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Healthcare IT teams aren’t short on vision. They’re short on capacity.

Across healthcare organizations, the advantages of modernization initiatives are well understood: 
infrastructure upgrades, cloud migration, stronger cybersecurity, improved interoperability, and AI 
readiness. Yet many of these initiatives stall because daily operational demands consume the time and 
attention required to move forward.

This condition is not a failure of leadership. It’s structural.

Legacy systems, accumulated technical debt, and the uncompromising requirement for clinical continuity 
force IT teams into a reactive operating model. Urgent issues take precedence over foundational 
improvements. Modernization becomes incremental rather than deliberate.

The question isn’t whether healthcare organizations should modernize. It’s how to modernize while 
maintaining stability, protecting care delivery, and operating under real-world constraints.

In this e-book, you will learn:

 •  Why “maintenance mode” plagues IT teams

 •  How technical debt increases total cost of    
  ownership and risk exposure

 •  How to execute modernization deliberately   
  without disrupting care

 •  What measurable indicators signal that    
  momentum is building

 •  And a five-layer roadmap for sequenced    
  modernization
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Before organizations can modernize e�ectively, they must 
recognize the forces that keep them anchored in what can be 
described as “maintenance mode.”

Maintenance mode occurs when accumulated technical debt 
consumes the majority of IT capacity, forcing teams to preserve 
systems rather than improve them. Legacy infrastructure, 
unsupported so�ware, and aging platforms require continuous 
oversight simply to remain secure and functional.

This state is predictable in healthcare environments, where 
preserving clinical continuity rightly outweighs aggressive 
change. Over time, however, deferring modernization creates 
compounding consequences.

The impact is significant. IT professionals lose nearly half their 
working time maintaining legacy systems rather than advancing 
strategic initiatives. As technical debt grows, total cost of 
ownership increases and enterprise risk expands.

The impact includes:
   • Increased cybersecurity insurance premiums
   • Greater exposure to vulnerabilities and     
 delayed threat detection
   • Persistent operational ine�iciencies from  maintaining   
 outdated systems
   • Rising integration complexity and system fragility

Healthcare organizations continue to face the highest data 
breach costs of any industry. Legacy environments frequently 
contribute to delayed detection and prolonged recovery. 

Beyond financial exposure, maintenance mode creates 
operational fragility. Clinician frustration increases when 
systems lag. Innovation slows. New care models become 
harder to implement.

As a result, technical debt begins to accelerate. A significant 
majority of IT leaders anticipate moderate to severe technical 
debt within the next few years.

Moving beyond maintenance mode requires a deliberate 
roadmap that reorients IT planning toward long-term 
resilience and structured progress.

1 The Real Cost of Legacy Systems, ServiceNow        2 Average Cost of a Healthcare Data Breach, The HIPAA Journal
3 Predictions 2025: Technology & Security, Forrester © 2026 C Spire. All Rights Reserved.
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per week, nearly half their workweek, 
are lost by IT workers simply maintaining 
legacy systems.1

17
HOURS 

of IT leaders anticipate moderate to severe 
technical debt by the end of 2026.375% 

remains the highest average cost of a data 
breach in any industry, with healthcare at 
the top.2
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Layer 4: Integration and Connectivity
Goal: Workflow continuity and data interoperability

Focus Areas: Reliable system-to-system connectivity, 
workflow-level integration, and secure access solutions

Strategic Importance: Disconnected systems create 
ine�iciencies and manual intervention. Integration maturity 
reduces duplication, minimizes workflow friction, and 
strengthens clinician productivity.

This layer ensures that modernization improves the 
architecture diagram and, most importantly, the lived 
experience of clinicians.

Layer 5: Workflow, Experience, and AI Readiness
Goal: Strategic momentum and competitive di�erentiation

Focus Areas: Patient engagement platforms, scheduling 
optimization, analytics environments, data governance, 
and AI enablement

Strategic Importance: AI and advanced analytics require 
secure infrastructure, integrated systems, and governed data. 
Organizations that build foundational layers first are positioned 
to adopt AI deliberately rather than experimentally.

At this stage, modernization shi�s from risk reduction to 
strategic advantage.

Modernization e�orts o�en fail because of 
insu�icient sequencing.

Organizations attempt to pursue cloud initiatives, AI pilots, 
infrastructure upgrades, and security enhancements 
simultaneously. When foundational layers are unstable, 
advanced initiatives introduce additional complexity rather 
than momentum.

Modernization materializes as a result of a disciplined 
progression in which each layer reduces risk and creates 
capacity for the next.

E�ective modernization roadmaps are built across five 
interconnected layers.

Layer 1: Infrastructure Foundations
Goal: Stability, performance, scalability

Focus Areas: Network capacity expansion, firewall 
modernization, and switching infrastructure upgrades

Strategic Importance: Modern applications, cybersecurity 
tools, and AI capabilities depend on reliable infrastructure. 
Without stability at this layer, higher-level initiatives amplify 
fragility instead of improving performance.

Infrastructure maturity reduces unplanned outages, improves 
performance consistency, and creates the baseline required for 
modernization to succeed.

Layer 2: Security Requirements
Goal: Confidence, compliance, resilience

Focus Areas: Identity and access management, multi-factor 
authentication, endpoint protection, directory services, and 
policy enforcement

Strategic Importance: Security maturity reduces risk while 
removing hesitation around innovation. Without strong identity 
and endpoint controls, modernization increases exposure and 
slows adoption.

Security at this stage should emphasize visibility, 
monitoring discipline, and response readiness rather than 
just tool acquisition.

Layer 3: Application and Platform Modernization
Goal: Reduced maintenance burden, operational e�iciency

Focus Areas: Migration of appropriate workloads to cloud and 
SaaS environments, retirement of unsupported systems, and 
reduction of on-premises dependencies

Strategic Importance: Cloud and SaaS platforms shi� routine 
maintenance responsibilities to managed providers. When 
executed strategically, this reduces internal workload and allows IT 
teams to reallocate e�ort toward higher-value initiatives.

Without reducing legacy footprint, integration and innovation 
e�orts multiply operational overhead.

The IT Modernization Roadmap
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Modernization e�orts o�en fail because of 
insu�icient sequencing.

Organizations attempt to pursue cloud initiatives, AI pilots, 
infrastructure upgrades, and security enhancements 
simultaneously. When foundational layers are unstable, 
advanced initiatives introduce additional complexity rather 
than momentum.

Modernization materializes as a result of a disciplined 
progression in which each layer reduces risk and creates 
capacity for the next.

E�ective modernization roadmaps are built across five 
interconnected layers.

Layer 1: Infrastructure Foundations
Goal: Stability, performance, scalability

Focus Areas: Network capacity expansion, firewall 
modernization, and switching infrastructure upgrades

Strategic Importance: Modern applications, cybersecurity 
tools, and AI capabilities depend on reliable infrastructure. 
Without stability at this layer, higher-level initiatives amplify 
fragility instead of improving performance.

Infrastructure maturity reduces unplanned outages, improves 
performance consistency, and creates the baseline required for 
modernization to succeed.

Layer 2: Security Requirements
Goal: Confidence, compliance, resilience

Focus Areas: Identity and access management, multi-factor 
authentication, endpoint protection, directory services, and 
policy enforcement

Strategic Importance: Security maturity reduces risk while 
removing hesitation around innovation. Without strong identity 
and endpoint controls, modernization increases exposure and 
slows adoption.

Security at this stage should emphasize visibility, 
monitoring discipline, and response readiness rather than 
just tool acquisition.

Layer 3: Application and Platform Modernization
Goal: Reduced maintenance burden, operational e�iciency

Focus Areas: Migration of appropriate workloads to cloud and 
SaaS environments, retirement of unsupported systems, and 
reduction of on-premises dependencies

Strategic Importance: Cloud and SaaS platforms shi� routine 
maintenance responsibilities to managed providers. When 
executed strategically, this reduces internal workload and allows IT 
teams to reallocate e�ort toward higher-value initiatives.

Without reducing legacy footprint, integration and innovation 
e�orts multiply operational overhead.

A structured modernization roadmap ensures that 
each investment builds capacity rather than 
compounds complexity.

The IT Modernization Roadmap
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How to Execute and Measure Momentum

Designing a roadmap is only the first step. Execution discipline 
determines whether progress materializes.

Modernization fails when initiatives are treated as isolated 
projects rather than components of a long-term operating 
model shi�.

E�ective execution requires three commitments:

1. Sequence deliberately
Resist stacking initiatives and complete foundational layers 
before introducing additional complexity.

2. Create capacity early
Prioritize projects that reduce maintenance burden and free 
internal IT time.

3. Measure friction reduction
Success is reflected in reduced operational burden, improved 
responsiveness, and lower risk exposure.

Progress indicators should extend beyond system availability.

Operational indicators:
   • Reduced incident volume
   • Faster resolution times
   • Decreased a�er-hours support requirements
   • Lower maintenance workload

Risk indicators:
   • Improved patch compliance
   • Retirement of legacy systems
   • Reduced vulnerability exposure

Experience indicators:
   • Fewer workflow disruptions
   • Increased adoption of modern platforms
   • Reduced clinician-reported friction

When modernization reduces friction, capacity increases. When 
capacity increases, innovation accelerates.

This virtuous cycle is not created by accident—it is the result of 
disciplined sequencing.
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Why do healthcare organizations need a 
modernization roadmap?
To move from reactive IT operations to 
proactive, strategic execution aligned 
with long-term goals.

What causes healthcare IT teams to 
become stuck in maintenance mode?
Accumulated technical debt created 
by aging infrastructure and 
unsupported systems.
 
How does a structured modernization 
roadmap accelerate progress?
Deliberate sequencing so each initiative 
builds the foundation for future 
advancement. 

How should healthcare organizations 
measure modernization success?
Reductions in operational burden, risk 
exposure, and workflow friction—not 
uptime alone.

What is the ultimate outcome of a 
successful modernization e�ort?
The capacity to support connected 
care, digital transformation, 
and sustained innovation.

To Recap



Healthcare organizations cannot eliminate operational pressure, but they can 
change how they respond to it.

A disciplined modernization roadmap reduces technical debt, strengthens security 
posture, and builds a resilient IT foundation capable of supporting connected care, 
digital transformation, and AI readiness.

More importantly, it reclaims capacity. When IT teams are no longer consumed by 
maintenance, they can focus on strategic initiatives that improve clinician 
experience, patient outcomes, and organizational performance.

The first step isn’t a wholesale transformation. It’s an honest assessment:         
where is maintenance consuming capacity, and which foundational layer is 
constraining progress?

From there, modernization becomes deliberate, measurable, and sustainable.

Organizations seeking to accelerate this transition o�en benefit from     
experienced healthcare IT partners who understand both clinical realities and 
infrastructure complexity.
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Conclusion: Building Capacity for Connected Care


