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Executive

Summary

Digital transforma�on in almost all aspects of the business was always an�cipated, given that the largest segment of the 
global consumer base is accounted for by the digital na�ves of the millennial and Gen Z genera�ons. The COVID-19 
pandemic only speeded up the inevitable. 

With new payment methods constantly being innovated, including real-�me op�ons, businesses need to regularly 
upgrade their switching capabili�es to provide the latest and most efficient solu�ons, without compromising on 
performance. In fact, business survival now depends on being able to provide customers with seamless digital experiences 
across the board.

In this whitepaper, we discuss how payment switch migra�on can help businesses gain an edge over the compe��on, 
expand globally, and deliver sa�sfying customer experiences every single �me.
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Business success today depends to a large extent on the variety of payment modes you offer customers. This means that 
your customer experiences are influenced by how seamlessly the en�re transac�on occurs. Payment provider outages, 
authoriza�on approval rates, the ability to offer local payment methods, and smooth connec�vity to global payment 
networks are all part of this experience. This is where a payment switch can prove invaluable, helping businesses 
effec�vely route transac�ons and extend their networks.

Introduction

An EFT Payment Switch

The COVID-19 pandemic accelerated the move to digital payments in an unprecedented way. Both brick-and-mortar and 
online stores had to scramble to offer mul�ple means of payment while complying with verifying and authen�ca�ng 
customer iden�ty. The ability to provide mul�ple transac�on routes becomes even more important for businesses that 
wish to establish a global footprint.

In addi�on, today’s consumer demands cu�ng-edge technology solu�ons tailored to their needs and modern lifestyle. 
With millennials and Gen Z accoun�ng for the largest chunk of customers, on-demand and mobile payment services are 
the need of the hour. Businesses that provide instant access to mul�ple payment methods, such as digital wallets, prepaid 
cards, etc., any�me, anywhere, can gain an edge over the compe��on. 

With the majority of customers interac�ng with a business via a switch, customer sa�sfac�on has become dependent on 
the seamless integra�on of new payment types and con�nual enhancements to offer more convenient and faster op�ons.

A Global Transforma�on
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The Business Impact of Switch Migra�on

Hardware & So�ware cost No incremental implementa�on costs for 
hardware or so�ware (maintenance costs are 

high but can be budgeted/managed)

Need to spend on hardware
and so�ware licenses to scale up

BUSINESS AREA SWITCH MIGRATION ENACTED SWITCH MIGRATION AVOIDED

Business Con�nuity The stability of opera�ons and keeping pace 
with changing industry needs might come into 

ques�on

Short down�me can be well worth 
future-proofing the business

Revenue No growth on the revenue front May achieve growth in revenue and 
lower maintenance costs

Func�onality May have to undertake significant changes to 
gain even minor new func�onality

Support new payment channels and func�ons with 
minimal development/implementa�on costs

Technology support Product support "sunset" limits
legacy switch improvements

Con�nuous technology support for
new payment switch and capabili�es

Business Benefits No new business benefit Open up new business avenues and 
opportuni�es to grow revenue

https://www.opusconsulting.com/


Tradi�onally, the payment ecosystem consists of four par�es:

1. The Acquirer: This is the merchant’s financial ins�tu�on, which will accept payments.

2. The Issuer: This is the financial ins�tu�on that has issued the customer’s card, digital wallet, etc.

3. The Processor: This includes the digital channels, managed terminal services, and CMS services that
     will process the transac�on.

4. The Network: These are the non-banking networks, such as Visa, Discover, Mastercard, or PayPal, etc.

While the payment industry has evolved over �me, the payment authoriza�on process s�ll needs to go through all these 
par�es. However, data generated from these authoriza�ons have led to the development of several value-added services, 
including fraud detec�on and almost instantaneous credit approvals for Buy Now Pay Later op�ons. 

The two types of switches are Switch to issuer and Switch to acquirer. The authoriza�on requests can either go through 
the tradi�onal route of the acquirer’s servers (also known as “hosts” or “switches”), or they could go directly to the issuer 
and save �me and effort. The la�er op�on, or the issuer switch, offers several benefits, including fewer steps in the 
authoriza�on process, leading to faster payment approvals.

To stay one step ahead in an intensely compe��ve landscape, the need of the hour is to choose the right switch. It should 
offer flexibility to add and remove payment op�ons and offer local op�ons across different geographies. Plus, it should be 
scalable, keeping pace with business expansion and changing needs.

Types of Switches
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Source: pollinate

SWITCH/GATEWAY SWITCH/GATEWAY

1-Authorisa�on request

5-Repor�ng (se�lement file)

2-Authorisa�on response

4-Money (se�lement)

3-Clearing request

1-Authorisa�on request

5-Repor�ng (se�lement file)

2-Authorisa�on response

4-Money (se�lement)

3-Clearing request

MERCHANTACQUIRER ACQUIRER

CONSUMER

SCHEME SCHEME

CONSUMERISSUER ISSUER

SWITCH TO ISSUER SWITCH TO ACQUIRER

Versus

MERCHANT

Benefits of Payment Switch

Highly Scalable

Dynamic Rou�ng

Easy Extension of
Payment Network

No Connec�vity
Time Out

Eliminates Risk of Fraud

https://www.pollinate.co.uk/horizons/switch-to-issuer-vs-switch-to-acquirer/
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Modernization

of Switch

Migra�ng a legacy payment system to a cloud-based switch not only improves the performance of an organiza�on but also 
enhances its compe��veness. Legacy systems tend to be incompa�ble with emerging technologies and payment 
methods. This can prove to be a major roadblock to business expansion and growth.

Migra�ng to a modern switch can bring agility to payment 
systems that can be updated at the speed of innova�on 
worldwide. Although migra�ng from a legacy system might seem 
to be a daun�ng process, but it offers mul�ple business benefits, 
not the least of which is be�er protec�on and management of 
sensi�ve data.

Migra�ng a legacy system
offers a flexible, modern, and

easy-to-update system that adapts
quickly to changes with minimum

interference to business opera�ons

Legacy systems tend to be cumbersome and difficult to adjust to changing market needs. Given the speed of technological 
innova�on and consumer preferences for quick, cashless payments, PwC predicts that eight out of ten financial 
ins�tu�ons will have outsourced their cloud and pla�orm infrastructure by 2025. This shouldn't come as a surprise, given 
the benefits migra�on has to offer.

Why Payment Switches Need Moderniza�on
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Effortless
feature

integra�on

Sa�sfying
user

experiences

Powerful
data control &

analy�cs

Improved
transac�on

success

Excellent
transac�on
scalability

A cloud-based
payment switch

offers

Agile
adaptability

to new
markets

https://www.mckennaconsultants.com/legacy-system-migration/
https://www.pwc.com/gx/en/industries/financial-services/publications/financial-services-in-2025/payments-in-2025.html
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One of the primary reasons for legacy systems being so unwieldy is their fundamental infrastructure. This can prove to 
make life difficult for the in-house IT team. Outsourcing a cloud-based payment switch not only makes the system 
seamless but also frees up in-house resources, which can be be�er employed for business growth.

Secondly, the in-house team suppor�ng the legacy switch is ge�ng older. It needs upskilling to stay abreast of the latest 
innova�ons. They could prove resistant to learning new ways to manage the system. On the other hand, technology 
providers have access to fresh talent that is armed with the skills needed to provide businesses and their customers with 
immensely sa�sfying experiences.

In addi�on, based on the specific offerings of an organiza�on, other benefits could be harnessed, such as central and 
automa�c billing or implemen�ng limits and fees in compliance with specific jurisdic�ons. Most importantly, it helps you 
stay in step with the market.

To a�ract and retain customers and to ensure global growth, organiza�ons today need to work with mul�ple acquirers and 
issuers. The aim is to provide plenty of choices of payment methods and uninterrupted services to minimize issues like cart 
abandonment. But to find the right payment switch provider, some things need to be considered, such as:

What to Look for in a Cloud Payment Switch

Depending on the legacy system to be migrated, two approaches can be chosen from. The approach adopted will be 
determined during the discovery phase when the switch provider will audit the legacy infrastructure.

How to Modernize a Payment Switch

07www.opusconsulting.com

Easily Extendable Payment Network
Support for mul�ple payment services providers (PSPs) 
and easily onboard new ones. Integrate PSPs globally, 
quickly and easily while minimizing integra�on costs.

Dynamic Rou�ng
Transac�on approval rates differ across acquirers due to 
variables such as rules of acceptance. The switch should 
dynamically route transac�ons to ensure maximum
acceptance.

Security
This is possibly the most crucial aspect of digital payments.
The switch should be compliant with the Payment Card 
Industry Data Security Standard (PCI DSS), such as encryp-
�on and tokeniza�on.

Fraud management
Offering seamless user experiences should not come at 
the cost of fraud management.

https://www.opusconsulting.com/


1. Li� and Shi� 

2. Enhancing the Switch with a Modern API Endpoint
If the exis�ng switch is on legacy infrastructure, such as IBM i, the Li� and Shi� approach cannot be implemented. This is 
because the en�re architecture framework and/or the technology the switch is based on will need to be modernized to 
make it compa�ble with the cloud infrastructure. This can entail a tedious and difficult process to complete in-house. 
Partnering with a proven switch provider can ease the migra�on with minimal disrup�on to business opera�ons.

This is what Opus does during the discovery phase. Apart from evalua�ng whether a Li� and Shi� vs. enhancing approach 
would be more suitable, the team also helps limit costs. For instance, choosing a private cloud might be the best solu�on 
to ensure op�mal security and flexibility as compared to a public cloud. However, a private cloud can be prohibi�vely 
expensive for small and medium-sized businesses. A technology partner who offers mul�-tenancy via a virtual private 
cloud (VPC) can help overcome the cost factor while offering all the benefits of a private cloud.

With the efficient implementa�on of architecture, such as micro-services with containeriza�on, an experienced VPC 
provider can offer the same level of security and scalability as a private cloud. In addi�on, the business could choose to 
use the VPC as an extension of its own data center, which can then enable a hybrid cloud model without adding addi�onal 
costs associated with extending or building an on-site cloud. Most importantly, they will follow industry best prac�ces and 
principles to ensure a successful migra�on.

With the right partner, the migra�on can be incredibly simple. By mapping out the migra�on process, including adequate 
tes�ng and a robust con�ngency plan, the transi�on can occur with minimal impact on the business or its customers.

If the exis�ng payment ecosystem is already virtualized, Li� and 
Shi� can be a quick and cost-effec�ve way to migrate to the cloud. 
It involves migra�ng your data and workflows from an on-site or 
local data center to the cloud without making any changes to the 
core architecture. So, there are minimal, if any, modifica�ons 
required in this method.

However, to implement a Li� and Shi�, your exis�ng infrastructure 
and architecture need to be compa�ble with the cloud
infrastructure. It essen�ally involves matching the exis�ng system’s 
compu�ng, networking, and storage requirements to the cloud 
pla�orm's resources.

•  Quick

•  Cost-effec�ve

•  Less resource-intensive

•  An easy way to mi�gate future risks

Li� and Shi� is:

08www.opusconsulting.com

Principles of a Successful Switch

1. Ensure con�nuity of opera�ons

2. Good communica�ons and risk awareness

3. Baseline your current switch

4. Verify your new pla�orm

5. Phase your migra�on

6. Use a pilot migra�on

7. Determine how to support your partners

8. Use automated end-to-end tes�ng

https://www.cloudzero.com/blog/lift-and-shift
https://www.cloudzero.com/blog/lift-and-shift
https://www.opusconsulting.com/


Need For

Switch Migration

A legacy payment infrastructure is likely to hold back businesses from capitalizing on opportuni�es for customer 
acquisi�on, reten�on, and growth. Newer technologies bring new payment products, while expansion to new regions 
requires the addi�on of local payment op�ons. Such addi�ons can only be successful when they can build on a reliable and 
scalable switch.

Also, offering customers sa�sfying experiences through seamless payments depends on a flexible and open switch that 
can integrate mul�ple channels and pla�orms for an integrated experience. Plus, it should be able to effortlessly handle 
high-volume rou�ng and authoriza�on.

It is also important to consider the changing customer demands. Today, any�me, anywhere transac�ons are not a perk; 
they are a norm. In addi�on, the ability to offer real-�me payment processing and round-the-clock availability is crucial to 
mee�ng customer expecta�ons.

Against this backdrop, the key drivers of a switch migra�on decision are:

To make an informed decision regarding switch migra�on, businesses need to answer some key ques�ons and 
considera�ons.

09www.opusconsulting.com

More payment types Customer expecta�ons

New payment methods

Technology
lifecycle

Compliance Globaliza�onIncreased
compe��on

https://www.opusconsulting.com/
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What do my customers want 
and need?

•  What products and services do I need to offer?
•  How do we gain an edge over exis�ng compe�tors?
•  How can we remain compe��ve with new entrants?
•  How do we a�ract and retain customers?

How should my payment 
environment change?

•  How can we deliver consistent customer experiences across delivery channels?
•  Do we need to integrate new touchpoints? 
•  What new payment methods do we need to support?
•  What transac�on volumes can we expect?
•  What is the impact of regula�on and compliance?

How can we improve our 
business?

•  Is processing front-end transac�ons core to the business?
•  Should we partner with a payment specialist?
•  How do we reduce processing costs in a rapidly evolving payments world?

BUSINESS QUESTION KEY CONSIDERATIONS

https://www.opusconsulting.com/


The Business Impact of 

Switch Migration

Apart from the actual monetary expenses of switch migra�on, businesses need to bear costs in terms of the impact on 
opera�ons during the migra�on process. During this phase, the impact could be felt in terms of the �me and resources 
required by the team to learn to operate the new system, build the needed infrastructure, and transi�on to it. In addi�on, 
there could be an impact in terms of a�rac�ng new clients and retaining exis�ng ones if the migra�on process is less than 
ideal.

Some of the other issues that businesses need to address 
through the migra�on process include ensuring the 
security of data and acquiring cer�fica�ons. The 
transi�on phases also need to be defined so that there is 
a seamless shi� for handling transac�ons from the legacy 
system to the new switch. Other processes that need to 
be defined include the following:

Procedural
Costs

Financial
Costs

The Business Cost of Switch Migra�on

Rela�onal
Costs •  Customer support

•  Se�lement process
•  Billing procedure

•  Dispute management
•  Monitoring

Inefficiencies can cost the average 
business 14% more in migra�on spend 

than planned each year. 38% of 
companies see migra�ons delayed by 

more than one quarter due to 
inefficiencies.

Transforma�onal Costs
These costs could include the impact of reskilling the exis�ng teams, changing the opera�ng procedures, and adop�ng 
agile IT support. There could also be an impact in terms of lost produc�vity while the migra�on takes place, although the 
switch migra�on provider will ensure that this is minimal through advance planning.

It takes �me to gain complete comfort with any new system. The switch migra�on partner would ideally provide support 
during this phase while also offering maintenance services. Once the en�re process has been completed successfully, 
there is much to be gained, including cost-savings, enhanced scalability, and interoperability.

Minimizing the Impact
Let’s understand this with an example. Opus worked with a global FinTech and payments company to migrate their 
payment switch to the cloud. The highly experienced and skilled switch migra�on team used their domain exper�se and 
powerful DevOps tools, such as Terraform (TFE), Packer, and Jenkins, to move all components of the switch to the cloud. 
The aim was to create a fully automated digital solu�on without disrup�ng business opera�ons.

Opus was able to move the en�re switch onto Microso� Azure using an image-based distribu�on mode. The transi�on was 
completely transparent to the exis�ng channels, and new clients were quickly onboarded. In addi�on, the solu�on was 
both horizontally and ver�cally scalable, based on the business’s specific needs.

In short, switch migra�on need not have any significant adverse impact on a business if the steps are planned and 
executed well.

11www.opusconsulting.com

https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/cloud-migration-opportunity-business-value-grows-but-missteps-abound
https://www.mckinsey.com/industries/technology-media-and-telecommunications/our-insights/cloud-migration-opportunity-business-value-grows-but-missteps-abound
https://www.gartner.com/smarterwithgartner/6-ways-cloud-migration-costs-go-off-the-rails
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How to Select the

Migration Strategy
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Before you begin your switch migra�on journey, it is crucial to choose an approach that will help you get maximum 
benefits from the transi�on while ensuring minimum or no impact on business opera�ons during the process. So, the most 
important step is choosing the migra�on strategy that will help you achieve your goals.

Now, systems that are highly complex will require a migra�on strategy that is completely different from systems of low 
complexity. This is why the migra�on services provider will first gain a clear understanding of the business, its opera�ons, 
and the applica�on environment. This will determine their approach to migra�on, including whether migra�on is required 
or whether an upgrade to a completely new switch system would be more suitable.

For instance, a crucial step in the migra�on of a 
payment switch is to ensure connec�vity to the 
hardware security module (HSM). An HSM is a 
tamper-proof device that offers high levels of 
protec�on for cryptographic keys and customer 
PINs used during the processing of credit and 
debit card transac�ons. The payment switch 
provider needs to devise an engineering 
solu�on to ensure fast and secure HSM connec-
�vity with the migrated switch in the cloud. All 
this groundwork will help the migra�on 
services partner decide whether to take on the 
Big Bang approach or a phased one.

The Big Bang Approach
Here, the en�re dataset is migrated from the 
source to the target in a single opera�on. It is 
quick and can be completed over a weekend or 
with planned down�me. However, it is best to 
avoid this method for large migra�on projects 
since it would be a tedious and resource-inten-
sive exercise. If it is unavoidable, make sure to 
put roll-back procedures in place to rec�fy any 
glitches or "wrong events" that might occur.

Steps to Achieving Successful
Big Bang Migra�on

Iden�fy deployment architecture

“Dry run” planning of the big bang migra�on

End-to-end planning of tes�ng stages

Addressing compliance & security needs

Iden�fica�on & rec�fica�on of issues
iden�fied during the dry run

Monitoring the performance of
the migrated switch

Planning for final go-live with all terminals

https://www.opusconsulting.com/
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ADVANTAGES DISADVANTAGES

Shorter implementa�on �me This approach tends to entail higher risks

A Big Bang switch means a lower cost of migra�on Smaller details or issues might be overlooked 

The impact on the business is condensed into a 
single �meframe 

Users need to learn to operate the new system 
immediately, which could lead to a dip in 

performance

A single opera�ng system is sufficient 
to run the business

Tes�ng of migra�on and post-migra�on processes 
becomes cri�cal

All departments can be onboarded to the new 
system on the same day

Training is conducted only with the new system 
rather than on an ongoing basis

Failures in one part of the system can cause 
problems and failures in others

The Phased Approach
Known by various other names, such as itera�ve data migra�on, synchronized data migra�on, trickle-feed data migra�on, 
etc., the data is migrated in small chunks through this method. In other words, the migra�on process is broken down into 
mul�ple phases. The phases can be decided based on several different factors depending on what best suits the business 
needs.

This is usually a lesser risky means of migra�on since it is easier to roll back any malfunc�oning features and rec�fy issues 
before the system is implemented across the en�re company. It also allows the business to plan ahead and spread its 
resources equally for minimal business impact.

https://www.opusconsulting.com/
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Steps to Achieving Successful
Phased Migra�on

Iden�fy deployment architecture

Iden�fica�on of data sets for each phase

End-to-end planning of tes�ng stages

Concurrent connec�vity for both pla�orms

Data valida�on & integrity checks

Performance considera�on-monitoring
and measuring

Opera�onal ac�vity process re-engineering
for working with two end-of-day systems

Stakeholder approval before moving to
the next phase

Roll-back finaliza�on and tes�ng

Cer�fica�on planning

Security considera�ons

https://www.opusconsulting.com/


ADVANTAGES DISADVANTAGES

A phased approach usually has lower risks 
than the Big Bang method

The implementa�on �me to full conversion 
is longer

Employees can learn at every phase without 
any dip in performance Not as focused as the Big Bang approach

Gives users more �me to adapt to the 
new system

The con�nuous change environment over a longer 
�meframe can some�mes be disrup�ve

Any issues can be fixed quickly before 
moving on to the next phase.

Informa�on could be missed since each module relies 
on informa�on from others. So, gaps might occur 

through the transi�onal periods

Skills and experience are gained with each 
phase, which helps with the smooth progress of 

the project

Temporary bridges need to be made from the old 
system to the new one at each phase

The organiza�on can use the “Fail Fast” op�on and 
implement the solu�on in a truly agile manner

This may introduce latency in the transac�on due to 
hops between the exis�ng onsite switch and the new 

cloud-based switch 

15www.opusconsulting.com
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While a modern switch can shield your back office systems from having to con�nually adapt to different payment 
methods, the migra�on process tends to entail risks. The most prominent risk is, of course, the disrup�on to everyday 
business opera�ons. However, some forethought and planning can help mi�gate these risks and ensure a smooth 
transi�on.

Some of the most common risks faced during switch migra�on include:

Lack of a Migra�on Strategy
The first step to formula�ng an effec�ve strategy is to choose the right migra�on partner. The technology partner will 
conduct a discovery process to understand the type of migra�on that will best suit the exis�ng ecosystem. They will study 
your current payment infrastructure to make an informed decision.

Current Architecture Could be Incompa�ble
There are �mes when the architecture of the legacy system impacts not just the speed but also the cost of migra�on.
Also, both the programming language currently used and the execu�on environment could also have an impact.

Lower Visibility and Control
A decline in visibility and control is an alarming risk, especially when choosing a public cloud. It could impact the app and 
network func�onality. A few shi�s in policies and the adop�on of efficient monitoring tools could help mi�gate this issue.

Security Risks
Any type of migra�on could entail some degree of security risks, from compliance viola�ons to insecure APIs. There could 
also be accidental errors or failure to monitor external a�acks. Again, choosing the right partner is crucial.

They can equip you with the tools to prevent such risks, such as 
encryp�on of data, both at rest and in transit, firewall 
configura�on, isola�on of individual workloads to minimize 
poten�al damage, and maintenance of data security. • A strong compliance por�olio

• Experienced DevOps engineers
• A skilled security team

Choose a partner with:

Migration Risks

& Mitigation

https://www.forbes.com/sites/cognizant/2021/09/23/4-missteps-for-banks-to-avoid-when-migrating-payment-services-to-the-cloud/?sh=29c069e57e72
https://www.peerspot.com/articles/risks-in-cloud-migration
https://www.opusconsulting.com/


Steps Before the

Actual Migration
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Once you’ve decided between a phased migra�on vs. a Big Bang approach, the �me now is to plan for the actual 
migra�on. The aim is to migrate seamlessly with minimal business disrup�on and for the new system to work smoothly. To 
achieve this, you need to take some preparatory steps.

Step 1: Inform Key Stakeholders
Successful migra�on requires the par�cipa�on and support of key stakeholders. So, iden�fy the members of the 
leadership team and other execu�ves who need to be a part of the process. Educate them regarding the benefits of the 
migra�on and get buy-in to ensure smooth progress. This will also minimize the impact of the transi�on. Keep the 
stakeholders informed with regular project updates.

Step 2: Put a Project Team Together
First, iden�fy key members of the finance department, such as the VP of Finance and CFO, who will be involved in the 
transi�on. This way, the repor�ng tools of the new pla�orm can be set up based on their needs. In addi�on, members of 
the IT team will need to be iden�fied to learn about the relevant APIs and how they work. Some members of the risk 
management, legal, training, and marke�ng departments can also be included.

Inform Key
Stakeholders

Put a Project
Team Together

Create a
Timeline

Allocate Budget
and Team Hours

Review the Business
Con�nuity Plan

Test Throughout
the Project

https://www.opusconsulting.com/
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Step 3: Create a Timeline
Set a schedule for each milestone or phase of the project, such as business analysis, iden�fying needs, coding, system 
setup, tes�ng, cer�fica�on, and launch. In addi�on, create a schedule for status update mee�ngs with project task owners 
to monitor the �meline and resolve issues at the earliest. It could also be useful to determine the peak and off-peak �mes 
for your customers so that you can take the system live during a period of lowest volumes to minimize any payment flow 
issues during launch.

Step 4: Allocate the Budget and Team Hours 
To ensure the smooth progress of the project, assign the required specific hours and budget to it. This will ensure that you 
have a dedicated team to focus on the process in sync with your migra�on provider. This will help you ensure that the 
�meline is followed.

Step 5: Review the Business Con�nuity Plan
Whenever a new system is set up, there is a learning phase during which some disrup�on is only to be expected. Building 
a con�ngency plan can establish an internal support structure for smooth migra�on and business con�nuity.

Merchants

Make the Migra�on
Transparent for:

Card IssuersCustomers

System Users with
the Organiza�on

Financial
Ins�tu�ons

https://www.opusconsulting.com/
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A Pilot Run 
is Useful

Test func�onality on
a component-by-
component basis

Build reusbable
test cases

Prove that the new
switch works as expected

Step 6: Test Throughout the Project

Tes�ng is a cri�cal step for the implementa�on of any 
technology, including switch migra�on. In fact, tes�ng should 
occur at every phase. Shortcuts in terms of �me or resources 
allocated for comprehensive tes�ng could prove fatal to the 
project.

2% of transac�ons cause 98%
of the problems. Automated tes�ng
iden�fies these cases early before

they become expensive to fix.
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Industry Best Practices for

Payment Switch Migration
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Regardless of whether you follow a Big Bang or phased approach, the end result should be a smooth transi�on with 
minimal business impact. The best way to ensure this is by following the best prac�ces for payment switch migra�on. The 
first step is to have a well-planned, comprehensive migra�on strategy. The strategy should take into considera�on the 
specific goals of the migra�on project, including the objec�ves of every step in the process. This will help monitor 
progress. The organiza�on's business strategy will also need to be considered.

Best Prac�ces: Before, During, and A�er Switch Migra�on
While advance prepara�on is always a good idea, there are important considera�ons during the process as well.

•  Back up the data: Before project execu�on begins, backing up all data will protect the business against data loss in the 
    event of something going wrong. Also, the backup resources should be tested before proceeding.

•  Stay with the strategy: There are �mes when it is temp�ng to abandon the plan, such as when things go wrong or if the 
    process is progressing “too smoothly.” Payment switch migra�on can be a complicated process, and not s�cking to the 
    plan could lead to fatal errors.

• Test, test, test: Conduct tes�ng at every stage of the project, right from the planning and design stages to 
     implementa�on and maintenance. This will help achieve the desired outcomes with minimal hiccups.

Tes�ng and data valida�on cannot be overemphasized. This also includes quality checks and monitoring success criteria. 
All these are not just the key elements of the migra�on strategy but also the best way to minimize project risks and overall 
costs. Regular tes�ng also ensures that performance is guaranteed at every step, right from evalua�on to cer�fica�on and, 
finally, the live launch.

A li�le forethought and planning, in collabora�on with your switch migra�on provider, can make the en�re process 
smooth, seamless, and quick.

Iden�fy the right
migra�on approach

Iden�fy the factors
affec�ng the migra�on

Iden�fy the best-suited
tools for migra�on

Minimize Cost, Risk & Time for Migra�on
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Tools and Accelerators That Can Be

Used to Fasten the Migration

21www.opusconsulting.com

The use of next-gen tools and accelerators not only speeds up the process of migra�on but also lays the founda�on of the 
“switch of the future.”

Some of the most powerful tools commonly used for payment switch migra�on are:

Packer
This open-source tool allows the crea�on of cloud-agnos�c, iden�cal machine images for numerous pla�orms with a 
single source configura�on. Also, it is a lightweight tool and compa�ble with all the major opera�ng systems. It is effec�ve 
in crea�ng machine images for mul�ple pla�orms simultaneously.

Terraform
The complexity of the process and the need to reconcile tools and processes across mul�ple heterogenous environments 
can be resolved with Terraform. This popular provisioning tool offers a powerful yet easy-to-use way to manage 
infrastructure across dissimilar pla�orms using a cloud-agnos�c workflow.

Jenkins
Integrated with Packer and Terraform, this open-source integra�on tool is used to automate the image builds and deploy 
the infrastructure to the cloud. It can also be used to build the docker images in case containeriza�on is required.

Terraform supports integra�ng serval configura�on management systems using provisioners 

Example.�

Install And Configure

Create Instance

Instance Running
New VM

Data Center / Cloud

Terraform with Configuration Management Tools Integra�on

Configura�on Managment System
(Ansible or Puppet or Chef)

example.�
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Harness.io
Harness offers a safe and simple way for DevOps and engineering teams to accelerate the building and tes�ng of so�ware 
ar�facts. It can also be used to deploy docker images to a Kubernetes-based deployment environment, such as GKE, AKS, 
or EKS.

Opus has created accelerators for MZ-Azure switch migra�on, as well as for AWS and GKE. The accelerators have been 
created for Packer, Terraform, and Ansible. These accelerators can be customized as per the client's requirements.

Bitbucket/GIT
Bitbucket is a hos�ng pla�orm used to store the code for Packer, Terraform, and Jenkins, along with the developers' source 
codes.

Ansible
This is another simple but powerful automa�on tool that eliminates the complexity and accelerates DevOps. Ac�vi�es like 
server patching or configura�on changes, etc., can be accomplished with Ansible.

Li� and Shi� - Network Topology

Card
Networks

VPN

On-us trnx
Issuing ATM GUI Scale Set

Layr 7
AV Set

Switch
AV Set

Key
Vaults

Oracle DB

NFS Shared Storage

Off-us trnx
Acquiring ATM

VM Resource Group

ELK Prometheus Jenkins Slave Other Infra Management Nodes Infra Mgmt Resource Group

Express
Route

HSM

Client
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Opus Consulting

Migration Services
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Over the last two decades, Opus has gained extensive experience with complex and highly complex payment switch 
migra�ons. Our team of global payment providers has the domain exper�se for consul�ng, customiza�on, 
implementa�on, and support services that suit the dynamic needs of the customers. We are a trusted implementa�on 
partner for leading global banks where both switch migra�on approaches—Big Bang as well a phased migra�on have been 
employed as per business needs. We help customers decide on migra�on strategies by analyzing the likely impact of 
various approaches to the migra�on process.
 
Opus is commi�ed to u�lizing industry best prac�ces for switch migra�on projects and achieving 100% successful switch 
migra�on based on predefined performance requirements.

USE CASE

Crea�ng Builds for Mul�ple Opera�ng Systems 

The Challenge
The applica�on is a payment switch deployed in client environments. It was an important problem 
to be solved while migra�ng the solu�on to the cloud, as the Switch needed to be curated for any 
environment that the client might use. This is why the applica�on needed to be built in different 
opera�ng systems, such as Linux, HP UX, Solaris, AIX, etc. The binary of the switch can then be 
shipped as per the client’s needs.

Impact
The need to be build applica�ons in different opera�ng systems slowed down the delivery and 
packaging of the so�ware. Processes like scans, resolu�on to OS-related issues, and the build were 
isolated and took �me. This was also an opera�onal overhead as different ops resources were 
involved in building applica�ons in different Opera�ng Systems.

Solu�on
Opus collaborated with the client's Ops teams to understand the build processes for the various 
machines. Opus then procured new build machines for the required OSes, installed the tools, and set 
them up as Jenkins slave machines. The next step was to write a mul�-OS pipeline that included 
sta�c scans, checkout, and input criteria in a common thread and later start the build process in 
parallel in separate threads on all build machines. This enabled Con�nuous Integra�on of the 
so�ware despite mul�ple OS requirements. It also ensured that binaries were created in their 
respec�ve OSes and then pushed to the ar�factory for distribu�on and deployed on the cloud.

https://www.opusconsulting.com/
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Migra�ng All the Components of a Switch in an Efficient Way

The Challenge
A switch applica�on that Opus recently worked on has mul�ple components. Migra�ng components 
individually would be �me-consuming and tedious. Since this was a Li� and Shi� migra�on, the 
client wanted to save on cost and effort in migra�ng the switch.

Impact
The cost and effort to move induvial components into a VM deployed on the cloud can be complex 
and cumbersome. 

Solu�on
Opus provided a solu�on wherein an en�re image of the On-Prem VM is converted into an image 
that is cloud agnos�c. This image was then moved to the cloud and deployed into a VM using 
modern tools that ensure a quick, easy, and seamless migra�on. This solu�on was widely 
appreciated and formed the basis of the client's current-day modern cloud switch, servicing 
customers worldwide.

https://www.opusconsulting.com/
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CASE STUDY

Switch on Cloud

The Challenge
•  ATM Switch providers were on the rise, and there was s�ff compe��on
•  Many compe�tors were modernizing their legacy systems and moving to the cloud
•  The exis�ng Switch was efficient in the current se�ng while also lacking scalability
    and interoperability
•  The efficient packaging distribu�on of all components of the Switch applica�on onto the
    client environment was a challenge
•  Modern payment channels needed to move to the modern way of integra�on rather than
    the regular TCP/IP protocol

Solu�on 
•  Opus delivered a solu�on that moves the en�re Switch applica�on and its modules to Microso� 
     Azure, using an image-based distribu�on model
•  The solu�on used advanced cloud automa�on technologies to provide packaging solu�ons
    for Switch
•  The solu�on was scalable, with both horizontal and ver�cal scaling op�ons, based on the need

Opus followed a phased approach:
•  Phase 1: Move the Switch & CoreDB to Cloud (Azure) – Li� and Shi�
•  Phase 2: Containeriza�on of GUI service & implementa�on of Kubernetes (AKS)
•  Phase 3: Containeriza�on of all the remaining switch components, except the database

Impact Created
•  60% reduc�on in defects during deployment
•  Improved cycle �me from 60% to 90%
•  Availability of the DevOps opera�on team increased by 1.5x
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Conclusion

Moderniza�on of the payment infrastructure can be the key to gaining a compe��ve advantage for businesses today and 
sa�sfying all par�cipants in the payments ecosystem. This is not just because disrup�ve technology and innova�ve 
payment solu�ons are rapidly shi�ing the payments landscape, but it is also because today’s customer expects flexibility, 
wide choices, and seamless experiences.

Legacy systems cannot keep up with the technological evolu�on and the needs of today's sophis�cated customers. 
The only way to future-proof payments is through a well-thought-through switch migra�on. Whether a Li� and Shi� will 
suffice or a complete overhaul via a phased approach is required, Opus leads the switch migra�on space, offering agile, 
custom, high-performing solu�ons.

Our wide experience and deep understanding of payments and user experience help us design the most efficient and 
easily deployable migra�on projects. We do this by:

About Us

Opus Consul�ng Solu�ons focuses on shaping the future of payments technology. With over 25 years of experience in 
building highly innova�ve solu�ons and products, we combine our deep technology proficiency with unmatched 
domain exper�se in Payments and Fintech, enabling us to deliver unparalleled quality and value in everything we do.
Our team partners with a diverse global customer base, ranging from start-ups to Fortune 500 financial leaders,
all focused on digital transforma�on and driving innova�on in payments.
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2500 Northwinds Pkwy, Suite 350, Alphare�a 30009

+1 470 448 4155

info@opusconsul�ng.com

www.opusconsul�ng.com

Payments for the Digital Age.

USA 
Atlanta, GA (HQ)
Dallas, TX

UK 
London

Canada
Brampton, Ontario

India
Pune
Hyderabad

GLOBAL 
PRESENCE

Analyzing the exis�ng systems across the client’s value chain
Aligning our approach to the client’s exis�ng digital capabili�es
Working in sync with the client’s teams to successfully meet the client’s migra�on goals
Recommending and helping clients priori�ze changes to their technology and process landscape
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