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	Overview

Country or Region: United States
Industry: Financial services
Customer Profile

CO-OP Financial Services, based in Ontario, California and Southfield, Michigan, is the nation’s largest credit union–owned electronic funds transfer network and processor.  
Business Situation

The company’s transaction processing solution was running on a mainframe system that cost U.S.$2.3 million per year. CO-OP Financial wanted lower costs without sacrificing reliability and performance.
Solution

The company ported its COBOL and Assembler code to the Microsoft® Windows Server® 2003 operating system and ported its DMS II database to Microsoft SQL Server™ 2000.
Benefits

· Cuts $2.3 million cost to just $18,500
· Delivers mainframe-class reliability
· Provides ample scalability

· Cuts time to benefit to four months
· Enables better reporting for better decision making

	
	
	“Compared to the multimillion-dollar cost of the mainframe, the cost of running the solution on Windows is virtually zero. Our return on investment is through the roof.”
Jack Beckman, Senior Systems Analyst, CO-OP Financial


	
	
	
	CO-OP Financial Services, the nation’s largest credit union–owned electronic funds transfer network and processor, was spending U.S.$2.3 million per year to keep its shared branching transaction processing system on a Unisys mainframe. By moving the solution to a pair of computers running the Microsoft® Windows Server® operating system, the company virtually eliminated that cost—cutting it to a paltry $18,500—while maintaining mainframe-class reliability and throughput. With the help of solution provider Progeni, the company managed the migration in just four months and gained a near real-time reporting capability it didn’t have on the mainframe, enabling better and faster decision making. 
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Situation

For decades, the mainframe computer at the Shared Branching operation of CO-OP Financial Services had been a powerhouse. The machine, a Unisys 6822 box running the MCP operating system and a DMS II database, supported operations ranging from EFT/Debit card processing to detailed transaction reporting.

One of the key applications on the mainframe was the transaction processing sy[image: image6.png]nnnnnn
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stem that each day enabled hundreds of thousands of members from hundreds of participating credit unions to visit a shared branch supported by the company and to deposit or withdraw funds or do other transactions, as though they were in their own credit union branch. The system handled more than one million transactions each month.

But that was when the Shared Branching operation was an independent organization. When it merged with CO-OP Financial Services in 2002, the parent company began to move applications off the mainframe to outsourcers to achieve cost-efficiencies. 
By 2005, the transaction processing system was the last application on the mainframe, consuming just two percent of its capacity. But it was unique; more than mission-critical, it was the heart of the Shared Branching operation. Keeping it operating with mainframe-level reliability was essential.

But was the mainframe still essential? The mainframe lease cost CO-OP Financial U.S.$104,000 per month, with another $30,000 per month in contracted maintenance. A staff of nine programmers and operations personnel was required to keep it going. All told, the mainframe—leasing, maintenance, and in-house labor—cost the company more than $2.3 million per year. 
And high costs weren’t the only problem. Mainframe knowledgeable COBOL programmers are not easy to find. The mainframe’s days seemed numbered.

In fact, those days weren’t going to number past December 2005, when the lease on the mainframe was set to expire. If the company didn’t want to be locked into another multi-year contract—and it didn’t—a month-to-month lease was going to double in cost. 

“We were in a position to save a lot of money by finally shutting down the mainframe,” says Jack Beckman, Senior Systems Analyst at CO-OP Financial. “The questions were where would we move the application—and how could we do so in just four months before the end of the year?”

The likely candidate for a new platform was the Microsoft® Windows Server® 2003 operating system. The company already ran the Windows® operating system and so had the in-house expertise. But its Windows environment was largely limited to supporting e-mail and file-and-print services.

“We had never run a transaction-processing system—let alone a heavy, mission-critical transaction-processing system—on Windows,” says Beckman. “We were mainframe guys. We were concerned about the reliability.”

Solution

To address those concerns, as well as to help manage the broader challenges of the migration, CO-OP Financial turned to The Progeni Corporation, an IT solutions provider and member of the Mainframe Migration Alliance, based in Duluth, Georgia. 

One of the first questions to be addressed in the migration process was whether to port the existing COBOL code to Windows Server 2003 and the Microsoft .NET Framework—in a process popularly called “lift and shift”—or to rewrite the code for the .NET Framework. The .NET Framework is an integral Windows component that supports building and running the next generation of applications and Web services.
“We chose to port our existing code for two reasons,” explains Beckman. “First, we knew the business logic worked. There wasn’t a problem with our application, just with what it was costing us on the mainframe. Second, we didn’t have the time to rewrite the code. Given our very aggressive schedule, anything we could do to limit the variables, the better.”

“CO-OP Financial made the right choice for their requirements,” agrees Norman Praed, President of Progeni. “They had a very specialized application with some routines that had been written years before by people who were no longer at the company. Given that they wanted to replicate their existing functionality using our automated laboratory-based tools for a straight migration was an ideal solution.”

For the same reason, the company decided to port, rather than rewrite, the “green screens” that made up the user interface of the application. Most users—tellers at branches—used third-party software to access the transaction system; they would see no change from the migration. 
The approximately five CO-OP Financial help-desk personnel who provided support for transaction problems or who maintained the branch roster would use the interface that the company associated with the solution; porting the existing interface both cut development time and eliminated the need to train these people on a new interface.

Progeni handled the process of migrating the COBOL application code and the database. It converted and recompiled the application source code to the industry-leading Micro Focus Net Express. The company’s Enterprise MCS product provided transaction control functionality for the flow of messages between the presentation layer and application programs. Its Data Migrator Toolkit used CO-OP Financial’s original platform database design to generate equivalent relational schema for the new database, which runs on the Microsoft SQL Server™ 2000 database software. 

Beckman and his project teammate, Dean Spiro, then tested the code and database, implemented minor adjustments, and confirmed its readiness for production. The company used the Progeni ThreeRs regression testing toolset to verify the application migration and data transfer.

While the migration didn’t focus on providing new functionality, CO-OP Financial did take advantage of the move to SQL Server to create a near real-time reporting capability based on SQL Server 2000 Reporting Services. The reporting function provides up-to-date reports and analysis on transaction volumes and staffing levels at the company’s branch operations.

The solution runs on a pair of Hewlett-Packard ProLiant DL 380 twin dual-core Xeon 2.8 GHz processor computers (for a total of four processors per machine) with 4 GB of RAM. One computer supports the 4 GB database, the other supports the application. But each machine contains both database and application support, providing failover capability in the event of unplanned downtime on either machine.

The migration was completed in four months and went live in December 2005. 

Benefits

By migrating from the mainframe to the Windows Server environment, CO-OP Financial has saved virtually all of its mainframe expense while getting mainframe-level reliability, all the scalability it wants, fast time to market, and flexibility to extend its solution with capabilities such as near real-time reporting for better decision making.

Costs Virtually Disappear

CO-OP Financial migrated its shared branching transaction processing system in order to reduce the cost of operating it. In fact, those costs virtually disappeared: Compared to the $2.3 million per year required for the mainframe, the Windows-based solution costs a paltry $18,500, including $10,000 for two server computers, $8,000 for software licensing, and $500 for contracted maintenance. 
The staff of nine programmers and administrators was reduced to three, with the maintenance chores for the solution being assumed by existing Windows support staff.

“We thought that migrating from the mainframe to Windows would be a no-brainer from a financial standpoint and it was,” says Beckman. “Compared to the multimillion-dollar cost of the mainframe, the cost of running the solution on Windows is virtually zero. Our return on investment is through the roof.”

Delivers Mainframe-Class Reliability

But a good deal is no deal if it doesn’t deliver the reliability and performance needed for mission-critical operation. So how does the Windows-based solution perform for CO-OP Financial?

“We get extremely good reliability from Windows,” says Beckman. “We reboot the server maybe once every few months and, when we do, the process is far faster and less painful than it would be on the mainframe. Windows delivers at least as much uptime as we saw on the mainframe. The reliability is so good, we don’t bother to measure it. If this solution weren’t delivering as required, we’d hear about it right away.”

Provides Ample Scalability

The CO-OP Financial shared branching transaction system has to support a heavy rate of throughput. In the Windows-based environment, it does. As business has increased, the transaction rate has increased from 1 million per month on the mainframe in December 2005 to 1.45 million per month a year later. 

Windows Server and SQL Server support this rate without missing a beat. The solution averages 5 percent of processing capacity and peaks at 20 percent.

“Windows gives us more processing capability than we need for what we thought was a very transaction-heavy application,” says Beckman. “We don’t have to think about scaling out any time soon but, when we do, we know we can do so cost-effectively by adding a computer—that’s flexibility we didn’t have with the mainframe.”

Enables Rapid Time to Market

“We actually managed the entire process of migrating from the mainframe to Windows in just four months,” says Beckman. “That was a very aggressive schedule, but we did it. Time to market was crucial to keeping our business moving on a cost-effective platform. Microsoft technology and Progeni tools and expertise made it happen.”

Delivers More Functionality

Even though CO-OP Financial’s goal was “merely” to replicate its mainframe functionality more cost-effectively on Windows, the company has also gained important new functionality in the Windows environment. 

The ability to aggregate branch transaction and staffing data through SQL Server Reporting Services gives executives more and faster information for better decision making. This information formerly took weeks to collect using spreadsheets and was often a month or more out of date. Now, it’s available on a daily basis to whomever needs it. Executives use the information to match staffing levels more closely to branch requirements, increasing staff to accommodate growth and decreasing it where possible without affecting service levels.

“We had to gather this information manually before and we didn’t have the time—we spent 80 percent of our time writing mainframe updates,” says Beckman. “Now the solution virtually provides the information on its own. I know how important this information has become to our executives because, on the rare occasions when it’s not available, I hear about it.”


Windows Server 2003
The Windows Server 2003 family helps organizations do more with less. Now you can run your IT infrastructure more efficiently, build better applications faster, and deliver the best infrastructure for enhancing user productivity. And you can do all this faster, more securely, and at lower cost.

For more information about Windows Server 2003, please visit:

www.microsoft.com/windowsserver2003
“We were in a position to save a lot of money by finally shutting down the mainframe.”


Jack Beckman, Senior Systems Analyst, CO-OP Financial


�
�






“We actually managed the entire process of migrating from the mainframe to Windows in just four months.”


Jack Beckman, Senior Systems Analyst, CO-OP Financial


�
�






“Windows delivers at least as much uptime as we saw on the mainframe. The reliability is so good, we don’t bother to measure it.”
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For More Information


For more information about Microsoft products and services, call the Microsoft Sales Information Center at (800) 426-9400. In Canada, call the Microsoft Canada Information Centre at (877) 568-2495. Customers who are deaf or hard-of-hearing can reach Microsoft text telephone (TTY/TDD) services at (800) 892-5234 in the United States or (905) 568-9641 in Canada. Outside the 50 United States and Canada, please contact your local Microsoft subsidiary. To access information using the World Wide Web, go to: � HYPERLINK "http://www.microsoft.com" ��www.microsoft.com�





For more information about The Progeni Corporation products and services, call (770) 840-7550 or visit the Web site at: � HYPERLINK "http://www.progeni.com" ��www.progeni.com�





For more information about CO-OP Financial Services products and services, call (248) 569-4620 or visit the Web site at: �� HYPERLINK "http://www.co-opfs.org" ��www.co-opfs.org�














