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AMAZON.COM is an example of a Web site
that has innovatively utilized

data on the Internet to increase its sales and customer loyalty.
As millions know, while searching online for a particular
book, you will see other related book recommendations —
compiled from Amazon’s knowledge
base, which is gathered from its
Customer Relationship Management
(CRM) application.

Using customer data to recommend
other purchases takes the online sales
process a technological step beyond
simply offering merchandise for sale
and, not unexpectedly, other retailers
are doing the same thing.

Turning from books to critters, the
animal control department of a major
U.S. county had an application that
managed and recorded the complaints
it received about animals. However,
they began having problems with this
application, which another consultant
from our company, Intelliserve LLC,
subsequently patched. Unfortunately,
that quick fix perpetuated two prob-
lems: The barebones solution only provided the agency a
working version of an old application and this application
would not let the animal control department leverage the
Internet.

To bring the agency more up to speed in the eBusiness
world, we wrote an application to support the business logic
already in place and moved it to an application server. That
made the business logic accessible not just from a client/server
application, but also from the Web and hand-held computers
such as PDAs.

FIRST YEAR RESULTS: $1.2 MILLION

While legacy eBusiness enabling often increases employee
productivity, another example dramatically illustrates how
enhanced sales value may result. Initially, our client essen-

tially said, “We have all this data, but
we do not know exactly how it ‘fits’
into our level of technology.” I said,
“We have 12 weeks...let’s make this
work” and proceeded to get insight into
the company’s technology, experience
and existing data. Then, I determined
the data requirements, including acces-
sibility, and started pulling all the
technological pieces together.

Eleven weeks later, the company
had an e-commerce Web site that had
been built at a cost of $150,000. Yet,
that cost paled in comparison to the
revenue generated by the new Web
site in its first operational year: $1.2
million, which more than exceeded
the company’s expectations of half a
million dollars. Just as significantly,
the company not only continues to

reap more new business, but the orders contain more line
items with higher quantities on each line, more “routine”
customers have come on board, and customer loyalty is
much stronger.

FOCUS ON BUSINESS, NOT TECHNOLOGY

Legacy eBusiness enabling is not merely a possibility, as
many still think; it is a reality, sometimes even a requirement.
It is something that can be realistically accomplished to

Legacy eBusiness Enabling:
A Business Decision

However enabling is accomplished, it should be achieved as a business decision, with technology
as the tool, not the driver. While that may not be a traditional IT mantra, it is increasingly

becoming a future reality that benefits both business management and a company’s IT department.
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Legacy eBusiness enabling
is not merely a possibility,
as many still think; it is a
reality, sometimes even a

requirement. It is something
that can be realistically
accomplished to achieve

specific business objectives.
And that is the key:
business-focused.
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achieve specific business objectives. And
that is the key: business-focused.

Working with technology is second-
nature to network and systems professionals,
but working the business side of a company
is often foreign territory in terms of the
reasons why a company should implement
certain IT strategies. Are these strategies in
the company’s best (profit-making) inter-
ests? Let’s examine legacy eBusiness
enabling primarily from the perspective of
business value enabled by technology
tools and IT expertise, beginning with the
technology fundamentals.

Typically, the process begins on a dol-
lar-focused basis. The consultant or IT
professional determines which existing
systems should remain because the company
can still use the functionality and technology,
and which have outlived their usefulness. At
the same time, the consultant or IT profes-
sional must search for data that is not stored
in corporate databases, but may reside in
numerous locations. For example, an analyst
may produce reports for the president. He
may pull data from the corporate database
and store it in his local computer, then
manipulate it from that point and subse-
quently just add new data, creating a new
repository for information.

BALANCE SHEETS,
EDUCATION AND CRM

It is up to the consultant or technologist to
“illuminate” these repositories by determin-
ing where various users are taking existing
data and adding to or manipulating it. A
parallel task involves evaluating applications
as to whether they are outdated. Questions
include “Is it appropriate for the application
to be upgraded? What will the upgrade cost
and will doing this be more work than it is
worth to maintain (on the company’s bal-
ance sheet?)” In any event, it all centers on
infrastructure, with most companies having
a gold mine in data that they are not utilizing
but could via legacy eBusiness enabling.

Sometimes, an educational process
comes into play. In looking at the languages
written in-house on legacy applications,
valuable data is closer than most manage-
ment thinks. For instance, the PowerBuilder
development environment is about 10 years
old and is considered a legacy tool.
Actually, it is a prime client/server develop-
ment tool and the typical company does not
realize they can move applications written

in PowerBuilder to the Web if the existing
business logic makes sense.

If so, “don’t toss the baby out with the
bath water.” Instead, take that existing busi-
ness logic, put it into an application server
and build a Web-based application or user
interface to access that logic. Taking this
step reduces maintenance and deployment
costs on the resulting application because
there is only one code base to maintain. It
also opens up new possibilities by allowing
the business logic to be accessed from a
variety of different places such as other
applications, Web-based applications and
even wireless devices.

None of the items mentioned here is
“breaking news” to network and systems
professionals. Rather, it lays the foundation
for the increasingly prominent role played by
business-side decisions in legacy eBusiness
enabling. After examining existing data, the
next stage involves determining the goal or
strategy for utilizing the data. Foremost is
how to move forward without costing the
company the proverbial “arm and a leg.” For
instance, a large retailer may be using a
CRM tool that is not currently Web-based
but the company wants it to be.

In today’s technology environment, this
situation now prompts business questions
beginning with whether the application
actually needs to be Web-based. If the
answer is “yes,” and the application is a
commercial package, then perhaps there is
an Internet-based version available for pur-
chase. Otherwise, an application server and
some coding will be required to access the
existing data from a Web page.

If the application does not need to be
Web-based the task is to evaluate which
part of the application the company really
needs on the Web and how to get it there.
More often than not, companies want
access to data on the Web. To get it there,
a consultant or technologist might look at
myriad places where the data will be
displayed rather than attempting to dis-
play it all at once. An excellent example
of customer Web-based management of
information revolves around CRM. Not
only should companies keep track of who
its customers are, but also their buying
habits and patterns.

Specifically, the company should be able
to take this customer data, move it onto the
Web, and then leverage it into increased
customer sales. When a customer logs onto
the company’s Web site to buy a cashmere

sweater, for example, the site should alert
the customer about previous purchases. In
other words, the customer data would show
that shoes and pants were purchased last
time or note that the customer has a penchant
for leather, so “Here’s a buying recommen-
dation for you today.”

NO PLAN? DEVELOP
ONE OR ELSE

That is why, in a thorough architectural
assessment, the consultant will optimally
“look at everything.” That includes
resources such as accounts payable,
accounts receivable and general ledger and
also examining work processes, supply
chain management, content, CRM, every
relevant aspect of the company’s business.
Not only is the enabling project centered on
how to best utilize legacy data online, but on
the cost, too. That calls for an overall busi-
ness/technology plan that addresses return
on investment (ROI).

After all the business components and
legacy systems have been examined, the
goals and strategy must be developed and
clearly stated. Unfortunately, many compa-
nies are of the opinion that implementing
the new system just involves pulling all the
pieces together and dumping it on the Web.
While that is an appealing approach from a
logistical standpoint, it does not take into
account the new technology and new busi-
ness factors that will inject themselves into
the company’s future.

Therefore, with the appropriate trumpets
and drum rolls: Building a plan is para-
mount. Simplistic as it may sound, the idea
is to develop the plan so that the result
meets the company’s business ROI objective.
With the plan completed, the consultant can
then determine how long the eBusiness
enabling will take, which legacy parts
should be employed, which legacy parts
should be replaced, and what potential
business value can be delivered. That
return may revolve around hard dollars.
Alternately, it may manifest itself via
revised work processes; for example, the
required time for certain tasks such as
reports to be completed.

On the other hand, it may address other
business aspects such as additional sales.
For example, if the company operates on
a Monday through Friday, 8 a.m. to 5 p.m.
schedule, but its customer base is open
24x7, a business question must effectively
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be answered: “What additional sales
would be possible if customers were able
to access your business around the
clock?” If the answer is that it is both
workable and potentially profitable to go
24x7 on the Web, this illustrates another
aspect of eBusiness.

BE FLEXIBLE —
AND AVOID PITFALLS

Of course, legacy systems must be flexible
and scalable to grow with a company or
they create a situation where more time is
spent babysitting the system than should be
necessary. While many legacy systems have
been developed that are virtually worry-
free, these tend to not be the systems most
people interface with on a day-to-day basis.

Legacy eBusiness enabling also has pit-
falls to avoid. For example, one company
needed historical data on inventory
stocked for a particular customer, to make
sure they would always have sufficient
quantities available so that when the customer
wanted 20 items, those items were waiting
on the shelf. However, that information
was not maintained at the company.
Therefore, the consultant had to recreate
it for the application.

Another problem is that an obvious solu-
tion may violate company policy such as
outside access to data on the mainframe.
Another potential threat to legacy eBusiness
enabling can occur when certain upper
management personnel do not support the
project. In this case, even if the implemen-
tation actually gets underway, it may quickly
come to a halt because certain business-side
management is not willing to do what is
required for a successful completion.
However, that just begs another larger ques-
tion: “What’s the cost of not touching the
legacy data?”

Actual implementation, in contrast, tends
to move smoothly when corporate buy-in
exists and people do not tend to be dis-

placed in the process. When companies are
open-minded, the shift from the legacy
environment into the new e-business envi-
ronment typically occurs naturally. People
shift from old projects that are now completed
and into the new environment, while those
few who cannot make the adjustment will
move on to another company where the
technology/business world is not moving
quite as quickly.

BIGGEST MISTAKE

Possibly the biggest mistake that compa-
nies can make is indecision about taking the
legacy eBusiness enabling plunge. Usually
the corporate thought process is “We’re not
going to put this out there until we have
everything in place.” While commendably
prudent, if the company waits for that magic
moment to occur, technology will leave the
company behind in the competitive dust and
create an ever-growing gap between it and
its eBusiness competitors.

Factored into the “waiting” equation is
corporate thinking that the enabling will be
too costly, a conclusion frequently drawn in
the absence of a thorough architectural
assessment and relevant facts. “Too costly”
is generally not the case. The reason is that
the task is really just adding to an existing
foundation, rather than starting from
scratch because the legacy environment, as
noted previously, does not need to be
thrown away.

CONCLUSION

Is legacy eBusiness enabling an excellent
opportunity for companies to take their
data utilization to new levels, or is it just a
technology buzzword in search of a valid
business objective?

In the best-case scenario, eBusiness can
revolutionize how a company works with its
customers, vendors and partners. Any
company doing business is continually

gathering data on a daily operational basis.
Historically, that data ends up residing in
disparate places and figuratively rusting
away. However, when the business side and
IT side effectively communicate with an IT
consultant, a plan can be developed that
Web-enables the data to achieve a business-
side ROI for the company in a way never
before possible.

The attractiveness of legacy eBusiness
enabling is that it is like not having to bake
a cake from scratch. Why grow and mill the
grain, milk the cow, and perform several
other unnecessary tasks? Just go to the store
where the ingredients are already sitting on
the shelf. Enabling is just adding on to an
existing foundation to maximize data in an
innovative technological way. How easily
can a company accomplish this? When one
company saw how remarkably well its
manual-intensive processes were being
automated, they did not react with trepida-
tion. Instead, they saw the value and simply
“rearranged” their employees.

However enabling is accomplished, it
should be achieved as a business decision,
with technology as the tool, not the driver.
While that may not be a traditional IT
mantra, it is increasingly becoming a future
reality that benefits both business manage-
ment and a company’s IT department.  
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