From Legacy to
Lightning: Migrate Your
Core Systems In Just 4
Months

Modernizing your core systems shouldn't feel like a gamble or a

guessing game.

Too many insurers still rely on outdated migration methods that

drag projects down with delays, cost overruns, and data chaos.

This eBook gives insurance IT leaders, enterprise architects, and
operations teams a battle-tested roadmap to migrate smarter and

faster

So, if you're ready to break free from legacy ETL pipelines and
painful cutovers and build a future-ready foundation you're exactly

where you need to be.

Let's divein.
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Modernizing a core system often feels like trying to
renovate a house without touching the foundation.

It's necessary. It's risky. And waiting only makes the risks worse. -nw- - '--- \
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Carriers know this. ll“ ! ‘n'
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Over the past 20 years, most have attempted migrations during
core upgrades and most bear the scars to prove how difficult it

really is.
At the start of every project, optimism runs high.
But once the real work begins, cracks appear fast.

Data doesn't map cleanly. Business rules collide with legacy
exceptions. Validation cycles drag on. Small problems

snowball into major risks.
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The Same Pattern Plays Out Again and Again

Legacy data is a mess

Legacy data is a tangled mess, with countless exceptions and unexplained fields. No ETL

tool can easily clean it up.

ETL pipelines buckle

&3 Every tweak to a business rule triggers rework. Small changes ripple downstream,

breaking integrations and causing new rounds of errors.

Validation becomes a fire drill

@ Instead of automated checks, armies of analysts manually spot-check
policies, claims, and billing records. It's slow, painful, and incomplete; and

critical errors still slip through.

Cutover pressure mounts

@ As migration nears, teams scramble to patch gaps. Some lock
down changes weeks before, while others brace for post-cutover

chaos.

Despite best efforts, many migrations stumble badly at go-live causing data mismatches, billing errors, reporting failures, and financial

reconciliation gaps.

Call centers are flooded with customer complaints. Claims processing slows to a crawl. Regulators flag missing or

inaccurate records. Leadership confidence collapses.

Ultimately this leads to lost revenue, regulatory penalties, brand damage and long-term erosion of customer trust.
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Why Old-School Migration Methods Set Up Carriers
for Failure

Big-Bang Migrations Often Legacy Systems Weren't Built
End in Failure for Migration

Manual ETL Processes are
Designed to Break

Traditional ETL pipelines are fragile. Big-bang migrations in insurance fail Legacy core platforms often 20-30

Every time a business rule changes, 60% more often than phased years old (Decerto, 2024) weren't built
approaches (Cloudficient, 2024). for agile, real-time migrations.

Pushing them harder leads to

even slightly, existing ETL scripts break
forcing teams into constant rework just
to keep basic data flows alive. slowdowns, outages, and costly

workarounds that drain teams and

budgets.

Traditional migration strategies were built for a different era with simpler product portfolios, lighter regulatory expectations, and slower

timelines. Those days are gone.

Today's carriers face nonstop regulatory pressure, rising customer expectations, faster competition, and the demand for flawless data. Old-

school migration methods don't just slow you down, they actively set you up for failure.
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Unveiling the Risks of Traditional Migrations

Budgets Will Bleed
For large carriers, every month of delay adds $500,000 to

$2 million in additional migration costs without delivering

a single new business capability.

Bad Legacy Data Infects the Future

Insurance carriers already lose an average of $15M per year
to bad data (Gable.ai, 2024) and traditional migrations
multiply that cost by replicating dirty data across every

critical system.

Error Rates Increase

Most validation relies on manual spot-checking instead of
automation, dragging timelines longer and pushing error
rates over 40% (Gable.ai, 2024).

Customers Become Frustrated and Lose
Trust in Insurers

Failed migrations lead to delayed billing cycles, frozen
claims payments, call center surges, and customer anger

that spills across social media and regulatory channels.

Most carriers underestimate how badly traditional migrations can fail until it's too late. The risks aren't just technical glitches—they ripple

across operations, compliance, financials, and reputation.
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The Bottom Line: The Old
Playbook Will Break You

It's not a question of jftraditional migration methods will fail you.

It's only a question of when — and how much it will cost.

Outdated strategies — slow manual ETL, big-bang cutovers,
reactive validation — were built for a slower, simpler insurance

market.

Today, they are liabilities:

They bleed budgets dry while delaying
modernization.

They embed bad data that poisons customer
trust and regulatory standing.

They create fragile go-lives that invite chaos
and compliance failures.

And worst of all, traditional migration quietly erodes the one advantage insurers can’t afford to lose: speed.
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In today’s market, speed
Is survival

The ability to launch new products faster, adapt to new risks
quicker, and meet rising customer expectations instantly defines

the winners.
Traditional migrations strip that speed away.

Every month trapped in outdated methods gives faster
competitors time to capture customers, smarter disruptors time to
reshape markets, and regulators time to raise expectations you can
no longer meet.

Falling behind on speed doesn’t just delay modernization it
accelerates competitive decline.

It turns today’s market leaders into tomorrow’s cautionary
tales.

The carriers who will win the next decade won't just modernize their

systems.

They will rethink how they migrate — moving faster, cleaner, and

smarter, using strategies built for real-world complexity.
Because in the end, modernization isn't optional.

It's a race and the only choice is whether you move early by design,

or move late under pressure you can't control.
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What Smart Insurers Are
Doing Differently

Across North America and Europe, a new migration playbook is emerging. The

smartest carriers aren't just replacing core systems — they're rethinking the entire

- _‘ - migration process from the ground up.

IH‘UMHCE MIBATION

They're moving away from brittle tools, manual rework, and high-risk cutovers —
and adopting strategies built for today's speed, complexity, and regulatory
demands.

And the results speak for themselves

4 99%+

Months Data Accuracy
Go-lives happen in a fraction of From day one, not after months of
traditional timelines cleanup

50%

Cost Reduction

Dramatic savings in migration

expenses




The Playbook Behind Successful Migrations

Treat Data as a Product Not a Project

Q Clear owners, defined quality standards, and continuous improvement over time. Profile and clean data early, assign clear
ownership, and continuously improve post go-live.

Automate and Accelerate Every Phase

fJ Replace slow manual work with intelligent automation. Machine learning detects schema mismatches, RPA bots pull data from

legacy systems, and automated scripts validate thousands of records instantly.

Phase Migration Thoughtfully

™ Don't gamble everything on a single cutover weekend. Move simple products first, use policy renewals as natural breakpoints,

and prioritize high-impact systems while deferring low-risk components.

Modernization is no longer just about new platforms. It's about how you move data — quickly, cleanly, and without dragging

legacy risks into the future. The carriers leading the pack aren't just upgrading systems, they're rewriting the migration
playbook.
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How Al is Changing Insurance Migration

Al-Driven Data Elevated Data Quality Full-Scope Validation Unstructured Data
Mapping Detect anomalies and Cross-verify all records and flag Migration

Automatically discover field standardize data achieving discrepancies for audit-ready Extract structured data from
relationships and map legacy 99.9% accuracy versus confidence instantly. unstructured documents like
data with up to 50% less time. traditional ETL. memos and notes, preserving

record richness.

For years, insurers have struggled through migrations that take too long, cost too much, and still leave behind dirty data. Al is changing that by

solving the problems that derail migrations in the first place.
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What an Al-First Migration Looks Like in Practice

Al-Driven Discovery

Early alignment between teams with Al

profiling engines scanning legacy systems

Closed Claims Migration

Al cleanses older records and validates

decades of history

Proof of Concept

Al-assisted engines suggest logical

alignments between schemas

Collaborative Mapping

Al proposes translations while business

SMEs finalize rules

Open Claims Migration

Al-powered validation monitors every live

record in real time

Modernizing insurance core systems no longer follows the old playbook. Today, smart P&C insurers are executing Al-first, phased migrations

blending automation with expert oversight to deliver faster go-lives, cleaner data, and dramatically lower operational risk.

By the time final cutover arrives, live claims are operating smoothly, historical records are clean and accessible, financial reconciliations hold,

and validation reports are audit-ready. Legacy platforms can be decommissioned with confidence.
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Proof, Not Theory: See Al-First Migration in Action

53 4 months from kickoff to go-live  99%-+ data accuracy from Day 1
Dramatically faster than traditional approaches that often Not months later after extensive cleanup efforts
take years
¢y 60% lower migration costs ® Zero ETL pipelines required
Powered by Al and automation that reduces manual effort Dramatically reducing complexity and risk in the migration
process

This isn't theory. We're showing it live right at our booth at InsurTech Hartford.

A real demo of Al-powered, ETL-free migration in action
Practical insights on how you can shorten your own migration journey safely

A fresh look at how smarter data modernization unlocks your next wave of growth

While you're there, take a few minutes to complete our Migration Readiness Assessment — a fast, high-impact tool to benchmark where your
systems stand today, and where smart modernization could take you next.

Because in today's insurance market, the speed of your migration is the speed of your competitive advantage.

If you're ready to lead, not follow, now’s the time to take the first step.

Book a meeting with us and see how we can help you move first and move right with an Al-first migration strategy.
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https://calendly.com/insopsinc/30min

