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Have  you  ever  put  the  words  documentat ion  and  urgent  in  the  same  sentence?   I 
bet not,  but  I  bet I  can convince you that  you should.  

IT people with decades of  AS/400 systems knowledge are leaving in large numbers , 
whether  from ret irement,  layoffs,  career  changes –  somet imes  planned,  sometimes 
unplanned .   Natural ly,  they are taking their  knowledge with them.  

Can  you  put  a  pr ice  tag  on  how  much  that  loss  of  knowledge  wi l l  cost  you?   You  
actual ly  can  est imate  i t  –  i t ’s  something  you  should  know!   Here  is  a  guide  to 
calculating the value of employee knowledge  .

And  here  is  the  surest  proven  way  you  can  protect  yourself  against  that  loss  of  
value:  Document  your  system!   Protect  its  value!   In  al l  ser iousness,  this  is 
real ly a matter  of professional  di l igence.

Typical  AS/400  appl icat ions  represent  past  investments,  and  replacement  costs,  of 
mil l ions  of  dol lars.   Whether  embedded  in  the  appl icat ion,  or  in  the  minds  of 
employees,  application knowledge is  an enterprise asset  that  needs to be both  
fully protected and fully util ized .

Besides ful ly protect ing that  valuable knowledge, how can you ful ly ut i l ize i t?   Here  
are four compell ing,  common sense things AS/400 IT managers should be doing:

• Stop the isolat ion of  System i appl icat ions!
• Control  your Business Rules!  
• Make your decis ions rat ional,  quanti f iable and fact-dr iven!
• Recover your appl icat ion design and reuse i t !

Let ’s look at  these in more detai l :  

1. Stop the isolat ion of System i  applications!  As experienced people leave, 
and  as  businesses  add  other,  “modern”,  systems,  the  System  i  appl icat ions  
increasingly  become  regarded  as  obscure,  esoter ic  and  unknowable .   For 
many  companies,  however,  these  legacy  appl icat ions  contain  cr i t ical 
business  rules  and  data  –  but  the  enterpr ise  knowledge  of  them  dwindles 
with  each  passing  year.   IT  managers  need  to  educate  and  communicate 
appl icat ion  knowledge  to  their  new  staff ,  outsourced  resources,  users  and 
management to preserve and protect  this valuable corporate asset.

2. Control  your  Business  Rules!   One  of  the  most  valuable  aspects  of  your 
legacy  asset  is  the  codif icat ion  of  business  rules  that  control  thousands  of  
processes  in  your  company.   Do  you  know where  they  are?   Do  you  know  if  
they  are  consistent?   Can  you  tel l  anyone  what  they  are?   Leading  IT 
management  consultants  such  Gartner  Group  and  IBM  place  great  value  on 
the investment that  companies have made in developing their  business rules. 
Are you proact ively in charge of this asset?

3. Make  your  decisions  rational,  quantif iable  and  fact-driven!   When  you 
plan  your  legacy  appl icat ion  projects  are  your  est imates  and  task 
breakdowns  based  on  quanti f iable  information  about  your  legacy  appl icat ion 
code  and  design?   Do  you  account  for  more  or  less  complexi ty  in  your 
exist ing system when planning design,  programming and test ing?  How much 
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subject iv i ty is in your process?  How many metr ics? 

4. Recover  your  application  design  and  reuse  it !  Over  many  years  of 
ongoing  development  and  maintenance,  appl icat ion  architecture  natural ly 
erodes  to  the  point  where  i t  is  no  longer  opt imally  designed.  In  most  AS/400 
shops,  there  is  no  expl ic i t  appl icat ion  design  documented  anywhere  -  i t  is  
impl ic i t  in  the  code.  The  business  rules,  data  model,  complexi ty  metr ics  and 
archi tecture  of  your  legacy  appl icat ion  should  be  ful ly  dr iv ing  al l  projects  for  
maintenance,  integrat ion,  reengineering  and  replacement.   They  were  when 
the  appl icat ion  was  bui l t .  Why  no  longer?  Do  you  have  this  information  at 
your  f ingert ips  so  that  you  are  sure  to  automat ical ly  incorporate  i t  into  al l 
such  projects?   And  real ly,  is  your  own  management  process  designed  
around this core information?

I t  is  not  uncommon  for  aging  systems  to  fal l  into  deeper  and  deeper  states  of 
d isrepair.   This  is  a  serious,  somet imes  negl igent,  waste  of  money.   I t  is  the 
responsibi l i ty  of  the  IT  managers  in  charge  of  these  systems  to  preserve,  and 
hopeful ly,  increase their  value.

When  viewed  as  a  corporate  asset ,  as  suggested  by  Gartner,  IBM,  etc.,  legacy 
systems  often  have  substant ial  value  to  an  enterpr ise,  often  measured  in  mil l ions 
of  dol lars.   Such  a  measurement  can  be  made  against  the  past  expenditures  to  
develop  the  software,  or  the  future  expenditures  that  would  be  required  to  replace 
i t .

Another  way  to  measure  value,  though  more  diff icult  to  quanti fy,  is  to  look  at  what 
the  system  contr ibutes  to  the  enterpr ise.  For  this  there  are  three  essent ial 
domains:

• Current  contr ibut ions
• Functional i ty and data for  business operat ions
• Functional i ty  and  data  for  external  systems,  and  their  support  of 

business operat ions

• Future contr ibut ions
• Extensive,  proven  information  for  the  reengineering  or  purchase  of 

future,  replacement  systems  -  that  information  typical ly  being  in  the 
form of archi tecture, data models and business rules.

There  are  mult iple  ways  that  legacy  systems  provide  value  to  an  organizat ion. 
Protect ing  and  ut i l iz ing  that  value  is  a  core  responsibi l i ty  of  IT  managers,  and 
documentat ion is an essent ial  tool for doing so.

"Measuring  programming  progress  by  l ines  of  code  is  l ike  measuring  aircraft 
building progress by weight."

-  Bil l  Gates


