-led, can have a dramatic 
impact on ensuring that an organization is ready to embrace a more 
buoyant economy when it occurs. More to the point – the right 
technical decisions are what drive the ability to innovate, improve 
productivity and significantly reduce costs.

A Forrester survey found that 70% of organizations viewed using  
IT to increase innovation as either ‘very important’ or ‘important’. (7) 
Therefore, organizations do understand that when new technology 
is embraced from a business perspective, the outcomes can be 
significant. Marin County were relying on a 20 year old mainframe 
application for a property tax management system. As the end of 
the lease of the mainframe system approached, they needed to 
assess the options available to them. The system worked just fine 

and there was no business benefit to be gained from entirely  
re-writing the application. The organization decided that, with  
a high level of business logic encapsulated in the COBOL system,  
the best step was for them to utilize their existing asset but both 
reduce costs and make the tax system more extensible by migrating 
it to a Microsoft .NET architecture. This approach allowed the 
county to take full advantage of new technologies to extend the 
application’s capabilities, all driven by business priorities. Utilizing 
the right technology at the right time enabled Marin County to 
integrate the property tax system with Web services and geographic 
information systems, enabling both new functionality and the 
integration of the application with other systems throughout the 
county, as well as with state and federal systems. Technology 
for technology’s sake? No. Technology improvements and 
enhancements driven by business goals that have provided  
valuable enhancements to a 20 year old application.

“Moving and modernizing our existing 
code from the mainframe to Micro Focus 
COBOL under .NET fit our long term 
strategy. The project was completed 
quickly and at low cost with the result 
being a long term solution we will be 
using for years to come.”
david Hill, CIO, Marin County

Summary

There are several enterprise application modernization strategies 
that are available to organizations looking to prepare themselves 
effectively for the upturn of the economy. Of those strategies,  
one of the most compelling is migrating enterprise applications off 
mainframe architectures and on to Linux, Unix or Windows servers.

Many customers have seen significant business benefits with this 
approach, including reduced costs, improvements in business 
processes and productivity, as well as the ability to increase 
innovation. History has shown that organizations who are bold 
during a recession can often lay the foundations for continued 
business success for many years after the recession ends.  

According to Forrester Research, 64% of companies surveyed 
responded that updating and modernizing their legacy applications 
was an important software initiative for their current planning cycle 
(8). Given the current economic environment, Micro Focus and 
Microsoft urge organizations to consider how to exploit Linux, Unix 
or Windows Servers as part of their overall strategy to prepare for 



WHITE PAPER  |  Are You Ready for Economic Bounce Back?

the bounce back of the economy. Reducing your costs, streamlining 
your business processes, improving productivity and facilitating  
IT innovation are the cornerstones of a successful business strategy 
in current times. It has been shown that these four business goals 
are not independent and they are not contradictory. It really is 
possible to achieve all of these benefits at the same time, and 
position yourself ahead of your competition in doing so. Migrating 
mainframe enterprise applications to Linux, Unix or Windows Servers 
is an innovative, yet pragmatic, route to get you there.
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software that allows companies to dramatically improve the 
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rapidly to market changes and embrace modern architectures 
with reduced cost and risk.
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