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Those in charge of the complex task of modernizing the 

architecture and functionality of the ATMs network face an 

increasingly complex decision-making environment and, without 

the proper vision, many of these processes fail or ultimately result, 

if successful, into a network with a more difficult to understand 

architecture, more expensive to operate, with more third-party 

reliance and with a high slowness to add or modify transactions. 

There are even known cases where the final functionality offered 

to the customer is less than what was before the modernization 

was undertaken. 

But then, what are the challenges that hinder modernization? In 

our experiences there are mainly three:  

 

1. The advancement in the market of multi-vendor platforms. 

2. The pressure to add new technologies and services. 

3. The need to flex interfaces between ATM and host 

authorizers 
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The unique choice of multivendor platforms 

During the last two decades ATMs went from simple terminals, where the same manufacturer created 

all the hardware and software that was required, to very complex terminals where these same 

manufacturers have had to transform, sometimes reluctantly, into hardware and software integrators 

that no longer created by themselves but are provided by others. Some of these "others" have grown 

to become integrators themselves. 

 

These integrators then seek to gain market by convincing their customers to deploy their multi-vendor 

platform stateless on ATMs, which promises (and generally complies), to be able to deploy unchanged 

on any hardware purchased, modernize the friendability of user interaction and make the way 

transactions are orchestrated directly with any authorizing host. 

 

On top of that, as expected, integrators complement the offering with additional tools for network 

monitoring, marketing campaign management, and other services. What they offer is very tempting 

and there is no point in exploring it, besides for an undisputed reason: no one is going to offer you 

anything different anymore. 

Therefore, the challenge is not to decide whether to address what the market now offers, but on 

having clarity on the risks and the approach strategy. In relation to the main risks, these focus on: 

1. Use more than one hardware vendor. This strategy has almost always been a problem and not 

a benefit to those who approach it. 

2. The application that resides in the ATM to interact with the customer usually goes from being 

a known and common model among networks around the world, to a "black box" developed 

and customized "exclusively for each entity". 

3. The interaction between the ATM and the switch (host), by becoming flexible for example 

through Web Services (which is very good compared to the paleolithic classical messaging), 

usually ends up in that each ATM becomes an Orchestrator switch that " speaks" directly with 

dozens of hosts, complicating exponentially, depending on network size, security, monitoring, 

matching, and adding services.  
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From the Caravel to the Titanic 

20 years ago, the ATM was used to withdraw cash with a band card and PIN. 10 years later some 

accepted chip, cash deposit and checks. Today in the ATM you must comply with PCI, have very large 

menus, manage cash recycling, be able to campaign, exchange keys with RSA, support dynamic keys, 

read QR and other codes, among others. And tomorrow?, tomorrow I hear that it should be normal to 

receive a print and read the face, to use contactless, to have the look and feel of a tablet, to 

communicate with the cell phone and offer all kinds of transactions, not only banking, but 

government, ESP, retail and commerce in general, at least. 

All of the above seems the right way and very tempting, but it has at least one Iceberg (if not several), 

waiting for it. The main is that people 20 and 10 years ago were going to the ATM mainly to withdraw 

cash, today it does the same plus some growth of the deposit and in one, five or ten years there is a 

very wide chance that it will continue to do exactly the same thing: handle cash. 

 

To those who disagree I invite you to remember two things: one, which for more than 20 years the 

visionaries have predicted that the ATMs would soon disappear (the same ones that have been 

predicting the disappearance of the check for more than 30 years ago); two, that when you go to an 

ATM you usually do it because you need to withdraw or deposit money and therefore, when you face 

a long line and further, if you realize that the respectable gentleman in front of the terminal takes 2 

minutes by entering the account codes or reference numbers of a strange transaction that you could 

make from the cell phone, your inner self begins to remind you of all the reasons why you should 

change banks. If you're still not convinced, then what do you do by modernizing ATMs instead of 

buying a lot of kiosks? 
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ATMs networks continue to grow non-stop worldwide and, thanks to recycling, are no longer 

exclusively assembled by financial institutions. The truth is that transaction services rather than 

converging and being easy for customers, continue to diverge into a tangle of technologies that force 

the same customer to handle an increasingly complex interaction with their financial institutions, 

simplicity and Channel Integration strategy should be the path to avoid the Iceberg. 

Navigation Recommendations 

We have supported CLAI Group's client entities profitability and increasing expansion of their ATM 

networks, use six (6) common factors in their strategy, factors that I list below: simplicity, profitability 

analysis, not abandoning what is already matured, do pilots, maintain centralization and have control 

of the code at the ATM. Details below. 

 

1. Don't bite off more than you can chew 

Utilice herramientas de pensamiento escéptico ante los power point que muestran esas cosas 

maravillosas que están haciendo en Uganda y los planes futuros que ya se tienen con un cliente en 

Europa. Las revoluciones no existen sino en la izquierda y siempre, como en Venezuela, terminan siendo 

un desastre. El éxito se logra haciendo cosas incrementales, eso sí, sin pausa. Hacer un plan para poner 

en producción todo lo que le pintan en la mesa es, de antemano, un plan fracasado. Mantenga las cosas 

ágiles, pero simples, un paso a la vez. 

2. Pareto exists 

How do you make money at the ATM? More than 80% of the profitability of an ATMs is due to the 

withdrawals and deposits of its customers (mainly because they do not go to an office and also for 

services such as Salary Advance), for the commission that it charges customers of other entities, for 

currency exchange, for the surcharge and for third-party deposits. From the Profitability Cube 

containing AUTORIZA7® I have a lot of evidence of this statement. 

Of course you have to put PCI, of course you have to make screens friendlier and undoubtedly things, 

like QR and contacless, which speed up the interaction at the ATM (yes, every second that the 

customer will delay less in the ATM is money for you) , but that's not to be confused with moving 

cheaper and friendlier transactions into ATM on the SmartPhone. 
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Therefore, although it is possible, I doubt that putting the customer to decide, very amicably on video 

screens, touch and a basket of check out virtual mall type how many bills you want from each available 

denomination, will make them not think about moving to the competition line, which moves faster. 

3. Tarzan does not release the vine until he has a firm grip on the next 

This is, in my opinion, the most important reason companies that were leaders left or will cease to be 

leaders. By dazzling themselves with the multi-vendor power point not only forgot to invest but 

deliberately neglecting the classical network, the one with which the financial institution has matured 

with so much effort for many years but which they are now determined to abandon. 

The successful ones on the contrary have not stopped investing in their classic network, also because 

they already realized that, as a business is a business, multi-vendor sellers are still happy selling and 

supporting the classic networks and therefore continue to optimize their Down Load, expanding 

profitable transactions around withdrawal and deposit, looking for how to charge more commissions 

and, of otherwise, buying more terminals to further expand the network. 

4. The first kiss 

In the conquest, as far as I can remember, one starts by the first kiss and then with many turns with 

luck the matter ends in marriage, unless their story is different, there is no reason why this is not the 

same with the approach of the multi-vendor stateless and therefore it makes no sense to sign a giant 

contract, marriage, simply because, as promised by the bidder, in just a few months you will have your 

network transformed into the most modern and unique one in the world. 

However, there are companies that do it and then it is very difficult for them to recognize the mistake 

and even more difficult to get back on track without major collateral damage. The pilots exist, that's 

what they were invented for. 

5. Rome did not win battles without generals 

The Romans did not have the most enduring empire in history using the strategy of sending each 

warrior to do as he pleases. The phalanxes of the legion gave uniqueness and, unlike the barbarian 

tribes, facilitated centralized control. Providers, because that's their business, will try to convince you 

that the best thing you can do is break ranks and that from every ATM transactions are authorized in 

direct interaction not only with your entire server ecosystem but with those of third parties. 

This strategy, in which both technicians and non-technical often fall very easily, will open the pandora 

box of loss of control and centralized monitoring (along with its other channels), security, regulatory 

regulations, physical and logical grid; Forget simplified and cost-effective management. 

I think it falls into the fallacy partly because, for some reason that I still do not understand, many of 

the managers of the ATMs networks believe that their terminals are a world apart that have nothing 

to do with the rest of the services of the organization and are usually the main ones stopping the 

Integration and Omnichannel strategies that help financial institutions so much. 

The problem is therefore not that they make personalized and unique applications worldwide 

(assuming that's good), but that it turns each ATM into a Visigoth warrior and not the member of a 

phalanx. The simple solution is that the ATM orchestrates all transactions, alerts, key changes and 

other functions through a single Integrator Switch, such as AUTORIZA7®, which also gives the entity 

the reuse of service paths that it shares with the other Transactional channels. 
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6. The delight of attending lectures at 3 a.m 

I agree that it is often boring, slow and inflexible how services in the ATMs network are extended using 

classic methods via Down Load and paleolithic format messages; that has to come to an end gradually 

changing applications inside the terminal to more open-source and modern interactions, type web 

services, with the transactional integration hub (without the phalanges breaking ranks, please!). 

But while it is serious turning each ATM into an orchestrator switch, it is even more serious than for 

any adjustment, smaller or greater, in the application running in each terminal, you should rely on a 

process that is done with a local representative who in turn coordinates the developments s with 

those in charge in some other country, who in turn sub contract some very smart guys in India who 

are the ones who know how to adjust their wonderful black box. 

Unfortunately to manage this risk there is no foolproof recommendation, it remains on you and your 

team to see how to negotiate with the supplier to achieve some control, knowledge and openness of 

competition (competition is always good!), about the unique and exclusive world-class application for 

your institution, which they promised to build in the terminals. 

 

Corollary on Omnichannel: Many understand Omnichannel as getting the user to experience the same 

thing no matter what channel the transaction does (see the same App screen at the ATM); however 

that's not going to happen (you can't be, it doesn't have to happen and it doesn't provide supreme 

benefits). The omnichannel is that while they may exist natural differences in the interaction and 

services that your client can obtain depending on the channel on which they act, from the Switch 

(transactional bus) and backwards, the same service paths are re-used to have economy of scale, 

governance and agility in the evolution of the business. It is a simple concept that CLAI Group has 

enacted for many years and that our most successful customers have accompanied us in addressing.  
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