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● Trails Modernization is an integrated case management system 

used by 5,400 users serving children, youth and families across 

Colorado.

● The existing (legacy) system documents services, payments and 

activities including referrals, assessments, cases and 

commitments. Users include workers in 64 county departments, 

22 judicial districts, and the Division of Youth Services (DYS).

● Trails Modernization is an upgraded legacy system with improved 

functionality and new features.

● Modernization of the Trails system will improve user experience, 

create workflow efficiencies, improve system reliability and 

allow for mobile access for case workers.

Trails Modernization Overview



Trails Legacy to Mod
● Trails Modernization was a project undertaken to modernize the existing 

Legacy application and make the system available via web and mobile 

browsers, and add new functionality for users.

● The approach included modernizing different features over time through 

“releases” rather than doing a “big bang approach.” 

● Under the original scope of the project, Colorado contracted with a 

vendor, CGI, that would be responsible for modernization.



Engagement with Colorado 

Digital Services (CDS)
● In June 2020, OIT and CDHS engaged the Colorado Digital 

Services (CDS) to explore issues regarding resourcing and 

contracts. Some of the CDS findings included:

○ An observed lack of strategic procurement to hold 

vendors accountable

○ An observed lack of key roles, including a strong OIT 

Technical Lead

○ Insufficient resourcing of OIT to support backend work for 

both Trails systems

○ Insufficient automated testing

In response, CDHS and OIT undertook the following actions:

● Renegotiated contract with CGI to hold vendor accountable for 

high-quality deliverables

● Hired and empowered technical staff

● Reduced CGI’s burn rate by 50% to align with OIT’s capabilities

● Empowered and elevated the CDHS Product Manager

● Enhanced and improved collaboration between OIT, CDHS, and CGI
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Shifts in Framework:

○ Moving from a “project” to a “product” mindset: Moving to a “product” 

mindset allows Trails to consider all components of the system that 

support the work of users. 

○ Focusing resources on the highest-value activities: The team pivoted to 

focus on creating highly effective teams that use resources to maximize 

values to users, and that are positioned to continue to make 

improvements long after a vendor has rolled off.



1.

Trails 

Release 

Timeline

Release 6 

onward

● 5/31/2020 - Release 6: Family First

○ Utilized supplemental funding provided by the JTC to incorporate 

new Family First functionality into Trails

○ This release ensures Trails is in alignment with federal law and 

prepares Colorado for Family First to take effect on October 1, 2021

● 12/20/2020  - Plans of Safe Care 

○ Utilized supplemental funding provided by the JTC to bring Trails 

into compliance with The Comprehensive Addiction and Recovery 

Act (CARA).

○ Plans of Safe Care addresses the needs of infants who are identified 

as affected by substance abuse, experience withdrawal symptoms, 

or have fetal alcohol spectrum disorders.

● 4/3/2021  - Oracle Upgrade

○ The Oracle upgrade substantially increased system stability and 

allowed users access to real-time reporting.

○ Upgrade was out of scope for the Trails Modernization “project” on 

the product roadmap; delay to subsequent roadmap stages is 

estimated to be close to one year

● 6/12/2021 - Release 7: Division of Youth Services (DYS)

○ Release 7 brought all DYS users into Modernized Trails and 

subsequently represents 50% of all Trails users operating in a 

singular system.

2020

2021
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CHALLENGES

2. CGI, the Trails Modernization vendor, is expected to fully 

roll off the Trails product by the end of September 2021.

● Vendor was unable to deliver the remainder of Trails Mod 

functionality prior to the expiration of their contract. 

● CDHS and OIT extended the contract to finalize warranty work 

from Release 7 and facilitate knowledge transfer to state staff.

1. Half of our end-users are still operating in two systems 

for specific functionality. 

● Functionality continues to be slowly migrated from Legacy 

to Mod but progress was slowed substantially due to 

Oracle upgrade.



● System Stability and Hygiene

○ The Oracle upgrade emphasized the need to refocus on system 

hygiene and processes. The current increment of work ensures 

system is stable and secure to diminish future system issues 

and to better accommodate future development.

● Agile Releases

○ Previous releases have been substantial in scope; preparation 

and reconciliation for large scope releases is unsustainable. 

Team will focus on smaller, more agile releases in the future.

● Augmenting in-house talent

○ Utilize new agile vendor pool to support new development while 

internal staff retains technical direction and leadership. 

Enhance the in-house bench strength by cross-training 

developers who can build institutional knowledge of the code.

● Developing product metrics

○ Metrics will eventually measure product success benchmarks 

and overall system health/performance

Trails Strategy: FY21-22
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