
Leading Australian Bank
From system of record to system of intelligence:  
modernizing one of Australia’s leading tier-one bank 

Nearly one in two payments in Australia is processed through one of 
the country’s largest core banking platforms – underscoring its role as 
critical financial infrastructure. When this leading tier-one institution set 
out to transform its 20 year old, highly customized SAP landscape into a 
future-ready, AI-enabled core, the stakes were exceptionally high – with 
zero tolerance for disruption.

Industry 
Retail &  
Commercial Banking

Products used 
SAP Fioneer Core Banking 
Suite (TRBK), SAP HANA

Partners 
SAP, SAP Fioneer, 
Accenture, AWS, RedHat

Duration 
18 months  
(Jan 2024 – Sep 2025) 

Key outcomes

performance uplift 
vs. 20-year optimized 
DB2 system

30%
reduction in annual 
Total Cost of Ownership

30%
uptime maintained 
throughout

99.99%
of customer, account and 
transactional data now 
accessible for real-time 
behavioral banking

90%
accounts migrated 
with near-zero 
disruption

28 million

Executive overview

Objectives

•	 Replace a technically constrained, 
20-year-old core with a clean, 
modular, cloud-native platform

•	 Unlock real-time data access to 
enable AI, personalization and 
behavioral banking at scale

•	 Reduce Total Cost of Ownership 
and improve long-term 
operational agility

Benefits

•	 Core transformed from a locked-
down ecosystem and system of 
record into an open system of 
intelligence

•	 Foundation laid for AI agent 
deployment, deep personalization 
and behavioral banking

•	 Unlocked customer and transaction 
data and increased data velocity

•	 Operational silos eliminated; eight 
fragmented teams unified around a 
modern, observable stack

Resolution

•	 Deployed SAP Fioneer Core 
Banking Suite (TRBK) on 
SAP HANA, hosted on AWS, 
replacing SAP Banking Services 
9 on IBM DB2

•	 Used an optimized downtime 
migration approach (SUM 
doDMO) to achieve a single-
step conversion



A leading Australian tier-one bank is not just one of the country’s largest financial institutions 
– it is systemically important to the national financial infrastructure. Roughly 40% of all 
payment transactions in Australia flow through its core banking system each day. Any failure 
would not only be a commercial issue, but a matter of regulatory significance.

The system had served the bank well for nearly two decades. But by 2023, the limitations 
were clear. The platform – SAP Banking Services 9 on IBM DB2, running across 12 system 
landscapes with over 600 integration points and more than 100,000 custom objects – was 
reaching the limits of what it could sustainably deliver.

More critically, the architecture was becoming a bottleneck for the bank’s future ambitions. 
Its core banking system held roughly 90% of all customers, accounts, and transactional data 
– but accessing that data was constrained by a locked-down ecosystem and performance 
limits on pushing data out at scale. As the General Manager of Core Banking described it, the 
system functioned primarily as a system of record. The ambition was to transform it into a 
system of intelligence.

The challenge: Modernizing critical 
national infrastructure

The solution: A clean-core platform 
built for intelligence

Following an extensive market evaluation covering approximately 
40 platforms – conducted in collaboration with a leading global 
consultancy and independently validated by a separate strategy firm 
– the bank selected SAP Fioneer Core Banking Suite (TRBK) as its 
new core banking platform, running on SAP HANA and hosted in  
the cloud.

The decision was clear. SAP Fioneer outperformed competing 
solutions across all key criteria – from product depth and flexibility 
to enterprise-grade resilience and long-term alignment with the 
bank’s data and AI ambitions. Just as importantly, the migration path 
minimized risk by enabling a single-step transformation, avoiding the 
complexity and uncertainty of multi-phase replatforming.

The new platform was designed to solve three  
interconnected problems:

Performance at scale 
Sustaining 4,000+ transactions per second at peak, with 
real-time posting and immediate balance updates.

Data velocity 
Moving from a high-friction data environment to one where 
90% of customer and transactional data is freely accessible 
for AI, analytics and personalization.

Operational agility 
Eliminating the 20-year accumulation of custom code  
and siloed teams that made even routine changes slow  
and expensive.
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“This has been one of the most complex programs we’ve delivered 
technically and organizationally. It’s a huge testament to the team and our 

strategic partners that we were able to deliver a transformation of that 
scale in the timeframe we did.”

Executive Manager, Technology
A leading Australian bank

The technical challenge was formidable. The Banks database 
alone was 70TB. The system ran active-active across on-premises 
infrastructure and had been tuned over 20 years to sustain 99.99% 
availability. Any migration approach had to match or exceed that 
reliability from day one. 

SAP Fioneer deployed a Downtime-Optimised Migration (SUM 
doDMO) approach: a controlled big-bang conversion that migrated 
large application tables during uptime using a shadow repository 
and delta replay mechanism – eliminating the traditional ‘point of no 
return’ and compressing the critical downtime window to its  
absolute minimum.

The result: just 3.5 hours of technical downtime and 4.5 hours of 
business verification during go-live. For the system that processes 
nearly half of all Australian payments, this was a genuinely 
extraordinary outcome.

SAP Fioneer led the application migration stream of 6,000 person 
days effort: remediating code, adapting 7–8% of client-specific 
customizations, and ensuring all 600+ integration points continued 
to function seamlessly throughout. The program ran on-time and 
within budget, completing in September 2025.

The migration: Controlled precision 
at unprecedented scale



A transformation of this complexity required deep coordination 
across multiple organizations. The bank provided overall program 
leadership. SAP Fioneer led the application migration and code 
remediation. Accenture managed system integration and testing. 
AWS and RedHat built and operated the high-availability cloud 
infrastructure. SAP optimized the HANA in-memory  
database environment.

Multiple integrated testing cycles and migration dress rehearsals in 
2025 were critical to the clean go-live. The program demonstrated 
what is possible when Tier-1 institutions and technology partners 
operate as a genuinely integrated delivery team.

The ecosystem: Transformation 
as a team sport

The headline numbers tell one part of the story: a 30% performance uplift, 30% TCO reduction, and 99.99% availability maintained 
throughout. But the more consequential outcomes are what the new platform enables.

Results: Infrastructure becomes intelligence

Balance updates now happen in real time – 
customers see payment reflections instantly.

Inline fraud checks and risk assessments now 
possible during transaction processing.

Batch workloads complete significantly 
faster, enabling daily customer-based pricing 
recalculations.

Immediate operational gains

90% of the customer, account and transactional 
data is now accessible at low friction.

Data pipelines and AI use cases can be executed 
significantly faster than before.

The platform is positioned as foundation for 
deep personalization and behavioral banking.

Operational silos eliminated: eight fragmented 
teams unified into a modern, observable 
operating model.

Strategic platform gains
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“This is not just our biggest system of record – it’s about 90 
percent of all of our customer, account and transactional 
data. We wanted to turn it into a system of intelligence. The 
richest source of customer behavioral insights we have in 
the bank is now open and accessible at scale.”
General Manager, Core Banking Technology 
A leading Australian bank

This program has established a 
new benchmark for what Tier-1 
core banking transformation can 
look like: delivered on time, on 
budget, with minimal disruption, 
and with immediate, measurable 
business impact. It demonstrated 
that the question is not whether 
large banks can modernize their 
cores – but how.

http://www.sapfioneer.com
mailto:contact@sapfioneer.com

