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FOREWORD
The global payments industry’s move to use ISO 20022 as it’s default messaging standard has been picking up pace, and by the year 2023 a major portion of the 
world’s payment systems are expected to be live with the standard.

Additional meta-data made available through ISO 20022 has eluded the financial services world till now, and will power tomorrow’s payments transformation and 
innovation journeys.
 
While adapting organisational systems to meet these new, data-rich specifications, it is important financial institutions (FIs) do not think small, just about
compliance, ignoring the value and benefits made possible by ISO 20022.

Tata Consultancy Services (TCS) and Fiorano are amongst a number of specialist organisations leading the ISO 20022 adoption charge globally. 
In this whitepaper we:

            Examine the impact of the switch to ISO 20022 on existing systems that have been using custom formats and MT standards for decades;
            
            Highlight why financial institutions should be thinking beyond compliance and expand on the need to lay the correct foundations to be able to extract             
            value from rich, structured and contextual payments data; 
            
            Also explore challenges and opportunities organisations face to comply with the standard, and present toolkits to enable the safe introduction of
            ISO 20022 and begin their journey towards being a true ISO 20022 enterprise.

We hope you find this useful.
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A NEW DATA LANGUAGE 
ISO 20022 represents a new and complex data language to be learnt by financial 
institutions and their systems that for years have been used to the relative
simplicity of MT / FIN messages.

SWIFT CBPR+ & GLOBAL MIs 
Global market infrastructures and schemes are en-masse migrating to ISO 20022, 
for the first time ever allowing standardisation across the world’s
payments systems through a common data language.

In addition to SWIFT’s CBPR+ deadlines in 2022 and 2025, multiple schemes globally 
(e.g. the Bank of England’s CHAPS RTGS renewal or the European Central Banks
TARGET2 migration) are adopting ISO 20022.  It is important that banks and
financial institutions think about ISO 20022 strategically, and not as a mere
compliance project.

CHALK AND CHEESE
Traditional MT and ISO 20022 format MX messages are worlds apart. In addition to 
delivering global standardisation ISO 20022 for the first time ever brings rich,
contextual payments data to the world of financial services, delivering the
bedrock for organisations to innovate and build more contextually meaningful 
products and services for their customers.

THE BIG 
ISO 20022
PROBLEM
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KEY 
CONSIDERATIONS
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Structured data: ISO 20022 requires rich XML structured data, often not 
supported in legacy (MT familiar) environments.  

Data types: Traditional unstructured MT allowed users to enter fields such 
as country in any structure. ISO 20022 is specific about such fields and 
mappings between the canonical store and ISO 20022 enumerations can 
result in vast translation tables.

Character sets: Legacy scheme message formats are typically based on 
a simple ASCII character set. ISO 20022 schemes allow wider character 
sets (even emojis!), which may impact current data stores that are not 
able to store or display them. 

New Data points: For SWIFT CBPR+ and other schemes, leveraging these 
additional data points can enhance their overall value by including fields 
such as End-to-End Transaction Reference (UETR), Legal Entity Identifier 
(LEI) and Business Identification Code (BIC). These new data points will 
require data capture in front end solutions or support data enrichment.

Additional Message Types: The ISO 20022 message library provides a 
rich set of messages going beyond payments. Standardisation of 
message types extends to operational, account management, reporting 
and even inter-bank messages that need to be updated and supported.

Producing an ISO 20022 payment 
message from existing scheme 
formats or MT messages starts 
with mapping datapoints. 

While the base datapoints to
process a payment have not 
changed, there are a number of 
challenges bubbling below the 
surface: 

ISO 20022:
COMPLYING IS
NOT EASY
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Organisations starting on their 
ISO 20022 journeys are faced with 
the challenge of identifying the 
impact of such a programme. 

While most of the change
appears to be at the edge when 
interfacing with SWIFT and other 
payment schemes, in reality the 
impact to financial institutions 
can be far reaching and
potentially significant. 

ISO 20022:
COMPLYING IS
NOT EASY
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TRANSLATION & CONVERSION

Translations may look deceptively easy. While stepping-up of MT messages to MX is relatively 
simple, stepping-down of rich MX message to MT presents a unique set of problems that need 
to be managed. Organisations adopting ISO 20022 need to think hard about truncation and 
data loss.

Figure 1: ISO 20022 impacts multiple organisational systems
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WHY YOU NEED
TO BE THINKING 
BEYOND
COMPLIANCE
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Operational process improvements, 
customer experience and data
transformation benefits should be 
considered through the use of
ISO 20022 and modernisation
programmes.

Financial institutions globally have 

taken on large transformations of 

their payments ecosystems,

modernising platforms with ISO 

20022 native solutions. Whether

already ISO 20022 enabled or

modernising the ecosystem,

compliance to the SWIFT and 

scheme standards should not be 

the only goal.

“
“
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VALUE ADDED SERVICES 
Standardisation brings improved interoperability across payment schemes and 
financial institutions, leading to the development of new value added services on 
top of standard payments. 

As examples: 

      The enhanced remittance standard of ISO 20022 enables broader sharing of    
        C2B and B2B data, that needs to be supported by FIs.
      Emerging high-impact developments such as Request-to-Pay will require FIs
         to evaluate their capacity to manage ISO 20022 data and additional message
        types.

DIGITALISATION
ISO 20022 can improve your customers’ experience, enabling more streamlined 
and frictionless journeys. Complying with the needs of additional validations and 
capturing additional data points provide an opportunity to re-imagine customer 
interactions leveraging APIs, microservices, data analytics and cloud.

COMPLYING
IS NOT ENOUGH 
Enablement of ISO 20022 across 
the enterprise will require
financial institutions to touch 
almost all systems and
interfaces connected to
payment flows.

While this brings huge
programme and release
management challenges, it is 
also an opportunity to assess
additional modernisation
initiatives and how they can
benefit in the long run.

10



Structured ISO 20022 messages provide greater
certainty of clean and accurate data passing through
payments systems, creating opportunities to improve 
straight-through processing (STP) and enabling better
auto-repair.

Integration with monitoring dashboards that are
machine-learning enabled will allow organisations to
significantly improve the automation of backend
processes such as reconciliations by leveraging
ISO 20022.

Integration of rich ISO 20022 data that requires minimal 
cleansing into data warehouses enables data analytics and
intelligence arms of  financial institutions to deliver better 
customer insights.

As an example, customer experiences can be plotted and 
understood better as they navigate through different
channels, when this data is stored in the cloud and is
accessible to multiple systems, vastly improving the
identification and profiling of unique visitor data to enhance 
customer journeys.
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DATA VALUE

OPERATIONAL BENEFITS
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KNOW MY
CONTEXT

- What channel am
    I accessing?

- What stage of the
    value chain am I
    in?

- What stage of life
    am I at?

HELP ME

- Help fix an issue

- Help complete a
    transaction

EXCITE ME / 
ALERT ME

- New sale

- Help in customer
    well-being

- What am I trying
    to do?

-  What am I trying
     to buy?

KNOW ME



A PRACTICAL
ADOPTION PRIMER
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PAYMENT GATEWAYS
Some amount of ISO 20022 compliance can be achieved at the edge, through
existing gateway solutions with inbuilt translation services. The bulk of effort and 
planning in such cases will go into testing, both internally, to ensure translations
to/ from ISO 20022 are not corrupting messages and impacting systems, and
industry testing.

CHANNELS
ISO 20022 impact on channels falls under three main categories:

FIs also need to initiate education and migration programmes to introduce ISO 
20022 pain.xxx formats to corporates, to standardise readiness and plan for new 
data points.

Structured data and different data lengths require identification and planning.

Adding new fields to capture data points as required by scheme regulators, 
and creation of infrastructure to allow easy addition of fields in the future, as 
specifications and use-cases evolve.

Corporate customers often have custom formats for which FIs need to provide 
multi-format translators, and cloud interfaces. 

MAKING IT 
REAL

FIs need to ensure they can 
meet timelines for sending and 
receiving ISO 20022 messages 
to all domestic and 
international schemes they 
participate in.

We have outlined some of the 
approaches that can be
followed here:
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MAKING IT 
REAL

Financial institutions all over 
the world are beginning to use 
ISO 20022 and the roll out of 
real time payments as
a catalyst for modernising 
legacy payments platforms.

PAYMENT ENGINES & HUBS
Modernisation programmes are adopting an approach towards payments 
as-a-utility, where the payments platform is decoupled from upstream and 
downstream systems through well-defined interfaces.

This approach provides the benefits of a loosely coupled architecture,
delivering new interfaces:
              
                Across decoupled channels using microservices and APIs.
              
           Supporting multiple engines for domestic and international schemes.
              
           To introduce canonical ISO 20022 models to payment engines.

           And the opportunity to introduce translations that provide backward
           compatibility and minimise enterprise-wide impact. 

Once successfully decoupled and managed through effective and robust 
translators, FIs can phase enhancements for ISO 20022 across upstream and 
downstream systems, in parallel managing customer migration from legacy 
systems to new target platforms.
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MX message
From Fiorano translator

MAKING IT 
REAL

While the immediate priority is 
to ensure compliance with
domestic and international 
scheme-specific ISO 20022 
deadlines, it is important to not 
forget that real, long-term 
value from ISO 20022 is from 
rich, contextual payments
meta-data.

BRINGING ISO 20022 DATA TO THE CORE
FIs adopting ISO 20022 need to think of using enhanced data from ISO 20022 to transform their
information systems, to optimise operations and deliver more compelling and powerful customer 
propositions. 

FIs need to review their implementation of operational data stores, leveraging cloud solutions and 
streaming systems to consume ISO 20022 data in real-time to provide immediate insights on payment 
status and real time analytics. 

15

 ISO 20022

MT message
From Fiorano translator
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TRANSLATION TOOLS
Translation tools or ISO 20022 convertors are often considered the first-step towards a 
pragmatic long-term adoption strategy, for multiple reasons:

Value:  Benefits from structured ISO 20022 data are countless, however realising 
these are likely to take time as global payments value chains adopt MX and 
phase-out MT.

Disruption:  Big-bang migration to ISO 20022 is both high-risk and impactful on 
the existing systems. ISO 20022 translators provide a non-disruptive easy
starting point for adoption.

Time: Translators support fast compliance with domestic and international 
scheme deadlines and the option for FIs to move at their own pace.

Easy start:  ISO 20022 represents a complex data language that needs to be 
learnt and understood, before FIs can think about extracting value. Translators 
offer a cushioned entry to rich ISO 20022 environments.

Cost: At a fraction of the cost of full-fledged ISO 20022 migration, translation 
tools offer a low-cost way to get started, till such a time when FIs are in a
position to really take advantage of the new message format. 

1.

2.

3.

4.

5.

MAKING IT 
REAL
Translation tools provide
backward compatibility to
minimise initial enterprise wide 
impacts, enabling a phased 
roll-out to a strategic end-state 
architecture.
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DON’T FORGET 
ABOUT
SWIFT TMP, GPI
AND APIS

Currently in development, SWIFT is expected to deliver their new 
Transaction Management Platform (TMP) in November 2022, which will 
include a set of common transaction processing services (e.g. 
pre-validation / sanctions screening) along with common data. 

Aimed at improving end-to-end efficiency and tracking of
transactions, TMP also promises to allow financial institutions flexibility 
to move to ISO 20022 at their own-pace, through a central MX to MT 
translation service and the option for FI’s who are not ready to publish 
ISO 20022 messages to at least receive a TMP signed MT. 

For organisations who do not wish to unlock the full benefits of richer 
ISO 20022 data, this approach offers a temporary work-around.

FIs should however note:

(a) For CBPR+ adoption, this does not take away the need for
      organisational systems to be modified for ISO 20022;

(b) For CBPR+ adoption, this approach is designed to work in
       conjunction with other SWIFT interfaces;

(c) Financial institutions need to plan for ISO 20022 adoption for other
      (non CBPR+) schemes; 

(d) To leverage TMP fully, FIs will need payments infrastructure to be     
       API ready.
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ISO 20022:
SUPER-CHARGING

YOUR
ENTERPRISE
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Validation exercises to test the
proposed architecture and create 
transitional architecture steps. 

Identify risks and mitigation
plans related to implementation,
transformation and migration to the 
proposed target architecture. 

Develop the architecture transition 
roadmap including the required 
introduction of features and
capabilities to support the
transition.  

Create a change management plan 
supporting adoption of the proposed 
target architecture. 

Propose a programme structure for
implementation of the proposed 
target architecture and programme 
management. 

Develop conceptual target
architecture, reviewing business 
capabilities and functions to be
introduced, improved or discontinued. 

Review and identify operating model 
impacts, delivering: 

         Target conceptual Architecture  
         Information Architecture  
         Data Architecture  
         Application Architecture  
         Technology Architecture  
         Target Operating Model

Identify current gaps in information 
needs: 
         High level Information Gap Analysis 
         High level Technology Gap Analysis 
         High level System Landscape 

Identify current gaps in data needs: 
         High level Data Gap Analysis 
         High level Data Landscape 

Evaluate data quality problems and 
root causes: 
         Data Quality Issues
         Data Quality Remediation step
         & Process 
         Data Standards report and
         implications 

METHODOLOGY TCS’ ISO 20022 methodology enables architectural functions to work alongside

programme change and  release  functions to develop a target state through

structured phases:
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For a successful ISO 20022 roll-out, it 
is important to spend time upfront to
adequately plan a programme that: 

Meets regulatory compliance

Delivers value from ISO 20022 
data across the enterprise, and

Builds a future roadmap to 
leverage ISO 20022 to its fullest

Well-defined transitional architecture states will enable an agile approach to
delivering phased rollouts, and iterative evolutions that minimise risk.

Incremental value should be planned across capability, development and
planning categories.

Capability
Iterations

Development
Iterations

The creation and evolution 
of the organisation's
capability maturity across  
elements of the
enterprise. 

Building an understanding 
of the current and target
capability maturity to feed 
into transitional roadmap
planning.

Cycling through business, 
information systems, and 
technology architecture 
phases. 

These iterations ensure 
that the architecture is 
considered as a whole. 

As iterations converge on a 
target, the architecture's 
implementation ability is 
independently reviewed.

Planning
Iterations

Support the creation of 
formal change roadmaps 
for a defined architecture.

Creates transitional states 
across the enterprise 
architecture to support a 
phased rollout. 
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END STATE
ARCHITECTURE



END STATE
ARCHITECTURE

MICROSERVICE AND DATA FIRST
Utilising an API-based microservice architectural framework 
to access ISO 20022 data from enterprise repositories
provides a standardised and future-ready format, enabling
omni-channel interfaces to consume business data.
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Experience APIs: are channel specific services that
orchestrate Domain APIs and can be used to offload heavy 
processing from channels for functions such as
service orchestration, data aggregation and data
filtering.

Domain APIs: align with business domains and contain core 
business logic. These are channel agnostic and align to BIAN 
service domains and operations. 

BIAN leverages ISO 20022 for its Business Object Model (BOM) 
that applies to the persistence layer (Data Model) as well as 
request / response payloads. 

The TCS BIAN offering enables API 
microservices migration based 
on the industry backed BIAN
framework consisting of service 
domains, API definitions, and 
business object model. 

Fiorano is a registered BIAN
partner



MICROSERVICE
& DATA-FIRST
REFERENCE
ARCHITECTURE
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CANONICAL 
TOOLS HELP 
YOU GET 
STARTED 
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CANONICAL TECHNOLOGY AS A RESOURCE 

FOR TACTICAL TRANSLATIONS: 
For financial institutions  considering full-blown transformation
projects as a phase-2 activity,  canonical tools serve as an
invaluable resource to aid with fast compliance, and ease into the 
world of ISO 20022.

Fiorano ISO 20022 Accelerator (FIA) is a canonical, zero-code tool kit 
for message translation that is SWIFT CBPR+ ready. 

FIA offers a fast and efficient way to introduce ISO 20022 across 
organisational systems.
FIA supports SWIFT CBPR+ and multiple ISO 20022 schemes. 
FIA does not require existing systems to be replaced or
upgraded. 

ISO 20022
Programme

Banking /
Payments

MT

Proprietary
formats

Fiorano  ISO 20022
Accelerator

Canonical
ISO 20022

Middleware

ISO 20022
schemes

CHAPS

CBPR+

TARGET2

MT-MXMX-MT

 STEP DOWN STEP UP



FIA  delivers canonical data 

and process models mapped 

to SWIFT CBPR+ and other 

ISO 20022 format  schemes,

meeting scheme specific ISO 

20022 semantic and data 

definition formats. 

FIA supports standards and 

interoperability through a 

common and canonical data 

model, which is easily

extendable to meet evolving 

ISO 20022 message formats 

and versions.

FIA delivers time and cost

savings for  organisations 

adopting ISO 20022, with a 

structured pathway for

organisational enrichment of 

contextual payments data 

through  an ISO 20022  data 

model.

CANONICAL TOOLS HELP
YOU GET STARTED
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Multi-scheme Extensible Easy-start

 SEPA, TARGET2, CHAPS ISO 20022
Programme



Out-of-the-box, Fiorano ISO 20022 
Accelerator provides multiple
options for managing potential data 
truncation when stepping down rich 
MX messages to MT. Truncated data 
is routed through FIA as TXT file / API / 
MQ to target systems.

FIA MANAGES MX TO
MT DATA TRUNCATION
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TO SUMMARISE
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ISO 20022 adoption represents a fundamental change in the way payments are processed across the 
payments value-chain, introducing a new data language at the core of financial transactions that is rich 
and structured.

ISO 20022 deadlines are region specific but mostly effective from November, 2022.

Financial institutions should not restrict thinking of ISO 20022 in terms of short-term compliance. The real 
value in ISO 20022 is in the data.

ISO 20022 can be adopted through multiple approaches, with the right combination of domain expertise, 
methodology and canonical tools supporting organisational short-term and long-term goals.



About Fiorano

Fiorano Software (est. 1995) is a trusted provider of hybrid integration and API
technology enabling interoperability, agility, profitability and new revenue streams, 
Fiorano operates through its worldwide offices and a global network of technology 
partners and value-added resellers.

Global companies including AT&T Wireless, Federal Bank, NASA, Bank of Kigali,
Commercial Bank of Africa, Canadia Bank, US Coast Guard and Vodafone have 
deployed Fiorano to drive innovation through open, standards-based, event-driven, 
real-time solutions yielding unprecedented productivity. 

For more details on how Fiorano technology can help comply with tactical
requirements and provide on ideal foundation for ISO 20022 centric transformation, 
get in touch at sales@fiorano.com.

About Tata Consultancy Services Ltd. (TCS)
Tata Consultancy Services is an IT services, consulting and business solutions organisation that 
has been partnering with many of the world’s largest businesses in their transformation
journeys for over 50 years. TCS offers a consulting-led, cognitive powered, integrated portfolio of 
business, technology and engineering services and solutions. This is delivered through its unique 
Location Independent Agile™ delivery model, recognised as a benchmark of excellence in
software development.

A part of the Tata group, India's largest multinational business group, TCS has over 488,000 of the 
world’s best-trained consultants in 46 countries. The company generated consolidated revenues 
of US $22.2 billion in the fiscal year ended March 31, 2021, and is listed on the BSE
(formerly Bombay Stock Exchange) and the NSE (National Stock Exchange) in India. TCS'
proactive stance on climate change and award-winning work with communities across the 
world have earned it a place in leading sustainability indices such as the MSCI Global
Sustainability Index and the FTSE4Good Emerging Index. For more information, visit www.tcs.com 
and follow TCS news at @TCS_News.

Contact

Visit the Banking & Financial Services
page on www.tcs.com.

Email: bfsi.marketing@tcs.com
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