
The modernisation 
imperative
A strategic guide to replacing your debt 
collection system



Introduction

For lenders, the question is no longer if you will 
replace your core collections platform, but how 
soon you must act to protect your competitive 
position. 

Replacing mission-critical software is potentially 
one of the most disruptive things you can do. 
It impacts every department, carries significant 
operational risk, and demands rigorous 
governance. However, the cost of inaction has 
now surpassed the cost of change. 

We are witnessing a “Digital Collections Gap.” 
While consumer technology operates in real-
time, many collections functions remain tethered 
to batch-based legacy systems designed for a 
different era. This guide provides a strategic 
framework to help you evaluate your technical 
debt, identify the right operating model, and 
execute a replacement strategy that secures your 
future.
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The cost of doing nothing

Financial institutions currently 
spend 70-75% of their IT budgets 
simply maintaining legacy 
systems (‘Run’ costs), leaving only 
a fraction for innovation (‘Grow’ 
costs). 

In a market defined by 
regulatory agility and digital-first 
engagement, this imbalance is a 
strategic liability.
 
Source: Profound Logic / Deloitte Banking Industry Analysis

Time to modernise?



All enterprise software lifecycles eventually 
reach a terminal stage that the industry calls 
‘maintenance mode’. This phase represents a 
fundamental shift in the vendor relationship. 
It often occurs after a period of slow growth or 
following a private equity acquisition.  
 
In this state, the vendor ceases to view the 
product as a growth engine and instead treats it 
solely as an asset for financial extraction.

Investment in Research and Development 
evaporates almost entirely. The product 
roadmap, which once promised innovation, 
becomes static. You might receive minor security 
patches or essential bug fixes, but meaningful 
functional improvements stop.  
 
The vendor is no longer trying to win your loyalty 
through performance or new features. They are 
simply relying on the fact that you are stuck.

These vendors bank on the high operational 
difficulty of migration and the rigidity of ‘sticky’ 
multi-year contracts to keep you locked in. This 
is a dangerous position for a buyer. You continue 
to pay premium rates for a platform that is 
effectively dead.  
 
The real cost is not just the annual licence fee. 
It is the cost of being tethered to a system 
that can no longer adapt to new market 
demands or regulatory changes.
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Are you trapped in 
‘legacy maintenance 
mode’?

The symptoms of decay

Enhancement paralysis 
New features are rare and exclusively 
compliance-driven. The roadmap is static.

Workarounds multiply 
Your team relies on spreadsheets, 
manual interventions, or third-party apps 
to bypass system limitations.

Talent drain 
You struggle to find developers or 
analysts willing to support the outdated 
code base.

Growth stagnation 
The vendor is focused on retaining 
existing clients, not acquiring new ones.  
A sure sign of a dying platform.

Questions to ask

“How many FTEs are currently assigned 
to R&D for this specific version of the 
platform?”

“When was the last major functional 
release that was not mandated by 
regulatory bodies?”

The case for change



The case for change

Your software should accelerate your business 
strategy, not constrain it. If you wish to launch 
a Variable Recurring Payment (VRP) model or 
integrate a new digital channel, how long is the 
time to value?

In modern architectures, these changes are 
measured in days. In legacy environments, 
they require “Change Requests,” professional 
services fees for basic changes, and timelines 
measured in months. If your Operations Director 
frequently hears “the system won’t allow that,” 
your technology is actively capping your revenue 
recovery.
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The strategic 
functionality gap

The digital shift

Digital channels now account for 
over 40% of collections activity 
in leading firms, with digital-
first strategies improving ‘kept 
promise’ ratios by up to 75% 
compared to traditional voice-
only methods.
 
Source: McKinsey & Co, “The Future of Debt Collection”



The case for change

When a vendor de-prioritises a product, support 
is the first casualty. Senior engineers move to 
new projects, leaving junior staff to patch the 
legacy estate.
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The support 
deterioration cycle

Warning signs

Ticket walls: You can no longer access a 
human expert directly.

Deflection: Critical bugs are met with 
“this will be fixed in the next upgrade” 
(forcing a costly project).

Knowledge loss: High turnover in the 
vendor’s support team leads to a lack of 
historical context for your issues.



The digital shift

This is the single most critical technical 
differentiator in the market.
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Integration:  
Why ‘real-time’ 
matters

The legacy standard (batch processing)
Most legacy systems rely on overnight file 
transfers (SFTP). Data is always at least 24 hours 
old.

This is risky. For example: A customer pays online 
at 9:00am. Your dialler doesn’t receive the update 
until midnight. You call the customer at 11:00am 
to chase a debt that is already paid, causing 
reputational damage and unnecessary cost.

The modern standard (streaming)
Modern platforms utilise API-first architectures 
and event streaming.

The advantage of this is that data flows instantly 
across your entire ecosystem, ensuring that 
payment gateways, credit reference agencies, 
and communication tools operate in perfect 
lockstep to eliminate the risks associated with 
time-lagged information.

Questions to ask

“Is your API documentation open and 
accessible to our developers today?”

“Does your platform support event 
streaming, or do we have to poll your API 
to check for changes?”
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Feature
Legacy  

(‘Lift and shift’ model)
Cloud-Native  

(The Flexys standard)

Architecture Old, monolithic software installed on a remote 
server, or cloud-hosted.

Microservices architecture built specifically for 
the cloud.

Upgrades Painful, expensive projects every 2–3 years. 
Disruption is guaranteed. Evergreen: Continuous, automatic updates.

Scalability Manual provisioning of new hardware. Slow and 
costly.

Auto-scaling: Resources expand and contract 
instantly with demand.

Security You (or the host) must manually patch servers. 
High risk.

Enterprise-grade security managed by the 
provider.

Integration Custom code, brittle file transfers. Event streaming or API-first, plug-and-play 
connectivity.

Cost of 
ownership

IT & Infrastructure costs + Upgrade costs + 
Maintenance. Volumetric costs aligned with business growth.

The future state

Hosting models: legacy vs. cloud-native



The future state

Your collections agents are skilled professionals 
accustomed to consumer-grade applications in 
their personal lives. Forcing them to navigate 
“green screen” or outdated interfaces significantly 
damages productivity and morale. 

Modern, intuitive browser-based interfaces are 
not merely an aesthetic upgrade; they reduce 
onboarding times from weeks to days and 
support hybrid working natively. Crucially, they 
guide agents through the “Next Best Action,” 
automating workflows to minimise error rates 
and ensure compliance without the need for 
intensive training.
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Elevating the agent 
experience ”We don’t design software just 

to look good; we design it to 
prevent mistakes. If an agent 
has to fight the system to find 
information, compliance risks go 
up.  
 
“We build the complex rules into 
the background, so your team 
can stop worrying about the 
process and focus entirely on the 
person they are speaking to.”
 
Simon Pritchard, Product Manager, Flexys



Strategic alignment

Successful procurement is rarely just about the 
product; it is about the fit between the buyer’s 
culture and the vendor’s offering. Before issuing 
an RFP or entering negotiations, you must look 
inward. Identifying your organisational archetype 
helps you filter vendors not just by feature set, 
but by strategic philosophy.

Which of the following profiles best matches your 
organisation?
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Understanding your 
buyer profile

1. The risk-mitigator
 
Priority: Stability and security.  
 
You gravitate toward market leaders with 
massive installed bases and proven track 
records. You want the “safe bet” to protect critical 
infrastructure and ensure continuity.

The trade-off: The cost of safety is often 
obsolescence.  
 
By prioritising established giants, you are often 
selecting older technology.  
 
This may result in a shorter remaining lifespan 
for the solution, forcing a migration sooner than 
anticipated.



Strategic alignment
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3. The innovator
 
Priority: Speed and Agility.  
 
You seek “evergreen” cloud architectures, API-
first ecosystems, and best-of-breed solutions. 
You aren’t afraid of being an early adopter if it 
provides a competitive edge.

The trade-off: Cultural alignment. 
 
To maximise value, your internal culture must be 
capable of adapting quickly to frequent updates 
and modular workflows.

2. The relationship builder
 
Priority: Partnership and Influence.  
 
This buyer views procurement as a marriage, 
not a transaction. You seek vendors who offer 
a “seat at the table,” allowing you to influence 
their product roadmap and ensure long-term 
alignment.

The trade-off: Resource intensity.  
 
True partnerships cannot run on autopilot; they 
require a significant time investment from your 
stakeholders to manage the relationship and co-
create value.



Strategic alignment

Replacing a core system is a rare event. You must 
decide if your internal team has the capacity 
and specific experience to lead it, or if you need 
external support.

External advice 

If your organisation lacks recent experience with 
large-scale replacements, external consultants 
can be helpful. They bring market clarity to help 
you separate genuine technical capability from 
sales pitches, offer the objectivity needed to 
navigate internal politics, and provide established 
testing and migration methodologies that 
significantly reduce project risk.
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Do you need external 
support?

Internal capability 

Large financial institutions often have capable 
project management teams. Keeping the project 
in-house retains knowledge and costs but carries 
a risk: rebuilding what you already have. 

Without an external perspective, teams often 
recreate inefficient legacy processes simply 
because they are familiar, limiting your ROI. 

The role of Professional Services 

If you choose the internal route, your choice of 
vendor becomes critical. Avoid ‘order-takers’ 
who configure exactly what you ask for; choose 
a partner with strong Professional Services who 
will challenge your workflows and guide you 
toward modern best practices.



The path to execution
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To select a partner capable of handling the 
future of collections, you must look past the 
“Demo Dazzle.” It is all too common for vendors 
to present a polished, high-gloss frontend that 
effectively hides a decaying or rigid backend 
infrastructure. 

To avoid this trap, you need a structured, three-
phase evaluation.

Phase 1: Assessment
 
Before engaging the market, look inward. 
Audit your current contract exit clauses and 
renewal dates to establish a realistic timeline. 
Crucially, you must distinguish between “Must-
Have” regulatory requirements and “Nice-to-
Have” features. If a system cannot handle your 
compliance needs, the user interface does not 
matter. 
 
Phase 2: Market reality
 
This is the litmus test. Do not rely on generic, 
scripted demonstrations. You must commission 
a Proof of Concept (POC) using your own 
anonymised data and your most complex 
workflows. If a vendor cannot rapidly configure a 
POC to your specifications, their system is likely 
too brittle for the modern market.

Phase 3: Reference Due Diligence
 
When speaking to vendors, ignore the marketing 
fluff. Ask to speak directly to their existing clients.  
Real-life experience is the best predictor of future 
success.

A rigorous evaluation 
framework



The path to execution
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Enterprise-level collections platforms are not 
“click-to-buy” consumer software; they operate 
in a high-stakes, regulated environment 
that demands a tailored approach. Success 
requires more than just code, it requires expert 
implementation and a true partnership.

Configuration vs. Code
 
Enterprise collections software is not “click-to-
buy”; it operates in a high-stakes, regulated 
environment that demands a tailored approach. 
Success requires more than just code; it requires 
expert implementation and a true partnership. 
 
Process re-engineering
 
A high-quality implementation team will not 
simply replicate your old way of working. They 
should challenge your existing processes, asking, 
“Are you doing this because it’s the best way, 
or simply because your legacy system forced 
you to?” This is your opportunity to modernise 
operations, not just technology.

Knowledge transfer 
 
Finally, the engagement model must be designed 
for your independence. One of the goals of the 
implementation process should be knowledge 
transfer - empowering your internal teams to 
manage, tweak, and run the system post-go 
live. If the implementation creates a permanent 
dependency on the vendor for minor changes, 
the implementation has failed.

Implementation: the 
value of partnership



The path to execution
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The transition to modern technology demands 
a shift in commercial strategy. You must move 
away from rigid legacy licensing and towards 
pricing models that reflect true value. Legacy 
contracts often penalise buyers with fixed 
user quotas, which leads to paying for licences 
that staff members rarely touch. A modern 
commercial relationship should not force you to 
pay for unused software. It should be dynamic 
and adapt to your changing operational needs.

Fair pricing
 
Modern volumetric pricing is superior because 
it ensures fairness. You pay based on actual 
activity, such as the number of active accounts. 
This approach aligns the vendor’s revenue 
directly with your business performance, 
meaning they only succeed when you do. 
 
Operational flexibility
 
Your costs must be able to breathe with the 
business. This elasticity protects your margins 
during quiet periods and provides you with clarity 
on future costs aligned to business growth.

Contractual protection 
 
Beyond pricing, you need robust but fair legal 
safeguards. Service Level Agreements should be 
fit for modern software. You must also insist on 
data portability. Ensure the contract explicitly 
states you can extract your data in a standard 
format if you decide to switch providers.

Contract and 
commercial 
negotiations



The leadership mandate

Transforming your collections technology is 
a significant undertaking. It requires vision, 
resource allocation, and the willingness to disrupt 
established routines for the sake of long-term 
gain. However, making this transition is the 
defining action of a future-fit leader.

It is often tempting to remain with a legacy 
provider because it feels comfortable. The 
systems are known, and the quirks are 
understood. Yet that sense of safety is an illusion. 

Choosing to stick with the status quo is effectively 
a decision to accept declining efficiency. It 
is a choice to slowly erode your competitive 
advantage while your peers adopt faster and 
more intelligent ways of working. You cannot 
expect to build a modern, responsive operation 
on foundations designed for a different decade.

Your technology infrastructure should serve 
as the engine of your strategy rather than the 
anchor holding it back. It must actively empower 
your team to work smarter, delight your 
customers with better experiences, and provide 
the agility required to navigate an uncertain 
regulatory future. 

When you get this right, you turn a back-office 
function into a genuine driver of business 
value.

If you’d like to pick our brains about how to 
transform your collections effectiveness, please 
don’t hesitate to get in touch at:  
www.flexys.com/contact-us 
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“True innovation in collections 
is not just about adopting new 
software. It is about having the 
courage to admit when a legacy 
process no longer serves your 
mission. 

“We build technology for 
visionary leaders who are ready 
to stop managing decline and 
start engineering growth.”
 
James Hill, CEO, Flexys

Engineering 
sustainable growth

http://www.flexys.com/contact-us  

