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Setting up an agile program to accelerate cloud
migrations
Ashish Ameta, Amazon Web Services

Cloud adoption is more than just a technology transformation. To move to the cloud effectively,
organizations can use the AWS Cloud Adoption Framework (AWS CAF) and its six perspectives
(business, people, governance, platform, security, and operations) as a framework to ensure a
comprehensive view of the transformation initiative.

This framework can help you understand which areas to improve before moving forward with

a migration effort for enterprises. You can combine this framework with agile practices and
streamlined cloud migrations to move quickly and innovate faster. We recommend embracing an
agile approach for large migrations to the cloud—not just as a discrete activity.

Objectives

This guide discusses how you can take an agile approach to accelerating cloud migrations at scale.
There are two primary outcomes expected from this guide:

» Steps to set up an agile program with epics for defined workstreams in the readiness and
planning phase (see the following diagram). This program builds the core components of the
cloud operational foundation to align, enable, and mobilize the workforce and resources for a
successful migration.

» Guidelines for migration planning and implementation using sprints. These guidelines help
you to discover, transform, and deploy complex sets of workload components.

The prescriptive model that we describe in this guide is built on direct customer engagement
experiences in the field. Your adoption strategy should be closely aligned with your business
goals and objectives. Your decision process for migrating resources to AWS depends on the
migration method (for example, rehost, refactor, replatform). This guide leads you through the
implementation process, and helps you align with other processes and launch functions in the
readiness and planning phase.

The following diagram describes the various phases of the overall migration process, including
assessment, readiness and planning, and migrations. It also includes details about the workstreams
that are part of the readiness and planning phase.

Objectives 1
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Reviewing current cloud adoption and migration
networks

When organizations contemplate migrating to AWS at scale, they are somewhere along the path of
what is called the stages of adoption, as shown in the following figure. The four stages are project,
foundation, migration, and reinvention.

REINVENTION

CLOUD-NATIVE RETIRE

TECH
DEBT

» Project - The organization evaluates the AWS Cloud as a viable option and determines whether
it addresses their specific needs. AWS skills aren't required at this stage.

« Foundation - The organization starts extending their data centers to AWS. Specifically, the
organization:

Establishes scalable security and compliance models on AWS.

With AWS migration specialists, deploys the initial framework of the landing zone in a non-
production environment.

Sets up cloud-focused and AWS skills training for employees.

Moves 3-5 enterprise-grade production applications to AWS.
« Migration - At this stage, the organization:

» Prepares for long-term cloud operations.

» Defines IT roles for cloud operations.

 Establishes a Cloud Center of Excellence (CCoE), which is a multi-disciplinary team that drives
cloud adoption efforts across an organization.

» Migrates groups of production applications and data centers.
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« Reinvention - At this stage, the cloud becomes the default choice for all projects. The
organization explores new, cloud-based business models, and becomes more comfortable with
cloud operations than it is with on-premises operations.

The purpose of a readiness assessment is to understand where along the stages of adoption the
organization is, and which parts of the environment are sufficiently mature to move to the next
stage. You complete the readiness assessment before you start the readiness and planning phase
of migration. In the agile program described in this guide, you review the results of the readiness
assessment to understand your current state.
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Adopting an agile approach with epics

This section describes the agile approach for cloud migrations, including preparation, execution,
and value-add outcomes.

Approach
Preparation

Implementation

Value-add outcomes

Approach

Using an agile approach with epics (large stories), you start small, iterate, measure, manage, and
scale. You can use an agile methodology for the preparation and implementation stages of large
migrations to the cloud. With this approach, you do the following:

Structure your work in the form of epics and stories to be able to respond to change

Produce a well-prioritized backlog

Report your progress

Build a migration roadmap to efficiently and effectively tie business stakeholder needs to
technology initiatives

The following diagram illustrates the agile process that we describe in this guide.

Approach 5
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Preparation

The preparation stage of the migration consists of these steps:

1. Set up two 2-pizza teams as scrum teams. These teams are made up of internal resources from
workstreams that are defined in the readiness and planning phase. Group the teams based on
the underlying functional/technical roles. Together these teams are responsible for driving
adoption, enabling initial migrations, and preparing the organization for running enterprise-
scale migrations.

o 2-Pizza Team 1 structure and resources — advisory, business case, program governance, people
skills, and center of excellence (CoE).

o 2-Pizza Team 2 structure and resources — app discovery/migrations, landing zone, security, and
operations integration.

2. Kick off a planning meeting with both scrum teams to review the results from the migration
readiness assessment.

3. Identify 10 to 30 applications to migrate from on premises to AWS in Wave 1.

4. Set up a backlog. Prioritize the use of "pre-baked" epics for all workstreams from existing
migration patterns. Here are a few examples:

Preparation 6
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Summary ¥ |Issue Type| ¥ | Description

App Migration - Wave 1

0l - License Mgmt

0l - Problem Mgmt

OCM - Make it Stick

OCM - Enable Capacity

OCM - Engage the Organization
OCM - Envision the Future
OCM - Align Leaders

OCM - Mobilize Team

0l - Patch Management
Security - Incident Management
Security - Data Management

Security - Infrastructure Management

Security - Logging and Monitoring Management
Security - Access Management
Migration-at-scale Planning

Landing Zone Setup

Program Management Setup & Execution
Business case and TCO

Baseline Discovery

MRA

Epic
Epic
Epic
Epic
Epic
Epic
Epic
Epic
Epic
Epic
Epic
Epic

lEpic

Epic
Epic
Epic
Epic
Epic
Epic
Epic

|Epic

As the Migration Program Leader | want to migrate all the identified application for MRP in waves with customer:
As the Head of Cloud services, | want to manage the licenses of the software effectively so that there are no licen:
As the Head of Cloud services, | want to ensure a problem management mechanism and process in place so that r
As the Cloud Executive Sponsor, | want to ensure key activities outlined in the Mitigation Strategy & Plan are exect
As the Cloud Executive Sponsor, | want to drive a new organizational culture that produces a return on reward, in ¢
As the Cloud Executive Sponsor, | want to ensure alignment and commitment across leadership and key stakehold
As the Cloud Executive Sponsor, | want to ensure Change Strategy, Communication, Engagement Strategy, Training
As the Cloud Program Sponsor, | want to secure alignment of key global and regional/local business stakeholders 1
As the Executive Cloud Program Sponsor, | want a thoughtful, structured, documented approach to delivering clouc
As a head of security, | need to provide a mechanism as well as ensure that all the application services and the inf
As an incident response manager, | want to develop and implement an incident response plan/methodology so thi
As a data protection manager, | want to establish and implement an encryption at rest and in transit methodology
As a infrastructure security manager, | want to implement security and compliance infrastructure so | can have a r
As a logging and monitoring manager, | want to implement logging and monitoring framework so that | can moni:
As the identity and access manager, | want to securely control access to my AWS services and resources for my us
As the Migration Program Leader, | want to ensure that all prerequisites have been baselined so that the applicati
As a Cl0, | want to a build a scalable and resilient virtual data center in the cloud so that we can support business
As the Executive Sponsor (CIO), | want to lay down the foundation for mobilizing my teams so that they are prepa
As an Executive Sponsor, | want to know the migration and run costs in AWS, so that | can generate a business cas
As an IT Director, | want to discover all my infrastructure assets so that | have a complete picture of my current st
As a CI0, | want to a assess my current organizational capabilities so that | can decide if my team is ready for Clov

5. Assign a scrum leader and a product owner, who are responsible for managing the backlog.

6. Set up eight two-week sprints for migrating applications.

7. Build a migration plan with resources, a backlog (epics, user stories), a risk/mitigation log, and

a roles and responsibilities matrix (for example, a RACI matrix). You can use this plan to manage

the risks that occur during the project, and to identify ownership for each resource involved.

Implementation

The implementation stage of the migration consists of these steps:

1. Set up sprint schedules and objectives for each of the eight sprints with both teams.

2. Review epics, break them into stories with acceptance criteria, and organize them into Sprints 1

through 8.

3. Set up a daily cadence meeting between both 2-pizza teams. This meeting is important for

uninterrupted workflow and faster feedback. The scrum leader organizes daily status calls

through scrums to discuss progress, resolve blockers, and report on deliverables.

4. Build a communications and reporting plan for implementation oversight meetings. Use agile

metrics to prove that teams are healthy and delivering value.

5. Manage sprints with a primary focus on the following:

 Learn by doing—align, enable, and mobilize a workforce and resources.

 Start small, create early successes, and build to full migration capacity.

Implementation
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6. Capture outputs, best practices, and lessons learned to use as building blocks for migrations at
scale.

7. Create blueprints of agile delivery for scaling migrations based on Wave 1. Present the approach
as a foundation for the readiness and planning migration phase.

Working through these initial Wave 1 migrations helps to build confidence and experience. This
process includes the migration plan with the patterns and tool choices that fit your organization's
needs. It provides validation and testing of the operational and security processes. It also identifies
patterns (for example, common architectures and technology stacks) in the portfolio to create a
list of application groupings based on common patterns. This creates a common process for group
migrations.

Value-add outcomes

Using this agile model, you can accelerate the path to achieving business outcomes and value
drivers for operating at scale. Value-add business outcomes that are outlined in this agile approach
include the following:

» Application selection — Analyze application based on the 6 Rs of migration.

» Migration wave plan and migration tools — Develop a prioritized list of move groups with
available tools.

» Landing zone - Validate various components of your landing zone via deployment and testing.
» DevOps - Deliver features, fixes, and updates frequently, using the DevOps model.
« Automation — Use vendor tools for automated migrations.

« Migration patterns — Use the available patterns in the AWS Prescriptive Guidance catalog.

» Design architecture — Design target state architectures for server, data, and application
migrations.

« Training tools — Train resources on AWS services, and provide hands-on migration experience.

« Operational runbook - Validate the operating model by deploying, monitoring, and reporting
on applications that are running on AWS (see Modernizing Operations in the AWS Cloud).

« Governance — Manage migration scope, schedule, resource plan, issues and risks, and
communications.

Value-add outcomes 8


https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-tools/
https://aws.amazon.com/prescriptive-guidance/#patterns
https://docs.aws.amazon.com/prescriptive-guidance/latest/migration-operations-integration/

AWS Prescriptive Guidance Setting up an agile program to accelerate cloud migrations

Guidelines for a successful migration

This section includes guidelines for planning your migration and for migration sprint activities.

Planning

Before migrating resources to AWS, you need to choose the migration method, tools (if applicable),
and operating model that you're using to manage, govern, and secure your environment. As part of
planning for the migration, do the following:

» Create a comprehensive wave plan with key assumptions. Identify dependencies, tools, the
number of sprints, and ownership of the sprints.

 Build the account structure, access, security, network, connectivity, automation, and pipelines.
« Have the landing zone ready.

» Select and obtain the migration tools.

» Define the change control and impact assessment processes.

» Define the communication plan.

 Define the production operations and operating model.

« Select and commit the resources, including partners.

Activities
Plan activities for all sprint weeks. Everyone on the team must participate!

» Create key metrics to guide the team and monitor progress. Identify key results for each
objective.

« Conduct a pre-mortem to understand and plan for risks.

 Establish a schedule and select tools to keep everyone informed.

» Hold an inception retrospective to identify and improve any sprint activities.
» Reprioritize the product backlog.

» Create a day roadmap for practices to continue.

» Hold a retrospective to improve.

« Don't deviate from the schedule.

Planning 9
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Teams should also establish a shorter cadence for sprints, planning, and retrospective meetings.
We suggest one-week or two-week sprints to provide quick feedback, to allow for pivoting, and to
create a sense of urgency.

In the Wave 1 migrations, you developed a blueprint and building blocks for the migration process,
and tested specific migration patterns. Now you're ready to scale teams to support your initial
wave of migrations to build the migration factory process, and expand on the agile team model for
your entire application portfolio.

You can use the migration factory process illustrated earlier in this guide to pave the way for
the larger move to AWS. This is a process that can efficiently handle the migration workload
by combining the technical components of a cloud migration with the business and people
components.

Activities 10
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Next steps

For large migrations to the cloud, it's critical to introduce agile program steps for both the
preparation and implementation stages. Analyzing your current state, building a plan, and iterating
the work breaks a large migration into manageable activities for efficient implementation. Use the
AWS Cloud Adoption Framework (AWS CAF) to analyze your environment through the different
perspectives: business, people, governance, platform, security, and operations. This framework
gives you a complete view of which areas to improve before moving forward with a large migration
effort.

Use the agile program to kick-start your initial wave of migrations with 10 to 30 applications. Then,
build upon it, use the migration factory process, and iterate the migration patterns to create an
optimal move to the AWS Cloud.

11
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Document history

The following table describes significant changes to this guide.

Change Description

Added details Provided more information

about the stages of adoption.

Initial publication —

Date

August 30, 2019

August 5, 2019
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