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Who is Minding Your JCL?
Eliminating Destructive Forces Acting

On Your JCL
By  R ob e r  B a sma c i y a n

EVER
since IBM invented Job Control Language (JCL) as the
primary method for controlling the batch processes to

run mission-critical production applications, it has maintained its
place as the foundation of data processing for most large companies.
This is because for every on-line application, there is a back end
process to support it. As on-line applications grow in number, there
is nearly as much growth in the amount of work that is supported by
JCL in batch mode. Even though the nature of the batch work has
changed somewhat over the years, the importance and criticality of
it has not diminished. In fact, the argument can be made that it has
increased.

When all of data processing production work was being performed
in batch mode, any glitches that arose during the batch cycle were
noticed by those running it, were corrected, and usually, the fact that
there were any delays remained largely in the data center. Today, how-
ever, batch processes are supporting web-enabled on-line applications
that are open to customers as well as internal personnel. Any event that
causes a delay in the completion of the batch cycle becomes visible to
everyone, including customers visiting a web site where they expect to
see current and correct data. In other words, what happens in the data
center doesn’t remain in the data center anymore!

THE SITUATION

JCL, although a relatively small percentage of the code that repre-
sents an application, carries a large amount of the responsibility for the
successful operation of that application. For example, one missing
comma, or a misspelled file name in the JCL can cause the entire
inventory control application to malfunction and become unavailable
to the staff and customers that need to use it.

The importance of making sure that this critical resource is well
maintained, efficient and operating correctly all the time is intuitively
quite obvious. However, there are a number of forces that are exerting
negative influences on a company’s ability to do so.

The Supply and Demand Problem:

� JCL has historically been a growing asset—millions of lines of
JCL exist and more are being written, modified and maintained.

� The library structures that have been instituted to manage the
JCL in the past may be outdated and not entirely appropriate for
today’s SCM tools.

� The pool of workers that were familiar with the existing JCL in
a data center is getting smaller for a number of reasons:
Retirements, moving on to more leading edge projects, JCL not
being taught in schools anymore …

What Happens to JCL Over Time:

� JCL does not wear out, but it can get encumbered with unnecessary
and obsolete content.

� Some of this "baggage" can have detrimental effects such as run
times that are longer than they need to be, wasted system
resources, etc.

� The same "baggage" also hinders the ability of the IT staff to
complete maintenance and repair projects efficiently.

Availability of Appropriate Tools:

� The software tools that are used to manage JCL may become
dated and not able to deal with new features of the operating
system.

� The same software tools also may be unpleasant and unattractive
to use by today's new JCL worker used to the Windows GUI model.

The End Result:

� When the JCL management tools are not up to par, the JCL gets
neglected and accumulates even more "baggage."
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� This never-ending cycle can lead to avoidable errors and outages,
unnecessary hardware upgrades and general loss of productivity
and waste of money.

IS MY JCL ENVIRONMENT GOING
TO SELF-DESTRUCT?

There are large and daunting issues that face IT management today.
Many of these issues are well documented, analyzed and continue to be
discussed on a daily basis. Some are listed here just for the sake of
providing perspective:

� Physical security of a company’s IT environment and data
� Disaster preparedness and recovery
� Network upgrades, efficiency and

redundancy
� Development / acquisition / deployment of applications in a

timely manner
� Government mandated regulations such as HIPAA and Sarbanes-

Oxley

Securing the continuity and well being of the batch production
driven by JCL fortunately is quite straightforward in comparison if
one applies some common sense concepts to the process.

Companies that have a successful JCL operation have made sure
that:

� Everyone understands the importance of JCL: Operation staff,
Quality Control, Application Development, Project Managers
and Upper Management.

� There is a well-defined and well-understood process to man-
age JCL.

� The appropriate degree of standardization is applied to the JCL
environment that governs the naming conventions for files, pro-
grams, jobs, and procedures.

� The best JCL management tools are available to the staff.
� The JCL libraries have been cleaned up to eliminate duplication,

unnecessary and confusing multiple versions of the same items.
� They have analyzed the JCL to eliminate wasted system

resources.
� Their staff has the most appropriate tools at their disposal to do

their job.

SUMMARY

As the demands of the “new technologies” continue to tax IT
resources, it is incumbent upon those in responsible positions to take
care of the key foundational components of the data processing envi-
ronment to secure and maintain their ability to thrive and continue to
provide value to the corporation. The batch production environment
driven by JCL is one of those long-neglected components but relative-
ly easy to gain control over to insure its health. Doing so will provide
significant rewards in productivity and efficiency.  

Rober Basmaciyan is the senior marketing strategist for Diversified Software
JCL products and services. These products include PRO/JCL®, PRO/JCL®

Workstation, JOB/SCAN™ INFO/X® Enterprise, and DOCU/TEXT®. Rober
may be reached via e-mail at roberb@diversifiedsoftware.com.
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10 Tips For An Efficient JCL Environment

1. Eliminate duplicate JCL members, PROCs, members containing
control statements

2. Normalize symbolic usage
3. Standardize file, program, PROC and JOB names
4. Eliminate unnecessary keywords and parameters
5. Remove conflicting parameters
6. Check allocation parameters for efficient usage
7. Implement and enforce consistent standards
8. Remove unnecessary “waiting for resources” situations
9. Eliminate utility steps that are not needed
10. Make sure jobs are step re-startable


