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Overview

Government  technology leaders 
convened to discuss AI?s 
t ransformat ive role in legacy 
modernizat ion and the evolving 
future of IT departments. The 
agenda w as developed based on 
pre-event  part icipant  interview s to 
address their most  pressing 
challenges and opportunit ies. 
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- Government  agencies are making 
st rategic decisions about  how  to use 
AI to update decades-old technology 
infrast ructure, w ith clear pat terns 
emerging around successful 
approaches.

- Organizat ions face a key st rategic 
choice: refactor or redesign. One 
agency chose to ?refactor? ?  
updat ing the technology plat form and 
code language (for example, f rom 
COBOL) w ithout  altering business 
processes ?  primarily to mit igate the 
risk of skill shortages for legacy 
languages. In contrast , another 
agency is pursuing a complete 
?redesign? of its 60 -year-old systems 
to align w ith modern, product-based 
business pract ices.

- AI is a pow erful tool for understanding 
and document ing complex legacy 
code. M ult iple leaders shared 
successes in using AI tools like 
ChatGPT to analyze, interpret , and 
document  millions of lines of poorly 
commented COBOL or assembly code. 
This capability proved crit ical for one 
agency in creat ing documentat ion for a 
new  vendor, avoiding major problems 
during a dif f icult  cont ract  t ransit ion.

- A gradual, human-validated approach 
is crit ical for large-scale projects. One 
organizat ion is modernizing its 
systems in phases to avoid the risks of 
?hallucinated? or incorrect  
AI-generated code. The AI tool 
generates ?guidance,? such as 
pseudocode and data def init ions, 
w hich subject  mat ter experts review  
and validate before implementat ion. 
This approach improves speed w hile 
maintaining accuracy and control.

?Our goal is to rebuild and 
redesign... W e ended up 
using the generat ive nature 
of AI to generate guidance 
for us. W e w ere not  sure if  
the tool w as going to have all 
the answ ers or w hether they 
are real. W ith the generat ive 
nature of AI comes the risk of 
hallucinated code.? 

 ?  Government  CIO Expert  
Exchange Part ic ipant

- Data synchronizat ion remains a 
signif icant  challenge in 
modernizat ion. M oving from a 
mainframe to a server-based 
environment  can create considerable 
data pipeline and format t ing issues, 
especially at  high volumes. Several 
part icipants noted that  using an 
operat ional data store (ODS) is a key 
st rategy for managing data ef fect ively 
across both legacy and new  systems 
as they run in parallel during the 
t ransit ion.

Discover how  Kyndryl accelerated AI 
adopt ion for the City of Stockton

Learn more
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- The discussion revealed both 
successful st rategies and signif icant  
challenges in managing the human 
elements of AI t ransformat ion w ithin 
government  organizat ions.

- Leadership adopt ion is a pow erful 
catalyst  for change. One leader 
described how  the chancellor began 
using AI to analyze state budgets, 
w hich prompted his cabinet  and other 
managers to adopt  the tools to keep 
pace rapidly. This top-dow n 
engagement  creates a sense of 
urgency and posit ive momentum      
throughout  the organizat ion.

- Provide tools and encourage 
experimentat ion. Leaders are f inding 
success by providing broad access to 
various AI tools (for example, ChatGPT, 
Claude, Gemini) rather than mandat ing 
a single plat form. This empow ers IT 
professionals to choose the tool that  
best  f its their needs, much like a 
carpenter selects a tool for a specif ic 
job. Encouraging experimentat ion and 
accept ing failure are seen as essent ial 
for learning and innovat ion.

?The new  age is about  how  I 
ret rain my folks to think less 
as programmers and more 
about  how  they can w rite a 
complex prompt . W e are 
focusing on get t ing people to 
have this can-do at t it ude. If  
you don?t  agree to ret raining 
and retooling yourself, then 
you w ill become ext inct .?

 ?  Government  CIO Expert  
Exchange Part ic ipant

- The focus of IT w ork is shif t ing from 
coding to prompt  engineering. The 
new  crit ical skill is the ability to w rite 
complex, ef fect ive prompts to guide 
AI. Organizat ions are focusing on 
ret raining staf f to think  dif ferent ly and 
adopt  a ?can-do at t itude? tow ard 
retooling. Leaders are t ransparent  that  
employees w ho adapt  to this new  
w ay of w orking are more likely to have 
successful careers.

- Adopt ion among technical staf f is 
inconsistent . Across organizat ions, 
there is a clear divide in adopt ion 
rates. One leader est imated that  only 
20 % of their developers are early 
adopters, w hile 20 % are resistant  and 
nearing ret irement , leaving the 
majority (60 %) uncertain about  how  
to proceed. This highlights the 
signif icant  change management  
challenge leaders face.

Is your w orkforce ready for AI?

Learn more
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-  Part icipants examined AI?s long-term 
educat ion and future w orkforce 
development .

- AI is a fundamental shif t , not  a fad like 
blockchain. W hile some quest ioned if 
AI is overhyped, the consensus w as 
that  its impact  w ill be far more 
w idespread and last ing than 
technologies like blockchain. AI?s      
accessibility ?  available on every 
phone ?  and its broad ut ility for 
everyday tasks give it  a 
t ransformat ive pow er that  niche 
technologies lack.

- Balancing product ivity gains w ith the 
risk of ?code hallucinat ion? is essent ial. 
AI can accelerate development  
dramat ically; one team built  a new  
system in 12 minutes that  previously 
took 18  months to develop. How ever, 
leaders caut ioned developers using 
AI-generated code w ithout  fully 
understanding it . This creates a risk of 
int roducing f law ed or insecure code 
and leaves an accountability gap w hen 
things break.

?This is dif ferent  [f rom 
blockchain]. The problem 
w ith this is that  this is not  
intuit ive. This is not  like my 
Apple phone that  my mother 
can learn to use. There w ill be 
w inners, and there w ill be 
many losers because of the 
lack of intuit ion this 
capabilit y has. People are 
going to have to make an 
ef fort  to learn it .?

 ?  Government  CIO Expert  
Exchange Part ic ipant

- AI is reshaping educat ion and future 
career paths. The rapid advancement  
of AI is forcing a fundamental rethink 
of higher educat ion. Students are      
reportedly now  choosing universit ies 
based on the st rength of their AI  
curriculum, recognizing that  
adaptability ?  not  a specif ic degree ?  
is the key to future employment .

- W idespread adopt ion faces a 
usability barrier. A key challenge is 
that , unlike a phone, using advanced 
AI tools is not  intuit ive. A part icipant  
w arned  this could create a new  
digital divide betw een ?the haves and 
have-nots,? as prof iciency requires a 
dedicated effort  to learn complex new  
skills, w hich may exclude non-  
technologists f rom its benef its.

Kyndryl launches Agent ic AI 
Framew ork 

Learn more
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Based on the expert  exchange insights, 
government  technology leaders should 
consider the follow ing:

1. Develop Clear M odernizat ion 
Strategy: Choose betw een 
refactoring and redesign approaches 
based on organizat ional priorit ies and 
risk tolerance

2. Implement  Human-Validated AI 
Processes: Use AI for guidance and 
analysis w hile maintaining subject  
mat ter expert  validat ion

3. Invest  in Leadership AI Literacy: 
Ensure execut ives model AI adopt ion 
to drive organizat ional change

4. Provide Diverse Tool Access: Offer 
mult iple AI plat forms rather than 
mandat ing single solut ions

5. Priorit ize Prompt  Engineering Training: 
Retrain technical staf f in the new  
crit ical competency of ef fect ive AI 
interact ion

6 . Address the 60 % Uncertain M iddle: 
Develop targeted change 
management  st rategies for staf f w ho 
are neither early adopters nor resistant

 

Human Risk and Employee Engagement Driving AI Adopt ion Strategic Implicat ions and Risk Government  CIO | | | Recommendat ions|



©  Copyright  Kyndryl, Inc. 20 25

Kyndryl is a t rademark or registered t rademark of 
Kyndryl Inc. in the United States and/ or other 
countries. Other product  and service names may 
be t rademarks of Kyndryl Inc. or other companies.

This document  is current  as of the init ial date of 
publicat ion and may be changed by Kyndryl at  
any t ime w ithout  not ice. Not  all of ferings are 
available in every country in w hich Kyndryl 
operates. Kyndryl products and services are 
w arranted according to the terms and condit ions 
of the agreements under w hich they are provided.

The Expert  Exchange is hosted by 
Kyndryl, Inc. For quest ions about  
Kyndryl services or future Expert  
Exchange sessions, please contact  
Anita M ikus or Jeff Pany.


	Govt CIO Expert Exchange
	New Page
	Page 2
	New Page
	Page 4
	Page 5
	Page 6
	New Page


