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If there is one topic that comes up in most of my conversations with 
chief information officers (CIOs), it’s technical debt. Tech leaders are  
certainly concerned about tech debt’s impact on costs—but they are even 
more concerned about how it may be holding back their business 

Preface

Managing technical debt in 
the age of generative AI

Technical debt’s impact on tight IT budgets is 
one thing. The more strategic concern is that 
tech debt is affecting their ability to create 
new business and it is sapping their ability to 
respond to shifting market conditions. 

The sense among many tech leaders is that we 
are riding a surge of tech debt—an impression 
that is confirmed by the results of our research  
in our Reinventing with a Digital Core report1. 
In the US alone, tech debt costs $2.41 trillion 

a year and would require $1.52 trillion to fix, 
according to a 2022 report2.

What’s driving this? A combination of 
factors. Technology departments are 
moving to always-on, evergreen IT solutions. 
As technology is changing so rapidly, tech 
leaders find they are working to faster 
response times: issues that they previously 
would spend months analyzing now 
demand a response in weeks.
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Meanwhile, macro-economic headwinds and 
geopolitical instability are throwing up new 
issues for businesses. 

AI and generative AI are compounding the 
challenge. Of course AI is a game-changer: 
however, our research also shows that along 
with enterprise applications, it is now the 
biggest contributor to tech debt3. 

Suboptimal integration strategies are partly 
to blame. On top of this, companies often 
don’t have a security architecture that can 
handle both people and AI agents working 
on IT systems. 

Or, in some cases, companies have platforms 
that were built with human interactions 
in mind and aren’t ideal today for many 
generative AI implementations.

Together, these challenges negatively 
impact the maturity of a company’s digital 
core. When optimized, a digital core is one 
of the single biggest drivers of success in a 
company’s efforts to continuously reinvent 
itself in the age of generative AI. So among 
the common client questions we try to 
answer in this report are: “Should I focus 
on eliminating tech debt entirely? Are there 
different approaches I should consider? And 
where do I start?” 

Our research shows a degree of tech debt 
is healthy for the balance sheet as it is an 
unavoidable cost of innovation and agility. 
But throwing too much money at tech debt 
can be counterproductive. We found there 
is a peak point between spending on tech 
debt remediation and a company’s digital 
core maturity. Beyond this point, you may be 
impacting your ability to innovate. 

As we shared in Reinventing with a Digital 
Core, leading companies balance tech 
debt liabilities with investments for the 
future, targeting 15% of IT budgets for 
debt remediation using programmatic and 
autonomous methods4. 

That said, tech debt isn't one-size-fits-all. 
You need to approach it with your specific 
business value in mind and in the context of 
your company’s priorities and industry. For 
CIOs and chief technology officers (CTOs), 
this means deliberately investing in parts of 
the digital core that are critical to corporate 
strategy while being proactive, structured and 
data-driven in how they identify, measure, 
prioritize and remediate such debt. 

Notably, the same technologies that are 
contributing to tech debt—AI and generative 
AI—are also powerful tools for managing it. 

Drawing on a global survey of 1,500 
companies and our extensive industry 
experience, this report provides a clear 
look at what tech debt means in this age of 
generative AI. And we describe three key 
actions tech leaders are taking to keep their 
IT estate running smoothly—by proactively 
balancing their tech debt remediation efforts 
with investments for the future. 

We hope this report will be a valuable guide 
as you look to strike the balance between 
managing your tech debt and helping your 
business to thrive in disruptive times.  

 
 
 
Koenraad Schelfaut  
Lead—Technology Strategy & Advisory
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Catch-22: 
Generative AI and 
technical debt

AI and its implementation is 
causing tech debt to rise. It 
doesn't have to be this way  
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Generative AI and AI are now the 
highest contributors to a company’s 
tech debt along with enterprise 
applications, our research shows5. 
This trend will likely exacerbate as 
52% of organizations plan to allocate 
more funds toward generative AI 
heading into 2025, according to our 
Pulse of Change survey6. 

The defining feature of generative AI is that 
it reduces the effort required to generate 
text, images, videos and code. This results 
in more lines of code. So, companies must 

The rapid adoption of generative AI and other new 
technologies is leading to a surge in new technical debt

be proactive and vigilant to ensure they are 
creating clean, readable, efficient and high-
quality code while protecting their code 
base for the future.

Companies cite generative AI as a 
contributor to an acceleration in technical 
debt primarily because of the suboptimal 
way in which they implement the 
technology across their existing legacy 
digital core. 

For one, organizations typically lack proper 
integration and interoperability strategies, 
which enable access to data and services 

“You need to balance AI ambition 
with risk tolerance and set 
expectations with leadership:  
the cost of technical debt to realize 
first-mover advantage can also be 
viewed as a positive. It's the cost of 
innovation. It's the price of having 
a brand as an innovator. It's the 
price of accelerating learning and 
accelerating market impact⁷.”

 — Gartner®

across the organization. Their security 
architecture is often not capable of handling 
human as well as AI agent considerations. 
Their platforms are also often built with 
solely human interaction in mind. This is 
not ideal for many of the early generative AI 
implementations that attempt to piggyback 
on these existing platforms. 

Generative AI is leading to a classic catch-22. 
On the one hand, it is creating new technical 
debt. On the other hand, when used 
appropriately, generative AI can help manage 
tech debt remediation as well as minimize 
tech debt creation.
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The moves leaders are making now 

Balancing generative AI needs and costs 
will be critical in the coming years. Gartner® 
predicts: "By 2028, more than 50% of 
enterprises that have built their own large 
language models (LLMs) from scratch 
will abandon their efforts due to costs, 
complexity and technical debt8." 

Gartner® also forecasts that: "By 2027, 
generative AI tools will be used to explain 
legacy business applications and create 
appropriate replacements, reducing 
modernization costs by 70%9." 

Companies shouldn’t aim to reduce 
technical debt to zero at the expense of their 
innovation efforts. Rather, they must strive to 
manage it at appropriate levels for growth.

During the 2019-2023 COVID-19 pandemic, 
many companies focused on speed to market 
with new products and solutions while aiming 

to be agile amid uncertainty. This created 
significant tech debt—worsening the long-
standing problem. The tech debt burden on 
enterprises in the US alone is now estimated 
at up to $2.41 trillion10.

Current conditions demand a more balanced 
approach. Companies must try to 
have “evergreen IT” by using generative AI 
and other technologies to help manage 
technical debt and keep the enterprise 
tech stack up to date. 

Our digital core report found that leading 
companies allocate, on average, 15% of the 
IT budget toward tech debt remediation11. 
This balances debt reduction while also 
prioritizing future strategic innovations.

This requires a commitment to continuous 
updates, upgrades and management of 
end-user software, hardware and associated 
services to mitigate the technical debt that 
resides in these systems. 
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What is technical debt?  

In 1992, at an Object-Oriented Programming, Systems, Languages 
and Applications conference, Ward Cunningham explained it: 
“Shipping first-time code is like going into debt. A little debt speeds 
development so long as it is paid back promptly with refactoring. The 
danger occurs when the debt is not repaid12.”

Since then, the term has taken on many different meanings and 
transcended its original domain—code—to include other parts of an 
enterprise system such as infrastructure, enterprise architecture and 
processes that haven’t been adapted to work effectively with modern 
IT systems and technologies. 

In Reinventing with a Digital Core, we defined technical debt as the 
cost in terms of money and effort required for a company to keep 
its IT systems up-to-date and capable of meeting business needs13. 
Such debt can be accumulated through a variety of sources and 
traditionally includes legacy and buggy code, outdated programming 
languages, a lack of documentation and outdated technologies and 
infrastructure. Thus, technical debt is context-dependent and exists 
within multiple domains within a firm (see Table 1). 

Code Enterprise 
architecture 

Data  Talent and ways 
of working

Legacy software
—
Buggy code
—
Outdated 
programming 
languages

Outdated 
application stack
—
Outdated infrastructure
—
Monolithic systems
—
Incompatible elements
—
Complex IT portfolio
—
Cybersecurity 
vulnerabilities 
introduced by users

Data silos
—
Lack of 
documentation
—
Security 
vulnerability
—
AI model drift

Skills gap
—
Inadequate training
—
Overspecialization
—
Outsourcing 
dependence
—
Poor code-review 
culture
—
Manual data entry
—
Rigid release cycles

Table 1: Causes of technical debt

The roots of technical debt vary across the IT landscape

Source: Accenture

Build your tech and balance your debt 9Catch-22: Generative AI and technical debt

Accenture.com/technicaldebt

https://www.agilealliance.org/wp-content/uploads/2016/05/IntroductiontotheTechnicalDebtConcept-V-02.pdf
https://www.accenture.com/us-en/insights/technology/reinventing-digital-core
http://Accenture.com/technicaldebt


Accenture’s collaborative work with 
Microsoft GitHub shows generative AI’s 
role in managing tech debt in the software 
development lifecycle14.  
 
Accenture has a vast technical footprint with 
more than 100,000 developers. A group of 
them are now using GitHub Copilot to quickly 
understand and refactor existing code, write 
new code with a high degree of quality and 
speed, translate code between programming 
languages and automate activities such as 
pulling requests and writing user tests. 

GitHub Copilot helps developers to complete 
higher-quality work in a shorter timeframe, 
which alleviates the burden of tech debt. 
By helping developers to maintain focus 

Case study

Accenture and GitHub: tackling tech debt in 
software development with generative AI 

and stay in the flow, Copilot also avoids 
sacrificing quality for speed.

At Accenture, we saw an 84% increase in 
successful builds using GitHub Copilot. 
Developers accepted around 30% of Copilot’s 
suggestions. And 90% of developers reported 
that they committed code suggested by 
GitHub Copilot. Analysis also showed 
high usage rates with accepted code—for 
example, developers retained 88% of GitHub 
Copilot-generated characters in their editor. 

It also helped boost developers’ experience. 
Some 90% of developers said they were more 
fulfilled with their job when using GitHub 
Copilot and 95% said they enjoyed coding 
more with Copilot’s help. 
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Technical debt is a problem 
as old as technology. 
Companies have long 
discussed ways to deal with 
it, yet concrete solutions 
remain elusive

Three actions 
for balancing 
technical debt
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Our digital core research found that 
on average, executives expected to 
spend around 7 percentage points 
more of their IT budget on remediating 
technical debt from 2023 onwards, 
than in previous years. For example, 
leaders told us that on average they 
were moving from spending 17% 
of their IT budget on remediating 
technical debt between 2020 and 2022 
to 24% in 202313. 

This suggests that C-suite executives believe 
the relationship between technology and 
subsequent technical debt is essentially 
linear, i.e., if technology budgets are 
increased, tech debt budgets can simply 
increase to balance it out.  

However, our digital core research found 
there is an inverse U-shaped relationship 
between digital core maturity and technical 
debt remediation (see Figure 1). Simply 
put, increasing the budget allocated to 
technical debt remediation only improves a 
company’s digital core maturity to a certain 
point. Beyond this peak, it indicates that a 
company is over-indexing investments in 
technical debt and not building their digital 
core capability effectively and efficiently. 

Therefore, IT leaders need to be aware that 
after a peak point, additional spending on 
tech debt remediation delivers diminishing 
returns. As mentioned earlier, we recommend 
striking a balance between technical debt 
liabilities with investments for the future, 
targeting 15% of IT budgets—which is at the 
peak of the inverse U-shaped curve. 

The harsh truth is, there always 
will be technical debt 

Figure 1: The surprising link between digital 
core maturity and technical debt

There is an inverse U-shaped curve between budget allocation 
to technical debt remediation and digital core maturity

The peak of the inverse U-shaped 
curve after which for every additional 
unit of budget allocated to technical 
debt remediation, companies 
experience diminishing returns

Budget allocation to technical debt remediation
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Source: Accenture 
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Managing tech debt in the 
age of generative AI

Here are three concrete actions 
to effectively balance tech debt. 
Companies who take these actions 
will have better insight into 
whether generative AI is a net-
positive factor from a tech debt 
perspective, and they can develop 
remediation strategies accordingly.

03
Use the 
right metrics

You can’t manage what you can’t 
measure. For example, at the 
software code level, companies 
should use tech debt density, 
which is measured as cost 
per line of code. It’s a better 
reflection of your code's health—
much like GDP per capita is a 
better indicator of a country’s 
development than GDP alone. 

01
Focus on 
the principal   

Categorize your tech debt 
to identify and prioritize the 
principal amount. This will 
prevent interest accruing that 
will lead to more liabilities and 
hamper new opportunities.  

02
Trace your 
debt to source 

Create a tech debt inventory 
to track your debt and use 
our value-based framework 
to prioritize what needs to be 
urgently remediated.  
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Companies must be aware of 
technical debt costs in four 
categories: principal, interest, 
liabilities and opportunity cost. 
They should remediate starting 
from the principal.

Focus on the principal

Action 01

Principal: The cost of updating 
outmoded technology. 

Interest: Incremental costs associated 
with working around outmoded technology. 

Liabilities: Additional issues that 
occur because of the outmoded technology. 

Opportunity cost: New opportunities 
a company cannot realize due to 
outmoded technology.

Much of the current discourse on technical 
debt uses these distinct categories of technical 
debt interchangeably and often combines 
them. This is a hurdle in remediation. IT 
leaders should focus on the principal. If they 
effectively manage technical debt at the source 
or principal level, just like financial debt, it will 
accrue little or no interest and minimize any 
liabilities or opportunity costs. 

Think about this in the context of cloud and 
security, for example. One of the major benefits 
of cloud as it relates to technical debt is 
that you can transfer some responsibility for 
handling technical debt—such as patching— 
to the cloud provider who can do it more 
consistently and more efficiently.

Categorizing technical debt in this clear way 
will also help CIOs and CTOs make better 
investment decisions—prioritizing effort and 

expenditure while allocating resources toward 
remediating technical debt and exploring new 
business opportunities.

Let’s take code as the exemplar domain where 
technical debt exists. Just as all matter is 
made up of atoms, all applications deployed 
by companies are made up of lines of code. 
And it is these lines of code, which, if not well-
written, debugged, improved or maintained, 
can lead to a proliferation of technical debt. 
It’s crucial to identify what tech debt exists in 
your company and trace it to the source. 

Figure 2 describes each category of technical 
debt at the code level, along with an example. 
We recommend companies expand this 
exercise to include all domains where 
they believe technical debt exists in their 
organization, and then focus on the principal. 
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Structural quality problems 
in production code

Description

Principal The code is written using a legacy framework and library. 
This limits the developers’ options and flexibility

The cost of remediating problems in the production code 
to bring affected assets into compliance

Interest The team spends a lot of resources on quick fixes and 
maintenance as the product ramps up in scale 

The continuous effort and incremental, extra costs required 
(as a result of the unfixed principal) to maintain the code, 
across processes, interfaces, staff and more  

Liabilities
Performance issues start to pile up. Customers get a poor 
experience and competitors start to launch more feature-
rich offerings. Security issues remain a major concern  

Additional costs that occur as a result of downstream 
issues caused by poor code 

Opportunity cost The company is unable to innovate with the product and 
build on its initial momentum

New opportunities that are not realized due to code 
inadequacies

Figure 2: 
Categories of technical debt 
and examples at the code level

Technical debt can be categorized as 
principal, interest, liability and opportunity 
cost to manage it, much like financial debt

Source: Accenture

Example

An e-commerce company rushes a product to market 
to take advantage of a short-term opportunity

Accenture.com/technicaldebt
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One example that highlights the benefits of focusing on 
principal technical debt is at CTT—Correios de Portugal, 
the national postal service of Portugal. This 500+-year-old 
Portuguese postal services company has always tried to match 
the pace of change and reinvent to remain a trusted provider 
for its customers.

However, years of growth had saddled the company with a 
costly patchwork of on-premises digital systems that were a 
challenge to manage and an obstacle to the development and 
deployment of new services.

CTT worked with Avanade, a joint venture between 
Accenture and Microsoft, to build and enhance its digital 
core capabilities16. This began with a cloud-first strategy to 
consolidate and modernize workloads, add flexibility and 
innovation capabilities, and cut costs in the process. 

Focus on the principal

CTT—Correios de Portugal 

With workloads in the cloud, CTT reduced its technical debt, 
enabled a more efficient allocation of resources and got the 
flexibility to reduce and increase capacity as needed. Overall 
initial cost savings from the migration were estimated at 15%. 

“A bonus of the cloud is that the more you optimize your 
workloads, the more you stand to gain. With [Microsoft] Azure, 
we’ve positioned ourselves to reap the rewards of the cloud 
rather than paying more interest on technical debt. It’s a huge 
advantage,” according to Rui Pedro Saraiva, Chief Information 
Officer, CTT—Correios de Portugal.

Furthermore, the company now has a “single pane of glass” 
view across part of CTT’s Azure and on-premises environment. 
This is unifying its management and operations with key Azure 
services to build and operate highly automated, resilient and 
scalable applications without compromising central security, 
governance and control. 
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A clear understanding of the principal 
can help companies better manage 
and remediate their tech debt.

A technical debt inventory will help them 
trace the debt to its precise source in the 
system. This inventory can then be used 
to prepare a business case highlighting 
their technology debt across all domains—
such as code, infrastructure and data—and 
the potential value companies can get by 
dealing with it.

Create an inventory and trace your debt to the source

Action 02

Disciplines and tools such as Technology 
Business Management, FinOps, lean portfolio 
management and/or a transformation office 
can be used in combination to identify, 
track and measure technical debt across 
a company’s IT landscape. Accenture uses 
these industry-wide approaches as part of 
solutions that focus on striking the balance 
between controlling IT costs, managing tech 
debt and helping business reinvention. 

By creating an inventory and tracing 
technical debt to specific parts of their 
enterprise systems, IT leaders can first 
estimate the potential value unlocked from 
remediation. Then they can systematically 

prioritize and sequence their technical debt 
remediation efforts, based on their business 
value estimates, technical risk and feasibility. 

A prioritization framework such as the PAID 
value one is particularly effective (see Figures 
3 and 4). 

This work will form the basis of a roadmap to 
identify the timeline, milestones, potential 
benefits and return on investment. Companies 
should identify the early-stage cost reductions 
the program can realize. This can create a 
“flywheel” effect so that any savings can help 
fund further modernization. It should also 
help in gaining buy-in from the full executive 
team to the benefits of the initiative.
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Source: Accenture

Address

Document Investigate

Figure 3: 
A PAID value framework 

Prioritize your technical debt-
remediation efforts based on 
their business value 
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Prioritize  

Remediate these high tech debt 
items immediately as they are having 
a strong impact on business value

Schedule these items for 
remediation before their impact 
on the business grows further

These items are not urgent as 
their business impact is modest 
but continue to monitor them

Make a plan to deal with these 
issues after the high technical 
debt items have been remediated
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Address  

Banking:

An outdated CRM 
system is limiting 
the personalization 
we can offer 

Consumer Goods 
and Services (CGS):

A fragmented and 
siloed e-commerce 
platform is limiting 
our offer in the market 

Health:

Our online 
processes for billing 
and insurance are 
not aligned

Document     

Banking:

A report-generating 
software is obsolete. 
However, it is used 
by a small team 

Consumer Goods 
and Services (CGS):

Staff say our 
time-sheet software 
is out of date and 
hard to use

Health:

Lack of single 
sign-on (SSO) for 
providers across 
our systems

Investigate

Banking:

ATM software is 
suboptimal but 
functional. An ATM 
upgrade is planned 
in 12 months, which 
may make this 
irrelevant 

Consumer Goods 
and Services (CGS):

An outmoded 
inventory management 
system is affecting our 
financial planning 

Health:

Staff report reliability 
issues in telehealth 
systems

Figure 4: How tech debt 
shows up in industries  

Tech debt challenges will vary 
in terms of urgency depending 
on their industry. Here are some 
typical examples of client tech 
debt challenges from a selection 
of industries

Prioritize  

Banking:

Outdated protocols 
are causing a 
potential security 
vulnerability in a 
core system

Consumer Goods 
and Services (CGS):

A fragmented and 
siloed e-commerce 
platform is limiting 
our offer in the market 

Health:

Fragmented patient 
data is impacting on 
care delivery

Source: Accenture
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Accenture is working with Mondelēz 
International, a world leader in snacking 
with well-known brands like Oreo, Belvita 
and Cadbury. Its goal is to drive growth by 
further reinventing how it satisfies customers 
through the adoption of new technologies 
such as generative AI. 

The solution is an ambitious reinvention 
of its digital core17. To prepare for this, 
Mondelēz also needed help with its tech debt 
challenges. It was grappling with a highly 
fragmented IT landscape that included more 
than 1,000 applications. This complexity not 
only inflated operational expenses but also 
led to architectural inefficiencies, which 
were being compounded by rising global 
economic pressures.

Client story

Together, we began with a thorough 
assessment of each application, evaluating 
their technical health, functional adequacy 
and financial health. We then focused on 
developing a target state and performing 
financial modeling for both the interim and 
the planned final states. Now Mondelēz 
and Accenture are working through the 
delivery of the work into 2025 while 
focusing on various factors such as benefits, 
dependencies, impacts and risks.

The work to-date has led to a significant 
reduction in total cost of ownership and tech 
debt, with savings across infrastructure, 
license and application management 
services. The project aims to make additional, 
substantial savings while helping Mondelēz to 
enhance its digital core.

Mondelēz International: 
Enhancing its digital core    
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You can’t manage what you don’t 
measure. In a technical debt paper 
we published with MIT Sloan 
Management Review in 2018, we 
recommended digital decoupling and 
modularity: at the code, infrastructure 
and data level18.

Modularity inevitably means more 
complexity, which increases thanks to the 
ever-increasing speed of technological 
development. There will always be 
technology that companies need to update 
across their tech stack. And the increasingly 
modular nature of the tech stack means it’s 
even more important that this growth can be 
accurately measured 
and monitored. 

Use the right metrics to measure your technical debt   

Action 03

Technical debt is not necessarily a bad 
thing—so don’t fear the debt. Instead, it’s 
essential to focus on the right metrics for 
what your business wants to achieve. If your 
tech debt remediation budget is increasing 
and your innovation and the business value 
you are delivering is outpacing it, it’s not a 
cause for alarm—rather, it’s a positive sign of 
the success of your strategic efforts. 

For example, returning to the code level, 
our research suggests that companies 
should focus on technical debt density when 
assessing their technical debt to help focus 
remediation efforts on priorities. Technical 
debt density is the tech debt that shows up 
in a system or application per line of code 

(LOC). It is measured in units of cost per LOC. 
Much as GDP per capita is a better indicator 
of a country’s development than overall GDP, 
technical debt density should give a more 
accurate measure of code health. 

Let’s consider a fictitious company 
modernizing its home-grown platform. As it 
transforms or adopts technology at a larger 
scale, more software is deployed, more 
applications are deployed and the number 
of lines of code increases exponentially. A 
few years previously, its technical debt was 
US$500,000. Now it is US$750,000. 

While this shows the company’s technical 
debt has grown, it has adopted and deployed 
more technology during this period. Its LOC 
has doubled from 100,000 to 200,000. Now, 
when the company measures its technical 
debt density, it finds it has reduced over 
the period from $5/LOC to $3.75/LOC. This 
means it has remediated its technical debt 
efficiently and effectively.
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Accenture established a center of excellence 
(CoE) using technology from software 
intelligence company CAST in 2014. This CoE 
works with companies using CAST technology 
across a number of client challenges, such 
as application modernization, continuous 
improvement, open source safety and helping 
organizations on their journey to the cloud. In 
the past 10 years, this CoE has analyzed 9,000 
applications and served 700 clients globally.  
 
One of the CoE's key capabilities is helping 
companies to  better manage their technical 
debt as part of a continuous improvement 
program. An analysis of tech debt remediation 
programs between 2020 and 2024 shows that 
the CoE has helped reduce technical debt 
density (technical debt per lines of code) by 
16% on average per application.

Action 03

A continuous improvement program typically 
involves structural quality assessments at the 
code level and application benchmarking, so 
that companies can compare themselves to 
their industry peers. Green code assessments 
can also be done to help organizations lower 
their energy consumption. 

The outputs of these assessments help 
companies to reduce rework efforts by 
identifying inefficient coding practices. 
The combined effect of these efforts is 
typically a decrease in critical violations 
with improvements in overall code quality, 
performance, reliability and sustainability. 

Using cross-industry data from CAST, we 
analysed the overall market picture of 
technical debt at the code level, focusing on 

Tech debt density: a better signal of remediation efforts

application development and maintenance. 
Our research found that between 2018 and 
2023, technical debt density in all areas fell 
by 38% on average, even though lines of 
code went up by 134%. This indicates 
companies are more effectively managing 
their technical debt today. 

However, this does not mean they can take a 
back seat in their technical debt management 
journey. Instead they need to be proactive in 
the age of generative AI. As stated earlier, 41% 
of executives rate AI as the top contributor to 
technical debt19.

As generative AI’s adoption continues to scale, 
companies need to actively manage their 
technical debt to prevent it from ballooning.
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Based on our digital core research and our 
extensive experience working with clients, 
here are key actions organizations can take 
to best manage their technical debt for 
each part of the digital core as they adopt 
generative AI at scale. 

Source: Accenture 

How to get started 
on balancing your  
tech debt

Digital Foundation

Data: Create trusted, standardized, quality data 
management and pipeline strategies beyond traditional 
structured data sources (e.g., understand lineage, 
create linkages across cloud/non-cloud environments)

Data & AI Backbone

 
Align horizontal generative AI use cases and budgets (e.g., those that focus on  

productivity across functions) with broader platform and application investments 

AI: Focus on enterprise-wide, end-user adoption of an 
AI-framework and an AI-enabled digital core, across 
lines of business, engineering and operations

Cloud First Infrastructure: Adopt cloud-native practices 
holistically (e.g., pervasive automation, infrastructure as 
code, immutable infrastructure mindset) as the primary 
means of working and architecting systems 

Continuum Control Plane: Invest in a single IT operations 
and engineering pane. Consolidate siloed functions for 
consistency across a hybrid, multi-cloud estate 

Security: Update enterprise-wide identity 
access management practices proactively and 
programmatically to accommodate human and 
machine access needs and enhance data and model 
security for future generative AI use cases 

Composable Integration: Rethink API strategies to 
streamline the current application landscape and 
support considerations specific to future gen AI 
model interactions (e.g., scale, performance, access)   

Digital Platforms
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Conclusion  

With generative AI and emerging technologies, companies 
today need to reckon with technical debt in a nuanced way. 
They must invest in these technologies for growth and 
future innovations and use them to contain technical debt at 
appropriate levels. It’s no easy feat, but following the three 
actions we’ve outlined—focusing on the principal, taking an 
inventory and tracing the technical debt, and using the right 
metrics—will create a robust foundation to build on. 
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Today, technology drives strategy. Yet 
many organizations face significant 
challenges in fully harnessing technology 
to stay competitive and deliver value.

We collaborate with companies to 
shape, architect and realize exceptional 
value from their technology. Our teams 
of technology strategists, enterprise 
architects and transformation advisers 
work at the intersection of technology, 
strategy, and industry.

How Accenture 
can help

03
Design an enterprise architecture 
that allows your business to soar

Our enterprise architects help 
businesses to make the most of digital 
core technologies and techniques to 
improve their business continuity and 
reduce risk. With our clients, we are 
reinventing every aspect of IT using 
generative AI.

01
Build a growth strategy 
that's driven by tech  

We help companies to expand into 
new markets, develop new customer 
capabilities and create new products 
and services. We collaborate on 
how they can use technology to 
boost competitiveness, performance 
and innovation.

02
Get out of tech debt  
and into tech value 

We work with organizations to help them 
manage their technical debt and focus 
tech spending on the activities that 
will power their growth. Our approach 
gives management teams a shared 
understanding of how technology can 
deliver more value. 

04
Build an operating model that's 
as innovative as your team 

Companies need flexibility to respond 
to changing market conditions. We work 
with them to design and implement 
intelligent operating models that are 
built for business agility, resiliency 
and growth. 

05
Have a clear vision for your 
tech transformation 

Our transformation office team work 
with companies to help them prioritize 
what they want to achieve, set the 
success criteria, and establish the 
governance and integration processes 
needed to deliver value.  
 

We help companies with 
each stage of their tech 
reinvention journeys

Contact us to learn more
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Glossary 

Agile software: An approach to software development that 
emphasizes flexibility, iterative progress and collaboration 
between cross-functional teams.

Cloud first: A strategy that prioritizes the use of cloud 
computing services and resources over traditional on-
premises infrastructure when implementing new IT projects 
or upgrades.

Digital core: The critical technological capability that 
can create and empower an organization's reinvention 
ambitions. It enables companies to accelerate ahead of 
competition and achieve their ambitions using the right mix 
of cloud practices for agility and innovation; data and AI 
for differentiation; applications and platforms to accelerate 
growth, next generation experiences and optimized 
operations—with security by design at every level.

Evergreen IT: An approach to IT management that focuses 
on continuous updates and improvements to keep systems 
current, secure and aligned with business needs.

FinOps: An operational framework and cultural practice which 
maximizes the business value of cloud, enables timely data-
driven decision making and creates financial accountability 
through collaboration between engineering, finance and 
business teams.

Green code assessment: An evaluation of software code to 
determine its energy efficiency and environmental impact, 
with the goal of reducing its carbon footprint.

Lean portfolio management: An approach to managing an 
application portfolio that applies lean principles to improve 
flow, reduce waste and align investments with strategic goals.

Single-management pane: A single interface for administering 
multiple public and private cloud environments across a 
hybrid cloud landscape.

Technical debt: The cost, in terms of money and effort, 
required for a company to keep its IT systems up-to-date and 
capable of meeting business needs.

Technical debt density: The technical debt that shows up in a 
system or application per line of code (LOC). It is measured in 
units of cost per LOC. 

Technology Business Management: A discipline that improves 
business outcomes by giving organizations a consistent way 
to translate technology costs into business value.

Transformation office: A dedicated team or department 
responsible for overseeing and coordinating large-scale 
organizational change initiatives.
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