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BMO Harris Bank Saves Over $10 Million 
through Data Archiving and Application 
Decommissioning
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BMO Harris Bank Saves Over $10 Million through Data 
Archiving and Application Decommissioning

BMO Harris N.A. is a large commercial bank with more than $195 billion in assets. Headquartered 

in Chicago, Illinois, it has more than 600 branches across nine states and is a subsidiary of the 

prestigious Bank of Montreal. After acquiring M&I Bank in 2010, BMO Harris began a series of 

business and technology merger activities that resulted in the identification of numerous legacy 

applications that were outdated or redundant. Many of these were running in read-only mode 

and being kept alive purely for access to their data. In order to address rising costs related to the 

growing number of legacy systems, BMO Harris developed a Data Retention and Decommissioning 

(DRD) program. During the past seven years, they have decommissioned 16 applications, archived 

4.3 terabytes of data, and saved over $10 million.

“BMO is in a highly regulated industry with data retention requirements that range from 7-40 years,” 

said Todd Sesto, Senior Technology Officer of BMO Harris Bank. “We have a history of mergers and 

acquisition, and with each merger, we get more and more data that has to be consolidated in order 

to address the expanding number of legacy applications.” 

As part of an overall Data Retention and Decommissioning (DRD) program, BMO embarked on a 

comprehensive “exit strategy” for data residing in applications at the end of their lifecycle. More than 

100 such applications were earmarked for inclusion in the program that began in 2012, starting with 

a large PeopleSoft Financial Management based application that consisted of three modules and 

their corresponding databases: General Ledger, Accounts Receivable and Fixed Assets.

Todd Sesto, Senior Technology Officer, BMO Harris

“Trying to pull data into one repository, sunset 
the legacy applications, reduce costs, and make 
it simpler for our users to go to one source rather 
than multiple sources was a challenge.”“

The Challenge: Proliferating Data and Legacy Applications

BMO’s goal for the PeopleSoft project was to efficiently extract the legacy data and archive it to a 

central repository where it could be retained and accessed in a fully compliant manner, including a 

complete audit trail and chain of custody tracking. If this could be accomplished, then the underlying 

legacy applications – which were costing more than $285,000 per month to keep running – could be 

decommissioned.
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The project had four primary objectives: 

1. Dramatically reduce cost – including legacy software maintenance fees, energy costs for running

related legacy hardware platforms, and personnel costs for those with the unique skills required

to maintain them.

2. Allow easy retrieval of information, using familiar web-based tools.

3. Rigorously support compliance requirements for the data, including security, privacy, retention

and disposal rules.

4. Reproduce near exact replicas of original reports, in order to minimize any issues with user

adoption.

In addition, BMO wanted to ensure that data would be stored in a standards-based format that would 

be compatible with future technology.

BMO Harris Bank selected the Application Decommissioning for InfoArchive solution because of its 

ability to meet these requirements at a reasonable cost, the level of built-in functionality that already 

exists in the solution, and the fact that BMO Harris really appreciated the partnership approach that 

Flatirons and OpenText brought to the project. While there were many existing repository solutions 

inside BMO, only the InfoArchive solution offered comprehensive compliance features while assuring 

vendor stability and future technology compatibility.

The Application Decommissioning for InfoArchive solution leverages the power and ease of use of 

OpenText™ InfoArchive and adds several pieces of functionality that focus on the specific needs of 

application decommissioning. For the PeopleSoft system, Flatirons used Extract, Transform, and Load 

(ETL) tools to extract data to a fixed-width file format and then wrote custom transformations to 

generate XML. This allowed for easy storage of the data in InfoArchive using a vendor-neutral and 

future-proof format, as well as the ability to query and transform the data into reports that were 

similar and, in many cases, identical to the original systems.

The Solution: A Single, Easy-to-use Repository

Todd Sesto, Senior Technology Officer, BMO Harris

“We wanted to make sure it really was a 
partnership. They understood exactly what 
our mission was, and we understood what they 
brought to the table.”“

Other key features of the solution included:

 � Full audit trail with unbroken chain of custody from data extraction to usage

 � Fine-grained data retention policies with incremental updates and deletes

 � Batch import for terabyte scale data loads

 � On-demand reporting including automatic transformation to PDF and Excel
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 � SQL Bridge to allow reporting with existing Business Intelligence tools

 � Fully configurable user interface with LDAP and Single Sign On integration

 � Ability to store both structured and unstructured data

 � Ability to manage each retained data set independently from others

Todd Sesto, Senior Technology Officer, BMO Harris

“The key features we’ve used are the easy ability 
to get data into the application and custom 
screens for user access to information.”“

Over the course of three months, the Application Decommissioning for InfoArchive solution was used 

to decommission multiple PeopleSoft Financials applications and exceeded the goals of the first DRD 

project. “BMO Harris Bank was able to realize a savings of $5 million per year with ongoing reductions 

in the same ballpark due to reduced licensing, infrastructure, and ongoing support cost. It’s had a 

great payback for us as well as [allowed us to] meet regulatory requirements,” said Sesto. Moreover, 

BMO was able to demonstrate a compelling ROI over a seven-year period and pay back the cost of 

the project in 3 months – all while improving ease of data access without sacrificing any of its strict 

data compliance requirements.

Initial Results: $5 Million Savings and On-going Cost Reductions

PeopleSoft Decommissioning Results
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Following the PeopleSoft decommissioning project, BMO Harris proceeded to identify and 

decommission a total of 16 applications that were at the end of their lifecycle, out of support, or had 

been replaced by new systems. This included some systems that were onboarded due to mergers 

and acquisitions.

The applications that were decommissioned covered a wide range of data types, including 

various loan products, customer transaction reporting, rate sheets, inventory, and general ledger 

information, to name a few.

Success Yields More Success: BMO Harris Systematically 
Decommissions Additional Legacy Applications
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“The archiving and decommissioning timeline has varied across systems, with the shortest being 

completed in three months and the longest taking a year and a half,” said Robin Eager, Development 

Lead and Project Liaison for BMO Harris. Once data is received from the legacy application and 

requirements are defined, user interface development can be completed and tested within three 

months.

Eager noted that, “The longest decommissions occurs when there are obstacles to obtaining the 

data for archiving, defining the requirements for what will be displayed, and having the resources 

available from the original application to provide mapping of the data fields.”

In total, approximately 4.3 terabytes of data 
from these legacy systems has been archived, 
resulting in $10-$15 million in savings from 
the elimination of licensing, maintenance, and 
support costs.

For each decommissioning project, Flatirons fulfilled various roles. For two applications, Flatirons 

provided development support for the BMO Harris development team. For four projects, Flatirons used 

their RDBMS extract tool to pull the data directly from the database the legacy system was stored 

in and place it in the XML database where it was going to be housed. This sped up the timeframe to 

complete the archive by several months each time. For the majority of decommissioning projects, 

Flatirons provided full life cycle support, including initial requirements, data mapping, chain of custody, 

User Interface development, purge requirements, testing, and support.

“Flatirons’ application decommissioning knowledge allows them to greatly reduce the development 

time it takes to go live with an archive,” said Eager. “The team has shared insight and knowledge from 

past decommissioning efforts across multiple application types, which allowed them to develop tools to 

make the process easier and resolve issues in a timelier manner.”

A Strong Partnership: BMO Harris & Flatirons 

Budget freed up for strategic initiatives

By eliminating hardware and software licensing, maintenance, and support costs for the 16 legacy 

systems, BMO Harris has saved $10-$15 million that is available for new strategic initiatives.

Enhanced data access and retrieval

Using the Application Decommissioning for InfoArchive solution, previously complex data retrieval 

became just a matter of entering a few search criteria and clicking a button. The data is now displayed 

in multiple grids with drill-down capabilities for more detailed and specific information about the 

retrieved items.

Benefits
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Strengthened compliance and security

With legacy data in a single, consolidated archive, there is only one system that needs to be scanned 

for vulnerabilities, rather than several on multiple platforms. Standard rules can be established around 

the data and its access. Access can be granted to users on an application-by-application basis within 

the framework. Moreover, the Application Decommissioning solution uses ETL technology with explicit 

chain of custody and full audit trail. It also enforces fine-grained privacy, security and retention policies 

on the extracted data.

Ease of adoption by preserving familiar report formats

The original reports from the PeopleSoft system allowed search, retrieval, and display in multiple page 

layouts. Using the flexible reporting capabilities inherent in InfoArchive, the solution reproduces 

reports from PeopleSoft to exact layout specifications. This facilitated change management from the 

users’ perspective. For example, BMO Harris could send out reports using legacy PeopleSoft data to 

the end customer and regulatory agencies with confidence that they match the originals produced by 

the decommissioned application.

Advanced reporting capabilities

In some cases, the legacy systems had convoluted reporting. During the UI design process, the 

advanced layout capabilities of InfoArchive were used to consolidate data and reports to make the 

archived data more useable than in the legacy systems. This included scrolling tables, collapsible 

sections, and elimination of views of data that are not important to archive users.

Retrieval and analytics in a unified, fully compliant environment

The solution supports a unified, holistic view of both legacy and current data – while maintaining 

security and privacy restrictions – using familiar web tools and existing Business Intelligence software. 

Legacy data that was completely siloed in the past can now be accessed in a consistent manner within 

a unified, central repository.

Tips from BMO Harris
The BMO Harris DRD team also offers the following tips for organizations that are exploring data 

archiving and application decommissioning. 

1. If you’re using a “do nothing” approach to managing legacy systems, think again. The biggest

motivating factors are cost savings and data security. When an application is decommissioned,

there are no longer licensing fees to keep it running, and there are no longer servers to maintain

or vulnerabilities to remediate for multiple platforms.

2. Establish a good process for getting large amounts of data from its existing platform to the new

retention platform. Have other ways to get the data as well, in case the data comes from an

outside source.

3. Work with your security team from the very beginning to understand what is or is not allowed

within your organization; it is easier to develop a new process than to go against one that is

already in place.

4. Work with your security team to determine who will have access to the repositories and how

access can be granted on an application-by-application basis (i.e. active directory).
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5. Develop a common location for your repositories. It’s easier to maintain and for users to find.

6. Plan for future expansion at the beginning. What will happen if you have an application that

needs to retain 5 TB of data and you only have 2 TB available?

7. It’s more difficult to archive an application when there are no longer users who support/

manage it. Knowledge of the applications and the fields within the organization is necessary to

successfully decommission it.

Recover Millions of Dollars in Non-productive IT Spend

About Application Decommissioning for InfoArchive

Through its successful Data Retention and Decommissioning project with Flatirons Digital Innovations 

and using InfoArchive, BMO Harris Bank was able to recover millions of dollars in non-productive IT 

spend and channel valuable resources to other areas of the business. 

BMO Harris’ application teams easily know where to go to access their archived data. They can easily 

add and remove data from other legacy systems because the data for each application is self-

contained in its own section within the framework. And BMO Harris has a repeatable, defined process 

that makes data archiving and application decommissioning easier, faster, and more manageable to 

achieve.

Over 70% of an organization’s IT budget is often spent to maintain outdated legacy applications whose 

data must be kept but which are no longer being actively updated. InfoArchive is the leading solution 

to enable shutdown of these applications without compromising legal, compliance, or reporting 

requirements. Using InfoArchive, data from outdated applications is migrated to an XML repository 

which provides data access and reporting while rigorously following security, privacy, and retention 

rules. Meanwhile, the legacy applications are decommissioned, resulting in significant savings in 

related hardware and software maintenance costs – and payback of project costs often within 12 

months or less.

Todd Sesto, Senior Technology Officer, BMO Harris

“It’s very rare in a project of this size and scope that 
you can hit all of the requirements, get them all 
done and come in on time and on budget. I would 
absolutely recommend Flatirons and the Application 
Decommissioning for InfoArchive solution.”

“
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ABOUT FLATIRONS DIGITAL INNOVATIONS INC.

Flatirons Digital Innovations Inc., FDI (www.fdiinc.com), builds a more educated 

and informed society by enabling transparent and accessible digital information. 

It does this by facilitating timely, accurate, and informed conversations between 

organizations and their customers that help solve complex content- and data-

driven challenges at the heart of business operations. Flatirons specializes in 

enterprise content services through technology assessments, solution blueprints, 

and implementation, integration and support for projects ranging from Application 

Decommissioning and Data Archiving, to Document Capture, Revenue Lifecycle 

Management and more. Flatirons is based in Boulder, Colorado.


