
























































THE APPLICATION MODERNIZATION JOURNEY 

ACTIONABLE RESOURCES 
FOR PROGRAM TEAMS 

The "best practice" mindset is based on application modernization not 

happening at a single point of time - but being part of normal and ongoing 

operations. This can be achieved by having the real work inform the larger 

strategy, as opposed to waiting a year to develop a comprehensive roadmap. 

Rather than creating a strategy binder that will sit on a shelf, this is all about 

getting started through small steps. Finding and fixing initial challenges will set 

you on the path to modernization with the goal of achieving "optimal, not 

perfect" performance. 

* Own Your Journey 

* Quick Wins 

* Agile Procurement 
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PROGRAM TEAMS 

OWN YOUR 
JOURNEY: 
ENABLE 
BUSINESS 
RELATIONSHIP 
MANAGEMENT 
Do Something Great! Play #1 

[ ~] Collaboration 
Think of your contract 

development and implementation 

as a collaboration between you 

and your partners. 

Trusted Partners 
The right partners can build the 

initial capabilities that scale over 

time. For example, a solution 

provider can develop the 

ingredients that solve immediate 

problems that can set a strong 

future state. In this case, the real 

work drives the overall strategy 

and development of a detailed 

roadmap. Meanwhile, system 

integrator partners can assist with 

overall implementation, once the 

journey has started. 

Complete Control 
The agency and/or program 

team must maintain complete 

control of product direction, 

feature prioritization, and release 

timing, with your service 

practitioner providing a mix of 

qualitative and quantitative data 

to help make product choices. 

Mission Balanced to 
Users 
Your team must balance mission 

objectives against both user 

demands and wants, as well as 

technical feasibility. This will 

allow the team to deliver features 

with a positive impact on the 

day-to-day and strategic goals. 
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PROGRAM TEAMS 

QUICK WINS: DEVELOP AN INVENTORY 
OF CRITICAL APPLICATIONS BY AGENCY 

Do Something Great! Play #2 

Framework/Methodology 
Use a framework to quickly assess critical business apps to prioritize 
your portfolio, and begin migrating old software right away. Identify 
future landing zones and develop an initial backlog by doing 
hands-on work to inform a strategy, suggest future targets, and create 
a preliminary list. 

Examine existing tooling and procedures, as well as possible 
improvements to deliver an outcomes-based plan of action that can 
adapt to changing business goals. 

Constant Process 
Embrace that modernizing is not a single state and enable a continual 

process to make the applications that matter more reliable, 
accessible, and scalable. An example of a quick win is gaining 
overall applications situational awareness in 10 to 12 weeks. 00 

Early Champions 
Break down larger portions of the project into more manageable 
parts, which will make it much easier for employees to iterate 
throughout the project. 

Create early champions by finding applications that have enthusiastic 
program owners to be the first adopters. It is also recommended to 
design a consistent approach to calculate features, and develop a 
regular cadence of frequent and quick updates. Frequent feedback 
from employees regarding procedures and overall performance 
should also always be encouraged. 

Elevate Your Team 
As you upskill and reskill, focus your teams around a new way of 
thinking and doing things that quickly validate your concepts and 

transform them from concept to production in days, not months. A 
clear and open channel of communication between developers, 

designers, stakeholders, and sponsors will set achievable objectives. 
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ASSESSMENT 

® EXPLORE 

Discovery Workshops 
determine the execution 
strategy. The Explore 
phase can take one day 
or up to two weeks. 

QUICK WINS: DEVELOP AN INVENTORY OF CRITICAL APPLICATIONS BY AGENCY 

A TIMELINE FOR A QUICK WIN* 

EXECUTION 

In the Navigate phase, you'll build out a robust app modernization 
strategy through research, technical spikes, and business analysis; 
deliver an outcome-based plan; and enable your team with 
required skills. This phase can overlap with the Accelerate based 
on custom strategy. 

0 NAVIGATE - Portfolio Strategy 

~ ACCELERATE APPLICATIONS - Migrate, Replatform, 
\.i!:!) Modernize 

@ ACCELERATE SUPPLY CHAIN - DevSecOps, Dev Productivity 

During the Accelerate phase, you'll migrate apps quickly and 
securely and build modernization process to help you scale quickly. 
These phases should take two to ten weeks based on the execution 
strategy. 

APPLICATION PORTFOLIO MODERNIZATION 

• OUTCOMES: 

* Identify Opportunities to Accelerate 
Business Priorities 

* Decision Framework, Value Stream 
Mapping and Roadmap for 
Identified Applications 

* Rapid Migration With Minimal 
Downtime 

* Replatform Selected Applications 
and Upskill/Reskill Your Team 
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PROGRAM TEAM 

AGILE PROCUREMENT: CREATE AN APPLICATION PORTFOLIO 
MANAGEMENT PROCESS INCLUDING GOVERNANCE 

Do Something Great! Play #3 

Align Funding and Technology 
Consider both improving the network and the user 

experience (at the same time). Essentially agencies are 
building a hybrid environment and should accept that they 
may not be ready to fully go to the cloud. 

However, this model helps to avoid creating legacy issues 
- especially when procurement and funding are aligned 
with agile processes. By aiming to improve the network and 
the experience, it's like having an electric car with the fully 

optimized infrastructure for charging the vehicle. 

Human Outcomes 
The goal of an IT budget request is to solve a nontechnical 

problem, and fulfill the mission - technology is simply a 
tool in this case. 

Because the state is ultimately responsible for its goals, 

agencies must have control and accountability for the 
projects that aid in their attainment. Though, they don't need 
to carry out all of the work themselves. Rather, it's about 

setting clear expectations regarding human outcomes and 
technical standards relating to data security, usage, 
interoperability, monitoring, and evaluation. Periodic 

assessments will help with these efforts. 

"We need to know what applications are mission critical, what applications must have a 
disaster recovery plan, because of their importance to the agency and its programs." 
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AGILE PROCUREMENT 

Procurements Normally 
Under the Simplified 
Acquisition Threshold 
(SAT) 

- Statement of Objectives 

- State Desired Outcomes 

- Discovery 

- Potential IT Solutions 

Procurement Models 

Procurement Normally 
Above SAT 

- Performance Work 

Statement (PWS} 

- Broaden the Scope 

- Test IT Solution from 

Development to 

Production Environment 

- Develop KPls 

- Feasibility and Total Life 

Cycle Cost 

Firm-Fixed Price IT 
Solutions to the 
Maximum Extent 
Possible 

- Statement of Work 

- Incorporate KPls 

- Performance at Scale 

- Quality Assurance 

Surveillance Plan 

- Service Level Agreement 
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AGILE AND LEAN TECHNIQUES 

LARGE SCALE PORTFOLIO ANALYSIS 
Proceeding With An Application Modernization Program 

At a high level, develop a decision framework based on as much objective data as you can collect. This allows you to assess 
applications on both technical feasibility and business impact. Then, apply this framework to a subset of applications to identify 
the first modernization candidates. This first-pass decision framework should only take about 4-6 weeks to develop. 

Your decision framework will contain numerous assumptions at this point. It is important to validate those assumptions with some 

real work. Start the modernization process on the subset of applications your decision framework identified, establish 

modernization patterns, test your assumptions and feed them back into your decision framework. 

From that point, continue to iterate rapidly by assessing larger swaths of your portfolio -- iterating between assessing, 
decisioning and modernizing applications. This iterative process builds skills both on the assessment/decision aspect, as well 
as the application modernization aspect. 

While collecting objective data may be challenging, it is possible to do it through conversations, workshops and interviews. 

Through the use of advanced tools, you can rapidly collect data on larger portions of your portfolio, which further accelerates 

the modernization journey. 

With this in mind, next is a series of actionable questions that will help your team to proceed on the state application 
modernization journey. For state CIOs, you can take these to your agencies for further exploration. 



■ 

KEY QUESTIONS FOR MOVING FORWARD 

Initial Stage 
• Are you in the initial stages of 

planning or evaluating your 
applications? 

• Do you know where to start? 

• Do you have a specific overall 
business goal in mind? 

• Do you have a willing agency or 

executive to be an early 

champion? 

• Do you have a rapid way to 

assess/collect data for a number 

of apps, and make 

recommendations to have app 
candidates in a few weeks? 

■ 
Implementation Stage 
• Do you have an application 

portfolio and are ready to 

modernize? Have you started 
your planning? 

• Are you satisfied with your 
planning and timeline? Are you 

ready to start implementing? 

• What is the quality of your plan? 

• Do you know where to start? Is 

there a rapid path and clear 

direction with your app 

candidates? 

• Are you ready to deliver the 

solution into your environment? 

Is there a clear path to 

production? A way to validate 
your assumptions? 

■ 
Progress Stage 
• Do you have a portfolio, but 

would like to improve it before 

proceeding? 

• Are you making timely progress? 

• Have you identified the common 
patterns, and created one 

solution that can scale across 

many applications? 

• Are you capturing the patterns 

and solutions developed to 

scale so new people to the 

project can develop next steps? 

• Are you building these skill sets? 

• How do you scale the 
assessment, the solutioning, and 
the implementation? 
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VMware 

VMware is a leading provider of multi-cloud services for all apps, enabling digital innovation with enterprise control. At the heart of everything we 

do lies the responsibility and the opportunity to build a sustainable, equitable and more secure future for all. VMware Tanzu enables development 

and operations teams to deliver business value faster, more securely, and at scale in a multi-cloud world. You may have hundreds or even 

thousands of applications - both existing monoliths and new cloud native microservices. They're all different and critical to your business. VMware 

has the technologies that enable you to build, run and manage all your applications across any cloud, and the team to guide you along the way. 

For more information, please visit www.vmware.com. 

National Association of State Chief Information Officers 

Founded in 1969, the National Association of State Chief Information Officers (NASCIO) represents state chief information officers (CIOs) and 

information technology (IT) executives and managers from the states, territories and District of Columbia. NASCIO's mission is to foster 

government excellence through quality business practices, information management and technology policy. NASCIO provides state CIOs and state 

members with products and services designed to support the challenging role of the state CIO, stimulate the exchange of information and promote 

the adoption of IT best practices and innovations. From national conferences to peer networking, research and publications, briefings and 

government affairs, NASCIO is the premier network and resource for state CIOs. For more information, visit www.NASCIO.org. 
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APPENDIX 

8 State CIO Top Ten Policy and 0 IDC Survey Spotlight: Skilled 
Tech no logy Priorities for 2022 Workers Shortage 

0 State CIO Insight Interviews 0 Evolving Relationships: Business 

- Mark Raymond, State of Connecticut Relationship Management and the 

- Matt Behrens, State of Iowa New CIO Operating Model 

- Kevin Gilbertson, State Of Montana 

- Ed Toner, State of Nebraska 0 CMMI: An Introduction to 
- James Weaver, State of North Carolina Capability Maturity Model 
- John MacMillan, Commonwealth of Pennsylvania Integration 
- Amanda Crawford, State of Texas 
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