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Overview

The North American banking landscape is undergoing a profound structural shift, driven by a
"scale-or-surrender" mandate. As the industry moves through 2025, the widening innovation
gap between Tier-1 global institutions and regional players has made organic growth
insufficient. To keep pace with the multi-billion-dollar R&D budgets required for Generative Al,
cloud-native core modernization, and real-time payment architectures, institutions are
increasingly turning to M&A as a primary survival strategy. This is not merely a search for larger
balance sheets; it is a race for the operational scale necessary to fund the next generation of
digital-first banking services.

This trend has reached an accelerated inflection point, with the volume of "megadeals" and
super-regional consolidations surging. However, the window for capturing deal value is
narrower than ever. In an environment of heightened regulatory scrutiny and intense fintech
competition, the market no longer grants banks years to harmonize their operations. The
pressure to realize "synergy value" has shifted from the boardroom to the engineering floor,
where the speed of technical integration has become the primary metric for merger success.

The success of a bank merger is ultimately determined after the deal closes. Post-merger
integration introduces a convergence of technological complexity, regulatory obligation, and
customer expectation, each amplified by the realities of an always-available digital services
environment. Misalignment at this stage creates friction that scales quickly and is difficult to
reverse.

This whitepaper provides a practical, engineering-led roadmap to support North American
banks in executing post-merger integration, with a specific focus on the payments ecosystem.
The approach centers on a structured integration strategy that enables institutions to:

. Evaluating and aligning enterprise capabilities

. Establishing architectural coherence across platforms
. Harmonizing data and interoperability standards

. Rationalizing applications to reduce redundancy

. Modernizing foundational technology layers

Based on proven enterprise architecture approaches such as TOGAF and experience
supporting complex banking consolidations, this practitioner’s guide equips CTOs, CIOs,
engineering leaders, technical executives, and heads of payments to execute PMI initiatives
with confidence, while preserving stability, compliance, and customer trust.
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Banking at an Inflection Point: Forces Redefining
the Industry

U.S. banks are at a strategic inflection point. What is emerging is not simply a shift in

Digital disruption is accelerating, customer competitive positioning. It is an industry-wide
expectations are intensifying, and regulatory acknowledgment that scale, operational
scrutiny continues to expand in both depth and responsiveness, and technology maturity are
complexity. Together, these dynamics are essential to maintaining payment system
redefining the concept of competitive integrity and regulatory alignment. Banks are no
advantage. longer defined solely by balance-sheet

activities; they now operate as custodians of
high-volume payment flows, complex data

In response, M&A has become a central focus environments, and customer trust.

of bank strategy. By 2025, over 80% of
banks cited M&A during earnings calls, with a
majority positioning it as a core driver of
growth and institutional resiliencell,

Exhibit 1: Global Banking Consolidation Trends
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Recent transactions, including those involving One conclusion is increasingly evident: without

Pinnacle and Synovus, PNC and FirstBank, and disciplined integration and targeted

Huntington and Veritex, demonstrate a sector modernization of payments and core systems,
prepared to reassess its legacy operating sustaining competitiveness and compliance will
models under increasing regulatory scrutiny. be difficult.

Exhibit 2: Announced U.S. Bank M&A Deal Count and Combined Value by Quarter
(2024-2025)
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Bridging Agreements and Execution: The True

Integration Journey

Mergers announce strategic ambition; post-
merger integration delivers it. The process is
not a simple handoff; it is a complex,
enterprise-wide reconfiguration that touches
organizational structures, workflows,
technology environments, and customer
interaction channels.

Bank Director data indicates that 53% of banks
rank post-merger integration among their top
three operational challenges, a testament to
the complexity of aligning technology,
operations, and governance at scale [2],

PMI success depends on:

. People alignment: Establishing unified
leadership and cross-functional
accountability

. Process rationalization: Streamlining
workflows and eliminating redundancies

. Platform integration: Modernizing legacy
systems and consolidating applications for
efficiency

. Customer service continuity: Maintaining a
frictionless experience across digital and
physical channels

Structured, disciplined PMI enables banks to
realize operational realities, reduce complexity,
and create a resilient foundation for future
growth.

Post-merger integration is not a simple system
merge or a cost-reduction exercise. Itis a

strategic, enterprise-wide transformation that
protects stability, ensures regulatory integrity,
and sustains customer experience. Effective
integration relies on:

. A cohesive enterprise strategy connecting
business and IT objectives.

. Redesigned operating models supporting
cross-functional alignment.

. Unified application ecosystems eliminate
redundancy.

. Governed data assets enabling accurate
insights and compliance.

. Embedded risk and regulatory frameworks
ensuring enterprise resilience.

For banking IT executives, PMI represents the
ultimate integration test. Achieving merger
value requires:

. Structured governance and oversight.
. Transparent, consistent communication.

. Shared, accountable decision-making
frameworks.

Opus Technologies implements a
TOGAF-inspired approach to post-merger
integration, spanning assessment, future-
state architecture planning, gap analysis,

and stepwise execution. Using the payments
landscape, which is a cornerstone of banking
functionality, this paper demonstrates
tangible strategies for orchestrating
sophisticated integration projects.

Exhibit 3: What are the top three challenges your bank faces in successfully executing

an acquisition?

73%

Cultural integration
challenges

Source: 2. Bank Director
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Post-merger
integration plans

46%

Achieving post-
merger cost saves
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Vision in Motion: Translating Strategy into

Operational Excellence

The foundation of post-merger success lies
in a clearly articulated architectural vision
that aligns stakeholders around objectives,
strategic reasoning, and the execution
pathway.

This vision provides the framework for solution
architecture, technology choices, and staged
investments, creating clarity across the
organization.

The strategic imperatives are straightforward:

. Streamline cost-to-income ratios through
platform rationalization.

. Harmonize customer experiences across the
combined enterprise.

. Remove overlap in legacy and modern
technology infrastructures.

. Consolidate payments and card systems
alongside digital delivery channels.

Integration efforts must simultaneously embed
compliance with PCI DSS, ISO 20022, and
AML/KYC frameworks while accelerating digital
product launches and improving enterprise-
wide operational efficiency across technology,
risk, and business processes. This dual focus
ensures that the organization remains both
compliant and agile, even during complex
transformational activities.

The outcomes of these imperatives are both
tangible and measurable:

. A comprehensive payments infrastructure
spanning Fedwire (RTGS), ACH, RTP,
ATM/POS, Wires, ACH, RTP, Checks, Card
networks and real-time transaction channels

. A customer intelligence platform that
converts enterprise data into actionable
insights for informed decision-making

. Centralized card and merchant/POS
operations that eliminate process duplication
and improve operational clarity

. A shared digital/API layer that enables
seamless system-to-system and cross-team
integration

. Standardized cybersecurity and network
frameworks ensuring operational integrity
and resilience

By consolidating these deliverables under a
single architectural vision, banks and financial
institutions can convert the complexities of
post-merger integration into a strategic
advantage. The result is a combination of
operational efficiency, regulatory compliance,
and a consistently enhanced customer
experience, creating a platform for sustainable
growth.

Integration is an engineering and operational priority that delivers measurable outcomes across the
bank. By consolidating overlapping platforms, institutions can lower capital and operational costs
while simplifying their technology footprint. Administrative processes become more efficient, and
risk exposure for both operational and regulatory is reduced.

oPrPuUusS
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Outlining the Project Contours: Scope

and Constraints

Transformations of this magnitude do not
unfold in silos. The scope of post-merger
integration spans the full banking landscape:
from core banking and payments to card
operations, POS networks, and digital channels,
as well as enterprise data platforms,
middleware services, and the underpinning
cloud and infrastructure. Each component is
interdependent, demanding careful
orchestration.

These aspirations have to navigate concrete
challenges:

. Ongoing regulatory and compliance oversight

. Legacy systems and the burden of
technical debt

. Existing long-term vendor contracts
. Requirements for data sovereignty

. The business needs: speed, resilience, and
secure operations

By taking a carefully staged integration
approach, enterprises can modernize their
environments, cloud migrations,
infrastructure consolidation, and more,
while ensuring smooth performance,
scalability, and agility at

every level.

The scope includes:

. Core Banking
. Finance & Treasury
. Securities and Trade

. Payments (Domestic, Cross-border,
Real-Time)

. Card Issuing & Acquiring

. POS Management

. Merchant Management

. Digital Channels (Mobile, Internet, API)
. Risk, Fraud, AML, Credit Decisioning

. Middleware & Integration Layer

. Enterprise Data (EDW, MDM, CDP)

. Cloud, Infrastructure, Networks
Constraints include:

. Regulatory mandates (RBI, PCI DSS, ISO
8583/I1SO 20022, AML)

. Existing vendor contracts
. Legacy system end-of-life timelines
. Data localization policies

. Change management/time-to-market for
re-platforming

. PMI synergy timelines

The payments ecosystem benefits first: processing speeds improve, settlement cycles shorten, and
merchant onboarding is smoother. These changes not only optimize internal operations but also

enhance the bank's ability to compete in the market.

oPrPuUusS
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Next-Gen Engineering: The Capabilities That

Shape Tomorrow

Building a next-generation bank requires
rethinking structure and function. Modular
business capabilities, aligned with global
standards such as BIAN, enable enterprise-
wide agility and measurable performance.
These capabilities underpin the full operational
spectrum:

. Payments that are fast, reliable, and secure.

. Efficient clearing and settlement across
networks.

. Modernized card issuing and acquiring
platforms.

. Seamlessly integrated merchant and POS
operations.

. Holistic customer onboarding and lifecycle
management.

. Disciplined management of cash and
liquidity.

. Continuous monitoring for fraud and dispute
resolution.

Through this capability-driven architecture,
banks can achieve operational excellence while
positioning themselves for innovation and
growth.

Choosing the Right Integration Model

Each domain presents its own set of constraints
and opportunities. Organizations must decide
whether to standardize on a single platform,
adopt a hybrid solution, or maintain parallel
systems under defined controls. The preferred
approach is one that balances risk, value
realization, and execution certainty.

Ensuring Business Alignment

Integration decisions extend beyond
architectural preference. Consolidation,
harmonization, or co-existence must be
justified through business lenses: scalability,
regulatory compliance, process automation,
and total cost of ownership. This alignment

Source: 3. Deloitte
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ensures integration efforts support sustainable
operations rather than short-term fixes.

Establishing the Groundwork
for Change

Large-scale transformation moves forward
most effectively when approached in
deliberate stages, rather than as a single,
continuous push.

Get Stable and Ready

The priority is to slow the pace of change.
Pausing major initiatives, reviewing existing
data assets, validating contractual
commitments, and assessing integration risk
upfront creates a level of predictability that is
critical as complexity increases.

Create a Unified Customer Experience

Linking customer channels and APIs early helps
remove friction and creates immediate, visible
improvements. These early wins matter as they
signal progress while deeper integration work
continues.

Merge Payments and Card Systems

Bringing together payment rails, card platforms,
and merchant capabilities is often where
integration effort is most concentrated. It is also
where many of the long-term operational and
cost benefits begin to materialize.

Combine Data and Analytics

Shared data models and aligned reporting
standards support stronger insights, faster audit
cycles, and more consistent compliance
outcomes.

Deloitte research indicates that more than
75% of banks expect to increase investment
in data modernization and cloud platforms to
support generative Al initiatives [3],
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Modernize Infrastructure and Cloud

With core systems aligned, attention turns to
strengthening the underlying infrastructure.
Modern, cloud-enabled foundations provide the
flexibility needed to support future change.

When each phase is clearly scoped, governed
with discipline, and delivered against defined
timelines, uncertainty is reduced, and value is
unlocked steadily across the integration
journey.

Driving Business Value Through
Stakeholder Alignment

Post-merger integration initiatives frequently
underestimate the impact of human factors.
While systems and platforms demand attention,
leadership alignment ultimately governs
execution effectiveness. ClOs, CTOs, and
functional leaders, and particularly those
overseeing payments and digital services, are
instrumental in translating integration intent into
operational reality.

Clarifying decision ownership, surfacing
concerns early, and structuring stakeholder
involvement are as essential as technical
planning. Neglecting these elements often
introduces avoidable friction that compounds
integration risk.

Stakeholder engagement must be sustained
throughout the integration journey. Open
communication, transparency around progress,
and active collaboration help establish trust and
maintain alignment. When managed
consistently, these practices reduce disruption,
strengthen coordination across teams, and
support a more controlled and predictable
integration outcome.

At the heart of every successful post-merger
integration are the stakeholders who steer,
influence, and support the transformation. Key
participants generally include:

. CIO, CTO, and COO
. CRO and CISO

. Heads of Payments, Cards, and Digital
Channels

« Regulatory Compliance Lead

« PMO and Steering Committee

A stakeholder map is subsequently developed
to capture influence, expectations, and
priorities. More than a static tool, it defines how
and when to engage each group, fostering
collaboration, building trust, and ensuring that
the integration initiative progresses with
alignment and conviction at every level.

Integration is not merely a technical exercise. It is a strategic investment in resilience, operational

efficiency, and market differentiation.

oPrPuUusS
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Strategic Principles Guiding Our Approach

Effective integration is anchored in a disciplined
set of operational principles:

. Standardization First, Customization Later:
Establish common workflows before
implementing specialized solutions.

. Single Source of Truth: Reliable data
ensures integrity in reporting, analytics, and
operational decisions.

. API-First Mindset: Interoperable, modular
systems accelerate integration and support
future adaptability.

. Compliance by Design: Regulatory
considerations are built into the program
from day one.

. Enterprise-Wide Security: Security
measures span the organization, mitigating
systemic exposure.

. Scalable and Resilient Architecture:
Systems are designed to support growth and
respond to evolving business needs.

These guiding principles offer a practical
framework to align governance, architecture,
and execution throughout the enterprise.

oPrPuUusS

Defining “Good": Insights from
the Field

A completed project is an output. Success,
however, is measured through outcomes. When
transformation initiatives begin to influence
operational performance, platform stability, and
customer behavior, their value becomes clear.
Organizations monitor this impact through
measurable indicators such as:

. Reduced application sprawl and simplified
system landscapes

. Faster digital transaction processing across
channels

. Tangible reductions in operational
expenditure

. Improved platform reliability and fewer
service disruptions

. Lower reliance on manual reconciliation and
data handling

. Increased merchant or client engagement
and adoption

Maintaining continuous KPI visibility ensures
stakeholders remain aligned, progress remains
transparent, and transformation delivers against
the strategic outcomes it was designed to
achieve.
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Blueprint to Execution: Closing the
Architecture Gap

With strategic objectives defined and capability priorities aligned, architectural design becomes the
point at which integration strategy moves into execution.

Business architecture

Establishes a shared enterprise model that connects services, APls, workflows, and
customer journeys. This alignment ensures a consistent customer experience across legacy
boundaries while providing clarity into how products, services, and value are delivered.

Data architecture

Provides the foundation for insight, governance, and regulatory confidence. Aligning data
models and standardizing reporting strengthens decision-making and enhances the overall
customer experience.

Application architecture

Streamlines complex technology estates by consolidating core banking, payments, cards,
merchant operations, integration services, and fraud systems into unified platforms. This
reduces structural complexity while improving speed, agility, and cost discipline.

Technology architecture

Reinforces the blueprint through modern cloud platforms, security-first design, and resilient
infrastructure, thus enabling scalability, operational stability, and future innovation.
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1. Capability Assessment: A Business
Architectural Perspective

A business-architecture-centric integration
effort begins with a simple principle:
understand the enterprise as it operates today,
while designing for where it needs to go. This
means evaluating the organization both at an
enterprise level and through a detailed
capability view, so decisions remain practical,
grounded, and future ready.

What Gets Assessed

The assessment focuses on a few
critical areas:

. How products can be consolidated without
disrupting customers

« How customer segments are defined and
serviced

- How payments move end-to-end across
systems and channels

Looking Closely at Payments

Payment platforms are examined in depth, from
functional capabilities to settlement processes
and security design. ACH flows, tokenization
models, and security controls are reviewed to
understand how each system supports or limits
the future-state vision. Every platform is
measured against the long-term roadmap to
determine whether it should be retained,
modernized, or replaced.

oPrPuUusS

Full Payments Stack in Scope

The review covers the entire payments
landscape, including:

. Issuing and acquiring solutions

. Core processing systems, transaction
switches, and ATM networks

. Digital banking platforms and real-time
payment rails

. Wire transfers, ACH, Checks, fraud
detection, risk management, and dispute
handling

. Regulatory compliance systems and
reporting layers

. APIs, data consistency frameworks, and
reconciliation tools

. Vendor platforms and communication
interfaces

Turning Insight into Action

To move from analysis to execution, teams
develop a compatibility catalogue and
evaluation grid. This working model captures
current-state and target-state capabilities side
by side, making it easier to prioritize initiatives
and sequence implementation steps.

Execution is then guided by a structured
operating and business architecture framework
informed by deep industry experience. Each
phase clearly outlines what needs to be done,
who needs to be involved, and what artifacts
must be delivered while keeping the integration
effort aligned, accountable, and on track.
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Exhibit 4: TOM Iteration Model: Synchronizing Business Design with Integration Goals

Confirm Business
Principles, Goals & Drivers

Validate merger strategic objectives,
Align goals with enterprise principles,
Confirm regulatory, risk, and
operational constraints, Identify
business KPIs and synergy targets

Shared strategic direction for business
architecture

Target Business
Architecture Definition

Design the combined Target
Capability Model, define capability
disposition(adopt/retain/hybrid/retire),
re-engineer target processes and E2E
value streams, define business rules,
SLAs, and TOM elements, define
customer journey and experience
blueprint

Future-state blueprint supporting
merger objectives

Resolve Impacts Across
Architecture Domains

Identify impacts to applications, data,
and technology, document constraints
and required standards, align business
changes with the architecture runway

Alignment between business, data,
application, and technology plans

oPrPuUusS

Define the Scope of
Business Architecture

Confirm in-scope domains (products,
channels, regions), identify high-
priority value streams impacted by the
merger, establish boundaries and
exclusions.

Clear picture of gaps requiring
transition roadmaps

Compare Baseline vs Target
capabilities and processes, identify
gaps in org roles, processes,
compliance, and SLAs, classify gaps
(structural, operational,
technology-dependent), define
integration choices
(phased/big-bang/coexistence)

Business Architecture
Gap Analysis

Clear picture of gaps requiring
transition roadmaps

Review target architecture with
business leads, finalize KPls, SLAs,
value streams, validate regulatory

Conduct Formal Stakeholder
Review & Approval

compliance, obtain Architecture Board

sign-off

Authorized and approved Business
Architecture baseline

Key activities Outcome

Inventory business capabilities from
both entities, document As-Is
processes and value streams, capture
pain points, redundancies, and
compliance issues, identify SME
owners and operational dependencies

Baseline (As-Is)
Business Architecture

Complete understanding of current-
state operations and overlaps

Translate gaps into work packages
(capability epics), define synergies,
benefits, and KPIs per capability,
sequence business capability releases
(waves), identify dependencies and
regulatory or customer-impact
triggers

Define Business Architecture
Roadmap Components

Prioritized business transformation
roadmap

Consolidate all analyses, models, and
process maps, produce an end-to-end
narrative for PMI, package for use by
Phase C/D teams

Create the Business
Architecture Document
(B-Architecture Pack)

Single authoritative reference for
downstream phases
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2. Data Architecture at Scale: From

Chaos to Cohesion

Data forms the operational backbone of the
enterprise, and integration begins with
meticulous mapping and traceability. Key
entities, including customers, merchants,
accounts, cards, transactions, limits, and
disputes, are cataloged and analyzed. Lineage
and dependency mapping uncover duplication,
gaps, and critical interconnections, forming the
blueprint for a single, authoritative data source.

Target-State Architecture and Governance

The envisioned architecture is robust and
methodical:

Databases: Standardized and aligned to
eliminate redundancy

Schemas: Harmonized across platforms for
consistent interpretation

Access Layer: API-driven and reusable for
controlled integration

Governance & Security: Embedded at the
core, ensuring compliance and risk mitigation

Transitions are managed through dual MDM

systems, virtualization, and incremental

migration paths, maintaining operational
continuity and reducing exposure during
transformation.

Enterprise Integration Patterns

Integration across systems employs:

. Event-driven streaming platforms for near
real-time synchronization

« ETL/ELT pipelines for structured
transformations

. APIs and batch/file transfers for
comprehensive coverage

. Canonical data models as the foundation for
consistent interpretation

Security and compliance controls include
encryption, tokenization, RBAC/ABAC access,
network segmentation, and regulatory lineage
tracking in alignment with GDPR and AML.

We apply a disciplined methodology to
define the future-state data architecture for
the combined bank, outlining the processes,
stakeholder interactions, deliverables, and
expected results at each stage.

Exhibit 5: Data Maturity Matrix: The Path to Enterprise-Wide Cohesion

Data Architecture
Governance Setup

Establish Data Architecture
governance (charter, councils,
decision rights), Define data
principles, policies, and, success
metrics alignhed to merger goals, Set
escalation & approval process for data
decisions.

Clear decision-making, policy
baseline, and accountability for all
data workstreams.

oPrPuUusS

Define Data Vision, Scope &
Requirements

Translate merger objectives to data
capabilities (customer 360, reporting,
risk), Define in-scope data domains,
geography / regulatory constraints,
and priority use cases, Capture high-
level non-functional requirements
(latency, retention, residency).

Agreed on data vision and scoped set

of domains/use-cases to drive design.

Key activities Outcome

Baseline Discovery — Data
Inventory & Lineage

Inventory data assets across both
firms (systems, sources, data stores),
Collect metadata, owners, source
system, format, volumes, and refresh
cadence, Map data flows and lineage
for critical domains (customers,
accounts, transactions).

Comprehensive baseline of data
assets, owners, and flows to identify
duplicates and risks.

Continued...
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Exhibit 5: Data Maturity Matrix: The Path to Enterprise-Wide Cohesion (Continued)

Data Classification,
Sensitivity & Compliance
Assessment

Classify data by sensitivity, PIl, PCI,
regulatory scope, and retention needs,
Map regulatory obligations (GDPR,
local banking regs, data residency),
Identify contractual or third-party
constraints.

Risk-aware classification that drives
security, access, and migration
decisions.

Master Data Management
(MDM) & Golden Record

Strategy

Define MDM approach (registry,
consolidated hub, or hybrid), Define
matching/merge rules, survivorship
rules, and reconciliation processes,
Specify master identifiers and cross-
reference mappings.

Clear MDM pattern and rules to deliver
trusted golden records for critical
domains.

Security, Privacy & Access
Control Design

Define data security model
(encryption, masking, tokenization),
role-based access, and SSO
integration, Specify privacy controls,
consent handling, and audit trails,
Define monitoring and anomaly
detection for data misuse.

Secure, auditable data platform design
that meets privacy and regulatory
constraints.

Roadmap, Prioritization &
Business Case

Translate gaps & designs into
prioritized work packages and
milestones, Estimate costs, benefits
(synergies, reduced reporting time),
and resource needs, Sequence by
risk, regulatory needs, and
business value.

Funded, sequenced roadmap for
implementing the target data
architecture.
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Data Quality Assessment &
Remediation Plan

Baseline data quality metrics
(completeness, accuracy, timeliness,
duplicates), Profile datasets and
identify major quality issues and root
causes, Define remediation approach
and ownership (fix at source vs.
transform).

Understanding of data health and
prioritized remediation backlog
aligned to business impact.

Define integration patterns (real-time
events, CDC, batch ETL, APIs) and
messaging backbone, Specify
canonical schemas, streaming vs
batch decisions, and mediation layer
needs, Identify middleware, ESB, API
Gateway, messaging, and ETL tooling
implications.

Data Integration &
Architecture Patterns

Reusable integration patterns and
technical architecture for reliable
data movement.

Define migration approach for each
domain (big-bang vs phased,
coexistence models), Design
reconciliation, validation checks,
rollback & dual-write strategies,
Prepare data migration scripts, sample
conversions and pilot test plans.

Data Migration, Reconciliation
& Cutover Strategy

Robust migration plan minimizing
business disruption and ensuring
data integrity.

Present the architecture to the
Architecture Board, Legal, Risk, and
business sponsors, Obtain approvals,
refine as per feedback, and hand over
artifacts to implementation teams,
Publish decisions and maintain the
architecture repository.

Stakeholder Review,
Approval & Handover

Signed off on data architecture and
authoritative artifacts ready for
delivery phases.

Key activities Outcome

Create unified conceptual and logical
data models for prioritized domains
(Customer, Account, Transaction,
Product), Harmonize taxonomies,
glossaries, and canonical definitions,
Define Golden Records and entity
relationships for Customer 360 and
other domains.

Target Logical & Conceptual
Data Models

Agreed canonical data model and
glossary that drives integration and
MDM design.

Data Storage, Lake &
Analytics Architecture

Inventory data assets across both
firms (systems, sources, data stores),
Collect metadata, owners, source
system, format, volumes, and refresh
cadence, Map data flows and lineage
for critical domains (customers,
accounts, transactions).

Scalable storage & analytics
architecture that supports reporting,
ML, and regulatory needs.

Define runbooks for MDM operations,
data pipelines, reconciliations and
exception handling, Establish data
stewarding processes, KPIs, SLAs,
and escalation paths, Define
monitoring dashboards and alerting
thresholds.

Operational Model,
Runbook & Support

Operational readiness to run, monitor,
and support the target data
architecture.

Pilot, Validate, Monitor &
Continuous Improvement

Pilot MDM and critical pipelines;
validate data quality, lineage, and
SLAs, Monitor KPls, capture lessons,
and refine models/rules, Plan iterative
improvements and decommission
legacy data artifacts.

Validated production data flows and a
continuous improvement loop were
established.
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3. Application Architecture as a
Catalyst for Agility

Our methodology starts with an exhaustive
evaluation of the business enterprise's
application environment. Every application is
recorded, classified, and evaluated for its
impact on business objectives and its
interrelations within the technological stack.
Additionally, we assess the technological
infrastructure and integration methodologies to
identify inefficiencies or opportunities for
modernization. The insights obtained inform a
focused integration approach that harmonizes
value generation with operational efficiency.

The final architecture is designed for
robustness and adaptation. The system is
designed with BIAN-aligned services,
integrating security, routing logic, and data
replication from the beginning, while transitional

frameworks provide continuity throughout
organizational changes.

We execute each phase of our process with
clarity and foresight:

. Task Clarity: Every action is carefully
mapped to objectives.

. Stakeholder Alignment: Expectations are
captured and addressed proactively.

. Outcome Focus: Anticipated results guide
decision-making throughout.

. Deliverable Validation: Concrete milestones
demonstrate measurable progress.

The ultimate goal is to establish an
architecture that ensures the organization
functions cohesively, supports growth, and
can adapt or update itself effortlessly.

Exhibit 6: Application Architecture Paradigm: Shifting from Legacy Constraints to

Scalable Agility

Application Architecture Define Application Vision,
Governance Setup Scope & NFRs

Key activities Outcome

Baseline Discovery —
Application Inventory

Establish governance, decision rights, Translate merger goals; Define scope;  Inventory applications, owners, tech

patterns, and standards; Define NFR
thresholds.

Agreed capability-aligned target
model.

Establish key NFRs.

Agreed scope and NFRs.

stack, licenses.

Baseline view of the application
estate.

Application Portfolio Target Application Capability Integration & Interface
Assessment & Rationalization Map & Architecture Strategy

Assess cost, risk, redundancy; Score
apps; Decide retain/retire.

Rationalized portfolio with decisions.
model.

oPrPuUusS

Define target app landscape; Map
capabilities; Define building blocks.

Agreed capability-aligned target

Define APIs, contracts, schemas, and
integration patterns.

Reusable integration strategy.

Continued...
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Exhibit 6: Application Architecture Paradigm: Shifting from Legacy Constraints to
Scalable Agility (Continued)

Key activities Outcome

Application Security & Non-Functional & Operational Data & App Interaction
Identity Requirements Requirements Mapping
Define authentication, authorization, Define CI/CD, observability, SLAs, and  Map app-to-data interactions,
encryption, and SSO. SRE targets. contracts, and access patterns.
Security-hardened requirements. Operational readiness. Defined interaction boundaries.

. Target Technical Gap Analysis & Transition
‘ Third-Party / Saa$S Strategy ‘ Arc?\itecture ‘ Patlzernsy

Assess SaaS fit, contracts, and Define tech stack, frameworks, and Identify gaps; Design coexistence
integration constraints. reference implementations. patterns.
Defined SaaS usage strategy. Standardized technical approach. Actionable transition model.

Migration, Cutover & Rollout . Stakeholder Review &
5 Roadmap & Business Case
Planning Handover

Define waves, cutover, fallback, Prioritize work packages; Estimate Review with board, Approvals,
testing, and rollout. effort; Build ROI case. Handover to delivery and ops.
Risk-mitigated deployment plan. Approved roadmap and funding. Approved architecture for

implementation.
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4. A Future-Focused Technology
Architecture Playbook

Successful technology consolidation is
anchored in a comprehensive evidence-based
baseline. This spans the full technology estate,
including on-premise environments, cloud
platforms, network architecture, compute and
storage assets, security frameworks,
middleware portfolios, platform dependencies,
and non-functional performance requirements.

With this foundation established, issues and
opportunities are systematically assessed to
define a future-state architecture aligned with

hybrid or dual-cloud strategies, geographic
resilience, and elevated security standards.

Integration and middleware capabilities are
standardized, messaging models are unified,
and platform sprawl is reduced. Carefully
engineered transition paths ensure operational
stability while enabling progressive

capability uplift.

The framework provides a disciplined
blueprint for unifying the technology estates
of the merged enterprise, with each phase
clearly articulating activities, stakeholder
considerations, expected value, and
deliverables.

Exhibit 7: Technical Capability Roadmap: Mapping the Path to Architectural Cohesion

Technology Architecture
Governance Setup

Define Technology Vision,
Scope & NFRs

Key activities Outcome

Baseline Discovery —
. Infrastructure & Platform
Inventory

Establish technology governance,
standards, decision rights, and
escalation paths; define technology
principles and acceptance criteria.

Clear governance, standards and
accountabilities for technology

decisions across the PMI. architecture design.

. Cloud & Hosting Strategy

Translate merger objectives into
technology targets (scalability,
latency, availability); define scope
(platforms, cloud, edge) and NFRs.

Aligned technology vision and
measurable NFRs to guide

Network, Connectivity
& Edge Design

Inventory data centers, cloud
accounts, network topology, compute,
storage, middleware, virtualization,
container platforms, and tooling.

Complete baseline of existing

technology assets, configurations, and
dependencies.

Platform & Middleware
Architecture

Assess cloud readiness; decide cloud
vs on-prem split, landing zones, multi-
cloud strategy, tenancy, and
networking model.

Clear cloud hosting model and
migration constraints for PMI

workloads. combined estate.

oPrPuUusS

Define WAN, SD-WAN, MPLS, VPN,
peering, latency SLAs, perimeter, and
internal segmentation; design
connectivity for hybrid environments.

Reliable, secure, and performant
network design supporting a

Standardize middleware (message
brokers, app servers, AP| gateways),
caching, integration platforms, and
platform services.

Reusable platform services and
middleware standards to reduce
fragmentation.

Continued...
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Exhibit 7: Technical Capability Roadmap: Mapping the Path to Architectural Cohesion
(Continued)

Key activities Outcome

Security & Cryptography Identity, Access & Observability, Logging

Infrastructure Authentication Infrastructure & Monitoring
Define security infrastructure: PKI, Design IAM, SSO, federation, identity Define telemetry strategy: logging,
HSMs, encryption standards, key stores, privileged access metrics, tracing, APM, centralized log
lifecycle, TLS, secrets management, management, and service identities platform, dashboards, alerting, and
and network security controls. for apps and services. SLOs/SLlIs.
Robust cryptographic and security Consistent identity and access model Unified observability enables faster
controls aligned to regulatory needs. supporting cross-entity access detection and resolution across

and SSO. combined systems.

Resilience, Backup & Automation, laC & Performance, Capacity & Cost

Disaster Recovery Deployment Pipelines Management
Define RTO/RPO targets, backup Standardize laC patterns, CI/CD Define capacity planning,
architecture, replication strategies, DR pipelines, environment provisioning, benchmarking, autoscaling rules, cost
runbooks, geo-redundancy, and configuration management, and models, tagging, and cost optimization
failover patterns. automated deployments. activities.
Resilient infrastructure and a tested Repeatable, automated provisioning Predictable capacity and cost control
DR approach minimize business and delivery, reducing manual errors across merged infrastructure.
impact. and speed-to-change.

Gap Analysis & Transition Migration, Cutover & Roadmap, Approvals &

Architecture Validation Plan Handover to Operations
Compare baseline to target tech Define migration waves, cutover Create a prioritized roadmap, estimate
architecture; design coexistence, steps, validation checks, rollback costs/resources, obtain Architecture
strangler, or phased migration procedures, and runbooks for Board approvals, and hand over
patterns; identify quick wins and risks.  infrastructure and platform moves. runbooks to operations with SLAs.
Clear transition architecture and Validated migration plan with rollback Approved, funded technology
prioritized technical migration and validation to minimize downtime roadmap and operational readiness for
approach. and data loss. implementation.
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From Visual Frameworks to Merger Value:
Capability-Led Integration Powered by Payments

Transformation Intelligence: Visual Frameworks and Roadmaps

Visual frameworks are critical enablers throughout the integration lifecycle. Key artifacts, including
architecture blueprints, capability heatmaps, process flows, and delivery roadmaps, help organizations:
. Establish clarity on the current-state and future-state environments

. ldentify gaps, dependencies, and transition requirements

« Align stakeholders around a shared understanding of change

These frameworks are not cosmetic. They form the backbone of communication and execution,
supporting structured dialogue and coordinated delivery. By creating a shared visual language, they
connect business objectives directly to the technology decisions that drive outcomes.

Real-World Learnings Shaping Operational Strategy

Integrations are often approached as finite projects, yet their success depends on sustained behaviors.
Different teams, systems, and expectations will always introduce complexity. What matters is how
organizations respond to it.

Successful integrations are characterized by:

. Open, cross-functional communication

. Leadership that reinforces direction and confidence

. A shared acceptance of change as operational reality
. Continuous optimization anchored in customer impact

Our work at Opus Technologies consistently reinforces one insight: when integration is structured
around capabilities rather than constraints, complexity becomes manageable, and progress
becomes measurable.

Delivering on the Merger Promise

Effective post-merger integration is a strategic imperative, not just an operational milestone. Guided by
a capability-led framework, it translates consolidation into measurable advantages: operational
efficiency, enhanced customer engagement, and a more confident regulatory stance. Firms that
approach integration as a strategic enabler, rather than a procedural necessity, are better positioned
for future success.

Payments remain a key lever in this transformation. A cohesive payments strategy ensures
consistency, reduces operational friction, and fosters rapid innovation. A successful integration relies
on strong architectural governance, clear strategic intent, and disciplined execution.

At Opus Technology, we have seen firsthand that effective integration transforms operations,
differentiates brands, and accelerates growth trajectories. The moment to act is now, and we stand
ready to partner with organizations prepared to turn integration into a growth engine.
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OPUS

Opus is a trusted engineering partner to payment providers, banks and
fintechs navigating change in a real-time, digital-first world. We solve
for business value—accelerating go-to-market, unlocking future
readiness, and powering transformation at scale.

Our promise is simple: Business Value Acceleration.
Realization. Maximization.

We deliver on this promise through the Opus trifecta—a domain-native
engineering skillset, a value-creation mindset, and a toolset that drives
business agility. From MVP (Minimum Viable Product to MPT
(Maximum Possible Transformation), Opus turns engineering into
business advantage.

Contact us

info@opustechglobal.com

www.opustechglobal.com
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