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It is with appropriate pride that RDW presents this one-time special 
edition of ICdigiTaal, the journal of RDW’s ICT Bedrijf. ICT Bedrijf 
usually publishes this magazine four times a year, offering all kinds 
of information on ICT Bedrijf. But this time it’s different and with good 
reason.

This edition is all about the migration of our Mainframe to Winframe. 
In December last year, after years of thorough preparations, RDW 
disconnected the Mainframe and transitioned to the Winframe system. 
This was a huge challenge, which involved many risks, but which has 
eventually been completed successfully. 

The risks mainly concern the continuity. RDW’s registers, especially the 
vehicle registration record, must be available 24 hours a day, 7 days 
a week. The police in particular, but also many other parties, access 
our data very frequently. On average, our records are consulted no less 
than 1,500,000 times a day (!).

Shutting down the Mainframe abruptly is not a task to be taken lightly, 
but it has been absolutely necessary in order to safeguard our (quickly 
expanding) services for the future as well.

I am really proud of the course of this migration process. Together 
with various other partners, we at RDW have accomplished something 
unique by executing this migration virtually without any interruption of 
our services. In this special edition, several of the partners involved in 
the migration, within, as well as outside RDW, talk about their view of 
the operation. They will expand upon its unique nature, and also upon 
the risks and their personal experiences.
 
I am delighted with the course this operation took. Firstly I would like 
to thank all the staff members who made this success possible. But I 
also want to express my admiration for RDW management, which has 
maintained a steady direction during all those years. Finally I would like 
to express my gratitude to everyone at RDW and outside, for their trust 
and their outstanding teamwork.

If you should find any questions arising as a result of this special 
edition, please don’t hesitate to contact me. 

Gerard Doll
Division manager ICT Bedrijf RDW

gdoll@rdw.nl
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“This has been a really daring exploit”, says Hans van der Stelt, 
Director of Operations for the Department of Infrastructure and the 
Environment. “The execution of the project, during which all our 
information was migrated to another system, really sets an example for 
other sizeable governmental IT projects.” According to Van der Stelt, 
RDW’s ICT Bedrijf deserves praise for a job well done. 

In 2008 the cabinet decided that sizeable governmental IT projects 
required a clear, direct reporting structure to the Lower House. As a 
result, RDW’s project was announced to Van der Stelt, the Director of 
Operations of the responsible department. “You could say I formed the 
link between RDW and the Lower House”, Van der Stelt explains. “This 
was a risky project with possibly quite serious consequences; not only 
for society, but – in a financial sense – also for ourselves. We had to 
provide ourselves with a good overall picture of the process and obtain 
a precise risk analysis. All outside eyes were on this project.”

Although there had been some problems with governmental IT projects 
in the past, the alarm bells didn’t go off at the department. “We weren’t 
overly worried about the reports. We are also of the belief that it’s 
important to monitor everything closely. Furthermore we already had 
some experience with RDW. They have many IT routes, which are 

always in good shape. What strikes one most is that even the highest 
management levels demonstrate great interest in the project.” 

According to Van der Stelt, that is where the main secret lies. “I have to 
be careful not to put every project into the same category, but having 
the management delegating the project chiefly to the staff carrying out 
the work, and not constantly checking up on at it, is contrary to what 
one often sees. At RDW however, there has always been interest in 
the project, even at the highest levels. That, combined with our earlier 
experiences with RDW, gave us a lot of confidence.” This was also the 
reason why the migration could be concluded with merely a factual 
announcement to the minister. “All possible consequences had already 
been thought through. The project had been prepared for incredibly 
well”, says Van der Stelt. 

Van der Stelt thinks the project could serve as a best-practice 
example for other projects. “Especially in the light of the upcoming 
parliamentary investigation into governmental IT projects. The way 
this project has been carried out, can prove helpful to others. And 
besides that, it is also good to know what people ran into during this 
project. Thanks to the thorough preparations, there was a solution for 
everything. In short: the conditions for success existed and RDW is well-
deserving of the accolades it has received.”

“This project 
really sets an 
example for 
others”

Hans van der Stelt, Director of Operations for the Department of Infrastructure and the 
Environment
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‘A great accomplishment by a great team.’ That is how Auke van der 
Meulen and Eric Martens like to describe RDW’s migration to a new 
computer system. After a process that ran over many years, the transition 
from the Mainframe to Winframe was finally able to be realised. This has 
been a huge task, which was completed within the designated time period 
and had 200 people cooperating in the last year of the project alone. Van 
der Meulen and Martens supervised the project and take look back once 
more on an eventful period. “Last year, we all performed exceptionally well 
as a team and successfully completed the migration to Winframe”, says 
Van der Meulen.

In 2008, RDW set itself a target of finishing the migration from the 
old Mainframe to the new Winframe in 2011. “This is a remarkable 
accomplishment which has been achieved by the entire team”, says Auke 
van der Meulen, who – as the programme manager – was ultimately 
responsible for the whole project. It was important for the continuity of 
the services to be guaranteed throughout the migration process. It was 
inevitable that there would be some unavailability of part of the services 
during the final step when the transfer of RDW’s database took place. “But 
thanks to thorough preparation we were able to minimize inconvenience 
to a great extent”, says Eric Martens. Like Van der Meulen, he has been 
involved with the project from start to finish. During the final phase 
Martens directed the migration project and the Design Office.
An additional result from the programme is the streamlining of information 
systems and making them platform independent. The operational costs 
have also been reduced, while the new system has become quite a bit 
faster. RDW now has a future proof, centrally managed computer system 
for its core records which can adequately accommodate future services. 
The Winframe has been set up to offer simple expandability, or scalability, 
in terms of capacity. Van der Meulen and Martens agree: “RDW is ready for 
the future.”

What made the success possible?
A lot of energy and organisational talent is needed in order to make such 
a long-term programme a success. “There are a number of ingredients 
that played a crucial role”, Van der Meulen explains. “The fact that RDW’s 
management has held to its course over the years and maintained its 
support for the project was of great importance. On top of that, we also 
gathered the right mix of project leaders and specialists with the right 
attitude. These project teams have done a quality job and have shown 
commitment.” Martens continues: “We have brought together a balanced 
core team. This is very important for the success of these kinds of 
long-term projects. Another important element was setting up the new 
organisation, while the migration took place. In this way the administration 
team which had to work with the new system could gain knowledge and 
experience in a well-balanced manner as they progressed along their 
learning curve.”

All in all, the programme required strict direction and a robust approach. 
According to Van der Meulen and Martens, there was need for a good 
overview, insight and organisational talent; virtues that needed to be firmly 
rooted in a solid project organisation. “A project like this one is simply too 
big and too unique for someone to cover every eventuality in advance. You 
need to be able to deal with advancing insight, while keeping track of the 
ultimate goal. In addition it is necessary for everyone to remain confident 
and keep going for it”, says Van der Meulen. “Governments and companies 
can learn a lot from the mix of ingredients that made this sizeable and 
complex programme a success.” 

What exactly happened?
The migration which took place towards the end of 2011, formed the 
final piece of a long-term programme with one apparent goal: replacing 
the Mainframe and transferring (migrating) the various RDW programs to 
a new central computer system. During the first phase, which started in 
November 2002 and ended in December 2004, a lot of thought had been 
put into the things that were required for reaching that goal. “At that time 
we also started ‘tidying up’. By restructuring and simplifying the existing IT
 

A great accomplishment  
by a great team

Auke van der Meulen



structures and modernising the existing links to customers, an eventual 
migration route actually became a possibility”, says Martens. “Amongst 
other things, we have detached the development environment from 
the Mainframe and made sure that we could deploy it onto a Windows 
system.” 

2005 saw the beginning of a long-term programme for the transition 
of the Mainframe to a new, central computer system. “During the early 
stages we selected the new computer system and tested it extensively. 
The automatic conversion of the data systems was remarkable. In order to 
make our programs compatible with the new system, many of them have 
been ‘rebuilt’ by a software ‘factory’. We subsequently started migrating 
programs and eventually the databases to the new system in 2010 and 
2011. And all this time we managed to keep the shop open”, says Van der 
Meulen. 

Phased migration
RDW has thousands of customers who are in some way connected to 
the records and retrieve information from these records on a regular 
basis. The phased migration, which involved the transfer of around 9000 
programs, had to be performed without interfering with the services to 
these customers. By doing tests, those involved were able to see for 
each individual program if it would still be operational in both the old and 
new situation: since during the migration, both systems had to function 
alongside each other. 
A new message from a customer could be processed in both the old 
and the new ‘world’, thanks to a ‘bridge’ and ‘switch’, which had been 
developed by the programme. “This was essential for the continuity of the 
services”, Martens explains. “By using the ‘switch’ we could determine if 
the services should be run through the old or new system. 

Some programs already ran within the new system, but still used the ‘old 
world’ database. This approach offered the organisation a chance to learn 
and also provided a fall-back opportunity. We could always fall back on the 
old familiar system.”

Last milestone
By the end of 2011, all programs, batches and green screens had been 
transferred and the administration organisation had been sufficiently 
trained to start working with the new Winframe. “The final step included 
transferring the database, which was still running on the Mainframe”, 
says Martens. An extensive communication campaign informed all of 
RDW’s partners and also consumers of the fact that the services would 
be halted during this final step and for example, that they would not able 
to request a new number plate during the final migration. Customers were 
prepared through advertisements in national newspapers, letters to all 
service stations, posters in post offices, mails to local authorities and many 
individual messages by RDW’s relationship managers.

“The final migration of the database, the ultimate milestone, was extremely 
successful”, says Auke. Instead of taking two days, 95% of all services 
were unavailable for only half a day. On 28 December 2011, at 1:00 a.m., 
the switch to the database on the Winframe was made. Immediately 
afterwards, the Mainframe database was shut down. Thanks to the 
smooth switchover, RDW was able to process approximately 80% of its 
regular daily capacity on the day of the switch after all. “Services we able 
to be resumed sooner than we had communicated beforehand.” 

Migration programme also provided routes for changes within the 
organisation
This sizeable technical project also provided a huge route for changes 
within RDW’s organisation. “The organisation had to accumulate 
knowledge about new technologies and start working in a new way”, says 
Van der Meulen. “Many administrational processes and procedures had 
changed. And of course, employees were working with a completely new 
system. The learning curve, which had already begun during the phased 
migration, will continue for the coming time.” 

According to Van der Meulen, a key factor was that RDW had gathered 
ingredients from outside the organisation. “RDW’s customary status is 
very stable. They possess an enormous amount of knowledge, but carrying 
out technical and organisational innovations on this scale is not their core-
business. Organising programme management was a part of this as well.”

The role of Get There
Get There, the company managed by Van der Meulen and Martens, has 
acted as RDW’s partner throughout the project, from 2002 until 2011. 
Ever since the early stages, the company was responsible for, amongst 
other things, programme management, the contribution of expertise and 
the execution of projects, including the management of the migration 
project and the Design Office. 

“But let’s make clear that we could never have successfully completed 
all of this, if it wasn’t for our great team of highly capable project leaders, 
architects, consultants, engineers and administrators”, Van der Meulen 
and Martens conclude.

Eric Martens 
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It’s far from easy: burdening your organisation 
with a project that might pose minor risks, but 
which could have enormous consequences. 
Johan Hakkenberg, General Director at RDW, 
did it anyway. He had the complete computer 
system replaced while the services were 
kept up and running – just like replacing the 
engine of a car, while driving. The migration 
was a process for which everybody was fully 
prepared. “I had a blind confidence in the 
executive team”, says Hakkenberg.

“IT is our core-business”, Hakkenberg starts. 
“With some of our main processes it’s all 
about large volumes. That’s perfect for 
automation. Our services are much cheaper 
because of it. The whole world is moving on 
from paper to digital and that also illustrates 
the importance of a good IT system.”

So within RDW, IT has played a big role for 
a long time. “It’s been emerging ever since 
the eighties. IT has expanded massively 
at a huge pace, even at RDW. Our system 
contains many thousands of applications 
and we process several millions of 
transactions a year. And that means that 
everything is interconnected. We have a 
complex system and we were in need of 
clean-up.” 

And that huge ‘clean-up’ came with the 
Winframe. Programs and applications that 
weren’t in use anymore were disposed of. 
Relevant batches were joined together 
and the structures were mapped properly. 
“Everything that was in the heads of our 
people, a huge amount of knowledge, has 
been put on paper”, says Hakkenberg. In 
the end, RDW was ready to move to a new 
system. 

“Our biggest gain is that we are more in 
control now”, reckons Hakkenberg. “We have 
had a clear-out, we are fully up to date and 
everything has been well documented. And 
that guarantees the continuity for our 

customers. Moreover, it will be easier to go 
ahead with new projects.” 

Hakkenberg had himself briefed thoroughly 
throughout the project’s progress. “That’s 
because we were the decision-making 
body”, he says. “The management team 
had to give a green light for the eventual 
migration, and that’s something you can only 
do when you’re sure you’re not expecting 
any problems. That’s why we always listened 
carefully to the executive team. We trusted 
them blindfolded. Also, during the process, 
I could ask them any critical question I 
could come up with. And they always had 
an answer. They were well informed about 
everything and knew exactly where potential 
risks might be lurking.” 

Within the Dutch government, RDW is the 
body with the largest in-house IT company. 
“We are not dependent on the wider IT 
market, we have everything in our own 
hands. We have control of our expertise. The 
employees feel a strong bond with their RDW 
again. That is really good for the continuity 
of our services. Because our people also are 
our knowledge base.” 

And everything seems to be just fine with 
that knowledge, expertise and bond. 
As a consequence Hakkenberg had few 
worries about the migration, although it did 
introduce a sizeable risk. The responsible 
minister would have had to answer to the 
Lower House, if the services had been halted 
for a prolonged period. “We stayed in touch 
with the department. Of course we informed 
them right away about the successful 
outcome. The minister was delighted and 
immediately complimented us on the job. 
The project didn’t end up as one of a long 
series of failed governmental IT projects. And 
of that, we are very proud indeed!” 

“I had a blind confidence in  
the executive team”

Johan Hakkenberg, General Director of RDW:

Johan Hakkenberg



Right from the beginning of the migration 
project, more than seven years ago, Hans van 
Santen has been involved in RDW business 
as Director of Operations. “At some point I 
knew all about bits and bytes”, he explains. It 
is characteristic of the commitment of RDW’s 
management. And for that very reason, he can 
look back at the migration with considerable 
satisfaction. “We did it all by ourselves. That 
makes us very proud”, says Van Santen.

As Director of Operations, Hans van Santen 
actually commissioned the move to a new 
system. “We wanted to make our systems 
platform independent”, he explains. “We were 
completely dependent of our supplier, Unisys, 
and their market share was diminishing. 
We couldn’t just switch to another supplier, 
because our systems had not yet been 
configured for that. Now that we have set them 
up that way, we are able move to any other 
platform. That decreases costs and makes it – 
in a technological sense – easier for us to take 
further steps.”

But as was said before: making all systems 
platform independent has cost a lot of time. 
“We thought it over very thoroughly and stuck 
to our course for seven years. That is not easy. 
As the management, you also need to stay 
focussed all the time and keep faith in the 
project. You will meet with difficulties along 
the way, and that is a heavy burden for the 
organisation. Fortunately, we have always 
managed to stick to our course and, therefore, 
keep the faith.”

In the early stages, the management had a 
difficult decision to make: did they just want 
to make technological innovations, or did they 
want to review the functionalities as well? In 
the latter case, there would also then be many 
changes for RDW’s clients, the services that 
would eventually start working with the systems 
and databases. “We opted for technological 
innovation”, says Van Santen. “None of our 
partners actually notice it, except for the fact 

that the system runs faster and that at least 
the costs haven’t gone up.”

Van Santen kept himself well briefed during the 
project. “The project was given an important 
role within the organisation”, he says. “There 
were times when I spent one or two whole days 
per week working on it. But making this level 
of effort made all the difference. The entire 
organisation was involved. And knowing all 
about bits and bytes, I was able to join in the 
conversation as well.” Which was necessary, 
as Van Santen kept in close contact with 
the programme manager and prepared the 
decision-making meetings. At each fortnightly 
management meeting, the project was on the 
agenda. “If it hadn’t been, the management 
would have lost touch with the project. We 
always made the decisions together. We 
showed attention, trust and commitment.”

But sometimes Van Santen still had concerns. 
“There were some doubts about the planning. 
At first, we planned on making the switch 
during the summer, but we didn’t make it. At 
times like that you feel you would very much 
like to close the book, but we stuck to the plan 
anyway.” Finally, in December the ‘point of no 
return’ was reached after all. “For a long time, 
we had a bridge available to us and were able 
to choose where in our system we would carry 
out mutations. At some point you have to make 
the final move to the ‘new world’. That made for 
an exciting moment, but we knew exactly what 
to do. It was almost like a military operation. 
Eventually, everything has turned out well, 
without losing any data.”

For seven years, Van Santen spent a lot of 
his time on the project. For now, there are no 
plans for another sizeable IT project. “This 
development will keep us going for years. 
There is still sufficient room for growth”, he 
estimates. “We will however keep making 
investments in IT. There will be more room for 
‘normal’ line projects now. And we will keep an 
eye on new developments. The new system is a 
deviation from the trend and also enables new 
investments.”

“I knew all about bits and bytes”
Hans van Santen, Director of Operations at RDW:

Hans van Santen
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First there was fear, then came relief, in the end followed by 
compliments and appreciation. The migration was a nerve-wracking 
project, but not just for RDW. RDW’s customers, who have come to 
expect high quality services, observed the course of the eventual 
migration with considerable nervousness. And Zeger Baelde, Divisional 
Manager of Registration and Information (R&I) at RDW, went to quite 
some trouble to convince everybody of the usefulness of the migration. 

Zeger Baelde experienced the migration project from two sides. As the 
divisional manager of the IT department, he was there at the birth of 
the migration. “At that time, we concluded that we needed to look out 
for another platform”, he says. Baelde commenced that search, but 
during the process he moved to another division. There he got involved 
in the project again. 

In his new function, Zeger Baelde is 
responsible for customer relations. 
“We translate an assignment into 
processes”, he explains. “A potential 
customer comes up with a question 
and we see if we can be of service 
to them.” Knowing that, it’s easy to 

see why Baelde has to use RDW’s 
computer system extensively each 

working day.

It was also Baelde who had the task of 
informing customers about the planned 

changes to the system. “There was a fair 
amount of fear among our customers: as they 

questioned the extent to which we could 
guarantee to maintain the high level of our 
services. They were content with our level 

of service and didn’t see the necessity of 
a migration at that time. We had to put 
their minds to rest, and for 
that we 

had to talk to each customer about two or three times”, says Baelde. 
But when RDW managed to limit the inconvenience to half a day and 
the services themselves proved not to be affected, the initial fear was 
followed by appreciation. 

According to Baelde it was important to replace the system, even 
though the quality of the services was still sufficient. “You have to view 
it from a broader perspective: the technology shouldn’t be a limitation 
to growth”, he says. “And the Unisys platform wouldn’t be developed 
any further and posed a risk of limiting our growth. This Winframe is 
modern and meets all our demands. It is much faster, cheaper and can 
be expanded in the future. Thanks to the migration, we have become 
much more flexible.” 

These pieces of wisdom aren’t new for Baelde. As the divisional 
manager of the IT department he had already observed that the 
number of Unisys’ customers was diminishing. Because innovations 
are paid for by customers, Unisys was seen as a dying platform. 
“At the start of the project, we decided that we wanted to be more 
independent from the supplier. That has provided us with a strong 
negotiation position. We had always asked Unisys to help us with that. 
In the end it was for financial considerations that we actually made the 
move to another system. It is also important that we have managed to 
preserve our huge investments in the Cobol software. We didn’t have to 
rebuild everything and it all works on the new system.” 

Although Baelde hasn’t experienced the entire project from within the 
IT department, he does feel that he has now finished with it. “We have 
done this together, all of us. Everybody played a part in it. We happened 
to think of the project at the time, but of course you can never actually 
carry it out all by yourself. In any case, the phased and well-organised 
approach has proven crucial. It was a good thing we started clearing 
out the system, before commencing the big job.” 

Baelde also speaks highly of the relationship between the executive 
personnel and the supervisory board. “We have had to make quite 
some daring choices, but we have always adopted a critical attitude 
towards each other. That is also true for the supervisory board, because 
the migration was of importance even at that level. There are some 
IT seniors on the board, who know a lot about this matter. They keep 
you focussed. And that’s necessary, because sometimes, decisions 
need to be made by people with entirely different backgrounds. 
By contemplating the available choices thoroughly and by sticking 
together, this project has become a success.”

Zeger Baelde experienced the entire  
project from two sides

Zeger Baelde



“The eventual migration had been 
prepared for really well”, says René 
Labordus, Divisional Manager of Vehicle 
Technology. “In the end there was nothing 
but a narrow ditch for us to jump over.” 
Obviously, that didn’t form an impediment 
for RDW. Because within the organisation 
people were absolutely certain that they 
would make it. “Even though I didn’t know 
about all bits and bytes”, says Labordus. 

And although Labordus didn’t exactly 
know how the entire system would be 
organised down to the last bit, it was his 
role to say ‘yes’ or ‘no’ to a next step in 
the process. “This project was a collective 
responsibility”, he says. “You look at an 
abstract of all the steps that were taken, 
ask questions and especially try to stay 
focussed. Because everyone within the 
steering committee faithfully executed 
these tasks, eventually this feeling of 
confidence arose.”

“Yes”, Labordus says self-assured: “This 
was a good example of how people 
can work together. When it comes to 
cooperation, everybody deserves a medal. 
There really aren’t that many governmental 
projects that run so smoothly.”

The new system is important for the 
division led by Labordus. This division is 
responsible for registering new vehicles 
and vehicle roadworthiness testing, 
two services that came to a temporarily 
standstill during the migration. “That 
did give rise to some annoyance”, says 
Labordus. “Each day thousands of 
transactions take place at hundreds of 
our customers’ locations. So it was a 
difficult choice to put everything on hold 
for two days. There was definitely some 

disappointment, but fortunately we were 
able to wrap things up sooner.”

“None of our partners noticed anything 
during the preliminary routing either. There 
was a lot of confidence in RDW, and that 
they would successfully complete this 
project. As soon as the migration was 
complete, we immediately started receiving 
compliments.”

According to Labordus, the new system 
leaves RDW more elbow room. “The system 
offers more security and decreases costs 
substantially. As a result, we can consider 
what to do with our rates. In any case, 
they won’t go up. Perhaps there will also 
be more room for investment plus we can 
organise our range of services in a much 
more flexible way. The most important thing 
is that we still have everything in-house.”

In the coming time, the Vehicle Technology 
Department will pay a lot of attention 
to the follow-up phase. “We need to 
properly map everything”, says Labordus. 
“Everything has been tested extensively 
by RDW, but now it’s time for the users to 
start using the new system. That requires 
a lot of knowledge as well. If anything 
should go wrong with one of our partners, 
then we are the first to hear of it. Now 
the application administrators can start 
working on it right away.” 

But Labordus is also happy that there is 
more room for ‘normal projects’. “It’s a 
good thing that we have finalised all of this. 
Now it’s up to the other departments. Our 
projects have preference again. And there’s 
a lot more in the pipeline.” There will be 
more ditches for RDW to jump over in the 
future. 

“In the end there was 
one narrow ditch for us 
to jump over”

René Labordus, Divisional Manager of Vehicle Technology:

René Labordus
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The migration from the Mainframe to Winframe, has also expanded 
the relationship between RDW and Microsoft. As the new computer 
system uses Windows technology. “We are really happy about that”, 
says Dick Jans, Delivery Manager at Microsoft Netherlands. “This 
provided Microsoft with an exquisite opportunity to show RDW that 
our technology can also be applied within a company-critical area of 
application”, he says, referring to the huge requirement for stability and 
quality of the new computer system.

Even before the migration took place, Microsoft had been one of 
RDW’s partners. When RDW decided that they should pursue platform 
independence, Microsoft was asked if they would like to join them on 
that route. “We immediately expressed our willingness to do so and 
accepted the final plan with open arms”, says Jans. 

The software giant supported the project in a number of areas. Among 
other things, Microsoft offered knowledge and expertise, tested the 
first designs and went on to review and improve all those different 
designs. “We have for instance checked the condition of the security”, 
Jans explains. “But we also wanted to know if the services could be 
performed to the highest levels and if the right decisions had been 
made. Now that the project has been finalised, we offer support to the 
highest level. That means that we have a team of experts available 
night and day to assist RDW. Furthermore, we are pro-actively looking 
for things to improve within the system.”

Jans speaks of good cooperation between both parties. “The goal has 
always remained the same, although there have been some changes 
to the path leading there. It was obvious that RDW had taken control. It 
was an important project for us that received a lot of our attention. This 
role of being in control really suits RDW. IT is a core activity for them, 
and that’s noticeable. For instance: the director of the IT department 
is equally important as the managers of other divisions. We trusted 
in a good result, also based on past experience. We knew what they 
were capable of and were convinced that they wouldn’t make any rash 
decisions.”

According to Jans, the road to the future lies open with the new 
Winframe system. “The main goal of this project has been to become 
independent of the Unisys platform. The benefit of our Winframe is that 
RDW cannot only reduce costs, but also that they will be able to make 
swifter changes in the future. In fact, they no longer find themselves 
on a no-through road, but on a crossing with multiple options. The 
technology will continue to develop: for instance, what effect will the 
‘cloud’ have? A public body needs to give proper thought to these 
things. At least, with the current Winframe RDW is well prepared.”

Although the final milestone was achieved in December, Microsoft isn’t 
fully done yet. During the follow-up phase, the company will take care 
of reviewing the system and providing pro-active support on a regular 
basis. “Of course we will always be ready to help RDW in the coming 
years”, Jans concludes.

Dick Jans

“The migration was an important 
project that received a lot of our  
attention”

Dick Jans, Delivery Manager at Microsoft:



Delta Software Technology has been involved in the migration project 
right from the start. Amongst other things, the German company made 
sure that all of RDW’s thousands of applications became platform 
independent. In order to achieve that, Delta built a revolutionary and 
fully automated ‘factory’, which could rebuild all the applications. “RDW 
has made a big step towards a bright future”, says director Rüdiger 
Schilling. 

The cooperation between Delta and RDW can be divided into four 
phases. At first, the software development environment has been 
moved from the old Unisys platform to a Windows platform. This way, 
RDW could develop new software for the old system and the system 
that had yet to be developed. Then, in 2005, Delta was asked to rebuild 
the Cobol software, so it could run on the new platform. “We presented 
a new concept at the time: a software ‘factory’ that could convert these 
programs automatically, so they could be used on the new system”, 
says Schilling. “Thanks to that ‘factory’, we were able to transform 
thousands of programs within a few days.” 

Delta also participated in building the so-called ‘bridge’, which allowed 
new applications to run on the new system, while the database stayed 
in the ‘old world’. And finally, Delta was called in to provide tools, which 
made it possible to transfer all programs and data services to the new 
system in one take, in December 2011. 

It was a huge job for the company. “But not our biggest”, says Schilling. 
“Generally our customers are large companies, such as major 
European banks and insurance companies. Projects from these kinds 
of companies are always sizeable.” Nevertheless, the project provided 
Schilling with several challenges. “RDW requested a particularly high 
level of quality and stability. Which isn’t strange, seeing that they offer 
complex and critical services that are available 24/7. We had to run a 
lot of tests, often during the night, in order to remove all the bugs.” 

All of those tests have been worth their while. Within a total of 
1,300,000 changes in 10,000 modules, only 50 bugs have been 
found. “The error margin was lower than a record breaking 0.004 
percent!” More records were broken at the automated software 
‘factory’, which managed to convert 98.66% of all programs by itself. 
“This allowed us to prevent human intervention, and most of all it 
helped us preventing human errors. When that system was finally up 
and running, we only needed two people to maintain it.” 

Like others, Schilling also believes that with the new system, RDW 
is ready for the future. “The system now runs on a state-of-the-art 
platform with a modern architecture, which is based on the future. It 
is especially important that it won’t cost RDW much effort or money to 
make changes to the platform.” 

Becoming  
independent with 
the help of a  
revolutionary  
software ‘factory’

Rüdiger Schilling

Rüdiger Schilling, Director at Delta Software Technology
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The migration to the new computer system placed a heavy burden on 
the organisation of RDW’s ICT Bedrijf in Hoogkerk. From team leader 
to architect and from senior purchasing assistant to the secretariat, 
virtually everybody was involved with the project. That’s why we thought 
it would be a good idea to sit down with five staff members and look 
back at a successful project together. 

“Just have them sit down at a table and they will start talking”, 
says communication advisor Sjoerd Weiland. He was in charge of 
communication during the project. He was responsible for, amongst 
other things, sending out press releases to announce that RDW’s 
services would be subject to reduced availability for two days. Today 
he’s playing the role of photographer, although, from time to time, he 
also does some talking of his own during the group conversation. 

When things go well, people tend to feel like talking about them. And 
so the anecdotes and experiences are flying around the table. The 
strong ties between the staff members especially draw attention. 
“Cooperating well is essential for such a project”, says Rene Bultje. 
“During the project, several teams were at work. I managed one of 
them, but I also stayed in touch with people from other teams. The 
entire project and the knowledge chain, was bound together by a 
cooperative connection. I don’t know if the project would have been 
successful without that cooperation.”

“Yes”, Jan Krijgsheld answers. “From a technical perspective things 
would have turned out all right, but we wouldn’t have been able to 
administer the system afterwards. It’s about both the technology and 
the service. The system is standing strong, but RDW must learn how to 
work with it as well.”

In the end, the project is has been a success. But not without a 
struggle. “At times people were panicking”, says Janny Ahlers. “Then 
they would suddenly appear at my desk to arrange an emergency 
meeting. People would come from all corners and show up here in 
this room again. Sometimes staff members also came here to let off 
steam.” Ahlers made reports of these meetings and kept the expansive 
list of action items up to date. “I was informed about the main items. 
The more you know about it, the more fun this technique becomes.”

With that, Ahlers touches on an important question: of how much 
interest was the migration to the staff of RDW’s ICT Bedrijf? “I have 
held twelve presentations of three hours each on what exactly we 
had done”, Marc de Bruin explains. “We depicted the Winframe using 
simple animations. After those presentations the importance of the 
project had become clear to everyone.” Bertil Kruize finishes De Bruin’s 
words: “The project was difficult to define. With these presentations 
we provided clarity. And a good thing too, because our ‘shop’ was 
temporarily closed for other projects.”

Thanks to these presentations the entire organisation also knew that 
this project was of the highest priority. And after finishing the migration, 
everybody shared in the euphoria. “That feeling of pride prevails. 
The joy was clearly visible on all faces”, adds ‘external’ consultant 
Jan Krijgsheld. Kruize agrees with him: “Many IT projects fail. We 
have had some setbacks ourselves as well, but we got it done in the 
end.” According to Marc de Bruin, that is quite an achievement. “A 
unique achievement even, because factually, we made a Winframe 
by ourselves. Large computer companies have entire research 
departments for that. We call it a platform, but that term almost 
doesn’t cover the overtones.”

“We also received a lot of praise from our suppliers, like Microsoft”, 
says Kruize. “However, they did need a little push into our direction”, 
thinks Krijgsheld. “But all in all, it’s pure quality: the Winframe and the 
thought we have put into it.”

“And at some point, we just were ready for it”, says Bultje. During the 
final stage, all our energy went into the migration. Back in November, 
things got a little difficult.” Ahlers: “Yeah, I had to get everybody fired up 
again.” But all present agree that just at that time, the organisation’s 
power showed itself. Sticking to their course, the management made 
some well-considered choices – choices that led to the eventual 
migration during the period between Christmas and New Year’s Eve. 

Although the actual migration has now been finalised, the project 
hasn’t ended yet. RDW will still need weeks to document each and 
every step of the process and map the new system. Moreover, the 
new Winframe also needs administration, and in the coming years 

Migration led to something much more 
beautiful on the shop-floor



Rene Bultje joined the project in September 2010, as the team 
manager of the Continuity division. He took care of the management 
organisation as it were. “But that didn’t mean I was only managing 
things”, he explains. “With this project, I directed the processes and 
stayed well-informed about the technologies.”

Bertil Kruize functioned as senior purchasing agent for the project.  
He concluded contracts, communicated with suppliers and assessed 
the risks involved, when taking chances with new suppliers. “I have 
seen a lot of money being spent”, says Kruize.

Janny Ahlers did the secretarial work for the steering committees and 
project managers. “So many agendas went out. It was almost a full 
day’s work”, she says.  

Marc de Bruin was one of the architects of the new platform and had to 
provide a structured system for all thousands of applications to run in 
without problems. “Everything had to fit in there”, he says. 

Jan Krijgsheld played a dual role. The former employee of the ICT 
Bedrijf was hired as a project manager and consultant via his company 
Flock IT. “One of my responsibilities was the blueprint of the Winframe. 
Towards the end, I spent all of my working hours on this project.”

Let’s briefly introduce the main characters: 

numerous new applications will be developed for it. Still it’s good to 
look back. What has, apart from the new system, been the biggest 
gain? 

“That everybody will not be so pigeon-holed from now on”, says Rene 
Bultje. Because everyone has come to cooperate in a different way. 
“The organisation has managed this huge change very well”, concludes 
Krijgsheld. “They should keep that up.” 
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The new computer system may offer many advantages, but even 
more important is that it will be manageable for many years to come. 
This represents a huge job, providing work for about 15 of RDW’s 
staff members on a daily basis. “It is important that we participated 
during the design and migration of the new Winframe”, says Gert-
Jan Theuwissen, Continuity Cluster Manager. “Thanks to that, the 
administrators have been able to go through a learning curve and learn 
how to properly manage the system.”

As the manager of Continuity, it is Gert-Jan Theuwissen’s responsibility 
to make sure all of RDW’s systems stay up and running. “We have 
many customers, so we also have a lot of agreements”, he explains. 
“The administration must meet the highest demands. One of our most 
important customers, the police, need the systems and databases to 
be available day and night. That’s a good example of the importance of 
administration.”

The Continuity Cluster has been closely associated with both the design 
stage and the eventual migration. “But everyone involved played their 
own role”, Theuwissen explains. “We helped think about the best way to 
show the performance of the Winframe. And how to monitor the system. 
The system and its health must be monitored 24/7. Administrators 
standing by get a signal when the system is in danger of becoming 
unhealthy. It’s now three years ago since the first administrators started 
to help think about administrational functionality. During the last 18 
months, when we actually had commenced the migration already, that 
number has increased to a group of approximately 15 administrators.”

Once again, Theuwissen stresses it is all about teamwork. “We designed 
the administration of the system together. Also, the basic assumption 
was that we wanted to make the migration a success together, as a 
group. And that required a lot from the administration organisation. A lot 
of staff members worked overtime, for instance. Everybody needed to 
leave their comfort zone and do something they weren’t used to. Many 
administrators have been thrown in at the deep end, but especially 
by working together a lot and learning from each other, everyone has 
managed to get the knack of the administration process.” Another 
starting point was to manage the system with in-house administrators, 
and that has turned out well. The system is crucial for RDW’s core tasks 
and therefore it is important to keep the administration in own hands.

However, there have been some changes for the administration 
department. “They used to sit here in front of their screens, monitoring 

the system in shifts”, Theuwissen explains. “This time we have chosen 
to administer the system remotely at night and during the weekends. 
If something is wrong, the administrator on duty receives a notification 
on his phone. If needed, he can immediately undertake necessary 
action. The employees that are on stand by duty, are the same persons 
who make changes to the new computer system during the day. That’s 
why they are really focussed on executing changes properly. They 
themselves try to make sure they have a good night’s rest and that the 
system stays healthy.”

Theuwissen believes the new system is complex, but he also says that 
it is much more ‘open’ than the Unisys Mainframe. “That Mainframe 
consisted of old architecture and wouldn’t be improved on anymore, 
whereas the new Winframe is continuously being improved further. 
Because the system is ‘open’, we also need to keep applying security 
patches and updates from Microsoft, in order to keep it safe. During 
the migration concluded a support contract with Microsoft, so they 
could help us with that. That contract should help us make sure that 
we monitor the system pro-actively, together with Microsoft, in order to 
prevent major calamities. Fortunately, we haven’t witnessed any such 
calamity since the migration.”

At this moment, the department Continuity is working on dotting the 
i’s and crossing the t’s. “Our department has to keep working at a 
high level. And lately we have been putting some things aside, things 
that we really need to pick up again. Also there are some temporary 
solutions, which have been designed to allow programs to run on both 
the Mainframe and the Winframe. It is time to take these temporary 
solutions in hand and transform them into permanent solutions. We 
started working on that immediately after the migration.”

“I am happy that we have managed to do all this by ourselves, with our 
own people”, Theuwissen concludes. “It has cost us a lot of energy, 
and the management has always pressed us hard to put up a good 
administration organisation. But because we started participating at an 
early stage, the department has mastered the system and I can now say 
that the administration process is running well.”

“The staff could go  
through a learning curve, 
because the administration 
division started 
participating early on”

Gert-Jan Theuwissen, Continuity Cluster Manager:

Gert-Jan Theuwissen  



The Cluster Manager Projects is RDW’s official contractor for both 
minor and major IT projects. Carine Joosse has occupied this position 
within RDW since 2008. Ever since she started, she has also had 
to deal with the programme Platform Onafhankelijkheid (Platform 
‘Undependability’), with all its different sub-projects. “And meanwhile, 
all the regular IT projects kept on going as well”, she says. “This has 
cost us a lot of energy.”

Joosse joined the RDW at a time when the programme was already 
underway. “In spite of this, there have been lots of decision-making 
moments during the past five years”, she says. “One of the things I 
started working on right away, was to make the project fit in more with 
the line and administration organisation of ICT Bedrijf. The programme 
was rather mysterious and complex. And in order to get everyone on 
board, it is important for them to know what is happening. That is what 
people dreaded: we still had to embrace the project and make it our 
own.”

It was very important for that to happen, because the new system 
would automatically introduce a series of changes with a lot of impact. 
“We faced new systems and processes and had to start working in 
a completely different way, even as a team. But that’s only normal: 
having worked with the old system for years, it is difficult to make a 
turnaround. This also gave rise to new and, in some cases, young talent 
coming to the fore.” 

As the IT manager, Joosse was also on the IT steering committee of the 
migration project, where she was responsible for the delivery process. 
“We had a tight schedule. I took care of the logistic process, amongst 

other things. Along the way it was sometimes hard to decide which 
responsibilities should be assigned to the individual members of the 
steering committee, in which so many departments were represented. 
Sometimes I had to deliberately leave some elbow room to one of my 
colleagues. This was also part of the task of the programme manager: 
Auke van der Meulen.”

Apart from her activities for the ICT steering committee, Joosse had 
to deal with the regular line projects as well. “Those couldn’t just be 
put on hold”, she says. “In 2011, about 200,000 project hours were 
available. The migration took up 70,000 hours and that means we still 
had 130,000 hours to spend on other projects. Some of these also had 
top priority. It isn’t for nothing that we have a special team, responsible 
for scheduling IT staff.” In the course of time, a lot of choices have 
been made to make these schedules fit. “Although the individual 
project leaders did have ‘fights’ over staff members now and then”, she 
says smiling.

The new system definitely offers new opportunities to Joosse and her 
department. “We have to develop this new environment further. In fact, 
we have already begun. Think about the introduction of the vehicle 
registration card, a kind of cash card that replaces the current paper 
registration certificate. Or the Servicehuis Parkeren (Service House 
Parking). And we are working on the Berichtenbox (Message Box): a 
service that gathers all messages from the government in one place.”

But first, Joosse thinks it’s time for a moment’s rest. “This last year has 
been hard on us. We have put a lot of energy into accomplishing the 
end result. The organisation has been under a lot of stress. For 2012, 
we need to rest for a bit, learn to master the new system and regain 
our energy. In that regard, this is going to be a year of consolidation, 
although there will be more than enough for us to do.”

“The regular projects kept on going as well”

Carine Joosse: Cluster Manager Projects:

Carine Joosse 
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