
The 
implementa  on 
of the RES Suite 
and opera  onal 
support of the 
RES organiza  on 
allowed the 
bank’s I.T. staff  to 
complete 
the merger 
in less than 
one year.
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The merger 
between Banca 

Popolare di 
Verona e Novara 

and Banca 
Popolare Italiana 

group has seen the 
crea  on, in one 

shot, from eight to 
twenty-managed 

ins  tu  ons. 

Banco Popolare Group was ini  ally founded in 2007 as a result of the merger 
between Banca Popolare di Verona e Novara and Banca Popolare Italiana. The ini  al 
nucleus, which consisted of eight banks, have been merged with an addi  onal 
thirteen, each with its own specifi c I.T environments, both in terms of infrastructure 
and process. The need for systems integra  on of all these organiza  ons had to be 
resolved in a small amount of  me, respec  ng the needs of each of their business 
processes and the specifi cs of each of the diff erent ins  tu  ons involved.

The constraints posed by the project were twofold: on the one hand the 
requirement to manage the complexity and variety of informa  on systems present 
and the other was to respect the deadlines imposed by a consolida  on process 
certainly was found to be not easy.  RES was already a supplier of SGS (Society of 
Management Service) of Banca Popolare di Verona e  Novara with the RES solu  ons 
for process automa  on. The acknowledgement of the work already done and the 
value brought by the RES Suite solu  ons are two key elements in the necessary 
support for the customer in new project of this magnitude.

Res has leveraged its technology exper  se and its knowledge of the dynamics 
of banking processes and had proposed to SGS BP, through the use of the RES 
Suite of tools, a way of cloning job scheduling nets and jobs. To this RES added and 
supported the provision of skills and specialized technical resources to uniquely 
high standards, which have supported fi rst the analysis of the requirements, then 
commissioning the project.

It would not have been possible to achieve a complex integra  on process where 
it was intended to bring from eight I.T. environments  to twenty of the number 
of banks managed by SGS BP without the use of the RES so  ware tools. The 
project was managed by SGS BP without increasing internal resources all the while 
respec  ng the  me required by the management and making sure that today, to 
create defi ni  ons useful to the system and create the environment for a new bank 
it takes just fi ve minutes ... leaving the rest to automa  on.



What is now known as Banco Popolare Group is the result of a long process of mergers and 
acquisi  ons that began  in 1995, with the fi rst merger between Banca Popolare di Verona 
and Banco di S. Geminiano e S. Prospero, which would be followed shortly therea  er by 
the Credito Bergamasco, Banca Ale    and then, in November 2002, Banca Popolare di 
Novara.  In the fi rst phase of expansion, it resulted in the crea  on of a conglomerate of 
banks gathered under the umbrella of Banca Popolare di Verona e Novara.  The group size 
then began to increase exponen  ally when, in 2007, along came the acquisi  on of Banca 
Popolare Italiana, which resulted in “the incorpora  on” of the thirteen other ins  tu  ons, 
for a total of twenty-one banks. 

It is quite obvious that such an opera  on has involved a costly and complex process of 
integra  on at diff erent levels. Already at the  me when the fi rst merger was created 
within the then Banca Popolare di Verona, the Company Management Services (SGS), our  
“computer opera  ons arm” of the en  re group, had been tasked with the responsibility 
to improve opera  onal effi  ciency, ensure coordina  on of all ac  vi  es related to the 
development of opera  ng systems and computer systems, as well as the performance of 
back-offi  ce ac  vi  es for the benefi t of all Group companies BPVN. 

The rela  onship between the customer and RES, at the  me of Banca Popolare di Verona, 
goes back to the end of the last decade, when in 1998 RES managed the integra  on of Banca 
Popolare di Verona and Credito Bergamasco which created the technological management 
of the integra  on of the new en   es in an eff ort to automate the related processes. Already 
with the fi rst acquisi  on the bank had raised the issue of managing mul  ple environments 
and had therefore iden  fi ed in the technology of RES an unique capability with which to 
govern the growth process. 

The fi rst RES contacts were of a technical nature, in the processing of Informa  on Services, and 
from there the rela  onship has extended to areas associated with the organiza  onal aspects of 
IT Governance and Change Management who could appreciate the project and enhance the 
return on investment by becoming a sponsor which further extended the rela  onship between 
RES as the supplier and Management Informa  on Systems at the client site. 
At that  me, we laid the founda  ons for the development of an overall project and process 
value which lead to the management of  the next phase of expansion of the customer and their 
need for integra  on of new environments In terms of sizing  The Informa  on Systems Group 
had es  mated an increase of a factor of three at the  me of the acquisi  on of Banca Popolare 
Italiana. 

At this juncture, therefore, for the direc  on of the Informa  on Systems of SGS , it was 
not just the problem of integra  on between previously unrelated environments, but 
also the challenge of having to manage a workload that, at a minimum, would be tripled 
according to a fi rst and not par  cularly conserva  ve es  mate. It was therefore necessary 
to have a solu  on with a very strong automa  on capability in place to replicate the logic 
already exis  ng in the banking group BPVN, to pursue the simplifi ca  on of the most costly 
management processes and informa  on systems that could provide, in a short  me, the 
opera  on of the new Banco Popolare Group on the basis of a similar process logic. 

The RES proposal, based on the applica  on of a methodology associated with the concepts 
of process-model and its automa  c cloning, defi ned for each environment and related to 
the specifi cs of each of the applica  ons run, was immediately successful.

THE CONTEXT



The solu  ons available through the RES Suite include systems aimed at op  mizing and 
managing complex informa  on systems, they are not end-user applica  ons, but applica  ons 
that support and benefi t those involved in ‘produc  on’ informa  on systems. Management 
ac  vi  es of the I.T. environment at fi nancial organiza  ons by their very nature, are typically 
very expensive, with signifi cant impacts in terms of daily opera  ons, task scheduling, 
maintenance and programming of applica  ons. RES Suite intervenes at diff erent levels 
to reduce this burden, in par  cular RES Suite provides answers to four basic aspects that 
underpin the capacity to govern a complex system: the knowledge, the reduc  on of 
opera  ng costs of the systems, the control loop of management and quality of so  ware, 
control and process op  miza  on. 

The presence of RES in SGS has grown over  me thanks to the exper  se demonstrated by 
the technical team and the superior quality of the RES Suite that is now used on the SGS 
reference pla  orm for the produc  on part of the informa  on system.  As a result, the daily 
opera  on of the various infrastructure management processes on which rests the whole 
applica  on component oriented business is the most effi  cient possible. 

To be  er understand everything it should be noted that the systems and applica  ons in 
the banks have, and will always have,  a large component of batch processes for which  
infrastructure tools are indispensable   to automate the execu  on of the various tasks on 
 me and within the established procedures rela  ng to  the various complex plans (automa  c 

schedulers). 

At the head of the management of the opera  on fl ow and scheduling plans in SGS BP is the 
Tivoli Workload Scheduler (TWS) system of IBM, through which are handled approximately 
100,000 scheduling nets (Batch Applica  ons) that, in turn, are responsible for the execu  on 
of almost a million batch jobs (JOB) wri  en in the JCL language (Job Control Language). JOB 
and Batch Applica  ons for all sites of the group come with many features and diff erences 
from those of the primary informa  on system that has evolved from the original system 
of Banca Popolare di Verona. It was immediately apparent that managing such a large, 
ar  culated and diff eren  ated quan  ty of items would have been impossible without 
adequate methodological support and eff ec  ve automa  on. 

The project has therefore included from its early stages the implementa  on of the RES 
Suite J-Man module and the subsequent usage of UpTown, which is part of the RES Suite 
as well. The two products pertain to the class of RES Suite modules oriented to the area 
of Produc  on systems with par  cular focus on the issues rela  ng to the reduc  on of the 
management costs over  me. 

ASSUMPTIONS OF THE 
PROJECT AND 
CUSTOMER NEEDS 

The combina  on 
of the RES 

and IBM Tivoli 
technologies 
has created 

the basis for 
the integra  on 

of the new IT 
environments  
resul  ng from 

the acquisi  on of 
Banca Popolare 

Italiana. 



Both the Batch Applica  ons scheduling plans and the related JOB JCLs are generated by 
RES Suite so  ware components star  ng from general “models” defi ned during the project. 

The “models” of JCL and TWS applica  ons, determined during the assessment phase of the 
project, contain the rules of systema  c propaga  on of objects across diff erent produc  on 
environments (cloning). They also contain parameters that defi ne the characteris  cs of each 
set and their opera  ng environment. 

In addi  on to genera  ng complete JCL and Batch Applica  ons for a whole new environment 
(the cloning process), the RES Suite solu  on makes it possible, directly through the Change 
Management system with which it seamlessly integrates, to undertake the ac  vi  es 
associated with Applica  on Maintenance of JCL and the TWS applica  ons on “models” 
rather than individual clones along with a myriad of other tasks associated with ongoing 
management of applica  ons and TWS schedules.  . 

This huge increase in effi  ciency, added to the ability to control precise and methodical 
applica  on of the appropriate syntax and the quality of the JCL, was a deciding factor in the 
choice by SGS BP in favor of the RES Suite solu  on, it would be possible not only to tackle 
the project of integra  on of Banca Popolare Italiana in the desired  meframe, but also to 
not have to increase the human resources needed to manage and reduce the incidence of 
errors in the produc  on environment.

Ini  ally mainly interac  ng with the IT resources dedicated to the produc  on of informa  on 
systems which, in turn, maintained a direct coordina  on with Informa  on Systems 
management staff , RES fi rst did work for an assessment and prepara  on of the opera  onal 
environment, which lasted about two months. This ini  al phase was used to establish 
the crea  on of a new model of master/clones in prepara  on for the merger with Banca 
Popolare Italiana which resulted in the defi ni  on of a suitable model of cloning JCL, based 
on the generaliza  on of the exis  ng BPVN-SGS and implemented through the RES Suite 
J-Man product 

The next phase of the project, which included the customiza  on, implementa  on and 
tes  ng of the en  re RES/IBM solu  on, lasted about fi ve months which was then followed by 
the fi nal part of the produc  on release and roll out, star  ng from an ini  al bank (specifi cally 
the holding company) and then moving on to replicate the model in all the other banks 
involved. Overall, this ac  vity lasted about a year, while fully respec  ng the  me constraint 
posed by the management of the bank and considered a cri  cal success factor for the en  re 
merger  project, as it allowed parallel migra  ons to proceed rapidly as the data of the other 
acquired banks was brought into the overall project. 

In addi  on to what was put in place and implemented through the use of the RES J-Man 
product, SGS BP has also implemented the UpTown solu  on, also part of the RES Suite, for 
“On Demand” execu  on of batch processing. The UpTown tool addresses the problem of 
enforcement of batch processes which typically cannot be included in a scheduling plan 
since the need for their execu  on comes up only when there is a need by the end user. 

THE ELEMENTS 
OF THE PROJECT



These situa  ons typically are placed across the intervals of execu  on of the various batch 
processes (for example, a request from a specifi c account holder asked on an unpredictable 
day of the month) but contain 

the process which are made up of applica  ons, data and informa  on that normally already 
are part of the mass batch processes available (to keep in line with the previous example: 
the genera  on of monthly statements for all bank accounts). UpTown has a high-level 
Web interface that provides to the end user the ability to submit autonomous processing 
requests directly to the scheduling systems, without the interven  on of the produc  on 
control department who are normally responsible for the management of batch processes. 
This results in a considerable saving of resources and  me, also achieved in the end with a 
greater overall effi  ciency. 

In this case, SGS BP already had a product, but not considered as powerful as UpTown. 
SGS has chosen the  me of the integra  on with BPI to update the exis  ng solu  on which 
resulted in an op  mizing of the process of defi ning an “On Demand” applica  on without the 
need to manually create any ad hoc informa  on system procedures, incorporated into and 
customized for each ins  tu  on. 

The choice of developing this project in parallel and that of the cloning of the environments 
described above was deemed an overall func  onal objec  ve of working with the 
environment’s processes, to reduce the  me of cloning “On Demand” processes and to 
speed up the integra  on of the opera  ons of the diff erent ins  tu  ons. 

The overall project, with all the ac  vi  es described above, took about a year to come to 
complete. Another factor of great importance for the customer, and that has contributed 
signifi cantly to the success of the ini  a  ve was the “savings” in terms of resources involved 
in the migra  on and merging of the various systems. 

The project team that was dedicated by SGS BP for this project was minimal: only three 
resources were required to support RES at various stages, with no full  me involvement. 
The project team consisted of fi ve RES technical professionals with specifi c skills of analysis 
and development, technical know-how and product skills, whose ac  vi  es were constantly 
coordinated by a project manager dedicated to the customer. 

In addi  on to 
what was put 

in place and 
implemented 

through the 
use of the RES 

J-Man product, 
SGS BP has also 

implemented the 
UpTown solu  on, 

also part of the 
RES Suite, for 

“On Demand” 
execu  on of 

batch processing. 



The overall opinion that comes out when talking to the management of BP SGS is that it 
would not be possible to realize such a complex integra  on process such as this, which was 
required to go from eight to twenty banks, without the use of the automa  on tools of the 
RES Suite. 

The introduc  on of J-Man has allowed us to dras  cally reduce the complexity of managing 
the fi nal produc  on due to diff erences in the JCL and TWS applica  ons between the 
diff erent banks. 

The saving of resources and  me was on two levels: the fi rst phase of the project which was 
ini  ally under the management of systems, and then the move into produc  on.

It should be emphasized that the en  re project has been managed by SGS BP without 
increasing the number of internal resources: an original es  mate made by RES was that 
it would take approximately a thousand man/days of the eff ort in order to complete the 
integra  on of each bank, keeping the same management infrastructure. Conversely, an 
alterna  ve  choice of technology and organiza  onal diff erences was es  mated to have 
added at least a dozen new dedicated resources, and this was only in the phases of 
development and deployment. 

Thanks to the availability of the RES solu  ons, it took less than a year to solve all the 
infrastructural aspects of the process and complete the full integra  on of all the banks. 

Moreover, even during the post-integra  on  me period, dedicated management structure 
at SGS has not increased: the company now operates a clearly more complex structure (with 
a three  mes increase in size) with the same number of resources that previously ran the 
data processing arm of the original I.T. departments: this clearly shows the size of the impact 
that the RES Suite solu  ons have and that it is able to ensure an appropriate size of which 
may have been the return on the investment. 

In terms of ROI, this means the SGS BP I.T. organiza  on had paid off  the project in less than a 
year, in addi  on to having fully complied with the  me required by management it obtained 
a high level of quality and reliability on the path towards con  nued process automa  on. 
As proof of the la  er, the same customer has es  mated that today the possible merger of 
addi  onal new ins  tu  ons and/or the result of possible new acquisi  ons could be managed 
in a very short  me. 

To create the required new defi ni  ons that are necessary to the system to create the 
corresponding environment for a new business it takes “... less than fi ve minutes” (as it was 
said by  a representa  ve of SGS). You just need to  incorporate the few required informa  on 
parameters for the new context and then ... just leave it to J-Man and UpTown. 

In addi  on to what is put in place and implemented with J-MAN, SGS BP has also 
implemented the RES Suite UpTown tool to manage the execu  on of “on demand” batch 
processing. 

RESULTS AND 
REASONS OF 
THE SUCCESS 



The ini  al assessment, as well as the laying out of the groundwork for the introduc  on of 
J-Man and UpTown also raised another important issue, the natural evolu  on of the previous 
processes: the automa  c genera  on of JCL based on specifi c func  onal applica  ons. 

JADe, another component of the Res Suite, has been iden  fi ed as the best organiza  onal 
technical solu  on to reduce costs and increase the quality of the processes of development 
and maintenance of JCL from both areas: the support for development and the applica  on 
as part of the implementa  on into produc  on. 

The project, now in its fi nal stages of defi ni  on, had as its main objec  ve the  separa  on 
of the func  onal design of batch processes, ac  vi  es typically associated with applica  on 
developers, from the wri  ng of the JCL or script, which are typically  ac  vi  es that o  en 
require specifi c skills pertaining to the technicians responsible produc  on. 

With JADe this is possible all the while providing two important side benefi ts: to release the  
applica  on programmers from the knowledge of the produc  on environment, the rules of 
which can be supplied to the process by experts in the I.T. produc  on environment, and to 
ensure full integra  on with Change Management tools. 

JADe is a RES Suite tool that operates on the language used to generate batch processes 
allowing the user to: 

• support the en  re life cycle, documen  ng every step and integra  ng 
with change management tools 

• focus only on the developer’s func  onal design of batch processes and 
their interdependencies. 

• import the exis  ng applica  ons environment with its components of 
reverse engineering. 

• keep all the informa  on in a rela  onal DB allowing genuine sharing of 
knowledge between applica  on development and produc  on control 
staff . 

• create new batch processes or modify exis  ng processes without any 
knowledge of the languages associated with the complex controls of 
scheduling systems and the rules of the underlying environment. 

ANOTHER STEP FORWARD: 
JADe AND THE AUTOMATIC 
GENERATION OF JCL 

JADe was 
iden  fi ed as the 
op  mal solu  on 

to reduce costs 
and increase 

the quality of 
the processes of 

development and 
maintenance of 

JCL environments 
as much for 
applica  on 

development 
as for the 

management of 
produc  on batch 

processes.



RES (Research for Enterprise Systems), was founded in 1987 as a result of the ini  a  ve of some experts in the technology 
and fi nance markets.  Within a few years the company has grown thanks to the addi  on of more and more highly 
qualifi ed specialists who bring the most important and innova  ve compu  ng experience to the company. 

RES specializes in improving the capacity of the governance of informa  on systems based on complex environments.

RES provides highly qualifi ed automa  on and op  miza  on of the development and management of applica  on 
components, while also off ering its capacity for assessing and monitoring the quality of so  ware. 

Its main market is made up of large worldwide banks, insurance, telco, government, industry and large outsourcers,  
characterized by: 

• mul  -pla  orm compu  ng architectures 
• the requirement associated with the management of mul  ple instances of the IT 
• a complex life cycle of so  ware. 
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