
P R E M I U M  F R A M E W O R K

C A S E  S U M M A R Y  ·  D E L I V E R Y  T R A C K  R E C O R D

F E D E R A L  G OV E R N M E N T  ·  A LWAY S - O N  S E R V I C E S  ·  L I C E N S I N G  R I S K  ·  E N T E R P R I S E  M I G R AT I O N

A licensing change turned the Java runtime under
mission-critical federal applications into a financial
exposure — retired by migrating the entire estate from
Oracle JDK to OpenJDK across every environment,
with no disruption to always-on public services.
A risk-driven enterprise migration: move always-on government applications off commercially
licensed Oracle JDK onto OpenJDK across DEV, STE, STG, and PROD — phased, tested, and
governed so the licensing liability disappeared without a single service interruption.

C L I E N T

A federal department

(anonymized)

R O L E

Senior Project / Technical Lead —

release planning and enterprise

migration

E N GAG E M E N T  M O D E L

One accountable lead directing

migration with the federal shared-

services IT provider

D U R AT I O N

Delivered within the federal

eServices modernization portfolio

S C O P E  /  P L AT F O R M S

Oracle JDK → OpenJDK (Red Hat)

· DEV, STE, STG, PROD · mission-

critical applications

P R O G R A M  S CA L E

Enterprise-wide runtime migration

· four controlled environments ·

always-on services

01 The mandate

Mission-critical federal applications ran on commercially licensed Oracle JDK across every environment. A
change in Java licensing turned that runtime into an ongoing financial and compliance exposure — the software
still worked, but the basis on which it was licensed no longer made sense to carry. The mandate was to remove
the exposure by migrating the entire estate to OpenJDK without disrupting services that cannot go down.

The difficulty was not the swap itself but doing it under always-on conditions: runtime and library compatibility
had to be proven across a portfolio of legacy applications, regression risk contained, and cutover phased across
four controlled environments and a shared-services partner — all before a licensing deadline, with zero
tolerance for an outage to live federal services.

02 The delivery context

A licensing problem with an availability constraint

The driver was commercial — eliminate Oracle JDK licensing liability — but the constraint was operational: the
applications are always-on, so the migration could not borrow downtime to de-risk itself. Every environment had
to be moved while service continued, which made disciplined sequencing and compatibility proof the core of
the work rather than the runtime change itself.

Compatibility proven across a legacy portfolio
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Mission-critical applications of differing ages and dependencies all had to run correctly on the new runtime.
Runtime and library compatibility and regression coverage had to be established application by application,
across DEV, STE, STG, and PROD, with the federal shared-services IT provider, so that no application reached
production on an unverified runtime.

03 How the engagement was run

End-to-end release planning, phased cutover

The migration was planned and sequenced across DEV, STE, STG, and PROD so each application was validated
before promotion and cut over in controlled phases. Risk and change were managed so the estate moved to
OpenJDK incrementally — never a big-bang switch on always-on services — with the shared-services provider
aligned to the same plan.

Risk, testing, and compatibility held tightly

Compatibility testing and regression coverage gated every promotion; risks were registered and mitigated
before cutover rather than discovered in production. The licensing deadline set the schedule, but verified
compatibility — not the calendar — gated each application's move.

Governed and audit-documented throughout

The migration carried full governance and audit documentation across every environment, so the change to a
mission-critical runtime was traceable and defensible — the same governance discipline applied to a back-end
runtime swap as to a citizen-facing release.

04 Outcome

Mission-critical federal applications were migrated from commercially licensed Oracle JDK to OpenJDK across
DEV, STE, STG, and PROD, eliminating the Oracle JDK licensing exposure and improving performance on the
affected applications — delivered with full governance and audit documentation and without disruption to
always-on services. Department, application, and commercial specifics are withheld; the directional result is a
licensing liability retired and an enterprise runtime modernized under continuous availability.

M I G R AT E D  AC R O S S  T H E  E STAT E R E S U LT

Runtime change Oracle JDK → OpenJDK (Red Hat)

Environments cut over DEV · STE · STG · PROD

Applications Mission-critical, always-on portfolio

Licensing exposure Eliminated

Service impact No disruption to always-on services

O U T C O M E  P O S T U R E

Oracle JDK licensing exposure retired across a mission-critical federal
estate — phased to OpenJDK with no service interruption.
A risk-driven enterprise migration delivered under always-on conditions, gated on verified compatibility and
carried with full governance and audit documentation.
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05 What this demonstrates

Risk-driven enterprise migration.

Removed a software-licensing liability on a mission-critical estate by migrating the runtime across every
environment under a deadline.

OFFERED TODAY AS: PROGRAM LEADERSHIP

Change under always-on conditions.

Phased the cutover across DEV, STE, STG, and PROD so live federal services were never disrupted.

OFFERED TODAY AS: GO-LIVE READINESS LEADERSHIP

Compatibility and regression discipline.

Gated every promotion on proven runtime and library compatibility across a portfolio of legacy applications with
the shared-services provider.

OFFERED TODAY AS: DELIVERY ASSURANCE

Governed, audit-ready delivery.

Carried full governance and audit documentation on a back-end runtime change, keeping it traceable and
defensible.

OFFERED TODAY AS: PMO LEADERSHIP

S O U R C E  A R T I FAC T S  A N D  D I S C LO S U R E

Anonymized for the public-sector nature of the engagement: the department, the specific applications, and commercial figures are
withheld. Technology names are the practice's own delivery stack, not client identifiers. Drawn from the engagement as recorded in
the practice's delivery documentation.

Premium Framework Inc. is an independent IT project, program, and PMO leadership practice — founded 2011 — serving federal
government, provincial agencies, public-sector institutions, and large enterprise organizations in regulated, high-stakes
environments. The Delivery Track Record series presents source-substantiated program engagements, anonymized where
confidentiality requires.

Talk to a delivery expert

sz@premiumframework.ca  ·  +1 613-600-2803 (Mon–Fri, 9–5 ET)  ·  calendly.com/it_delivery_management
Tailored briefs for specific sectors or program types are available on request. Additional engagements held under
confidentiality are available for discussion under NDA.
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