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of a common syntax that remains intelligible for 
all actors involved in a transaction; despite the 
range of jargon and vocabulary normally used in 
the sector. Industry-wide adoption is expected 
to help accelerate international payments, 
increase straight-through-processing, improve 
interoperability, enhance compliance such as 
AML checks and ultimately reduce costs through 
operational efficiencies. 

ISO 20022 migration is unquestionably one of 
the most significant transformations to impact 
the financial services industry in recent years. 
The messaging standard, which was introduced 
in 2004, standardizes data exchange between 
financial institutions to convey transaction 
services (e.g. payments) in a formal but syntax-
independent notation. One of the critical objectives 
that ISO 20022 aims to fulfil is the development 

Overview of ISO 20022 
migration
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for cross-border payments and cash reporting 
businesses, allowing banks a co-existence period 
of three years for current SWIFT MT messages 
and ISO 20022 based SWIFT MX messages. SWIFT 
expects ISO 20022 to become the de facto standard 
for high-value payment systems of all reserve 
currencies, supporting 80% of global volumes 
and 87% of the value of transactions worldwide. 
Approximately 200 market infrastructure driven 
initiatives are either already implemented or are 
considering adopting the standard, with regulatory 
deadlines for ISO 20022 migration across major 
markets set for 2022 (for Europe, UK, and Canada). 
Other markets, such as the US are yet to release a 
deadline.

Banks that do not comply face the risk of payment 
process inefficiencies due to manual interventions, 
issues with straight-through processing (STP) and 
challenges with fraud and compliance throughout 
the entire payment cycle.

Despite the many benefits, banks have not actively 
considered migrating to ISO 20022 standards, 
partly because of it not being a mandatory 
requirement. However, recent developments 
such as SWIFT’s own migration timeline,  market 
infrastructure transition to real-time payments 
and the fast-evolving open banking ecosystem 
are now driving banks to prioritize their ISO 20022 
migration agendas.

With the launch of SEPA in 2014, European banks 
were the first in the world to deploy ISO 20022 for 
mass payment transactions. ISO 20022 is currently 
being adopted by over 70 countries, primarily for 
real-time payments. The most important deadline 
is November 2025, when SWIFT will fully transition 
to ISO 20022 for cross-border payments and 
decommission old MT category 1, 2 and 9 messages 
used in cross-border and cash reporting payments. 
Also important is the December 2022 deadline 
when SWIFT will enable ISO 20022 messages 

ISO 20022 adoption: Payments initiatives – a global view
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multiple legacy systems face more technical 
challenges than others in areas including 
migration mapping, centralization of data and 
integration with modern payment systems, 
amongst others.

• Data remediation and management: The
data-rich ISO 20022 format introduces a new
data language to organizations. An important
aspect of the migration is the transformation
of MT standards to new ISO 20022 formats
and vice-versa. If not done correctly, banks risk

need to plan significant time for testing through 
like-for-like and cut-over to fully structured format 
phases.

Some of the key challenges that banks can expect to 
face are as below:

• Aligning with other internal bank projects:
With limited budget and resources, banks
are faced with the dilemma of prioritizing
ISO 20022 over other projects that are either
underway or planned previously. Often local
market infrastructure compliance projects
such as Target 2 and Target 2 Securities
consolidation, overlap with bank timelines.

• Legacy infrastructure:  This is often the biggest 
challenge for any technology transformation.
Banks with monolithic architectures or using

ISO 20022 migration can become complex for 
multiple reasons, including the fact that its impact 
is not just on cash transactions but the entire 
payments value chain, covering risk management, 
treasury operations, reporting, vendor management 
and sales management amongst others. Banks also 

ISO 20022 migration: Key 
considerations

Cost / Effort to 
modernise
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other internal 
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ISO 20022 migration 
challenges for banks
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mid-sized banks also struggle with skill sets 
required to manage these transformations. 
While a complete overhaul of systems to be 
ISO 20022 native is a great goal, this is often 
seen as a long term one and many banks are 
looking for pragmatic ways to implement and 
benefit from the rich message format without 
being forced to replace systems in the short 
to medium term.

• Aligning customers to ISO 20022: The final
stage of the ISO 20022 migration is the
customer-to-bank (C2B) and bank-to-customer
(B2C) transaction. This involves corporates
also aligning with the new standards. Banks
will need to be able to guide their corporate
customers through the changes to realize the
full benefits of ISO 20022.

losing data due to truncation and also having 
to introduce manual checks in an otherwise 
straight-through-process. Changes to the 
new format could also lead to complexities in 
reporting and analytics and additional storage 
costs.

• Cost / Effort to modernize: Banks globally
are grappling with constrained margins due
to lower interest rates and other factors,
resulting in limited budgets to spend on
technology. In Europe, new core banking
transformation deals dropped by roughly
50% between 2017 and 2019. In this
context, investments in large scale payment
transformation projects are challenging for
banks to undertake, especially if they were not 
already planned in previous years. Small and
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implementation
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modernization rather than plan for minimum 
compliance. It is important for banks to evaluate 
each approach based on the current state of their 
technology infrastructure, availability of resources 
and relevant skills, their market environment as 
well as relevant local and global timelines. 

Each approach has its own advantages and 
limitations, as depicted below:

Before embarking on an ISO 20022 migration 
journey, banks should consider all the inherent 
challenges they could face in the project and 
understand cost and resource implications. There 
are typically three broad approaches that a bank 
could consider for the migration. 

There is no one size fits all approach, although 
the end goal is to achieve end-to-end payment 

Approaches adopted by banks
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Migrating to ISO 20022 standards is inevitable for banks, 
especially those involved in cross border transactions. 
Unfortunately,  the process itself is not without its share 
of complexities and challenges. The challenges banks 
need to contend with are usually time and resource 
constraints, existing systems and data formats in-use 
and managing modernization efforts and testing within 
aggressive timelines. 

For banks that have just started or are starting this 
process now, end-to-end payment system modernization 
in one-go is likely to be a utopia due to the significant 
costs associated with it. Often these projects can cost 
upwards of $20-$30 million per bank. 

A practical solution that is now resonating across banking 
circles is the use of smart middleware that can help in 
seamless transition from SWIFT MT to new SWIFT MX 
standards. These smart orchestration layers can be 
especially important for banks with legacy infrastructure 
or multiple affected systems that need to comply, which 
is the case for banks in many  markets. In Europe alone, 
IBS estimates 30%-40% of banks continue to be operating 
on legacy systems that are outdated, comprising of both 
third party software products or in-house customized 
software. 

While middleware has often been seen as short term and 
tactical, until banks are able to complete full upgrades and  
transformations of their systems to be ISO 20022 native, 
market pressures and the recent Covid-19 pandemic 
have resulted in many projects getting staggered over 
extended time periods. In such a situation, a smart 
middleware solution might very well be a pragmatic 
approach for banks, not just for the short term but years 
to come. 

Suggested way forward
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Fiorano technology is canonical at its core. With 
the ISO 20022 message structure and schema 
internalized in its meta-model repository, Fiorano 
ISO 20022 Accelerator provides banks and financial 
institutions with the tools, components and 
accelerator templates required to gain most of the 
benefits associated with a technology overhaul at a 
fraction of the time, effort and cost.

Unlike typical middleware approaches that focus 
on conversion alone, the Fiorano ISO 20022 
Accelerator uniquely offers banks a pathway to 
start with a tactical, low-cost and easy translation 
centric solution which, when they are ready 
can be extended to strategic, organization-wide 
enrichment.  Fiorano’s two-phased approach allows 
banks to start small, and realize the full value of 
rich, contextual ISO 20022 native data across the 

To know more, visit www.fiorano.com/iso20022.

Fiorano ISO 20022 Accelerator



Fiorano Software, a Silicon Valley based USA (California) 
Corporation, is a trusted provider of hybrid integration 
and API technology enabling interoperability, agility, 
profitability, and new revenue streams, since 1995. 
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 information, visit www.fiorano.com/banking.
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