
 

VERVELENGTH  ·  TRANSFORMATION INTELLIGENCE  ·  REPORT 02 

How to Simplify a Tech and Process 

Landscape That's Grown Too 

Complicated to Govern 

A practitioner's guide for CEOs and COOs, using interdisciplinary thinking to cut through 

complexity nobody planned to build. 

Shalini Verma  ·  Fractional Chief Transformation Officer  ·  vervelength.com 

 

 
 

 

Introduction 

 

 

Complexity gets built over time, through various systems, stacks, code bases. Each new investment cycle 

leaves something behind: abandoned entity models that newer systems quietly inherit, orphaned code 

that nobody owns but everyone depends on, integration logic that lives in the memory of the engineer 

who built it three programmes ago and has since moved on. The next initiative arrives under delivery 

pressure, finds this residue, and builds on top of it, because redesigning what exists is always slower 

than building what is new. Every individual decision is rational. The accumulated result was never 

intended to be governed as a whole. 

Simplifying a landscape like this is not a technical exercise. It is a thinking problem. The organisations 

that get through it are not the ones with the biggest budgets or the most sophisticated tooling. They are 
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the ones that bring process excellence, product management, design thinking, and technical discipline 

applied simultaneously. 

That is the thread running through every check in this report. It is grounded in the Enterprise Mindset 

and executed through the DXL™ Framework, because complexity of this kind does not yield to a single 

methodology. 

 

What This Report Covers 

 

 

–​ Check 1 — Trace the layers: understand how your complexity was actually built 

–​ Check 2 — Think in parallel, not in sequence:  polymorphic thinking in discovery 

–​ Check 3 — Define the problem with the full interdisciplinary toolkit before touching the solution 

–​ Check 4 — Redesign the entity model: where real simplification actually happens 

–​ Check 5 — Govern by metrics, not by meetings — and design it as a team win 

 

  CHECK 1  

Trace the Layers: Understand How Your Complexity Was Actually Built 

 

 

Enterprise landscapes grow complicated through the predictable dynamics of fast-moving programmes. 

Each investment cycle leaves behind abandoned entity models, orphaned code, and integration logic 

documented only by the people who built it. Dependencies, decommissioned systems still referenced by 

active ones, are where the most disruptive simplification risks hide. You cannot set a baseline, identify 

waste, or measure improvement without an honest current-state picture. That picture does not live in 

architecture diagrams. It lives in the workflows of the people running the business today, on ground. 

The interdisciplinary lens  —  Process excellence maps the variants and waste. Technical discipline 

traces integration dependencies. Product management asks what each layer was commissioned to 

deliver, and whether it still does. These three questions belong in the same mapping session, not in 

separate workstreams. 

5-STEP ACTION LIST 

1.​ Map your landscape by modernisation wave,  which systems, platforms, and integrations were 

introduced under each major programme and what architectural intent sat behind each one. 

2.​ For each layer, document the original business problem it was built to solve,  and assess whether that 

problem still exists, has been resolved, or has evolved beyond what the system can serve. 

3.​ Identify every system that exists primarily to support another system rather than to deliver direct 

business value. These integration-support layers concentrate hidden complexity. 

4.​ Walk your top five operational workflows at task level with the people who run them, not to optimize 

yet, but to surface where the lived process has diverged from the designed one. 
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5.​ Produce a single current-state map: systems, integration dependencies, process variants, and the 

programme wave that generated each element. This is your baseline. Simplification without a baseline 

is guesswork. 

 

Recommendation  —  If you cannot trace the origin of every significant element in your landscape, 

you are making simplification decisions without a baseline. Honest mapping before any consolidation 

work begins will change which decisions you make. 

 

 

 

 

  CHECK 2   

Think in Parallel, Not in Sequence: Polymorphic Thinking in Discovery 

 

 

The most common mistake in landscape simplification is sequential discovery. Process is mapped first. 

Then problems are identified. Then the future-state is designed. Then integration is considered. By the 

time the last phase is reached, decisions made in the first have created avoidable constraints,  and 

rework begins. The approach I practice, documented in The Enterprise Mindset, is polymorphic 

thinking: applying process, UX, data, integrations and infrastructure lenses simultaneously. While the 

current-state process is being mapped, user experience implications are assessed at the same time. 

While integration dependencies are being traced, infrastructure readiness is evaluated in the same 

session. Simultaneously, product management benchmarks are established: what does best-in-class 

look like, what is the current performance baseline, what is the measurable target? This compresses the 

discovery timeline, surfaces constraints that sequential discovery misses, and ensures simplification 

design is grounded in the full reality of the problem from day one. 

What this looks like in practice  —  In a financial services engagement, sequential discovery produced a 

clean process redesign that failed at the integration layer three months into build. Running 

polymorphic discovery surfaced the integration constraint on day four. The redesign was built around 

it from the start. Two months of rework avoided. 

5-STEP ACTION LIST 

6.​ Structure every discovery session to cover process flow, UX, data and integration dependencies, and 

infrastructure readiness simultaneously, concurrent lenses in the same session, not sequential 

handoffs. 

7.​ Assemble a multi-disciplinary team: someone in process excellence, someone in user experience, 

someone in data architecture, and someone who can assess technical dependencies in real time - they 

should all be in the room. 

8.​ Before closing any workstream, run the cross-dimensional check: what does this finding mean for UX, 

for the integration model, and for infrastructure? Do not defer these questions. 
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9.​ Set product management benchmarks at the start of discovery,  best-in-class performance, current 

baseline across three measurable dimensions, and the target metric — before any future-state design 

begins. 

10.​ Document every constraint in a single integrated view: process, UX, data, and infrastructure side by 

side. This is the design brief that prevents late-stage surprises. 

 

Recommendation  —  If discovery is sequential, design decisions made in the first phase will be 

creating avoidable constraints by the last. Build polymorphic thinking into the structure of discovery 

from day one. 

 

 

 

 CHECK 3 

Define the Problem With the Full Interdisciplinary Toolkit Before Touching the 
Solution 

 

 

Problems are under-defined because they have been examined through one lens, not four. A technology 

team identifies consolidation opportunities and misses eleven active process variants needing 

rationalization before any migration. A process team maps inefficiencies and misses the product 

management dimension, no baseline, no benchmark, no success definition. An operations team surfaces 

UX pain points and misses the data dimension; the friction is a symptom of an entity model designed 

for a previous version of the business. Each partial diagnosis produces a partial solution that generates 

new complexity faster than it removes existing complexity. Process excellence for waste and variant 

analysis. Product management for baselines, benchmarks, and success metrics. Design thinking for the 

human cost of complexity. Technical discipline for data and integration constraints. These four lenses 

are not additive, they are multiplicative. 

The metric foundation  —  Before any simplification proceeds: establish the baseline for cost, time, and 

error rate. Identify the benchmark for a comparable organization running this well. Define the 

measurable target. Without baseline, benchmark, and target — you cannot govern the programme, 

demonstrate its value, or know when you are done. 

5-STEP ACTION LIST 

11.​ Run a problem definition session using all four lenses simultaneously: process (waste and variants), 

product management (baseline, benchmark, target), design thinking (whose experience is degraded 

and at what cost), technical (data and integration constraints). 

12.​ Document every process variant in the simplification scope. Each is a design decision that has never 

been made — and must be made before simplification can hold. 

13.​ Establish quantified baselines across at least three dimensions: cost per outcome, end-to-end cycle 

time, and error rate. These are the before-numbers that anchor every governance conversation that 

follows. 
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14.​ Research at least two peer benchmarks for the capability being simplified — what does best-in-class 

look like and what performance levels does it achieve? This prevents over-engineering or 

under-designing. 

15.​ Define success as specific, measurable outcomes with named owners and target dates before design 

begins. This is the metric contract that governs the programme from discovery through go-live. 

 

Recommendation  —  If the problem has not been defined through at least three disciplinary lenses 

with baselines, benchmarks, and targets in place, the solution will be partial. Interdisciplinary problem 

definition always costs less than solving the wrong problem well. 

 

CHECK 4   

Redesign the Entity Model: Where Real Simplification Actually Happens 

 

 

Most simplification programmes focus on systems. Entity data models are the lowest common 

denominator. An entity model defines the core objects the business operates around, customers, 

products, transactions, cases, accounts, assets — the attributes each carries, their relationships, and the 

rules governing how they move through systems. When modernisation programmes close and leave 

behind abandoned entity references, fragmentation and joints sets in: the same customer exists in five 

systems with five different records. The same product has three definitions depending on who you ask. 

Every integration workaround and manual reconciliation making your landscape ungovernable is 

almost certainly downstream of an entity model never designed as a unified whole. In the DXL™ 

Framework, entity modeling is a collaborative design activity:  business, operations, UX, and technology 

agreeing on foundational objects before any system or workflow design proceeds. This joint ownership 

is what prevents the fragmentation that makes landscapes ungovernable in the first place. 

Entity modeling as design, not documentation  —  A working session, where business, operations, UX, 

and technical architects answer: what are our core objects? What does each carry? Who owns the 

authoritative record? Which system is the source of truth? The output is a shared mental model that 

anchors every subsequent design decision. 

5-STEP ACTION LIST 

16.​ Map your core entities, the objects every significant process touches. Document how each is currently 

defined, where it lives, and how many different versions of its definition exist across the landscape. 

17.​ Identify every place where the same entity is stored differently across systems. Each instance of 

fragmentation is a direct source of integration complexity, data quality risk, and governance failure. 

18.​ Run a joint entity design session with business, operations, UX, and technology. For each core entity: 

define what it is, what it carries, who owns the authoritative record, which system is the source of 

truth. 

19.​ Map the downstream impact of entity fragmentation on your integrations. Every integration that exists 

to reconcile different versions of the same entity disappears when the entity model is unified. 

20.​Build the future-state entity model before committing to any system consolidation decisions. A system 

that cannot support the target entity model needs to be replaced regardless of familiarity or cost. 
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Recommendation  —  If simplification is designed at the system level without addressing the entity 

model, the data quality and integration problems will survive the consolidation. Redesign the entity 

model in a joint session before any migration begins. 

 

 

 

 

  CHECK 5 of 5   

Govern by Metrics, Not by Meetings and Design It as a Team Win 

 

 

Simplification programmes fail in governance more often than in execution. Governance fails in two 

ways: it becomes a meeting-heavy process generating status without decisions, or a blame-allocation 

mechanism where functions defend their systems rather than collaborating on shared outcomes. The 

governance model that holds is organized around metrics, not meetings, anchored to the baselines and 

targets from the problem definition phase. Not: whose system caused this. But: what does the metric 

tell us, what is the gap, and what does each team need to do to close it? This is process excellence 

control plan logic at programme level: baseline, target, cadence, ownership, governed by leading 

indicators before lagging ones confirm a problem already compounded. Lead metrics, adoption rates, 

data quality scores, process variant reduction, show whether you are on track. Lag metrics: cost 

reduction, cycle time, system count, show whether you arrived. Leadership completes the model: not as 

endorsers but as active participants who clear cross-functional blockers and treat the outcome as a 

shared organizational win. 

What metrics-led governance looks like  —  Every session opens with the scorecard. The first question 

is not what each team delivered. Root cause is examined through the interdisciplinary lens. Action is 

assigned to the team best positioned to address it, regardless of functional boundaries. No actions 

assigned means no governance happened. 

5-STEP ACTION LIST 

21.​ Build the governance scorecard before the programme begins, anchored to baselines and targets from 

Check 3. Include at least three lead and three lag metrics. Make it visible to all parties from day one. 

22.​Assign metric ownership to cross-functional pairs. A cycle time metric is co-owned by operations and 

technology. Shared ownership prevents any function optimizing their number at the expense of the 

overall outcome. 

23.​Structure every governance session around the scorecard: performance versus target, gaps, root causes 

through the interdisciplinary lens, specific actions with named owners and committed dates. Status 

without decisions is not governance. 

24.​Give the governance board real decision-making authority. A body that can only recommend is 

documenting the reasons things are slow, not governing. 

25.​Review the governance model at 90 days: are the metrics right, is the rhythm generating decisions, is 

leadership actively clearing blockers? Governance not producing decisions needs redesigning, not 

reinforcing. 
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Recommendation  —  If governance is organized around meetings rather than shared metrics, the 

simplification will not hold. The complexity will rebuild through the same mechanisms that created it. 

Build the scorecard first and make it the organizing principle of every interaction from week one. 

 

 

 

The Bottom Line 

 

 

Landscape complexity is not a technology problem. It is the accumulated outcome of fast-moving 

programmes, inherited residue, and the rational tendency to build something new rather than work 

through what already exists. 

Polymorphic thinking in discovery. Entity model redesign as the foundation. Metrics-led governance as 

the mechanism that makes the outcome hold. Leadership that treats the result as a shared win. These 

are not sequential steps — they are a simultaneous, interdisciplinary way of working that the DXL™ 

Framework is built around. 

The organizations that come out of this with a landscape they can govern are not the ones with the 

biggest budgets. They are the ones that defined the problem fully before designing the solution — and 

built governance that prevents the complexity from rebuilding before the next programme begins. 

If this resonates and your landscape needs a structured diagnostic before your next 

transformation investment — a 15-minute discovery call is the right place to start.  
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