
PAYMENTS INFRASTRUCTURE

STRATEGY

Choosing the rails that determine the economics of the payments franchise.

“Infrastructure decisions compound. The rail a payments organization chooses

today determines its cost structure, routing flexibility, and pricing power for the

next decade. Most organizations never make that decision explicitly —

infrastructure accumulates until the franchise is constrained by choices made

years earlier for reasons that no longer make economic sense.”

What this playbook covers

A practitioner framework for making payments infrastructure decisions deliberately — as portfolio economics

choices rather than technology integrations. How the infrastructure stack works, how each rail layer affects

commercial economics, where AI and automation create real value versus hype, and how to build a rail

portfolio that supports the commercial strategy rather than constraining it.
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EXECUTIVE SUMMARY

The Infrastructure Gap

Infrastructure decisions compound. Most payments organizations never make them explicitly. A client

requests a capability, an integration gets built, and years later that integration has become a structural

dependency — repeated across corridors until the franchise has a rail portfolio nobody chose.

The consequence is a commercial strategy constrained by infrastructure choices made years earlier.

Product and commercial teams optimize pricing and corridor economics, but the underlying infrastructure

means certain corridors are structurally expensive or that routing flexibility simply does not exist. The routing

layer stops being an optimization engine and becomes a fixed path.

This playbook is a practitioner framework for making infrastructure decisions deliberately — as portfolio

economics choices rather than technology integrations. The central thesis: payments infrastructure is not a

technology decision. It is a commercial strategy decision that determines cost structure, routing flexibility,

and pricing power for years to come.

What This Playbook Delivers

Infrastructure Stack

How the five layers of

payments infrastructure

connect and where

strategy sits.

Rail Landscape

Correspondent,

network, aggregator,

and domestic rails —

economics of each.

Portfolio Economics

How to evaluate

infrastructure decisions

on commercial return,

not capability.

Routing Strategy

How the rail portfolio

determines routing

options and where

economics get

executed.

Build vs Buy vs

Partner

The framework for the

most consequential

infrastructure decision.

AI and Automation

Where the intelligence

layer creates real value

and where it is

overhyped.

Legacy Infrastructure

How to sequence

migration off

infrastructure you would

not choose to build

today.

90-Day Build

Diagnostic, strategy

design, and activation in

three phases.
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SECTION 1

THE INFRASTRUCTURE
PROBLEM

1.1 How Infrastructure Actually Gets Built

Infrastructure in payments rarely gets designed. It accumulates. A client requests a capability. The product

team responds. An integration gets built. Three years later the integration has become a dependency.

Multiply that across corridors, client segments, and product lines and you get a rail portfolio that nobody

explicitly chose — a collection of integrations that made sense individually at the time and collectively create

a fragmented cost structure.

The result is a pattern familiar to anyone who has run a payments franchise: routing logic that was designed

as an optimization engine has become a fixed path. Certain corridors are structurally expensive not because

the underlying economics are bad but because the infrastructure was built for a different purpose at a

different time. Commercial teams are pricing and selling against a cost structure they cannot change

because the infrastructure decisions that created it were made years earlier.

1.2 The Biggest Infrastructure Mistake

The most common infrastructure mistake is building proprietary solutions for problems that networks and

fintechs had already solved more efficiently. The instinct that proprietary infrastructure creates competitive

advantage is frequently wrong. Competitive advantage in payments sits in the commercial layer — pricing

discipline, client economics, corridor strategy. Infrastructure is the cost structure beneath it. Building it

yourself when better alternatives exist adds cost without adding advantage.

The organizations that got this right treated infrastructure as a means to a commercial end. They asked:

what cost structure and routing flexibility does our commercial strategy require, and what is the most efficient

way to build that? The organizations that got it wrong asked: what can we build? Then they found

commercial strategies to justify the infrastructure they had built.
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The build vs commercial sequencing problem. Infrastructure built before commercial strategy is

defined almost always creates constraints that commercial teams spend years working around. The

correct sequence is: define the commercial strategy, identify the infrastructure required to support it,

then make the build vs buy vs partner decision. Most organizations do the reverse.

1.3 Why Infrastructure Decisions Have Long Half-Lives

A correspondent banking relationship established a decade ago is still determining corridor economics

today. A proprietary processing platform built years ago is still consuming maintenance budget and

constraining routing flexibility. The long half-life of payments infrastructure is what makes the original

decision so consequential — and why treating it as a technology choice rather than a strategic one is so

costly.

Infrastructure decisions compound in both directions. Good decisions accumulate advantage: a

well-negotiated correspondent structure improves with volume, a routing architecture designed for flexibility

becomes more valuable as rail options expand. Bad decisions accumulate cost: legacy infrastructure

requires maintenance that consumes investment capacity, routing constraints prevent optimization as

economics change, and correspondent dependencies become more expensive as the franchise grows past

the point where renegotiation should have happened.
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SECTION 2

THE PAYMENTS

INFRASTRUCTURE STACK

Most people in payments see only one layer of the infrastructure stack. Fintech people see the platform.

Network people see the rail. Banks see the corridor. Product teams see the client. Infrastructure strategy

requires seeing all five layers simultaneously — and understanding how decisions made at one layer create

constraints and opportunities at every other layer.

HOW MONEY ACTUALLY MOVES IN MODERN PAYMENTS

CLIENT / PLATFORM LAYER

Corporate treasury · Fintech apps · Gig platforms · Banks

▼

COMMERCIAL LAYER

Pricing · FX spread · Client economics · Commercial

agreements

▼

ROUTING / ORCHESTRATION LAYER

Payment routing logic · Rail selection · Liquidity

optimization · Compliance checks

▼

RAIL LAYER

Correspondent banking · Visa Direct / Mastercard Move ·

Fintech aggregators · Domestic RTP / ACH

▼

SETTLEMENT / LIQUIDITY LAYER

Nostro accounts · Prefunding · Central bank settlement ·

Network settlement

Infrastructure strategy is the decision of

how a payments franchise composes

these layers to support its commercial

strategy.

Most people in payments see only one

layer. Fintech people see the platform.

Network people see the rail. Banks see the

corridor. Product teams see the client. The

commercial and routing layers are where

strategy is executed.

Infrastructure decisions made at the rail and

settlement layers determine the cost

structure and routing flexibility available to

the commercial layer. When those decisions

are made years earlier without a

commercial lens, the commercial strategy

ends up constrained by infrastructure

choices that may no longer make economic

sense.
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2.1 The Commercial and Routing Layers Are Where Strategy Lives

Of the five layers in the stack, the commercial and routing layers are where payments strategy is actually

executed. Pricing decisions, corridor economics, client relationship management, FX spread governance —

all of these live in the commercial layer. Rail selection, liquidity optimization, compliance routing, and cost

optimization live in the routing layer.

The infrastructure and settlement layers beneath them determine what is possible in the commercial and

routing layers. A franchise with a well-designed rail portfolio has genuine routing flexibility — the ability to

select the optimal rail for each payment based on cost, speed, liquidity, and client requirements. A franchise

with fragmented, legacy-constrained infrastructure has routing on paper and fixed paths in practice.

2.2 The Critical Disconnect

The most damaging infrastructure failure is not a bad technology decision. It is the disconnect between the

infrastructure layer and the commercial layer. Infrastructure decisions are made years earlier — selecting a

correspondent structure, building a proprietary processing capability, integrating a particular network rail.

Those decisions lock in a cost structure and routing constraint that the commercial side has to live with long

after the original rationale has faded.

The commercial team is trying to optimize pricing and corridor strategy. The underlying infrastructure means

certain corridors are structurally expensive or that routing flexibility does not exist. The gap between what

the commercial strategy requires and what the infrastructure can deliver is where margin erosion lives.

The routing layer as a signal. The routing layer is the clearest diagnostic of infrastructure health. When

routing logic can genuinely optimize across multiple rails based on real-time economics, the

infrastructure is working. When routing has effectively become a fixed path because single-rail corridor

dependencies have accumulated, the infrastructure is constraining commercial performance.
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SECTION 3

THE RAIL LANDSCAPE

The infrastructure stack explains how payments systems are structured. The rail landscape explains the

infrastructure options available within that stack. Banks, networks, correspondent banks, fintech

aggregators, and domestic rails are not competing alternatives. They are layers of an ecosystem that

payments franchises navigate simultaneously. Infrastructure strategy determines how to compose these

layers into a cost structure that supports the commercial strategy.

3.1 The Four Rail Categories

Rail Type Strengths Weaknesses Best Used For

Correspondent

Banking

Deep liquidity. Bilateral

relationship control.

Flexible for complex

flows.

High operational cost. Nostro

funding requirement.

Price-taker on thin-volume

corridors.

Large ticket, relationship-driven,

complex cross-border flows.

Network Rails

(Visa Direct,

Mastercard

Move)

Fast settlement. Broad

geographic reach.

Standardized economics

at scale.

Scheme fee structure. Limited

pricing flexibility.

Volume-density dependency.

Consumer and SME

cross-border, gig economy

payouts, marketplace

disbursements.

Fintech

Aggregators

(Nium,

Currencycloud,

Thunes)

Fast corridor expansion.

Low entry cost. No nostro

requirement.

Dependency risk. Margin

compression at scale. Limited

differentiation.

Corridors where bank economics

are structurally weak.

Speed-to-market priority.

Domestic RTP

(ACH, RTP,

FedNow, SEPA

Instant)

Speed. Low transaction

cost. Increasingly

connected cross-border.

Geographic limitation.

Domestic leg only.

Cross-border linkages still

maturing.

In-market payments, domestic

clearing equivalents,

same-currency flows.
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3.2 How Each Rail Affects Commercial Economics

Each rail carries a different cost structure, a different pricing dynamic, and a different set of strategic

implications for the commercial layer.

Correspondent Banking

Pricing control but high fixed costs. The franchise pays for the correspondent relationship whether or not

volume justifies it. On high-volume corridors with a direct relationship, correspondent banking offers the best

unit economics. On thin-volume corridors, the fixed cost of maintaining the relationship destroys margin per

transaction.

Network Rails

Speed and reach but standardized economics. Scheme fees are set by the network and do not bend to

relationship dynamics. Networks optimize for transaction density and scheme economics. Banks optimize

for relationship profitability. Infrastructure strategy must balance both when deciding how deeply to integrate

network rails into the payments architecture.

Fintech Aggregators

Fast corridor expansion but dependency that is expensive to unwind. An aggregator relationship that starts

as a tactical corridor solution often becomes a structural dependency. As volume grows, the aggregator's

margin compresses yours. The exit cost — building or sourcing an alternative — is high by the time the

economics become problematic.

Domestic RTP

Low cost and high speed on the domestic leg but does not eliminate cross-border economics. The

emergence of cross-border RTP linkages — UPI, PIX, SEPA Instant connections — is real but early-stage.

Organizations building infrastructure strategy today should monitor but not yet rely on cross-border RTP

linkages as a primary corridor solution.
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3.3 Rail Choice Changes Corridor Economics

The commercial impact of rail selection is concrete and directionally consistent across corridors. The World

Bank reports average cross-border payment costs of 5–7 percent of transaction value for retail flows through

traditional correspondent banking — while network rails and aggregator alternatives operate at structurally

lower unit costs. For commercial flows the differential is smaller, but the pattern holds: correspondent

banking carries higher fixed costs justified by relationship depth and complex flow handling, while network

rails and aggregators trade pricing flexibility for lower unit cost and faster settlement.

Rail Option Cost Profile Settlement Commercial Implication

Correspondent Bank

(direct)

Highest unit cost. Fixed

relationship cost regardless

of volume.

T+1 to T+2 Justified by large ticket, relationship-driven,

complex flows. Price-taker on thin-volume

corridors.

Network Rail Lower unit cost.

Volume-tiered scheme fee

structure.

Same day Speed and reach advantage. Scheme

economics limit pricing flexibility.

Fintech Aggregator Lowest entry cost. Margin

compresses as volume

grows.

Same day Fast corridor entry. Structural dependency

risk at scale.

The routing implication. The cost differential between rails on the same corridor compounds at

volume. A franchise with genuine routing flexibility can optimize rail selection by payment type, ticket

size, and client segment without repricing. A franchise locked into a single rail has no such lever.

Industry analysis indicates that AI-driven routing optimization across available rails saves 12–25 percent

on payment infrastructure costs on corridors where multiple viable options exist (PayPal and Visa

operational data). This is why routing strategy is a commercial decision, not an operations one.

3.4 Emerging Digital Rails — Stablecoins, CBDCs, and Tokenized Deposits

Digital settlement rails are increasingly entering the payments infrastructure landscape. Stablecoins such as

USDC and PYUSD enable near real-time cross-border settlement on public blockchains. Central bank digital

currencies and tokenized bank deposits represent alternative models where settlement occurs on regulated

digital ledgers rather than through traditional correspondent banking structures.
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From an infrastructure perspective these technologies function as alternative settlement rails, not as

replacements for the broader payments stack. They do not eliminate the commercial layer, routing logic, or

client relationship dynamics that determine payments economics. Their potential impact sits in two areas:

settlement speed — near real-time cross-border settlement reduces timing risk and float — and liquidity

efficiency, where reduced need for prefunded nostro balances would directly improve corridor economics on

capital-intensive corridors.

However, the commercial economics remain uncertain and the regulatory landscape is still developing.

Stablecoin networks introduce counterparty and regulatory risks that traditional rails do not carry. CBDC

frameworks remain in early stages globally, with most central bank programs still in pilot or design phases.

Cross-border stablecoin transaction volumes reached approximately $5.7 trillion in 2024 (Visa on-chain

data), still a small fraction of global commercial payment flows.

The honest practitioner position. For most payments franchises today, digital rails are best

understood as an additional infrastructure option within the rail portfolio rather than a structural

replacement for existing rails. Stablecoins may improve settlement efficiency, but they do not eliminate

the need for liquidity management, compliance controls, and commercial pricing discipline. They do not

change the fundamental commercial questions: which corridors to serve, how to price relationships, how

to manage correspondent economics, and how to allocate capital across the portfolio. Monitor the

development of CBDC linkages and stablecoin infrastructure, but evaluate them through the same

commercial framework as any other rail decision.

3.5 The Network Partnership Dynamic

For most payments franchises, the strategic infrastructure question regarding networks is not whether to

participate — it is how to optimize the commercial terms of that participation. Volume-based pricing tiers,

routing incentives, scheme fee structures, and product-level economics all affect the commercial return of

network participation.

Networks optimize for transaction density and scheme economics. Banks optimize for relationship

profitability. These incentives align when volume growth on high-density corridors benefits both parties.

They conflict when banks want relationship-driven pricing flexibility that the network's standardized

economics cannot accommodate. This tension becomes visible when scheme pricing tiers reward volume

concentration while banks require routing flexibility across rails to serve different client segments at different

price points. Understanding that tension is essential for negotiating network participation on commercially

sound terms.
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SECTION 4

INFRASTRUCTURE AS

PORTFOLIO ECONOMICS

Infrastructure strategy is not an IT decision. It is a portfolio economics decision that determines the cost

structure and routing flexibility available to the commercial layer for years. Every infrastructure decision

should be evaluated through a commercial lens before a technical one.

4.1 The Commercial Framework for Infrastructure Decisions

Five dimensions determine the commercial value of any infrastructure decision.

Dimension What to Assess Commercial Implication

Cost per transaction Fully-loaded cost at current volume and at

projected scale

The floor for viable pricing. Rail economics must

be built into the client rate.

Routing flexibility How many viable alternatives exist and how

easily flows can be redirected

Flexibility is pricing power. Single-rail corridors

are price-takers.

Pricing power Whether the infrastructure preserves or

surrenders commercial pricing control

Infrastructure that standardizes economics

reduces commercial differentiation.

Scalability

economics

How unit costs and routing options change

as volume grows

Some infrastructure is only viable above a

volume threshold. Know the number.

Dependency risk Exit cost and switching difficulty if the

provider's interests diverge

Dependency that cannot be unwound is a

structural cost disadvantage.

4.2 Build vs Buy vs Partner

The build vs buy vs partner decision is the most consequential infrastructure choice a payments franchise

makes. In practice it is driven by three forces: organizational politics, vendor relationships, and the instinct

that proprietary infrastructure creates competitive advantage. Organizations get it wrong when they build for
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capability rather than commercial return — and when they systematically underestimate the ongoing

maintenance cost of what they build.

Decision When It Makes Sense When Organizations Get It Wrong

Build Strategic advantage is durable. Economics justify

capital. Capability is genuinely core.

Building what the market has already solved.

Underestimating maintenance cost.

Buy Time-to-market matters. Acquisition economics

are sound. Capability is available.

Paying for capability without assessing integration

cost and operational dependency.

Partner Corridor or capability is non-core. Partner delivers

more efficiently.

Treating partner dependency as permanent. Not

managing the exit optionality.

4.3 Infrastructure Concentration Risk

Rail concentration creates the same structural fragility as corridor concentration and client concentration. A

franchise routing 80 percent of cross-border volume through a single correspondent is a price-taker on that

corridor. A franchise dependent on a single network rail has no routing alternative when scheme economics

change. Infrastructure portfolio management requires the same diversification discipline as the broader

payments portfolio.

Concentration risk also weakens negotiation leverage. A franchise dependent on a single rail has limited

ability to renegotiate pricing when scheme economics or correspondent fees change — because the

provider knows there is no credible alternative. Routing flexibility is not just an operational capability. It is a

commercial negotiating position.

4.4 Routing Strategy — Where Economics Get Executed

The rail portfolio determines the routing options. Routing strategy determines which rail is used for each

transaction. This is the layer where infrastructure decisions are translated into commercial outcomes — and

it is the layer most often degraded by infrastructure accumulation.

In a well-designed infrastructure, routing logic optimizes in real time across multiple dimensions: cost per

transaction on each available rail, settlement speed value to the client, liquidity requirements and nostro

impact, compliance overhead by corridor, and client-specific routing preferences. In practice, many

organizations have routing logic that was designed for optimization but operates as a fixed path because the

underlying rail portfolio has no genuine alternatives on key corridors.
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The routing test. For each corridor, ask: if the primary rail became unavailable or significantly more

expensive tomorrow, what would we do? If the answer is "we have no alternative," the routing layer is a

fixed path, not an optimization engine. That is a concentration risk and a pricing constraint that belongs

in the infrastructure diagnostic.

4.5 Rail Portfolio Strategy — Connecting Playbooks 3 and 4

Corridor classification from Playbook 3 drives infrastructure investment decisions directly. Each corridor tier

has a different infrastructure strategy that matches its commercial priority.

▲ VOL HIGH

CORE
High volume · High margin

Direct Correspondent + Network Backup

OPTIMIZE
Lower volume · High margin

Aggregator + Cost Reduction Focus

▼ VOL LOW

EXPANSION
High volume · Lower margin

Network Rails + Build Correspondent

EXIT / PARTNER
Low volume · Low margin

Partner Only · No New Investment

■ MARGIN LOW MARGIN HIGH ■

The logic behind each quadrant:

Corridor
Tier

Infrastructure Strategy Rail Priority Investment Logic

Core Direct correspondent + routing

optimization

Correspondent banking with

network rail alternative

Invest in relationship depth and

routing flexibility. Renegotiate

correspondent annually.

Expansion Network rails + selective

correspondent build

Network rail as primary,

correspondent as volume

grows

Use network rails to enter fast. Build

correspondent relationship as

volume justifies.

Optimize Aggregator or network rail +

cost reduction focus

Lowest-cost available rail. No

new infrastructure

investment.

Fix cost structure before repricing.

Aggregator dependency acceptable

short-term.

Exit / Partner Partner-only infrastructure No proprietary rail. Fintech or

network partner handles

infrastructure.

Zero new infrastructure investment.

Managed wind-down of existing

capability.
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4.6 Corridor-Level Infrastructure Strategy

Infrastructure decisions are corridor decisions. The optimal rail structure for a USD-Mexico corridor is

different from a USD-Nigeria corridor — different correspondent options, different regulatory environments,

different fintech aggregator availability, different domestic RTP maturity. Infrastructure strategy must be built

at the corridor level, not as a single enterprise-wide architecture decision.

This is where infrastructure strategy connects directly to the Corridor Strategy Framework in Playbook 3.

The corridor classification — Core, Expansion, Optimize, Exit/Partner — should drive infrastructure

investment decisions. Core corridors justify investment in direct correspondent relationships and routing

optimization. Exit/Partner corridors should receive no new infrastructure investment beyond managed

wind-down.
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SECTION 5

THE INTELLIGENCE LAYER—

AI AND AUTOMATION

AI does not change the fundamental economics of payments infrastructure. Correspondent costs, nostro

funding requirements, compliance overhead, and scheme fees are all determined by the rails, not by the

intelligence layer sitting on top of them. What AI and automation change is the efficiency of operating that

infrastructure — and in payments, operational efficiency is a significant margin lever.

5.1 Where AI Has Genuine Near-Term Commercial Value

Three areas where AI and automation produce measurable economic impact in payments infrastructure

today.

What the data supports. AI-driven routing optimization saves 12–25 percent on payment infrastructure

costs where multiple rail options exist (PayPal and Visa operational data). 36 percent of financial

services professionals report AI reduced annual costs by more than 10 percent (NVIDIA, 2023).

Fraud Detection and Compliance Screening

Pattern recognition on large transaction datasets is where AI has the clearest track record in payments.

Lower false positive rates reduce compliance cost per transaction. Higher detection rates reduce fraud

losses. Both improve corridor economics where compliance overhead is a margin constraint.

Exception Handling and Repair Automation

Payment exceptions consume disproportionate operational cost. AI-assisted triage, routing, and resolution

of exceptions directly reduces the cost-to-serve on high-exception corridors. This connects directly to the

corridor economics framework in Playbook 3: exception cost is a real corridor cost component, and

automation that reduces it improves the net corridor margin calculation. Organizations with high exception

rates on specific corridors should evaluate AI-assisted repair before repricing.
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Liquidity and Nostro Optimization

AI forecasting of intraday funding requirements by corridor reduces nostro buffer waste. On corridors with

liquidity asymmetry — the Asia-to-US timing gap discussed in Playbook 3 — predictive liquidity

management can reduce the funding cost that makes some corridors structurally expensive. The

commercial case is straightforward: a smaller nostro buffer that still meets settlement obligations reduces

the funding cost component of corridor economics.

5.2 Where AI Is Overhyped in Payments

AI will not replace commercial judgment in payments. Pricing decisions require relationship context,

regulatory awareness, and strategic intent that pattern recognition cannot provide. Client segmentation

requires understanding of organizational dynamics and strategic fit that data alone cannot capture. Corridor

classification decisions — broken versus poorly managed, core versus exit — require the kind of judgment

that comes from running the business, not from training data.

The honest practitioner view: AI is a cost reduction tool in payments infrastructure, not a revenue generation

tool. Organizations treating AI as a source of commercial advantage are likely to be disappointed.

Organizations treating it as a way to reduce the operational cost of their existing infrastructure will find real

value.

The AI infrastructure decision. AI capabilities in payments are increasingly available as infrastructure

components — embedded in compliance platforms, routing systems, and exception management tools.

The build vs buy vs partner framework applies directly. Building proprietary AI infrastructure for

payments is almost never justified — the market has solved most of the pattern recognition problems

already. Buy or partner for AI-enhanced infrastructure components where the ROI is clear.

5.3 The Regulatory Layer

AI in payments operates under increasing regulatory scrutiny. Explainability requirements for automated

decisions, model risk management frameworks, and emerging AI governance standards all affect how AI

infrastructure can be deployed. A payments franchise building AI-enhanced compliance or routing

infrastructure must account for the regulatory overhead of that infrastructure — which is itself a cost-to-serve

variable that belongs in the economics model.
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SECTION 6

INFRASTRUCTURE STRATEGY

IN PRACTICE

6.1 Design the Rail Portfolio Deliberately

A deliberately designed rail portfolio starts with the commercial strategy — which corridors to grow, which

client segments to serve, which flow types to prioritize — and works backward to the infrastructure required

to support it. Most organizations do the opposite: they build infrastructure and then find commercial

strategies that fit within it. The sequence matters because infrastructure decisions have long half-lives.

6.2 The Legacy Infrastructure Problem

Every established payments franchise has legacy infrastructure that it would not choose to build today. The

question is not whether to replace it — the question is the sequence and economics of migration. Migrating

off legacy rails is expensive, disruptive, and carries execution risk. The business case must be built on the

commercial return of the target infrastructure, not just the cost of the legacy.

The most common legacy migration mistake is attempting to replace everything simultaneously. The

practical approach: identify the corridors where legacy infrastructure is most constraining commercial

performance, build the economic case for migration on those corridors specifically, and sequence the

migration in order of commercial impact. The rest of the legacy portfolio can follow as commercial cases are

established.
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6.3 How Infrastructure Connects to the Operating System

Infrastructure strategy is the structural cost layer of the Payments Franchise Operating System. Each of the

other playbooks depends on infrastructure decisions.

Playbook Infrastructure Dependency Where Infrastructure Constrains or
Enables

Pricing Governance Cost-to-serve visibility requires infrastructure

cost allocation by corridor

Fragmented infrastructure makes true

cost-per-transaction invisible

Commercialization Balance contribution and FTP linkage require

payment flow data infrastructure

Poor data infrastructure prevents

relationship-level economics from being built

Corridor Strategy Corridor classification requires corridor-level

cost visibility from infrastructure

Single-rail corridors cannot be optimized

regardless of commercial strategy

Portfolio

Management

Capital allocation decisions require

infrastructure cost and return data

Infrastructure maintenance cost consumes

capital that should fund commercial

investment
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SECTION 7

90-DAY INFRASTRUCTURE

STRATEGY BUILD

Infrastructure transformation cannot be completed in 90 days. What can be completed in 90 days is the

diagnostic, strategy, and activation sequence that establishes the direction and builds the economic case for

the investments that follow.

7.1 Data Prerequisites

Data Required Used For If Not Available

Current rail inventory by

corridor

Rail concentration and

dependency mapping

Manual audit of corridor routing logic and

correspondent agreements.

Fully-loaded cost per

transaction by rail and corridor

True infrastructure cost baseline Build from correspondent invoices, scheme fee

data, and operational cost allocation.

Routing flexibility assessment Identify single-rail dependencies

and concentration risk

Map viable rail alternatives per corridor. Flag

corridors with no alternative.

Legacy infrastructure

maintenance cost

Capital consumed by legacy vs

available for new investment

Request from technology and operations.

Separate run cost from change cost.

AI/automation opportunity

assessment

Where intelligence layer

investment produces measurable

ROI

Baseline exception rate, false positive rate, and

nostro buffer cost by corridor.

The most important data point to find in week one. The fully-loaded cost per transaction by corridor

is the single most valuable input to the infrastructure diagnostic. Without it, rail decisions are made on

capability rather than economics. With it, concentration risks, overbuilt infrastructure, and optimization

opportunities all become visible.
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7.2 The Three Phases

DAYS 1-30 DAYS 31-60 DAYS 61-90

Diagnostic Strategy Design Activation

Map rail portfolio by corridor Build target rail portfolio Begin priority migrations

Identify concentration risks Evaluate build/buy/partner Start network negotiations

Assess legacy dependencies Design routing strategy Implement AI components

Baseline AI/automation costs Plan legacy migration Set KPI baseline

Output: Infrastructure Diagnostic

Output: Infrastructure Strategy

Document Output: Infrastructure Strategy Live

Phase
1

Days 1 to 30 — Diagnostic and Mapping

• Map the current rail portfolio by corridor: which rails, at what volume, at what fully-loaded cost.

• Identify concentration risks — corridors with single-rail dependency and no viable alternative.

• Assess legacy infrastructure maintenance cost and migration complexity.

• Baseline AI and automation opportunity: exception rate, false positive rate, nostro buffer cost.

• Flag corridors where infrastructure is most constraining commercial performance.

DELIVERABLE
Infrastructure Diagnostic Report: rail map by corridor, concentration risk assessment, legacy

cost baseline, AI opportunity inventory.

Phase
2

Days 31 to 60 — Strategy Design

• Build the target rail portfolio aligned to the commercial strategy from Playbook 3.

• Evaluate build vs buy vs partner for each infrastructure component using the five-dimension framework.

• Design routing strategy: rules for rail selection by corridor, flow type, and client segment.

• Build the migration sequence for legacy infrastructure ordered by commercial impact.

• Identify AI/automation investments with clear ROI and begin vendor evaluation.

DELIVERABLE
Infrastructure Strategy Document: target rail portfolio, build/buy/partner decisions, routing

strategy, migration sequence, AI investment roadmap.



PAYMENTS INFRASTRUCTURE STRATEGY carlosurena.com

21

Phase
3

Days 61 to 90 — Activation

• Begin priority corridor migrations where commercial case is established.

• Initiate network partnership optimization conversations on key corridors.

• Implement AI-enhanced components where ROI is clear and regulatory path is defined.

• Establish the quarterly infrastructure review cadence aligned to corridor classification review.

• Set KPI baseline across all five infrastructure metrics.

DELIVERABLE
Infrastructure strategy live. Priority migrations initiated. Network negotiations started. AI

components in implementation. KPI baseline set.

7.3 KPIs for Infrastructure Strategy

Five metrics. Reviewed quarterly alongside corridor classification.

KPI What It Measures Target Direction

Infrastructure Cost per

Transaction by Corridor

True cost position after full rail cost allocation Declining on Optimize corridors.

Stable on Core. Tracked on all.

Rail Concentration Ratio Volume on primary rail as % of total by corridor No corridor above 80% on single rail

without a documented alternative.

Legacy Maintenance as % of

Infrastructure Spend

Capital consumed by legacy vs available for

new investment

Declining as migration progresses.

Target below 30% within 24 months.

Routing Flexibility Index Number of viable rail alternatives per corridor Improving trend. Priority corridors

with at least two viable alternatives.

AI/Automation ROI Operational cost reduction attributable to

intelligence layer investment

Positive and improving. All AI

investments have documented

return cases.
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CLOSING

Infrastructure Is Commercial Strategy

Infrastructure strategy is the structural cost layer of the payments franchise. Every commercial decision in

pricing governance, franchise commercialization, and corridor strategy is ultimately executed against an

infrastructure cost structure. The quality of that cost structure — its efficiency, its flexibility, its routing

optionality — determines how much of the theoretical commercial advantage the franchise can actually

capture.

The organizations that build infrastructure deliberately — starting with commercial strategy and working

backward to rail architecture — accumulate structural cost advantages that compound over time. Those that

let infrastructure accumulate through client requests and product integrations find themselves with

commercial strategies constrained by infrastructure choices that were made years earlier for reasons that

may no longer make economic sense.

The Payments Franchise Operating System is now complete. Pricing governance captures revenue.

Commercialization captures relationship economics. Corridor strategy optimizes network economics.

Infrastructure strategy determines the cost position beneath all of it. Portfolio management allocates capital

across the system. Together they form a complete framework for running payments as an economic

franchise rather than a collection of products.

The Payments Portfolio Diagnostic at carlosurena.com scores infrastructure strategy as one of the six

structural pillars. Start there.

carlosurena.com


