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From patchwork
to platform

Why Swiss private banks
need an architecture reset

By

witzerland's reputation as

a global leader in wealth

management is built on
precision, trust, and long-term
client relationships. Yet beneath this
excellence lies a growing structural
vulnerability: increasingly complex
and fragile technology foundations.
At a time when Hong Kong and
other financial hubs are accelerating
digital transformation, Swiss
private banks face a critical
question of whether their current
IT architectures can sustain
future competitiveness.

Over decades, Swiss institutions
have pursued innovation through
incremental change. Rather than
replacing core systems, they have

layered new capabilities on top of
existing infrastructures. The result
is a dense web of interconnected
applications, often described as a
“fragmented application landscape”or
“spaghetti stacks’, that are difficult to
scale,integrate,and govern effectively.
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How Swiss banks
got here: innovation
without integration

The current state is not the result

of poor decision-making, but of

sustained adaptation to evolving
business and regulatory demands.

Private banks have continuously
introduced specialised solutions
to enhance client service and
meet compliance requirements.
Customer relationship management
(CRM) tools, digital onboarding
platforms, anti-money laundering
(AML) and know-your-
customer (KYC) systems, portfolio
management solutions, and client-
facing digital channels have all
been added over time. Each solved
a specific need, but rarely within a
unified architectural framework.

Regulatory pressure has further
accelerated this fragmentation.
Increasingly stringent requirements

around cross-border operations,
client transparency, and financial
crime prevention have driven rapid
implementation of compliance tools,
often on tight timelines. Integration
was frequently secondary to speed.

Swiss private banks
face a critical question of
whether their current IT
architectures can sustain
future competitiveness.

Mergers and acquisitions have
compounded the issue. As
institutions absorbed new entities,
they inherited additional systems
and platforms, adding further
layers of complexity. The result
is a heterogeneous IT landscape
where duplication. inconsistency.
and technical debt are pervasive.
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An arcﬂltecture-
first approach

The operational and
strategic consequences

This fragmented architecture is
now constraining both operational

Interoperability across front, middle,
and back office systems remains
limited, leading to persistent data
silos. Information often needs to be
reconciled across multiple systems,
increasing the risk of inconsiste
and error. For relationship managers,
this translates into incomplete client
views; for operations teams, into time-
consuming manual processes.

The cost of change has risen
significantly. Launching new
products, adapting to regulatory
updates, or entering new markets

requires navigating a complex web of

dependencies. A new product. taxrule,
market restriction, or booking-centre
change may require updates across
core, portfolio management system
(PMS), CRM. KYC, reporting, and
middleware layers. Time-to-market
is slowed, and 1nnovat10n becomes
xpensive and resource-intensive.

Operational risk is also increasing,
1e reliance on middleware layers
and manual workarounds introduces
vulnerabilities, while fragmented
data complicates auditability and
compliance reporting. Inconsistent
dataflowscanunderminebothinternal
decision-making and client reporting,
affecting trust and service quality.

Why the status quo is
no longer sustainable

The incremental model is reaching
its limit.

Client expectations have shifted
decisively toward digital-first
experiences. High-net-worth
individuals (HNWIs) increasingly
expect high-touch advice
combined with seamless, real-time
interactions across channels.

At the same time, competitive
pressure is intensifying. Digitally
native players and external asset
managers operate with leaner, more
flexible architectures, enabling
faster innovation and more
personalised services.

Core modernisation is becoming
a board-level option, alongside
renovation, component replacement,
and progressive transformation.

Cost-income ratios in Swiss private
banking are under sustained pressure.
Maintaining complex legac
consumes a growing share
budgets. leaving limited

strategic investment.

Therise of Aland advanced analytics
will not solve fragmented data
architecture; it will expose it. These
technologiesdepend on clean, unified,
and accessible data - conditions that
fragmented architectures struggle
to provide.

Regulators, including Switzerlar

Financial Market Supervisory
Authority (FINMA), are also
raising expectations. Transparency.
traceability, and auditability are no
longer optional. Complex, opaque

tem landscapes make compliance

more challenging and incr
exposure to regulatory risk.

““The rise of AI and advanced
analytics will not solve
fragmented data architecture:

it will expose it.”’
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The next investment cycle:
a strategic inflection point
for the next 24 months

Swiss private banksare approaching
a tipping point. Incremental
fixes — adding another interface,
another middleware layer. another
point solution — are delivering
diminishing returns.

The industry is beginning to shift
from an “add-on” mindset to an
“architecture-first™ approach.
CEOQOs, CTOs, COOs, CFOs, and
CROs should all care because
architecture affects growth, cost,
risk, and regulatory control.

Core modernisation is becoming
a board-level option, alongside
renovation,componentreplacement,
and progressive transformation.

Strategic options for Swiss
private banks

Private banks have several pathways
to address their architectural
challenges, each with distinct trade-
offs: bank size, business model,
level of customisation, outsourcing
appetite, data complexity, risk
tolerance, and investment capacity.

Core renovation involves
modernising existing systems
C C
incrementally —improvingintegration
C C

and performance while retaining the
core platform. This approach reduces
disruption but may not fully resolve
structural limitations.

Full core replacement offers the
opportunity to reset architecture
entirely, adopting modern,
scalable platforms. Although more
transformative, it carries higher
execution risk and requires careful
change management.
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Progressive modernisation
represents a hybrid approach —
gradually replacing components
while moving toward a target
architecture. This allows for
controlled transformation but
demands strong governance and
long-term commitment.

Across all options, there is a
clear shift toward modular, API-
first architectures. These enable
greater flexibility, allowing banks
=

to integrate best-of-breed solutions
while maintaining coherence.

Cloud adoption is also gaining
traction, whether through private,
public, or hybrid models. Within
FINMA Swissregulatory constraints,
cloud and Saa$S solutions can
enhance scalability. resilience, and
cost efficiency, provided they are
implemented within a well-defined
architectural framework.

Key success factors

Successful transformation requires
more than technology investment;
it demands strategic clarity and
organisational alignment.

A clearly defined target architecture,
aligned with business objectives, is
essential. Without this, modernisation
effortsrisk perpetuatingfragmentation
rather than resolving t.

Aphased transformation approach
helps mitigate risk, allowing banks
to deliver incremental value while
maintaining operational stability.

Vendor and partner selection
must be guided by long-term
flexibility rather than short-term
functionality. Interoperability,
openness, and scalability are
critical criteria.

Equally important is change
management. Transformation
impacts not only IT, but also
front-office teams, operations,
and governance structures.
Aligning stakeholders across the
organisation is key to sustaining
momentum and realising value.

Risks of inaction

The cost of maintaining the status
quo is rising, and increasingly
visible. Private banks risk losing
competitive ground to more agile
players capable of delivering superior
digital experiences and faster
innovation. I'T costs will continue
to escalate without delivering
proportional business value, further
pressuring profitability.

The ability to innovate will be
constrained. limiting growth
opportunities and responsiveness
to market changes. Operational
and regulatory vulnerabilities
will increase, as complex systems
become harder to manage. audit.
and secure.

From complexity
to control

Technology simplification is no
longer aninternal I'T concern:itis
astrategic imperative. By moving
from fragmented. patchwork
systems to cohesive, modern
platforms, Swiss private banks can
unlock new levels of efficiency.
agility. and client value.

The next technology investment
cycle will be decisive. As core
banking contracts come up for
renewal through 2028 to 2030,
banks have a strategic window
to reassess whether their current
platforms still support their
future ambitions.

Acting now allows institutions
to regain control, simplify
their architecture, and build
the foundations for long-
term competitiveness.

Delaying the decision risks
extendingdependence on systems
that are becoming increasingly
costly. complex, and difficult
to evolve.

“By moving from fragmented,
patchwork systems to cohesive,
modern platforms, Swiss
private banks can unlock new
levels of efficiency; agility;

and client value.”

Successful
transformation
requires more
than technology
investment:

it demands
strategic clarity
and organisational
alignment.
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