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Agenda

The Reality Check
The reality of legacy transformation and AI agent adoption

The Playbook: Methodology and Technology
CAALM and your methodology for success

Show Me the Value!
Value depends on the why, not just the how

The Transformation Factory
Scaling success after the MLP with a repeatable model

Making It Real: Client Stories
Examples of how we make it real

Q&A
Bring your toughest transformation questions
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The reality check
Weighed down by the past and pressured by expectations



40% of IT spend is wasted 
on tech debt.
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McKinsey

The cost of doing nothing is accelerating.



AI & Digital leaders 
are growing 2-6X 
faster than laggards
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McKinsey



Ambition vs. Execution: The harsh reality of Enterprise AI
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The 5% design to handle complexity of 
enterprise workflows. They embed 
enterprise-grade AI into high-value 

workflows, integrating deeply with data, 
tools & IT ecosystem .

This is where ROI lives.

The 95% lean on generic tools, slick 
enough for demos, brittle in workflows.

They are stuck in high-adoption, low-

transformation mode.

vsPoC Enterprise-grade

95% of AI pilots struggle to deliver meaningful ROI 
Source: The GenAI Divide STATE OF AI IN BUSINESS 2025. MIT NANDA.



46% of POCs 
scrapped before 
they’re scaled
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S&P Global Market Intelligence
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The Playbook: 
Methodology and technology



Our proven methodology and AI-enabled tooling: Go from a Legacy application to a Cloud-Native app toenable 
innovation and business agility​

Application 

analysis

Analyze and 
understandfunctional 

requirements,business rul
es and datadependencies.

Application landscape 

assessment

Identify and assess 
identify modernization 
candidates and create 

business case

Documentation

Produce assets such 

asapplication 
overviews,workflows and 

business 

rules,functional documentati
on anddata glossary

Gap Discovery

Compare the extracted 
insights with other assets 

and supplement with 
additional knowledge

Implementation and 

Data Migration

AI-assisted transformation 
of legacy code and 
migration of data

Verifications

Automate testing, 
verify the application 

and check data 
integrity

Modernization end-to-end lifecycle: Prepare the business with change management and training

Modernization end-to-end lifecycle

Capgemini AI-Assisted Legacy Modernization - CAALM
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Show Me the Value!
Building a business case for transformation



Shifting from technology focus to business value
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Aligned to strategy – measured as outcomes, not features.

Business Value: 

What business outcomes do 
you want to achieve?

Focus on the financial 
perspective

Examples: revenue growth, margin 
improvement, market share expansion

Customer Value: 

How does this help improve 
your customer value?

Focus on CX  improvement 
for the end customer

Examples: NPS / CSAT, loyalty, personalized 
experience

Operational Value: 

How does the solution 
improve efficiency and 

productivity?

Focus on internal productivity  
improvement 

Examples: automated processes, reduced 
handling time, process standardization & 

optimization

Long-term Value: 

How does the solution future-
proof your business?

Focus on creating long-term 
capability and differentiation

Examples: AI capability building, data-
driven decision making, scalability for 

future growth

Value Identification

Build business case and measure baseline

Value Delivery

Focus the delivery on business value

Value Realization

Follow up on business case and delivered value

The Capgemini Business Value Framework



Value 
Identification

Value Delivery Value Realization

Frame your first project as the proof point.
Start with high-value, high-visibility use cases.
Quantify business impact before kicking off delivery.

Objective: Replace Legacy & Industrialize Processes

Example: Define business value and KPIs

Reduce Maintenance Cost

Increase Process Efficiency 
& Standardization

Success unlocks the funding 
for transformation at scale.

Decommission legacy applications

Reduce technical debt

Lower support & licensing costs

Standardize processes

Increase efficiency

Improve consistency

Automation (STP)

Reduced cycle time



Value 
Identification

Value Delivery Value Realization

Follow-up on business case – compare actuals with baseline!
Capture learnings in the product backlog

Platform foundation setup!
…with common patterns and re-useable assets

Success unlocks the funding 
for transformation at scale.

Foundation set and follow-up on business case – 
now time to scale!
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Discovery Reimagine
In Blueprint

Future-proof
Agentic architecture

AI-led

BPMN, DDL, YAML, Documentation…

Legacy a pp videos, screens & 
user ma nuals

RAISE for Intelligent Experiences

Th is app lication  ne eds to  streamline 
our end-to-end card management 
p ro ce ss f ro m ap plicat ion  throu gh  
accou nt  creat ion  & man agemen t.

Business goals

Capgemini
AI-powered 

Knowledgebase
Pega 

Expertise
Industry 
Expertise

More about CAALM: www.capgemini.com/solutions/capgeminis-ai-assisted-legacy-modernization-caalm-with-pega/

CAALM analysis output

CAALM
Legacy Modernization 

Workbench
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Reimagine
Pega Blueprint
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Reimagine
Pega Blueprint

Build
Pega Infinity

Run
Pega Predictable AI  | Agentic Process Fabric  | Case management

Orchestration Consistency Governance

Trust Agility Best practice

New offer 
just for you...

1

Engage Service Automate

Yo ur  r eplacemen t 
ph on e is  on  it’s  w ay.

Track ord er

Security Compliance Performance Monitoring 24x7
Pega 
as a Service

Any AI Any Data Cloud choice

Pega Platform

Autonomous 
Enterprise
Architecture
Move fast, 
Break Nothing.



Reimagine
Pega Blueprint
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Run
Pega Predictable AI  | Agentic Process Fabric  | Case management

Orchestration Consistency Governance
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Reimagine
Pega Blueprint

Build
Pega Infinity

Trust Agility Best practice

Security Compliance Performance Monitoring 24x7

Enterprise-grade 
controls, role-
based access, 

data protection: 
all built in, not an 

afterthought

Audit trails, 
policy 

enforcement, 
and regulatory 
controls ready 
out of the box

Enterprise 
workloads at scale 

without custom 
infrastructure

Real-time 
dashboards and 

alerting across all 
processes and AI 

interactions

SLA-backed 
availability for 

work that        
doesn’t stop

Pega as a 
Service

Any AI Any Data Cloud choice

Pega Platform

Autonomous 
Enterprise
Architecture
Move fast, 
Break Nothing.
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ENTERPRISE OPERATIONS ARE COMPLEX



Intelligent case management 
Agent harness

Predictable agent orchestration
Deliver outcomes seamlessly across AI, People, Systems

Review Process ResolveIntake

Str uctu re d flow

Co llect deta ils

Dyn amic,  AI-gu id ed flow

Str uctu re d flow

Str uctu re d flow Str uctu re d flow

Analyze d ocumen ts

Inve st igat e

R ese arch policies

R evie w r esear ch  find in gs

Decide n ext  steps

Gen erat e d ocumen t

R evie w & app rove

Pu ll cu st omer  h isto ry

No tify int ern al tea m

No tify stak eho ld ers

Dyn amic,  AI-gu id ed flow

Upd ate policy?

Upd ate docu ment ation ?

Docu ment  w rap-u p n ote s

No tify custo mer

MCP Web & mobi le Ch at Voi ce B ack-office Co llab orationCo ntact C enter

Status Customer details History Documents Data



Agility in action

How to adapt on the fly in Infinity Studio
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“My team needs a process to accommodate 
automatic approval of travel for pre-approved 
of event staff attendees.”​

“We want to identify steps we can automate to 
make our travel app more efficient”

Infinity Studio

Infinity Agentic Development Toolkit (MCP/A2A)

MCP skil ls

Interrogate application Generate & modify rules

Debug Generate & run tests

AI Choice



25



26

The transformation 
factory
How to scale across the organization



The Transformation Factory: Momentum Beyond the MLP
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MVP proves value. The Transformation Factory creates repeatability.

MLP 1

Prove value and feasibility to 

unlock further transformation
• Clear target KPIs & expected 

benefits + baseline
• Narrow “thin slice” use case 

(end-to-end)
• Design for reuse from day one

Industrialize

CoE & Design Authority

Re-usable 
components 

& assets

Pega Insights 
to drive continuous 

improvements

Capgemini AI 
accelerators

Business Value 
Framework

AI-powered Delivery 
Playbook & CoE

Pega Infinity 
Agents 

Agentic Legacy Analysis – CAALM

Agentic UX design – RAISE for 
Intelligent Experiences

Design Agents – Pega Blueprint

DevSecOps Agents in PDM

Infinity Studio AI Assistant

Generation of automated tests

Agentic troubleshooting in PDC

Transformation Factory foundation
Factory enablers
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AGENTIC ENTERPRISE APP DEVELOPMENT
Open AI Architecture

www.pega.com/blueprint Infinity Studio Enterprise Agents, CLI, & IDE’s

Blueprint AI Engine Infinity Agentic Development Toolkit (MCP/A2A) Enterprise AI Coding Agents

MCP skil ls

Interrogate application Generate & modify rules

Debug Generate & run tests

Industry best practice repository Plan, build, extend,  test with any AI

Best practices Global regulations

Legacy analysis Enterprise standards

AI Choice
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AGENTIC ENTERPRISE APP DEVELOPMENT

AI driven root cause analysis & diagnosticsPega Deployment Manager

AI Generated tests



Intelligent case management 
Agent harness

Predictable agent orchestration
Deliver outcomes seamlessly across AI, People, Systems

Str uctu re d flow

Co llect deta ils

Dyn amic,  AI-gu id ed flow

Str uctu re d flow

Str uctu re d flow Str uctu re d flow

Analyze d ocumen ts

Inve st igat e

R ese arch policies

R evie w r esear ch  find in gs

Decide n ext  steps

Gen erat e d ocumen t

R evie w & app rove

Pu ll cu st omer  h isto ry

No tify int ern al tea m

No tify stak eho ld ers

Dyn amic,  AI-gu id ed flow

Upd ate policy?

Upd ate docu ment ation ?

Docu ment  w rap-u p n ote s

No tify custo mer

Status Customer details History Documents Data

MCP Web & mobi le Ch at Voi ce B ack-office Co llab orationCo ntact C enter

Review Process ResolveIntake

Manage operations at scale
Reporting & auditing

TRACK OPTIMIZATION 
ACROSS YOUR OPERATION
END-TO-END TRACEABILITY
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Client success



From Theory to Transformation
REAL-WORLD RESULTS

Navy Federal 
Credit Union

European Banking and 
Insurance Company

European Insurance 
Company

Lotus Notes to Pega.
Transformed document-heavy workflows.

Compliance at scale. Faster processing.

Tibco migration at Scale.
Complex financial workflows reimagined.

Factory model enabled rapid rollout.

Legacy modernization at enterprise 
scale. Ongoing factory-model 

expansion.

Legal Operations · Lotus Notes Financial Services · Tibco Insurance · Enterprise Scale

SESSION: PANEL

Transformation Transformed: 
How Blueprint Drives Speed 
and Simplicity

DATE AND LOCATION

 June 9, 2026, 2:15PM - 3:00PM PDT
 Premier Ballroom 316



Key take-aways
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Lead with 
value not 
technology

AI is the 
accelerator. 
You’re still the 
driver.

Enable factory-scale 
optimization with 
agentic AI



Ready to go from
legacy to launch?
Visit us in the Innovation Hub!

Capgemini Booth #23
& Legacy Transformation Area
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