
OVERVIEW
Founded in 1950’s, one of the largest banks in the world by market cap and the 

largest in the Middle East and Saudi Arabia is committed to bridge the gap between 

modern financial demands and Sharia intrinsic values, whilst spearheading various 

industry advancements. As part of its overall digital transformation strategy, to create 

new-age digital products and services, the bank acquired Ejada Systems, Riyadh in 

early 2022.

Transition Excellence 
for IT Services across 
LOBs
Seamless Transition of IT Services for one of the 
largest banks in the world headquartered in the 
Middle East.



THE CHANGE OPPORTUNITY
To drive down costs, and increase its 

competitiveness, the bank decided 

that all its future IT services – solution 

development, testing, and BAU 

operations - were to be managed by 

Ejada. The subsidiary, while known for its 

innovative technical solutions, needed a 

veteran in QE Testing. The new partner 

had to bring strong banking domain 

competence and also, the skillsets that 

matched the bank’s tech stack. 

THE CHALLENGE ARTICULATED
The decision was made - through a 90 

day period (by end of April 2023), the 

bank would transition its IT systems and 

processes. For Maveric, the knowledge 

transfer, and process documentation 

posed a risk to a seamless and error-free 

transition. 

“It would be like flying an aircraft that did not 
deviate from its course as engineers attempted to 
re-fuelling it mid-air.”



Furthermore, the project’s scale placed a daunting demand on Maveric’s aim to win 

the bank’s confidence across process, domain, and technology.

THE PROJECT AIMS
Faced with a short runtime and a steep 

takeoff, the Maveric team wasted no time in 

examining the scope and it is implications. 

HHiigghh  LLeevveell  
SSttrraatteeggyy

Design template 
and background 
for presentation in 
MS PowwerPoint

TINYPPT

TINYPPTComprehend 
Business

Process & 
Functional Flow
Documentation

Thoroughly 
understand

application flow 
and repository 
documentation

- manual, automation 
and performance

Establish Shadow 
And Primary Support,
ensuring stabilization 

and BAU

Manage change and transition 

effectively from as-is to to-be state by 

being agile, adaptable, and flexible.

De-risk transition and knowledge 

management

Enable the desired environment that 

favored newer technologies,  and 

continuous re-invention.

Close stakeholder coordination that 

included robust reporting, anticipating 

potential problems and proactively 

devising solutions.

Ensure overall business alignment & 

collaboration.
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Maveric analyzed & gained Knowledge from the following areas
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The Execution Approach

Design thinking approach and collaboration 
with stakeholders including incumbent 
vendor.

Near Realtime dashboard for steady state 
progress. 

Governance setup across layers.

Hotline communication process for the 
critical phase.

Metrics-based assessment.

SLA agreements with all stakeholders.

Pair testing in shadow support.

Adapt shift patterns for better SME coverage.

Historical ticket, task study, outstanding 
issues and discussions.

Enhance DoUs with gaps and hands-on 
knowledge.

Focus ‘on-the-job’ training to gain early experience.

Tool-based application/service knowledge 
extraction.

Remote training and KT using collaboration tools.

Prepare Document of Understanding (DoUs) to 
capture the scope and requirements.



Results

06
LOBs

115
KTs

45
DOUs

40% Automation 
Suite Ready

20 CRQs by Maveric > 
15 CRQs (incumbent 

vendor)

2 Accelerators 
Ready

Maveric fulfilled 20 
resource demands 
across QE and Data 

Streams.
Discussions are 

underway on involving 
Maveric across other 

subsidiaries  of the 
bank.

4 Accelerators 
Identified for Steady 

Phase

Maveric successfully 
implemented solutions 
that addressed the client’s 
challenges in the areas of  
1.    Cost 
2.   Ecosystem management 
3.   Business operations with 
minimum BAU disruption while 
ensuring service continuity.



Pivotal Learnings 

3Cs in Action

30% of the team belonged to similar domain and understood the context to quickly adapt.

Functional Consultants with relevant knowledge accelerated the transition through appropriate 
clarifications.

Techno-functional resources built the accelerators and reduced the team efforts.

Transition management dashboards enabled near real time tracking and flagged risks.

Effective governance helped the team collaborate and align around a common goal.

COMMITTED TO CUSTOMER SUCCESS
The institution of a core continuous improvement (CI) team, CI review cadences, issue logs, and 

monthly client forums highlighted Maveric’s emphasis on solidifying the relationship ethos, from the 

get-go. Seeing that the team was taking ownership even before the transition was complete, the Bank 

was appreciative of Maveric’s high-energy and the proactive approaches. 

CONSCIOUS CONTEXTUALIZATION
Given Maveric’s superior banking domain authority, the transition team could create 45 DOU’s 

(one for each application) that detailed out domain dependencies, process steps, navigation 

flows and challenges with respective mitigants.

Create & Maintain
CI Backlog

Assign CI to 
feature teams

Regular internal 
reviews to track 

progress

Setup a monthly
CI forum with

the client

Publish to team
& monitor usage

/ benefits Create core
CI Team



Client Testimonial

	 “Team Maveric has done us all proud! Kudos for a stellar 

job in managing the incumbent vendor, gathering & preparing 

requirements, creating templates, improving processes, and 

collaborating with the bank and Ejada project teams. 

Accommodating additional requests and hands on deck ensured 

that the transition was done seamlessly. Their ownership and ‘do-

whatever-it-takes’ attitude has set the bar high.”
	
	

                                             
                                             - Ejada Project Team, Riyadh

www.maveric-systems.com

ABOUT MAVERIC
Maveric Systems drives successful banking transformation through conscious contextualization, comprehensive 

competencies, and core commitment. With 85+ global transformations across retail, corporate and wealth management 

domains, Maveric helps financial institutions accelerate their next.  
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COMPREHENSIVE COMPETENCIES
As the project progressed, the Ejada-Maveric team successfully implemented solutions through a 

differentiating transition framework. A crucial feature that revealed Maveric’s solid technology mastery 

were the creation of 6 accelerators (2 ready, and 4 identified for steady phase)

ACCELERATORS

DSR Macros

Test Data
Factory

eResource
Planner

Downtime
Tracker

Automation
Scripts

Completed 2 Macros for DSR reports to be generated 
on daily basis and saves 10 mandays per month.

Need to develop and bring test data factory to meet 
test data demands.

Need to develop tool to track adhoc request utilization 
and efforts plan.

Downtime tracker utility to capture unplanned and 
planned downtime for reporting on efforts.

Regression pack automation scripts to be developed 
using selenium

Completed

P2 - In
Progress

P4 - Yet to 
start

P1 -
In Progress

P3 -
In Progress


