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INTRODUCTION

This white paper is the third of three snapshots of the migration of a
key business system from a mainframe computing environment to 
a Sun environment. The first snapshot captured the planning and
decision-making process. The second snapshot focused on the
migration process. This snapshot explores system testing and user
acceptance of the newly migrated applications.

A successful migration depends on durable technology, accurate
project planning, and skilled, committed people. The server operating
environment and software tools to automate migration of application
software and enterprise data are put to the test. Extra time is rarely
available for completing a migration. And, in the end, the members 
of the professional staff for the enterprise and its suppliers and 
consultants have to solve problems and get the job done. 

This study is based on conversations with a customer identified by
Sun Microsystems. IDC interviewed the customer just after the new
system was put into daily use. 

TRANSAMERICA LLIFE CCANADA

Transamerica Life Canada (Transamerica) is a market leader in the
sale of life insurance and investment products in Canada. 

Transamerica Life Canada is a member of the AEGON Group, a 
leading international financial services group. The Group's businesses
offer a diverse portfolio of products: principally life insurance, 
pensions, and related savings and investment products but also 
accident, health, and general insurance. With approximately 1,000
employees across the country, AEGON Canada Inc. is headquartered
in Toronto, Ontario, and provides Canadians with wealth management
solutions through its companies: Transamerica Life Canada, AEGON
Capital Management Inc., AEGON Dealer Services Canada Inc.,
Money Concepts (Canada) Ltd., and AEGON Fund Management Inc.
Through its holdings, AEGON Canada has over $10 billion in assets
under management.
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In December 2000, Transamerica and NN Life Insurance Company of
Canada (NN) amalgamated and continued to operate as Transamerica
Life Canada (Transamerica). NN's IT systems, hosted in a mainframe
computing environment, are now under the direction of Naj Hirani, vice
president, information technology and chief information officer. 

The Task at Hand
An IT system that supports one of NN's life insurance and investment
products is outsourced and runs in a mainframe environment.
Transamerica analyzed the options for migration, including help 
from Sun Microsystems, which provided an audit of the existing 
application, and decided to undertake a migration to a Sun server 
primarily to reduce expensive mainframe outsourcing costs.

The software that administers the investment products comprises
administrative functions. Part of the administrative function is 
an interactive system used about 12 hours each business day in
support of a back-office operations and call center business unit. 
A collection of daily, weekly, monthly, quarterly, and annual batch
operations serves other administrative functions. 

From a technical perspective, the administrative system is a series
of COBOL programs and associated utilities. Some COBOL
programs run under Customer Information Control System (CICS) to
provide the interactive online transaction processing (OLTP) 
functions. All the applications use data stored in a VSAM database.
In addition, Transamerica must migrate the functionality expressed
in job control language (JCL), a 4GL called FOCUS, a report writer
called EASYTRIEVE, and sort utility called CoSORT. 

THE SSYSTEM TTEST PPROCESS

In early August 2002, IDC spoke with Naj Hirani and his colleague
Grace Kennedy, who is assistant vice president, investment prod-
ucts systems. Hirani and Kennedy were pleased to report that the
new system was in production and that while testing did identify
some problems to solve, the migration as a whole continued
smoothly as the new system went into daily use. 

According to Hirani, communication remained a critical success 
factor for the migration effort. "In the testing phase," Hirani explained,
"our focus shifted. Rather than communication among IT professionals
and suppliers that dominated during the migration effort, we shifted
attention to our stakeholders within Transamerica. Our executives 
and users needed to trust that the mainframe rehosting was 
robust and reliable.

"When we first brought up the interactive applications, we demonstrat-
ed them to Transamerica's senior executives and that was a 
very important milestone for our project," Hirani reflected. "Their first

In December 2000, Transamerica and
NN Life Insurance Company of
Canada (NN) amalgamated.
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reaction was, 'Wow, these screens look just the same!' Our executives
were delighted to see that in a short time frame we had actually
migrated the system and its data. No changes in screens means that
staff that depend on this system can use it without training.

"We had verified a key assumption in our business case, which was
that no training would be required. And we brought in a lot of new
computing technology at the same time," Hirani went on. "Typically,
when systems are refurbished, extensive user training is necessary.
In our case, all we had to do was tell users to click a new icon on
their electronic desktop." 

System Test Planning and Execution
"Testing followed the same strategy that we used when migrating the
applications. We tested online and batch programs that would be
used on a daily basis first, and then moved on to programs run
weekly and monthly," Kennedy said. "Our mainframe system was still
running during the testing period, and we brought up our new Sun-
hosted system in parallel. The primary criterion for a successful test
was that the new system behaved identically with the old system."

Transamerica took primary responsibility for system testing. Mainframe
rehosting consultants from Sun Professional Services remained 
available and continued to participate in twice-weekly status 
meetings. Transamerica developed a system to track all problems
emerging during the testing process, to set priorities and identify
resources needed to repair each problem, and to retest and certify 
that problems were solved. 

"We had prearranged with our business colleagues that two 
business analysts and 10 users of the system be freed of everyday
responsibilities," Kennedy explained, "so that they could focus their
attention on testing the new system. These people worked steadily
and patiently for a month to make sure that everything was ready 
for Day One."

Typical Issues and the Problem Resolution Process
"The majority of our testing raised 'technical' issues, not 'functional'
issues," Kennedy reported. "A functional issue would appear as a 
problem where the results of an interactive query or a batch report were
different between the old and new systems, and this type of problem
did not occur. A technical issue would be the challenge we faced when
integrating the new system with other systems at Transamerica and 
discovered data formatting variances that needed to be reconciled." 

"Interfaces to other systems provided most of our technical 
challenges," Hirani summarized. "And some of the satellite systems
were very important to us. For example, we provide Web browser
access to our agents and brokers so that they can obtain information
on their clients' accounts. Since that interface is 'customer-facing,'
from our point of view, it was a critical interface. Our call centers also
use this interface, and so it was a 'must have' for Day One." 

"Testing showed that some reports were not being generated."
Kennedy reported. "In retrospect, this was not a testing problem 
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but was attributed to scope and definition of our system versus 
user-generated reporting. While we systematically indexed the 
recurring system-generated daily and weekly reports, we were not
able to index all of the user-generated ad hoc reports � reports that
are triggered by particular events and that are not run on a regular
basis." Transamerica anticipated such issues and made provisions
within the project to have resources available to address and 
resolve such items during the testing period and, in some cases,
postimplementation if they were deemed to be a low priority. 

Going Live
"On August 6 the rehosted system went into production on 
schedule," Hirani recalled. "We watched the error logs for any sign of
problems and monitored calls to the help desk. There were no 
major issues reported. Day One for the newly rehosted system was an
ordinary day.

"From an enterprise point of view, a critical milestone was achieved
with the systems operations function successfully shifted from an
outsource provider using mainframe technologies to an in-house
system hosted on a partition of a Sun server." 

Lessons Learned
IDC asked Transamerica's IT leaders to share one of the lessons
that each had learned when bringing this migration through testing
to a successful Day One. 

"Testing expanded the scope of cooperation at Transamerica," Hirani
observed. Prior to testing, we coordinated activities for the migration
teams from Transamerica and Sun. Testing brought in two new 
communities � business users and our IT infrastructure staff. While
we have worked hard throughout the project to keep channels of
communication open and effective, we redoubled those efforts 
during testing to make sure that everyone, including these new 
stakeholders, was well informed and committed to the task at hand." 

"As we focused on the Solaris environment, we faced one final 
technical challenge," Kennedy added. "We came to realize that
when vendors provide a product for the mainframe and a product for
the Unix environment, these products are not the same. While our
users were able to engage these applications without training, 
our technicians needed to master the variances between the same
products when offered in two different operating environments." 

Schedule, Budget, Operating Costs, and ROI
According to Transamerica staff, the migration project was a success
on all metrics. The effort was on schedule and on budget. Tactical
changes occurred along the way, but the overall plan remained
sound throughout the migration process. 

Transamerica estimates upwards of 50% reduction in day-to-day
operating costs, compared with the cost of hosting the application
with an outsource provider. The focus of the savings is on hardware, 
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software, and system maintenance expenses. Other costs, such as
printing and storage, remain the same regardless of the migration. 

"We expect to recover the cost of migration in approximately 
six months," Hirani reported. "This is a success story for us on every
dimension. The audit process performed by Sun led to an accurate

"Transamerica took primary responsibility for system testing," said
Paula Wood, Sun's project manager for the Transamerica migration
since its onset. "But we still stayed close at hand. Our twice-weekly
status meetings continued, for example, and we remained ready to
assist when Transamerica encountered problems.

"My objective was to be the focal point for Transamerica's 
communications with Sun," Wood explained. "When issues arose,
it was my job to find the right Sun resources and make sure that
our people and the Transamerica staff worked together to solve
the problem. 

"Since I've seen a number of migrations, the patterns are familiar,"
Wood added. "For example, Transamerica discovered during the
testing period that some ad hoc reports had not been migrated.
This was an understandable occurrence, given the scope of the
reduction in the application inventory. It's important to realize that
when companies migrate legacy applications, there are ordinarily a
lot of batch programs that are left behind." 

Obsolete programs accumulate as modifications and enhance-
ments produce new versions over the years. For Transamerica,
approximately 4,500 programs were inventoried during the audit
process and only about 800 programs were migrated. As a side
effect of the migration process, Transamerica has a smaller 
portfolio of programs to maintain.

"Transamerica's strong sense of urgency was an unusual factor in
this migration," observed Wood. "While our customers are always
interested in moving through the migration process as quickly as
possible, Transamerica's need to end its outsourcing relationship
on August 6 presented a harder-than-usual stopping point." 

Transamerica contracted some migration tasks to Sun engineers,
and this approach is midway on a spectrum of service offerings
available from Sun. "Sometimes we take primary responsibility 
for migrating all programs and data, if that strategy is the best 
fit to our customer's need," Wood explained. "We also provide
technology transfer programs that train our customers, who then
take primary responsibility for the migration themselves.

"I enjoyed our intense work with Transamerica," Wood concluded.
"We at Sun quickly came to respect their commitment to this 
project, their careful organizational planning, and their positive
problem-solving attitude." 

SSuunn''ss MMaaiinnffrraammee MMiiggrraattiioonn PPrroojjeecctt MMaannaaggeemmeenntt
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estimate of what needed to be done; Sun technologies accelerated
the migration process; testing affirmed the quality of the results; and
the project is a financial success as well." 

SUMMING UUP 

This white paper concludes our investigation of what has turned out
to be a successful mainframe migration project. IDC has appreciated
the opportunity to look in on Transamerica's efforts as the project
unfolded, to learn directly from Hirani and Kennedy what challenges
they faced and how they addressed them. 
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