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Overcoming IT Transition Anxiety
Mindsprint’s Guide to Navigating Mergers 
and Demergers with Confidence

A field-tested approach to managing the pressure 
points of IT transitions with clarity, precision and speed.
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Demergers are not just technical breakups. 
They are high-velocity transformations that 
demand clarity, speed and precision. For mid-
sized enterprises, the pressure is intense. 
Compressed timelines, lean teams and zero 
margin for error require a partner 
who has experienced the challenge and 
engineered the solution.

Mindsprint led a complex global IT demerger 
for a multinational client spanning dozens of 
countries with zero operational downtime. Our 
proprietary AssetSync Engine supported rapid 
discovery of thousands of assets while 
AI-driven automation reduced risk and sped up 
the transition. This case underpins our four-
phase sprint approach designed to deliver 
both compliance and efficiency in demergers 
and mergers.

The market is entering a high-velocity M&A 
phase, with large deal volumes growing 
steadily and global activity increasing by over 
15% in early 2025. Enterprises equipped with 
scalable IT separation and integration 
capabilities are better positioned to move at 
this pace and realize strategic advantage.

This whitepaper serves as a strategic guide for 
CXOs, illustrating how Mindsprint transforms IT 
complexities into competitive advantages, 
ensuring sustained growth and measurable 
value.

01
Executive Summary

https://pages.marketintelligence.spglobal.com/rs/565-BDO-100/images/global-ma-by-the-numbers-q1-2025.pdf
https://pages.marketintelligence.spglobal.com/rs/565-BDO-100/images/global-ma-by-the-numbers-q1-2025.pdf
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Navigating Transformation 
Opportunities

02

The challenges are clear

01

Few IT projects achieve 
their intended goals on 
time and within budget.

02

Many organizations fall 
short of cost savings 
during transformation 
efforts.

03

Mergers often struggle 
to deliver expected 
value due to integration 
challenges.

04

Carve outs frequently 
encounter delays during 
IT separation and 
transition.

Legacy environments continue to complicate transformation 
journeys. Many mid-sized organizations struggle with outdated 
systems that slow progress and increase risk. At the same time, 
companies are increasingly facing growing pressure from investors  
to move faster and demonstrate results. 

Regulatory compliance adds another layer of complexity, 
especially for firms operating across multiple jurisdictions. Without 
the resources of larger enterprises, mid-sized firms need a partner 
who can navigate these challenges with speed and precision, 
delivering cost control, compliance and uninterrupted customer 
experiences.

Amid rising deal volumes, transaction scrutiny is intensifying. 
Integration disputes are expected to rise sharply in regulated 
markets, especially across financial services and EMEA. Digital 
readiness and strong governance can mitigate risk exposure and 
accelerate value capture. Mindsprint excels in this arena, 
transforming market chaos into strategic opportunities that drive 
competitive advantage.

4

Ambition alone cannot 
guarantee success; only 
meticulous execution can 
turn vision into reality. 

https://kpmg.com/kpmg-us/content/dam/kpmg/pdf/2025/kpmg-q1-2025-ai-pulse-survey.pdf
https://media.thinkbrg.com/wp-content/uploads/2025/03/18063531/MA-Disputes-Report-2025_F.pdf
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Mastering Mergers
and Demergers

03

Though often grouped under the umbrella, mergers and demergers of transformation are distinct 
endeavors requiring tailored strategies to avoid catastrophic missteps like outages, cost overruns or 
compliance failures.

The differences are clear: mergers aim for synergy and scale, necessitating IT approaches that integrate 
disparate systems, eliminate redundancies and build scalable platforms but risk misalignment in 
architectures or overlapping tools that can derail progress. 

Demergers pursue agility and independence, demanding surgical precision in cloning infrastructure while 
ensuring performance, compliance and resilience. Shared data, licenses and environments add layers of 
complexity. This is why most M&A failures are not due to poor strategy but because of unresolved 
technology complexities that emerge too late. Understanding the contrasting nature of these transitions is 
key to planning a successful execution. 

As deal timelines compress and stakeholder expectations grow, faster execution is becoming a 
competitive differentiator. Digital capabilities in asset discovery and compliance orchestration can shorten 
deal closure cycles by weeks and improve post-transition stability. 

Feature Merger Demerger

Nature Additive, integration-focused Subtractive, separation-focused

IT Approach Converge systems, unify platforms Clone or rebuild systems, isolate services

Risk Profile Redundancy and architecture complexity Dependency mapping, data sovereignty

Typical Teams Integration specialists Separation and carve-out specialists

Timeline Often longer and phased Typically tighter and urgent

Key Challenge Realizing synergy across systems Ensuring clean and compliant separation

Here’s how they differ:

Mindsprint has mastered navigating both transformations, drawing on our experience separating Olam 
Group’s global SAP core to hone our demerger expertise and leveraging client engagements to refine 
merger integration skills.

Our proprietary AssetSync Engine and AI driven tools adapt seamlessly to your organization’s strategic 
objectives, ensuring IT becomes a catalyst for success rather than a bottleneck. By mitigating transition 
risks, Mindsprint empowers organizations to sprint toward their goals with confidence, delivering 
measurable outcomes that resonate with stakeholders.

https://www.morganstanley.com/ideas/mergers-and-acquisitions-outlook-2025-trends
https://www.morganstanley.com/ideas/mergers-and-acquisitions-outlook-2025-trends
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Overcoming
Demerger Obstacles

04

Mindsprint confronted these challenges during Olam Group’s 
global restructuring, developing the AssetSync Engine to map 
dependencies with precision, AI driven compliance tools to 
safeguard data and transition architectures to ensure operational 
continuity. 

Our battle tested playbooks, forged in this high pressure 
environment, enable organizations to reduce separation timelines, 
empowering executives to navigate complexity with speed and 
confidence. Focused demergers are also proving financially 
beneficial. Entities that achieve independence through surgical IT 
separation have demonstrated stronger post-transition ROI, ROA 
and profit margins within 12 months, validating the operational 
upside of intelligent independence.

Outdated configuration 
databases make it difficult 
to map systems 
accurately. 

Data scattered across 
business units, often 
without clear ownership, 
increases the risk of 
compliance gaps. 

Vendor contracts tied to 
legacy cost centers 
introduce financial 
surprises. 

Centralized IT workflows 
are hard to split cleanly, 
leading to service 
disruptions if not
planned with care. 

Without interim 
architectures, 
organizations face a 
higher risk of downtime 
and budget overruns. 

Legacy systems further 
intensify delays, especially 
in firms with limited 
modernization efforts.

The inherent design of 
most enterprise systems, 
optimized for efficiency 
and consolidation, creates 
deep interdependencies 
that resist separation, 
posing significant 
challenges for mid-sized 
firms with limited 
resources. 

https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
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Mindsprint’s
Proven Expertise

05

Mindsprint is not a theoretical consultant, but a 
team of operators shaped by the intense 
demands of Olam Group’s global demerger, 
where we executed one of the most complex IT 
separations in recent history. We successfully 
detached a SAP S/4HANA core serving 20000 
users across 25 countries, rebuilt identity 
management systems across hybrid cloud 
environments, migrated 3500 business critical 
applications in carefully orchestrated waves 
and maintained uninterrupted 24x7 uptime 
across 40+ compliance zones. Simultaneously, 
we transformed from a captive IT unit into a 
global consulting leader, delivering strategic 
solutions to mid sized enterprises worldwide. 
This transformative journey underpins our 
ability to guide organizations through their own 
high stake's transitions.

Our Olam demerger demonstrated executional 
excellence across multiple dimensions. We 
managed 12000+ assets spanning 25 countries, 
navigating a labyrinth of legacy systems and 
shared infrastructure. The separation of a 
global SAP core was achieved without a single 
instance of downtime, a testament to our 
precision. Compliance requirements across 
APAC, EMEA and Americas were met with 
rigorous adherence to GDPR, CCPA and 
regional regulations. By completing an 
18-month timeline in just 15 months, we 
showcased our ability to accelerate under 
pressure. Real-time dashboards kept investors 
informed, maintaining their confidence 
throughout the process.

Cross-border deals are rising rapidly, with over 
80% of organizations planning international 
transactions in 2025. This heightens the need 
for partners who can navigate compliance 
zones with precision while aligning systems 
across diverse geographies.

Our differentiators set us apart as a 
transformation partner:

Olam Forged Playbooks, refined through real 
world execution and client engagements, 
provide a proven framework for success.

The AssetSync Engine, an AI driven tool, maps 
dependencies in real time, delivering 
unparalleled visibility.

Our AI Resilience Suite, with predictive alerts, 
auto remediation and NLP powered ticketing, 
ensures operational continuity.

Transition Architectures, designed for pilot first 
execution, rollback safety and zero downtime, 
minimize risks.

A Compliance First Approach, incorporating 
encryption, jurisdictional tagging and automated 
audit trails, ensures regulatory adherence.

Post Transition Growth strategies, leveraging 
FinOps, SAP RISE and GenAI, drive long term 
value.

7

https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
https://www.deloitte.com/us/en/what-we-do/capabilities/mergers-acquisitions-restructuring/articles/m-a-trends-report.html
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Sprint Methodology
for Transformation

06

01
We begin with a comprehensive audit of on-prem, cloud and SaaS environments, using our 
AssetSync Engine to map assets by business unit, compliance priority and dependencies. 
Shadow IT and undocumented deployments are flagged early, creating a live, auditable 
inventory that becomes the source of truth. This clarity empowers decision makers to plan 
confidently and avoid common pitfalls that delay or derail transformation programs.

Mapping Assets with Precision
Visibility is the foundation of transformation success. 

02
We deploy transition architectures that include sandbox environments, dual write logs and 
proxy services to enable seamless migrations. Applications and systems are transitioned in 
structured waves, segmented by function, geography or compliance needs. Rollback 
triggers are embedded to minimize risk and maintain continuity. This approach ensures 
operations stay uninterrupted and stakeholders remain confident throughout the transition.

Executing Seamless Separation
With a clear inventory in place, execution becomes precise. 

Our four-phase sprint 
methodology, meticulously 
crafted to deliver control, speed 
and scalability, ensures that 
organizations achieve strategic 
outcomes while minimizing risks. 

Each phase is designed to 
address the complexities of 
mergers and demergers, 
providing a clear path
to success.
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03

We embed controls that encrypt data, apply jurisdictional tagging and enable real-time 
monitoring to ensure sovereignty and adherence to regulations like GDPR and CCPA. Our 
automated audit trails span both legacy and new systems, aligning with standards such as 
ISO 27001. By addressing audit readiness early, Mindsprint’s compliance-first approach 
reduces risk and supports a smooth, regulation-aligned transition.

Ensuring Robust Compliance
Compliance is essential in high-stakes transformations, especially for mid-sized enterprises 
operating across jurisdictions. 

04
After separation, we help organizations optimize cloud costs through FinOps practices, 
replatform workloads for better efficiency and introduce GenAI-powered automation to 
streamline operations. We define new KPIs that track performance, cost control and user 
experience. By aligning with cloud-native principles and automation trends, we set up 
enterprises for continuous improvement and long-term advantage.

Driving Post Transition Growth
The real value of transformation lies in sustained performance. 



Olam Demerger
Success Story

07

Mindsprint’s transformation journey began as Olam 
Group’s digital arm, where we unified fragmented 
legacy systems, deployed SAP ERP platforms and 
established cloud foundations to support 
procurement, logistics, risk management and 
supply chain operations across global markets. 
When Olam announced its restructuring into Olam 
Agri and two additional entities, we were tasked 
with leading the global IT carve out, a monumental 
challenge that demanded precision under intense 
investor and regulatory scrutiny.

We separated a core SAP S/4HANA environment 
serving tens of thousands of users across many 
countries and built cloud-native platforms for each 
new entity while ensuring compliance across 
multiple jurisdictions. Proprietary discovery tools 
helped us inventory thousands of assets and 
applications and renegotiate key vendor 
agreements to control costs. Identity management 
systems were rebuilt across hybrid cloud 
environments to support users and critical 
applications without a single instance of downtime. 
Live reporting dashboards provided transparent 
visibility to stakeholders, helping maintain trust and 
confidence throughout the project, which we 
delivered ahead of plan.

Today, we deliver:

SAP RISE solutions that modernize enterprise 
systems and accelerate cloud adoption.

GenAI-powered automation that reduces 
manual effort and improves operational speed

Real-time data platforms 
that enhance visibility and 
support better decision-
making.

Centers of Excellence in SAP, 
AI and cloud that serve 
clients across global markets.

Hyperautomation 
frameworks that simplify IT 
operations and improve 
workflow efficiency.

Our Olam experience drives every engagement, delivering unmatched speed, precision 
and strategic impact.

10
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Our approach was methodical
and included: 

01

02

03

04

05

Asset mapping that delivered a complete 
dependency model in weeks, uncovering 
and mitigating hidden risks early. 

Wave-based migrations that leveraged 
sandbox environments and rollback 
capabilities to ensure seamless transitions. 

AI-driven compliance automation that 
supported global jurisdictional requirements. 

This demerger was not just a technical 
triumph; it was the crucible that transformed 
Mindsprint into a global consulting leader. 

Post-separation optimization of cloud 
foundations using FinOps principles and 
aligned with broader trends toward cloud-
first architectures and automation.
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Shaping Future 
Transformation Trends

08

Transformation is not about catching up. It is about 
moving first, fast and with clarity. Mindsprint’s 
playbooks are designed to help organizations stay 
ahead by aligning with emerging trends. Generative 
AI is redefining IT operations by streamlining tasks 
such as code migration, testing and documentation. 
Our automation tools enhance SAP RISE 
deployments and accelerate data integration, 
helping clients reduce complexity and increase 
speed during transition.

Technology-led deals are leading M&A resurgence, 
especially in cloud, AI and software segments. 
Enterprises with modern architectures and 
intelligent automation are more likely to attract 
premium valuations or execute acquisitions with 
higher synergy realization.

Modern transformation strategies are anchored in 
emerging technology principles. Zero trust security is 
now fundamental to protecting systems and data in 
a distributed environment. Our compliance-first 
approach integrates these principles to reduce risk 
and maintain operational resilience. Cloud-native 
architectures and FinOps practices help optimize 
infrastructure and control spend. Hyperautomation 
and real-time analytics are reshaping IT operations, 
enabling smarter decision-making and greater 
speed. These capabilities are embedded across 
Mindsprint’s frameworks to help enterprises lead 
with confidence and precision.

These trends are not theoretical; they are 
embedded in our tools and methodologies, proven 
during Olam’s demerger and ready to drive your 
transformation forward.

https://www.bcg.com/publications/2025/m-and-a-outlook-2025-expectations-high
https://www.bcg.com/publications/2025/m-and-a-outlook-2025-expectations-high
https://www.bcg.com/publications/2025/m-and-a-outlook-2025-expectations-high


Preparing for 
Transformation Excellence
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Ask these critical questions to assess your
organization’s readiness:

• Is your infrastructure inventory live and comprehensive? 
Have you identified shadow IT or rogue deployments? 
Are legacy applications fully documented to avoid surprises 
during separation?

• Are assets mapped to business ownership and risk zones? 
Do you have dependency visualizations for critical systems? 
Are risk priorities clearly assigned to guide prioritization?

• Do you have a separation ready data governance 
framework? Are data policies tested for jurisdictional 
compliance? Is sensitive data tagged and encrypted to 
prevent breaches?

• Are vendor contracts bifurcation ready? Have you audited 
license costs across entities? Are renegotiation plans in 
place to mitigate unexpected costs?

• Is there a fallback plan for critical application cutover? Are 
rollback triggers in place for high risk migrations? Have you 
tested cutover scenarios to ensure continuity?

• Are compliance workflows tested for new jurisdictions? 
Have you simulated GDPR or CCPA audits? Are audit trails 
automated to satisfy regulators?

• Have you planned post transition modernization? 
Are FinOps and cloud refactoring budgeted? Is GenAI 
adoption prioritized to drive efficiency?

• Do you have KPIs for transition success? Are cost, timeline 
and customer experience metrics defined? Are investor 
confidence metrics tracked to maintain stakeholder trust?

A single “no” signals a vulnerability that could derail your 
transformation. Mindsprint closes these gaps with velocity, 
drawing on our Olam experience where we identified 600+ 
hidden dependencies, saving four weeks of planning time. Our 
compliance simulations satisfied 40+ regulators, ensuring zero 
penalties. We provide the tools and expertise to transform 
readiness into action.

Preparation is the bedrock of 
transformation success, and our 
comprehensive checklist ensures 
you are ready to navigate the 
complexities of mergers and 
demergers.

With antitrust review periods 
gradually shrinking and access to 
capital improving, transformation 
readiness is no longer optional. 
Organizations must act on digital 
playbooks that compress 
timelines and minimize regulatory 
risks.



Deploy the 
AssetSync
Engine to map 
assets in real 
time, flagging 
shadow IT and 
reducing 
discovery time. 

Implement 
sandbox 
environments
to reduce 
downtime risks. 

Deploy GenAI 
to accelerate 
testing, 
ensuring faster 
migrations. 

Automate 
compliance 
with real time
audit trails. 

Build real-time 
dashboards to 
maintain 
stakeholder 
trust, as proven 
during Olam’s 
demerger. 

13

WHITEPAPER  |  MINDSPRINT

To operationalize this checklist, organizations must take proactive steps rooted in proven methodologies. 

Implementing the Checklist

Deploy the AssetSync Engine 
to map assets in real time, 
flagging shadow IT and 
reducing discovery time. 

Build AI driven 
dependency
visualizations to prioritize 
critical systems. 

Test data governance 
frameworks through 
simulated jurisdictional 
audits. 

Audit vendor contracts 
early to avoid unexpected
licensing costs. 

Simulate cutovers in 
sandbox environments to 
prevent downtime risks. 

Automate compliance
with real time audit trails. 

Budget for FinOps and
GenAI to achieve cost
savings within 12 months. 

Define KPIs for cost, timeline and customer experience, 
using real time dashboards to maintain stakeholder trust, 
as we did during Olam’s demerger.

01 02 03

04 05 06

07 08

Proactive risk management is essential to transformation success. 

Mitigating Transformation Risks

01

These strategies, rooted in our Olam experience, ensure a smooth sprint to success.

02 03 04 05



Achieving Measurable Value

Driving Strategic 
Outcomes

10

Separation and integration are two sides of the 
same transformation coin, each presenting 
unique opportunities to redefine your 
organization’s future. Whether merging to 
achieve synergy and scale or demerging to 
unlock impact and agility, IT is the linchpin that 
determines whether you soar or succeed. 
Mindsprint’s frameworks, tools and Olam 
expertise transform transitions into opportunities, 
delivering measurable results that resonate with 
stakeholders.

14
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Our approach delivers results that align with priorities. 

Our FinOps and cloud optimization frameworks help reduce 
operational costs and improve resource efficiency within the 
first year. 

By combining structured execution with automation and 
compliance-first controls, we ensure faster transitions with 
minimal risk. 

Customer-facing operations remain uninterrupted 
throughout the process, helping maintain trust, performance
and stakeholder confidence.

01

02

03

These outcomes, proven during Olam’s demerger, drive investor 
confidence and sustained growth.



15

WHITEPAPER  |  MINDSPRINT

The end of a transition marks the beginning of a new growth phase and Mindsprint equips organizations 
to seize this opportunity. 

Strategies for Sustained Growth

Resilience is a critical enabler of transformation 
success. Our AI Resilience Suite is built to detect 
risks early, trigger automated responses and 
streamline issue resolution. 

During large-scale transitions like the Olam 
demerger, this framework helped prevent 
disruptions and maintain operational continuity. 
By embedding resilience into every phase—from 
discovery to post-transition—we enable 
organizations to operate with confidence, even 
under pressure.

Ensuring Operational Resilience

Our FinOps 
frameworks optimize 
cloud spend, 
delivering cost 
savings within 12 
months as Olam 
achieved by stream-
lining infrastructure 
across three entities. 

GenAI integration 
automates IT tasks, 
boosting 
operational 
efficiency as 
demonstrated 
during Olam’s 
testing phase. 

SAP RISE adoption 
accelerates cloud 
journeys, aligning 
with Olam’s 
replatforming 
efforts. 

Real-time analytics 
platforms enhance 
decision intelligence, 
enabling faster data 
driven strategies. 
Zero trust security 
reduces risks, 
ensuring robust 
protection. 

01 02 03 04

These strategies, battle tested during Olam’s demerger, position organizations for sustained success.

Mindsprint is not a vendor but a strategic 
partner, committed to your transformation’s 
success. Our 5000+ professionals across 20+ 
countries deliver Centers of Expertise in SAP, AI, 
and cloud, providing specialized knowledge 
tailored to your needs. We offer 24x7 support 
across multiple jurisdictions, ensuring global 
operations remain uninterrupted. Real time 
dashboards, used during Olam’s demerger, 
maintain stakeholder trust through transparency. 

Our partnership model reduces transition risks by 
55% ², enabling organizations to sprint toward 
their goals with confidence.

Partnering for Strategic Impact

The transformation landscape demands bold strategies, and Mindsprint positions you to lead. 

Vision for Future Leadership

Global sentiment for strategic deals is 
at a five-year high. Forward-looking 
enterprises are prioritizing access to 
technology and market entry, relying 
on digital platforms to orchestrate 
faster integrations and cleaner 
separations.

Enterprises that adopt 
cloud-first strategies,
invest in AI-powered 
efficiency and embed
zero-trust principles are 
setting the pace. 

Automation and real-time 
insights are becoming 
foundational to decision-
making
and scale.

These trends are already shaping how forward-looking enterprises operate. Mindsprint’s proven tools 
and frameworks, validated during the Olam demerger, are built to help you lead with clarity, precision 
and long-term impact.
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Satish Bruno

for a consultation, and explore how 
we can co-architect a future- 
ready, cost-efficient and resilient IT 
estate, built to succeed beyond 
transition.

Global Head of Infra, Cloud and Platform, 
Mindsprint 

Global IT Infrastructure, Cloud, and ServiceNow leader with deep expertise in AI-first 
operations, digital workplace transformation, and enterprise-scale automation. I lead global 
teams to modernize IT, drive operational resilience, and deliver seamless transitions during 
complex mergers and demergers.

Known for building scalable, secure, and multilingual support ecosystems, I specialize in 
zero-trust security, hybrid workplaces, and cloud-native architectures. My approach blends 
strategic foresight with hands-on execution, transforming legacy systems into agile, 
intelligent platforms.

From ServiceNow automation to multi-cloud migrations, I align IT with business outcomes, 
ensuring speed, compliance, and measurable impact. Let’s connect if you’re driving 
transformation with confidence.

GET IN TOUCH

GET IN TOUCH

Author

Thank you for downloading our whitepaper. Mindsprint is an AI-
first technology partner born from transformation. Formerly the 
global capability center of Olam Agri, we’ve lived through one 
of the most complex enterprise demergers in agribusiness and 
emerged as an independent, innovation-driven infrastructure 
leader.

We specialize in helping mid-sized enterprises turn inherited 
complexity into intelligent independence. With deep 
experience in IT separation, infrastructure modernization, and 
operational resilience, our teams bring not just frameworks, but 
firsthand foresight. From unbundling legacy estates to scaling 
AI-powered IT operations, we co-architect.

Our strength lies in pragmatic execution. Whether it's 
ServiceNow-driven orchestration, FinOps-enabled cost 
control, or self-healing systems powered by AI, our approach is 
built for businesses that need speed without compromise.

Discover how Mindsprint can help your enterprise execute 
complex IT demergers with precision, speed, and minimal 
disruption.

connect@mindsprint.com
Visit Us

Visit Us
www.mindsprint.com

Contact Us

Contact Us

https://www.mindsprint.com/contact.html
mailto:Connect@mindsprint.com
mailto:Connect@mindsprint.com
mailto:Connect@mindsprint.com
https://www.mindsprint.com/contact.html
http://www.mindsprint.com/
https://www.youtube.com/@Mindsprint_Globl
https://x.com/MindsprintGlobl
https://www.linkedin.com/company/mindsprint/?viewAsMember=true
https://www.mindsprint.com/contact.html
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