
Mission Priorities Drive Digital Transformation and innovation- 
Technology Business Management (TBM) illuminates IT investment needed for digital transformation, 
innovation and mission accomplishment 

 
Digital Transformation is a lot like ripping off a Band-Aid. We’re all overwhelmed with information on 
the latest technologies-Artificial Intelligence (AI), Robotic Process Automation (RPA), Machine Learning 
(ML), along with the current challenges of a virtual workforce.  With ever-diminishing budgets, IT leaders 
are challenged to know how to invest to derive a positive return on IT investment.  Many agencies have 
unmanaged portfolios; legacy systems are everywhere; security risks are growing; and new technologies 
are being introduced. All this causes proliferation of outdated, inflexible application environments and 
outdated business processes. The question is how to prioritize available sustainment dollars for this 
jumble, while rapidly updating the applications portfolio? Rationalize first? Modernize first? Add new 
mission functionality first?    
 
The challenge is to keep the legacy systems flying, while freeing up dollars to invest in modernization 
and innovation. The TBM framework can provide insights needed for the portfolio shift from IT as a cost 
to IT as a mission asset. It does this by looking at Financial, IT Services, and Business (Mission) views to 
gain full transparency of IT costs, consumption and performance.    
 
Here’s the Game Plan for connecting IT more closely to the business, and for transforming the IT 
portfolio toward greater mission impact… with the Secret Weapon of TBM.  It’s really about four 
strategic elements: 
 

1. Data - It’s all about the data, begin with a focus on process and the TBM taxonomy – not just the 
tools 

2. Discovery - Discover the cost and mission contribution of your current IT portfolio 
3. Technology- Incorporate new technologies in parallel to quantifying cost and mission 

contributions of the legacy portfolio 
4. Prioritization – Focus on prioritizing  and sequencing for modernization, targeting apps that are 

both high cost and mission significant 
 
The sequence of operations matters, just like in math. Let’s touch on each element.  
 

1. It’s all about the data. Begin with a focus on process and TBM taxonomy; not just the tools.  
One of the biggest hurdles is getting the financial data aligned. Use the TBM taxonomy to 
identify the data needed to support desired insight and decision-making about investment. Then 
consider the best process to take in and use that data. The CFO and the budget team are 
essential. Some organizations may start from the budget; some from expenses. Wherever you 
start, the data “stalactites and stalagmites” will converge. Get the right data and a workable 
process, you are most of the way to receiving the benefits for investment insight.  Selection of 
tools that enable the process are gravy. 

 
2. Discover the cost and mission contribution of your current IT portfolio 

Consider what is necessary to solve the issues of aging systems and expensive 
technologies….”just enough” to keep the systems going while freeing up resources and changing 
the model of IT impact. Maintenance of legacy systems eats up funding for modernization and 
innovation. TBM provides insight to a legacy system’s full cost, as well as illuminating options for 
moving to more cost and service-level flexibility and choice. 



 
3. Incorporate new technologies in parallel to quantifying cost and mission contributions of the 

legacy portfolio 
There’s no stopping the train to figure out full cost of ownership for all legacy systems before 
doing anything new. The TBM framework allows concurrent incorporation of new or planned 
technologies into the portfolio. This gives the information needed to analyze trade-offs to 
determine the best, cost-effective mission support. Insights from TBM facilitate the shift of the 
portfolio mix from IT as a cost to IT as a mission asset.  An example is the table below inspired 
from the book “Technology Business Management: The Four Value Conversations CIOs Must 
Have with their Businesses.”   

 

Legacy IT as Cost IT as Mission Asset 

Investments funded by the business. Investments are funded by IT.  Expenses 

are recovered through chargebacks 

based on consumption. 

Projects are the center of portfolio 

management programs.  Waterfall-based 

planning. 

Services are the center of portfolio 

management programs.  Agile and 

DevOps. 

Cost structure is heavily fixed. Changes 

in consumption have little impact on IT 

cost. 

IT cost structure is more variable. 

Changes in consumption directly affect IT 

cost. 

Few service level choices. Many service level choices. 

Build and capitalize its services. Broker, sourcing new services or service 

components. 

IT governs its own spending. IT governs the technology strategy and 

execution for the entire 

organization/agency. 

 
Knowing the total cost and value of the current and target IT portfolio is critical to support an 
effective IT modernization/digital transformation program.   This will lay the groundwork for the 
IT Management insights needed to drive prioritized IT investment decisions for agencies’ digital 
transformation, innovation and mission needs 

 
4. Prioritize and sequence modernization steps, targeting apps that are both high cost and 

mission significant 
 

OMB’s Application Rationalization playbook  notes that TBM implementation of all IT spend 
provides a baseline of application portfolios aligned to business value, detailing the TCO and a 
breakdown of the infrastructure components and IT services.  If the agency has implemented 
the full TBM framework, the Business view will provide visibility into the applications used to 
enable mission goals to help to drive the investment prioritization.   
 

https://www.cio.gov/assets/files/Application-Rationalization-Playbook.pdf


Bonus: Integration of CPIC-required data, along with the TBM taxonomy moves the organization 
from “checklist” compliance to impact. CPIC reporting can leverage the TBM taxonomy to 
generate granularity by separating IT spending into Cost Pool and IT Towers costs for each 
investment, which can be associated with the related application investment costs. Then the 

effort is about the right data 
for the necessary decision. 
“Beginning with the reporting 
cycle for Budget Year (BY) 
2020, agencies will be required 
to report application IT Tower 
costs as part of their CPIC 

submissions. This reporting will create cost data and can be used as an opportunity to open a 
dialogue with Chief Financial Officer (CFO) offices about how to best determine costs at the 
application level. Use existing reporting mechanisms, such as CPIC, to tailor the rationalization 
effort to agency needs”.  
The process is just maturing. Many agencies are still struggling to capture baseline cost pool 
data. Some early phase TBM implementations are dealing with “murky” data. However, the 
early successes where TBM, in conjunction with CPIC, provided important insight and 
acceleration of apps rationalization and modernization, bring optimism that it’s well worth the 
effort. Agencies’ implementation of TBM is an important step toward better IT Management. 
Sharing the results from TBM through FITARA scorecard measurements can accelerate learning 
across government.  
 
For more information, take a look at ACT-
IAC’s TBM CXO Value Conversations; the  
TBM Case Study-SBA; and the CIO Council's 
Federal Technology Investment 
Management (FTIM) Community of Practice 
(CoP) and the ACT-IAC IT Management and 
Modernization (ITMM) Community of 
Interest (CoI) collaboration,  IT Spending 
Transparency Maturity Model. 

 

 
Authors: 
Judy Douglas, Client Industry Executive, Perspecta; NAPA Fellow; IAC Executive Committee  
Stu Hammer, Senior Director, Consulting Services, Perspecta; Industry Chair, ACT-IAC IT Management 
and Modernization Community of Interest.  
 

 

“The TBM taxonomy and practices offers many insights not yet used 
that can accelerate modernization and assess the value IT brings to an 
organization.  The adoption moves the organization from “checklist” 
compliance to impact and allows for predictive modeling for better 
decisions on future investments.  ” –Maria Roat, Deputy Federal CIO 

 

 

David Powner, former GAO Director of IT Issues, in recent testimony, 
recommended addition of a budgeting/funding category to the 
FITARA Scorecard that “incorporate(s) Technology Business 
Management (TBM) methodology to better capture all IT costs and 
align them to the agency or citizen services they enable. .(I)f we are to 
modernize to the extent needed and turn the  
corner on 80 percent-plus spend on legacy operations….Agency IT 
budgets need to better  
reflect their IT needs”. 

https://www.actiac.org/system/files/TBM_0.pdf
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