
PAYMENTS FRANCHISE

PORTFOLIO MANAGEMENT
How payments leaders manage the franchise as an economic portfolio, not a collection of

products.

“Most payments businesses are managed as collections of products. Wire

volumes are strong. RTP capabilities are live. FX flows are growing. But no one

is looking at how those pieces interact across pricing, corridors, infrastructure,

and client relationships. The result is multiple successful products and an

underperforming franchise.”

What this playbook covers

The capstone of the Payments Franchise Operating System. A practitioner framework for diagnosing the

economic health of a payments franchise, allocating capital across its components, rebalancing when

economics shift, and measuring performance against a coherent portfolio standard. Written by someone

who has owned payments P&Ls across multiple global banks over the past twenty years.

CONTENTS

Executive Summary

Section 1 — Payments Franchise Economics

Section 2 — The Portfolio Problem

Section 3 — The Portfolio Diagnostic

Section 4 — The Six Structural Pillars

Section 5 — Capital Allocation

Section 6 — Portfolio Rebalancing

Section 7 — The Payments Leadership Dashboard

Section 8 — The Complete Operating System

Closing

Carlos Ureña · Payments Strategy & Commercialization · carlosurena.com



PAYMENTS FRANCHISE PORTFOLIO MANAGEMENT carlosurena.com

2

EXECUTIVE SUMMARY

The Portfolio Gap

Most payments businesses are not managed as portfolios. They are managed as collections of products.

Individual products are optimized. Corridors are reviewed. But the franchise — the total economic system

connecting all of these — is rarely managed as a whole. Revenue grows but margin erodes. Capital flows to

the most vocal stakeholders rather than the highest-return opportunities. The franchise underperforms not

because of product failure but because of portfolio neglect.

The central thesis: payments businesses managed as economic portfolios consistently outperform those

managed as collections of products. The difference is the discipline of connecting pricing,

commercialization, corridor economics, and operational efficiency into a single coherent view — and

allocating capital against it.

What This Playbook Delivers

Franchise Economics

The four components of

true payments margin

and how each behaves.

Portfolio Diagnostic

How to score the six

structural pillars and

identify where to focus.

Capital Allocation

A framework for

investing across

corridors, clients,

infrastructure, and

products.

Portfolio Rebalancing

When to scale, fix, and

exit — and why

rebalancing is harder

than it looks.

Six Structural Pillars

The framework for

assessing every

dimension of franchise

health.

Concentration Risk

How over-dependence

on corridors, clients, or

rails creates structural

fragility.

Leadership

Dashboard

Six KPIs that tell you

whether the franchise is

performing as a

portfolio.

Operating System

How all five playbooks

connect into a complete

transformation

framework.

The fifth and final playbook in the Payments Franchise Operating System. Pricing governance fixes

margin leakage. Commercialization builds relationship economics. Corridor strategy optimizes

cross-border economics. This playbook sits above all three — connecting them into a single portfolio

view. All five playbooks are available at carlosurena.com.
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SECTION 1

PAYMENTS FRANCHISE
ECONOMICS

Before managing a payments portfolio, the economics of the business must be understood at the

component level. A payments franchise generates value from four primary sources. Each behaves

differently. Each requires different governance. And each connects to a different part of the operating

system.

1.1 The Four Revenue and Cost Components

Transaction Revenue

+ FX Revenue

+ Balance Contribution (net of ECR)

− Cost to Serve

= TRUE PAYMENTS MARGIN

Each component behaves differently and is

governed by a different part of the franchise.

Transaction revenue is governed by pricing

discipline. FX revenue is governed by corridor

strategy. Balance contribution is governed by

commercialization. Cost to serve is governed by

operational efficiency. When these components

are managed independently, the franchise can

grow revenue while eroding true margin. Portfolio

management connects them into a single view.

Transaction Revenue

Per-payment fees across wires, ACH, RTP, and cross-border payments. The most visible revenue line and

the most competed. Pricing discipline — the subject of Playbook 1 — determines how much of the

theoretical transaction revenue the franchise actually captures. Override accumulation, exception

discounting, and corridor mispricing all erode this line silently.
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FX Revenue

Spread generated on currency conversion across cross-border flows. Often larger than transaction fees on

high-volume corridors and significantly less visible to clients. FX revenue is governed by corridor strategy —

corridor-level spread tracking, client-specific spread governance, and competitive benchmarking. A

franchise that manages transaction fees with discipline but allows FX spread to drift is managing half its

revenue architecture.

Balance Contribution

Operating balances generated by payments relationships produce funding value through Funds Transfer

Pricing. The true balance contribution is net of any Earnings Credit Rates or other balance compensation

provided to the client. In many commercial payments franchises, the economic contribution of balances can

equal or exceed transaction fee revenue. This is the most under-captured revenue component in most

payments businesses — because it requires FTP linkage to client-level profitability that most organizations

have not built.

Cost to Serve

The total cost of delivering payment services to a specific client or across a specific corridor. Includes

correspondent banking fees, nostro funding costs, compliance and screening overhead, infrastructure and

rail costs, and exception handling and repair costs. When cost to serve is treated as fixed overhead rather

than a variable cost driver allocated to specific clients and corridors, pricing decisions are systematically

made on incomplete economics.

1.2 Why Managed Separately, They Fail Together

The organizational tendency is to manage each component separately. Pricing is owned by product. FX is

owned by treasury. Balance contribution is tracked by finance but rarely linked to payments. Cost to serve

sits in operations. Each function optimizes its own component. Nobody owns the complete picture.

The result is a franchise that can grow revenue while eroding true margin. Transaction fees grow because

volumes are up. FX spread drifts because nobody is governing it at the corridor level. Balance contribution is

uncaptured because FTP is not linked to client P&Ls. Cost to serve increases because exception rates are

rising but are invisible in the overhead. The franchise looks healthy on revenue. The economics tell a

different story.

The connection to the Operating System. Pricing governance addresses transaction revenue

leakage. Franchise commercialization captures FX spread and balance contribution. Corridor strategy

controls the cost structure. Portfolio management connects all four into a single economic view and

gives leadership the tools to manage the franchise against it.
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SECTION 2

THE PORTFOLIO PROBLEM

The portfolio problem is not a performance problem. It is a measurement and management problem. Most

payments franchises have the raw material for strong economics. What they lack is the framework to

connect those economics into a coherent portfolio view.

2.1 Products vs Portfolio — The Critical Distinction

Product management optimizes individual products. A strong wire product, a well-designed RTP offering, a

competitive FX service. Each one can be performing well on its own metrics while the franchise

underperforms as a whole.

Portfolio management asks a different set of questions. How do pricing decisions on one product affect

margin on another? How do corridor investments interact with client segmentation? How does infrastructure

spending translate into relationship economics? How is capital being allocated across the franchise, and is it

going to the highest-return opportunities? These questions have no answers in a product-level view.

The clearest signal of a product-managed franchise. Each product is optimized individually but the

overall payments business still underperforms. Strong wire volumes, new RTP capabilities, good FX

flows — but no coherent economic strategy connecting them. From the inside it feels like multiple

successful products. From the outside it looks like an underperforming franchise.

2.2 The Capital Allocation Failure

Capital allocation in payments is typically relationship-driven or product roadmap-driven. Investments follow

client demand, competitive pressure, or regulatory requirement. A large client asks for a new capability and

the franchise builds it. A competitor launches on a new rail and the franchise responds. A regulator requires

a new reporting capability and the franchise invests.

None of these are wrong in isolation. The problem is that they are never evaluated against a portfolio

framework. The result is infrastructure built and corridors expanded without fully understanding the

economics. High volumes, thin or negative margin once correspondent costs, liquidity requirements, and

compliance overhead are factored in. The franchise has invested in the wrong places — not because of bad

judgment but because the portfolio view that would have revealed better alternatives did not exist.
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2.3 Portfolio Concentration Risk

Payments franchises often become structurally dependent on a small number of corridors, clients, or

infrastructure rails. That concentration creates fragility that is invisible until a disruption occurs.

Concentration Type What It Looks Like Why It Is Risky

Corridor concentration Top 3 corridors represent 70%+ of

cross-border margin

Regulatory change, correspondent exit, or

fintech entry on any one corridor creates

disproportionate P&L impact

Client concentration Top 5 clients represent 60%+ of payments

revenue

Client attrition, repricing pressure, or

relationship change creates immediate

franchise-level impact

Rail concentration 90%+ of cross-border volume on a single

correspondent or network rail

Pricing power of the rail provider increases.

Routing alternatives are unavailable when

needed.

Product concentration Wire or ACH represents 80%+ of total

payments revenue

Rail compression, fee competition, or

regulatory change on a single product affects

the whole franchise

Concentration is not always visible until it matters. A franchise with 70 percent of margin on three

corridors looks healthy when those corridors are performing. It looks fragile the moment one of them

faces competitive pressure or regulatory change. Portfolio management makes concentration visible

before it becomes a crisis.
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SECTION 3

THE PORTFOLIO DIAGNOSTIC

Portfolio strategy without portfolio diagnosis produces frameworks that solve the wrong problems. The

diagnostic step establishes what the franchise actually looks like before any strategy is designed. It

determines which pillars to prioritize, what the baseline is, and what success looks like in 12 months.

3.1 The Payments Portfolio Diagnostic Tool

The Payments Portfolio Diagnostic at carlosurena.com scores each of the six structural pillars across

forty-two questions. The output is a franchise health score, a pillar-level breakdown, and a prioritized action

map. It takes approximately twenty minutes and reflects the current state of the franchise honestly — which

pillars are strong, which are structurally weak, and where the highest-impact improvements sit.

3.2 What a Strong Portfolio Score Looks Like

Pillar Strong Signal Weak Signal

Pricing Governance Override rate below 10%. Annual review

discipline. Exception register active.

Override rate unknown. No annual review.

Exceptions accumulate without expiry.

Corridor Economics Full cost P&L for top 20 corridors. Quarterly

classification review.

Revenue tracked but full costs invisible.

Corridors priced at product level.

Client Monetization Client P&L includes fees, FX, and balance

contribution. FTP linked.

Revenue only. Balance contribution not

tracked. Cost to serve in overhead.

Infrastructure Strategy Rail decisions evaluated on commercial

return. Routing optimized.

Infrastructure built on capability grounds. No

commercial return assessment.

Operational Efficiency Exception rate tracked by client and corridor.

STP rate improving.

Exception costs in overhead. STP rate not

tracked at corridor level.

Portfolio Strategy Capital allocation driven by portfolio

economics. Quarterly rebalancing review.

Capital follows loudest stakeholder. No

portfolio-level investment framework.
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3.3 The Diagnostic Before the Strategy

A franchise that scores poorly on pricing governance should address that pillar before investing in corridor

expansion. A franchise that scores well on pricing but poorly on client monetization has a different priority

set. The diagnostic prevents the most common portfolio management failure: investing in the wrong

improvements because the baseline was never established.
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SECTION 4

THE SIX STRUCTURAL
PILLARS

The six structural pillars are the framework for assessing every dimension of franchise health. Each pillar

can be scored, diagnosed, and improved independently. Together they determine whether the franchise is

managed as an economic portfolio or a collection of products.

1
PRICING

GOVERNANCE

Override rates, exception

accumulation, corridor mispricing,

untracked cost-to-serve.

Net margin per transaction. Override rate.

Exception count.

2
CORRIDOR

ECONOMICS

Correspondent costs, nostro funding,

compliance overhead, FX spread — all

at corridor level.

Net margin per corridor. Correspondent

cost ratio. Exception rate by corridor.

3
CLIENT

MONETIZATION

Transaction fees, FX spread, and

balance contribution net of ECR — the

full relationship P&L.
Relationship revenue per client. Balance

contribution ratio. Cost-to-Serve per

client.

4
INFRASTRUCTURE

STRATEGY

Rail selection, routing economics, build

vs buy vs partner — determines the

structural cost position of the franchise.

Infrastructure cost per transaction. Rail

utilization. Exception rate by rail.

5
OPERATIONAL

EFFICIENCY

Exception rates, repair costs, STP rate

— the operational cost drivers that

erode margin invisibly.

STP rate. Exception cost as % of

revenue. Repair cost per corridor.

6
PORTFOLIO
STRATEGY

Capital allocation, investment

prioritization, scale/fix/exit decisions

across the franchise.

Return on portfolio investment. Portfolio

concentration ratio. Rebalancing velocity.
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4.1 Pricing Governance

Pricing governance determines whether the franchise captures the transaction revenue it theoretically

generates. Override accumulation, exception discounting, corridor mispricing, and untracked cost-to-serve

are the four structural leakage sources. A franchise with weak pricing governance is systematically

underpricing its own economics. This is addressed in depth in the Payments Pricing Governance Playbook.

Key metrics: Net margin per transaction. Override rate. Exception count and aging.

4.2 Corridor Economics

Corridor economics determine whether cross-border corridors are managed as economic units or volume

businesses. Correspondent costs, nostro funding requirements, compliance overhead, and FX spread

dynamics all vary by corridor. A franchise pricing at the product level is running a corridor portfolio on

incomplete economics. This is addressed in the Payments Corridor Strategy Framework.

Key metrics: Net margin per corridor. Correspondent cost as % of corridor revenue. Exception rate by

corridor.

4.3 Client Monetization

Client monetization determines whether the franchise captures full relationship value. Transaction fees, FX

spread, and balance contribution net of ECR form the complete client economics picture. A franchise that

prices at the transaction layer only is leaving the most valuable revenue levers unmanaged. This is

addressed in the Payments Franchise Commercialization Guide.

Key metrics: Relationship revenue per client. Balance contribution ratio. Cost-to-Serve per client.

4.4 Infrastructure Strategy

Infrastructure strategy determines the structural cost position of the franchise. Rail selection, routing

economics, and build vs buy vs partner decisions made on capability grounds rather than commercial

grounds create cost disadvantages that compound over time. The right infrastructure question is not "what

can we build?" but "what does this investment return?"

Key metrics: Infrastructure cost per transaction. Rail utilization by corridor. Routing efficiency ratio.
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4.5 Operational Efficiency

Operational efficiency determines the true cost of delivering payment services. Exception rates, repair costs,

and operational overhead not attributed to specific clients and corridors are invisible margin drains. A

franchise without cost-to-serve visibility at the client and corridor level cannot price accurately, cannot

classify corridors correctly, and cannot make sound portfolio decisions.

Key metrics: STP rate. Exception cost as % of gross revenue. Repair cost by corridor.

4.6 Portfolio Strategy

Portfolio strategy is the governance layer that connects the other five pillars. It determines how capital is

allocated across corridors, client segments, infrastructure, and products. It establishes the rebalancing

cadence. It installs the leadership dashboard. Without it, the other five pillars are optimized independently

rather than as components of a coherent franchise.

Key metrics: Return on portfolio investment. Portfolio concentration ratio. Rebalancing velocity.
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SECTION 5

CAPITAL ALLOCATION

Capital allocation is the most consequential portfolio management decision. It determines which parts of the

franchise grow, which get fixed, and which are held in place. Done well, it compounds the franchise

advantage. Done poorly, it entrenches structural weakness.

5.1 The Four Investment Categories

Capital in a payments franchise flows to four categories. Each has a different return profile, a different time

horizon, and a different risk characteristic. Portfolio management requires a view across all four

simultaneously.

Category Investment Examples Return
Horizon

Portfolio Question

Corridors Correspondent relationships, nostro

infrastructure, compliance capability

6 to 18 months Which corridors have the economics to

justify infrastructure investment?

Client

Segments

Relationship management, pricing

flexibility, product capability for

specific segments

12 to 36

months

Which client segments generate the

highest full relationship return?

Infrastructure Rail connectivity, routing systems,

processing capability, compliance

technology

18 to 48

months

Does this investment reduce

cost-to-serve, improve margin, or enable

revenue?

Products New payment types, enhanced

features, integration capabilities

12 to 24

months

Does this product strengthen the

franchise economics or just add volume?

5.2 Where to Invest

Investment should follow portfolio economics, not relationship pressure or competitive anxiety. Core

corridors with strong client economics justify infrastructure investment. Anchor and Growth client segments

justify pricing flexibility and relationship investment. Infrastructure investments should be evaluated on their
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commercial return — what margin improvement, volume growth, or cost reduction does this investment

produce, and over what time horizon?

5.3 Where to Stop Investing

The most important capital allocation decision is not where to invest. It is where to stop. Optimize-tier

corridors that cannot reach commercial viability should not receive continued infrastructure investment.

Exit-tier corridors should receive no investment beyond managed wind-down. Client relationships that are

structurally unprofitable after full cost-to-serve allocation should be repriced or exited, not serviced at the

same level indefinitely.

The hardest capital allocation decision. Stopping investment in a high-volume but low-margin corridor

is organizationally difficult. Volume creates the appearance of health. Stopping feels like retreat.

Portfolio management provides the economic framework to make that decision rationally — and to

explain it to stakeholders in terms they can accept.

5.4 The Build vs Buy vs Partner Decision

Infrastructure investment in payments frequently presents a build vs buy vs partner choice. Portfolio

management provides the economic framework. Build when the strategic advantage is durable and the

economics justify the capital. Buy when time-to-market matters and acquisition economics are sound.

Partner when the corridor or capability is non-core — when a fintech aggregator, network rail, or regional

bank can deliver the service more efficiently than the franchise can build it.

5.5 Scale Economics and Investment Thresholds

Certain corridors and client segments only become economically attractive once a minimum scale threshold

is reached. Below that threshold, correspondent costs, nostro buffers, and compliance overhead consume a

disproportionate share of revenue. Portfolio management requires understanding which components justify

the investment required to reach that scale — and which do not, regardless of how strategically appealing

they appear.
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5.6 Investment Horizons

Different portfolio investments have different time horizons. Pricing governance improvements can produce

margin recovery within 90 days. Corridor repricing takes 60 to 120 days. Correspondent renegotiations take

6 to 12 months. Infrastructure investments take 18 to 48 months to produce commercial return. A portfolio

management framework must align investment decisions with realistic time horizons — not evaluate all

investments on the same short-term P&L cycle.
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SECTION 6

PORTFOLIO REBALANCING

Portfolio rebalancing is the ongoing process of shifting capital, attention, and investment toward the

franchise's highest-return opportunities and away from its structurally weak components. It is not a one-time

restructuring. It is an operating discipline.

6.1 When to Scale

A portfolio component deserves scaling investment when the underlying economics are strong at current

size, the return improves with scale, the competitive position is defensible, and client demand is growing.

Scaling a structurally weak component — because it generates revenue — destroys portfolio economics.

The volume is real. The margin is not.

6.2 When to Fix

A portfolio component deserves fixing investment when the underlying demand and strategic relevance are

strong but the economics are distorted by pricing gaps, routing inefficiencies, cost visibility failures, or

correspondent relationships that can be renegotiated. Fixing is distinct from scaling — it addresses

structural problems before volume is added. Adding volume to a broken economic model compounds the

problem.

6.3 When to Exit

A portfolio component should be exited when the economics are structurally broken and cannot be fixed

through operational improvement or repricing, the competitive position is not defensible, or the capital

required to fix it exceeds the return it will generate. Exit is not failure. It is portfolio discipline. The capital

freed by exiting a structurally weak corridor or client segment is capital available for the franchise's

highest-return opportunities.
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6.4 Portfolio Gravity — Why Rebalancing Is Hard

Payments franchises accumulate infrastructure, client commitments, and regulatory obligations over time.

These create organizational gravity that makes exiting weak components or reallocating capital genuinely

difficult — even when the economics clearly support it.

In practice, three forces drive that gravity. First, organizational inertia: teams built around a corridor, product,

or client relationship have strong incentives to defend their area regardless of portfolio economics. Second,

client relationship protection: the instinct that the client is too important to reprice, too strategic to exit, or too

sensitive to upset — even when the full economics of the relationship are negative. Third, legacy systems:

infrastructure built years ago that technically could be decommissioned but is so embedded in operational

processes that the cost of change feels prohibitive.

Portfolio management exists precisely to counter that gravity. It provides the economic framework to make

rebalancing decisions rationally, the governance structure to hold them, and the language to explain them to

stakeholders in terms that are commercially defensible rather than purely financial.

The most effective rebalancing frame. Do not present corridor exits or client repricing as cost-cutting.

Present them as capital reallocation — resources being redirected from low-return components to

high-return opportunities. That framing is commercially defensible and organizationally more effective

than a pure margin argument.

6.5 The Rebalancing Cadence

Cadence What Gets Reviewed Output

Monthly Pricing governance metrics: override rate, exception

count, net margin per transaction

Pricing health signal. Exceptions flagged

for review or removal.

Quarterly Corridor classification review, client segmentation review,

concentration risk

Corridor and client tier updates.

Rebalancing actions identified.

Semi-annually Infrastructure return assessment, build vs buy vs partner

review

Infrastructure investment decisions.

Partner strategy updates.

Annually Full portfolio diagnostic, capital allocation review,

strategic rebalancing

Updated portfolio strategy. Capital

allocation plan for next 12 months.



PAYMENTS FRANCHISE PORTFOLIO MANAGEMENT carlosurena.com

17

SECTION 7

THE PAYMENTS LEADERSHIP
DASHBOARD

A payments franchise managed on revenue and volume will optimize for revenue and volume. A franchise

managed on portfolio economics will optimize for portfolio economics. The leadership dashboard determines

which one the organization becomes.

7.1 The Six Portfolio KPIs

Six metrics. Reviewed at the cadences defined in Section 6.5.

01
Net Margin per Payment
True franchise economics after all four cost components are applied.

HOW TO MEASURE Total net revenue minus total cost to serve, divided by total payment volume.

Calculate at franchise level, by product, and by corridor.

TARGET Improving trend over portfolio management baseline.

WARNING SIGNAL Flat or declining despite volume growth. Primary signal that portfolio

economics are not being managed.

02
Corridor Profitability Index
Weighted margin health across the full corridor portfolio.

HOW TO MEASURE Weighted average net margin per transaction across all corridors, weighted

by volume. Track the distribution, not just the average.

TARGET Improving mean and narrowing dispersion. No corridors with persistent

negative margin.

WARNING SIGNAL Wide dispersion with a long tail of sub-margin corridors. Indicates portfolio

rebalancing is overdue.
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03
Relationship Revenue per Client
Full economics per client: fees plus FX spread plus balance contribution minus cost to

serve.

HOW TO MEASURE Calculate for the top 50 clients by revenue. Segment by client tier. Track

trend over four quarters.

TARGET Growing trend. Balance contribution visible and incorporated in pricing

decisions.

WARNING SIGNAL Flat or declining despite relationship growth. Balance contribution not

captured. Cost to serve rising.

04
Override and Exception Rate
Pricing discipline health across the franchise.

HOW TO MEASURE Override rate as % of deals approved. Exception count and aging. Both

tracked monthly.

TARGET Override rate below 10%. Exception count declining after annual review

activation.

WARNING SIGNAL Rising override rate. Exception register not active. Pricing governance is

breaking down.

05
Infrastructure Return
Commercial return on technology, rail, and operational investment.

HOW TO MEASURE Margin improvement, volume growth, or cost reduction attributable to

infrastructure investment, divided by investment cost.

TARGET Positive and improving. All major infrastructure investments have a

documented return case.

WARNING SIGNAL Infrastructure investments not evaluated on commercial return. Build

decisions driven by capability not economics.

06
Portfolio Concentration Ratio
Revenue and margin concentration across corridors, clients, and products.

HOW TO MEASURE Percentage of total margin attributable to top 3 corridors, top 5 clients, and

top 2 products.

TARGET No single corridor above 25% of margin. No single client above 15%.

Diversification improving over time.

WARNING SIGNAL Concentration increasing. Franchise becoming more dependent on fewer

revenue sources.
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SECTION 8

THE COMPLETE OPERATING
SYSTEM

The five playbooks in the Payments Franchise Operating System form a complete transformation

framework. Each one addresses a specific layer of franchise economics. Together they cover every

dimension of payments franchise performance — from pricing discipline to relationship economics to

corridor strategy to portfolio management.

8.1 The Five-Layer Framework

DIAGNOSE
FIX

PRICING
BUILD

COMMERCIAL
OPTIMIZE

CORRIDORS
INFRA

STRATEGY
MANAGE

PORTFOLIO

Diagnostic Playbook 1 Playbook 2 Playbook 3 Playbook 4 This Playbook

Step 1 — Diagnose the Franchise

The Payments Portfolio Diagnostic scores six structural pillars and identifies where to focus first. It is the

entry point to the system — the baseline that makes every subsequent decision evidence-based rather than

intuitive.

Step 2 — Restore Pricing Discipline

The Payments Pricing Governance Playbook addresses the four sources of silent margin leakage and builds

the operating system that stops them. It restores margin integrity to the transaction revenue line before

anything else is built.

Step 3 — Build the Commercial Layer

The Payments Franchise Commercialization Guide connects payments infrastructure to relationship

economics — fees, FX spread, and balance value managed together. It captures the full relationship

revenue that transaction-level pricing leaves on the table.
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Step 4 — Optimize Cross-Border Corridors

The Payments Corridor Strategy Framework treats corridors as economic units, not volume businesses. It

builds the pricing architecture that reflects true corridor economics and makes deliberate decisions about

where to invest, fix, and exit.

Step 5 — Manage the Portfolio

This playbook sits above all four. It connects pricing discipline, commercial architecture, and corridor

economics into a single portfolio view — and gives leadership the tools to allocate capital, rebalance the

franchise, and measure performance against a coherent economic standard.

8.2 The Transformation Sequence

The sequence matters. Portfolio management applied to a franchise without pricing governance produces a

dashboard that measures the wrong things. Corridor strategy applied before commercialization misses the

relationship economics that determine which corridors are worth investing in.

The correct sequence is: diagnose the portfolio, restore pricing discipline, build the commercial layer,

optimize corridor economics, then install portfolio management. Each step builds the foundation for the next.

Organizations that skip steps produce frameworks that identify the right problems and fix the wrong ones.

The operating system analogy. Each playbook is a component of the same system. Pricing

governance is the revenue integrity layer. Commercialization is the relationship economics layer.

Corridor strategy is the network economics layer. Portfolio management is the operating layer that

connects them all and translates their outputs into strategic decisions. None of them functions at full

effectiveness in isolation.
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CLOSING

Running Payments as a Business

The difference between a payments business and a payments franchise is not product quality or technology.

It is the discipline of managing the whole system — pricing, commercialization, corridor economics, and

capital allocation — as a coherent economic portfolio.

Most payments organizations have the raw material. They have client relationships, corridor infrastructure,

technology platforms, and market presence. What they often lack is the framework to connect those assets

into a managed portfolio — one where investment decisions are made against a return standard, where

weak components are fixed or exited rather than maintained, and where leadership has a clear view of the

economics beneath the revenue line.

The Payments Franchise Operating System provides that framework. The five playbooks and the diagnostic

tool are practitioner tools built from the experience of running payments P&Ls across global banks. They are

starting points, not finished prescriptions. The calibration depends on each organization’s specific client

base, corridor portfolio, and operating model.

Start with the diagnostic. It takes twenty minutes and tells you more about the true state of your payments

franchise than most quarterly reviews. The rest of the framework follows from there. Payments franchises

rarely fail because products are weak. They fail because the economics of the franchise were never

managed as a portfolio.

carlosurena.com


