
CIO
ONBOARDING

The 5 insights on your 
Application Portfolio you 
should definitely consider  
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IT STARTS 
WITH THE 
FACTS
Congratulations on your new position as CIO. As with all new 

jobs, it’s time to get your arms around your people, processes 

and technologies so you know what you have to work with. 

 

The problem is, when you start gathering information on your IT 

portfolio, it seems you get the same answer: “Everything’s great 

with this application. We have a lot of users and the quality is 

excellent. We need to invest more in this application – it’s really 

strategic”. Can you trust that feedback? In the past, you had to.

 

No CIO is hired to maintain the status quo or just “keep the lights 

on”- It’s about innovation and transformation, or at minimum, 

it’s about rationalization and consolidation. You need facts, not 

opinions to drive your strategic plan.

The following pages outline the top 5 critical insights to keep in 

mind when starting a new CIO position.
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CIO questions you must answer

INSIGHT #1
Get an accurate view on your 
IT portfolio

Although there are several ways to collect information on your application portfolio, many 
of them are time & cost consuming - and even worse - they largely rely on subjective me-
trics. So by default, you will end up with a biased view. As we know, “wrong data leads to 
wrong decisions”.

Application Portfolio Analysis (APA) collects information about the application portfolio from an objective perspective, 
where the data collection process comes directly from a code scan. For the information that cannot be derived from a 
pure scientific method, APA leverages an online survey with specific questions that require closed answers (e.g. how 
many releases per year, original creation date, etc.).

APA will provide visibility into: risk, complexity, technical debt & resource allocation – at both the portfolio and individual 
applications levels. These objective metrics are critical to document before starting a Rationalization program in order to 
better target potential expensive and risky areas within the portfolio.

• What is the overall technical debt we are carrying? 

• What’s the overall sizing of the portfolio? 

• How many FTE’s are maintaining the application 
portfolio? 

• What are the consolidated risk levels?



CIO questions you must answer

INSIGHT #2
Proactively manage your level of risk

This new approach allows users to tackle the Application Portfolio through new angles. The 
computed metrics feed analytics models that are translated into compelling dashboards. 
These new complementary insights help to build advanced analysis against your assets. 
Each product is positioned according to the business value and the related production risk, 
adaptability risk and software complexity risk.

The several cross analysis dashboards that combine business value with risk levels highlight strengths & weaknesses 
among the portfolio but also opportunities & threats. The relationship between business value and risk provide objective 
insight into the best candidates to replace, merge, invest or retire.

• What are the mission critical applications among 
the portfolio?

• How many applications are likely to fail in producti-
on?

• Which applications represent a direct barrier to IT 
agility?

• How do my outsourced products perform compare 
to In-House development?
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CIO questions you must answer

INSIGHT #3
Understand & Control Technical Debt

Technical debt is directly correlated to both the quality & the complexity of the end pro-
duct. It measures the effort required to fix coding and architectural violations that remain 
in the code when an application is released. Unfortunately, the technical debt tends to 
grow more exponentially than linearly, which threatens some critical factors such as a) the 
overall portfolio agility; b) the number & cost of resources to fix; and c) the time to mar-
ket. It is then mandatory to proactively manage the debt which might become a too heavy 
burden, and therefore prevent the portfolio from embracing the necessary/required trans-
formations.

Technical debt awareness should be conveyed through an adapted communication and a frequent monitoring to the 
various teams. The more mature the teams become on this financial metric, the higher the opportunities are to take 
advantage of new programs & projects to alleviate it.

• How much does the overall technical debt represent?
• What are the applications with the heaviest technical debt?
• What percentage of the technical debt might disappear  

quickly?
• How is debt split across the potential candidates to be retired?
• Which percentage of this debt is developed by outsourcers
• How does the overall technical debt evolve over time?
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INSIGHT #4
Keep an Agile Resource allocation

It is difficult speak about CIO Onboarding without mentioning the management & staffing 
of teams. Application Rationalization tends to keep the effort on the mission critical pro-
ducts and reallocate the resources to what really matters; in other words: serve the enter-
prise strategy.

Application Portfolio Analysis informs users on the number of resources allocated to each product. Portfolio Demo-
graphics goes an additional step by presenting the split by technology, which introduces the programming language 
skill as a key parameter for the resource allocation. The IT Rationalization initiative becomes then a great opportunity to 
introduce a new set of standards.

• What are the 20% apps that mobilize 80% of my resour-
ces?

• Have we provisioned enough skills on specific program-
ming languages to cope with both build & run?

• What is the percentage of resource used for maintenan-
ce only?

• What should be the optimized resource allocation based 
on the COCOMO II estimate?
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CIO questions you must answer

INSIGHT #5
Recommendation & monitoring

Always be ready when the time comes to make smart decisions and defend positions concerning the rationale of both 
retire and investment recommendations. These unbiased analytics become one of your best allies to communicate the 
baseline and also the starting point of introducing fact-based measurements to push a continuous improvement culture.

The trends and benchmarks represent additional tools to compare with peers and monitor the trends over time. Insight 
into the progress of your rationalization over time will give everyone to confidence to continue to improve the quality of 
the application portfolio.

• How do the risk levels evolve for mission critical products?
• Does the overall portfolio complexity tend to be under control?
• How are new standards impacting the technical debt over 

time?
• How productive are the development teams, either for in house 

or outsourced?



CONCLUSION
These insights are critical for the CIO to build a standardized & complete foundation for 
Application Portfolio Analytics and address these challenges using fact-based metrics.

1. Continually assess application portfolio health 
2. Leverage objective, repeatable and cost & time effective standards units of  

measure to identify the source of savings 
3. Mitigate software risks to offer the best experience to customers 

4. Reduce maintenance costs and encourage innovation 
5. Optimize resource allocation 

6. Combine compelling findings to make smart decisions
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