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Zeynep Fredrick had seen her bank undergo a
major business transition, and, as evp and CIO,
she knew the bank’s moves would necessitate a
massive core systems and channel overhaul.

“Basically, Webster had always been a thrift,
but it was growing with a lot of mergers and ac-
quisitions as well as organic growth,” says
Fredrick, who’s been CIO since 2003. “We were
starting to look more like a commercial bank
than a thrift. And our systems weren’t designed
for commercial banking. We didn’t have the
functionality or flexibility that one would expect
from a commercial bank.”

What made Webster’s dramatic, soup to nuts
project unusual was its speed—the entire
overhaul was done in about 15 months, with
completion by the end of 2005. Fredrick says
the project’s pace has resulted in a number of
benefits for the $12 billion institution, includ-
ing the redeployment of the IT team to endeav-
ors related more to banking than systems up-
grades, and a scalable system that can continue
to add capacity as the bank grows. 

Fredrick was taking a big chance in not only
doing such a large project, but doing it in such
a relatively short time frame. Analysts at Finan-
cial Insights say that  many banks in the U.S.
are becoming aware of the importance of doing
something to make their core systems more ag-
ile—with total replacement a necessity to remain
competitive in many cases. But the researchers
add these aggressive projects are not the norm,
in part because of the  heavy toll on the reputa-
tion of both the bank and the project’s top ex-
ecutive in charge if things don’t go well. 

But for Fredrick, the risk of inaction was

much greater. “We knew it was a risk to do it
quickly, but by doing it over three or four
years, which would be the average time for a
project this size, we would have drained the com-
pany by placing it in a constant state of conver-
sion mode,” she says. 

As part of the project, the bank converted
more than two-dozen systems across the en-
tire institution. The result is a dashboard that
gives users an entry to Webster’s world of prod-
ucts, business divisions and customer relation-
ships. “It doesn’t matter if you’re the CEO or
if you’re in the back office. You can go to any
touchpoint and see a full picture of customers
and their activity, assuming you’re the right per-
son to be doing that. That kind of function did-
n’t exist before.”

What did exist before was a bank that grew
dramatically through a series of acquisitions be-
tween the fall of 2003 and the summer of 2005.
These buys not only increased the bank’s size,
they also changed the institution’s business lines,
adding a heavy exposure to investment manage-
ment and health savings accounts. 

Bringing all of these institutions together re-
quired the bank to graduate from the MISER
core banking suite, a commonly deployed thrift
banking application. One of the most important
goals of the core systems upgrade would be to
add processing capability for its commercial
banking systems in absorbing the growth though
acquisition and position the institution for fur-
ther growth.

The bank selected an integrated Fidelity Na-
tional Information Services ASP-hosted core
banking system, ACBS commercial loan sys-

tem, TouchPoint channel delivery  and Xpress
Enterprise Services middleware integration. 

“What we chose had to be feature rich,”
Fredrick says, adding that the overall system—in
this case Fidelity—had to be able to work in con-
cert with a variety of vendors. “So even though
our accounting system is from Fidelity, as is the
integration layer, we do have customer-facing sys-
tems that aren’t from Fidelity. ATMs, for exam-
ple, are run in-house. Our teller system is from
Fidelity but IVR is not. The key is that we should
be able to put anything on the front end.”

For Fidelity, the timing was equally advan-
tageous, since the tech firm was in the
midst of an upgrade of its own, adding and
acquiring much of the same technology and
integration capabilities being sought by Web-
ster. These applications included a retooling
of the firm’s mortgage division, and the intro-
duction of service-oriented architecture to the
mortgage and servicing platforms. On the
banking side, Fidelity was developing what
its executives refer to as a “middleware glue”
allowing for easier integration of systems. 

John Gordon, president of leveraged prod-
uct development for Fidelity, says this combi-
nation of moves at the tech firm not only made
it a good fit for the Webster, but allowed the
bank project to be done in the faster timetable.
“It was a unique fit between what we were do-
ing in terms of magnitude and scope,” he says,
adding that since many of Fidelity’s business
line products were already “pre-integrated,” it
was possible to meet Webster’s deadline.
“There wasn’t a lot of work left to do because
we had gotten a jump start on things.” n
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