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A Standard Is Worth Its Reach

How Africa's largest bank stopped treating BIAN as an internal tool and started building a
continent-wide community around it

20 countries 185 5 markets

where interest in BIAN has grown members in the BIAN Africa Chapter running BIAN-aligned APlIs in
production

The Challenge

Standard Bank Group is Africa's largest bank, with a 163-year history and operations spanning 21 countries on
the continent. Its enterprise architecture team had already done the hard part: BIAN was adopted internally from
November 2022 as the canonical model behind a three-tiered API reference architecture, replacing IFX and a
proprietary model. That work won the BIAN Transformation Award in 2023.

Which left a different problem. A canonical model delivers most of its value at the boundary, between a bank and
its peers, its vendors, its payment infrastructure. Standard Bank had a common language and almost nobody
across the continent to speak it with. Awareness of BIAN among peer African banks was limited, and a standard
nobody else has adopted is, at the boundary, just another proprietary model.

The second gap was in the standard itself. In African markets banking and insurance are routinely sold together,
sharing customer management, product fulfiiment and payments. By the bank's own assessment BIAN covered
roughly 80% of the insurance capabilities it needed — and carried no formal insurance products in its reference
architecture at all.

The Solution

From March 2024 the Group Enterprise Architecture team treated adoption itself as the project. Not another
internal rollout in an effort to build the community that would make the standard worth having.

That meant three things at once:
1. convening the African market around BIAN,

2. closing the insurance gap inside the framework rather than working around it locally,

3. proving the model in production across multiple jurisdictions so peers had something concrete to look at
rather than a slide.
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Convening the Market

Standard Bank hosted the annual BIAN Member Meeting in Cape Town twice. The 2024 edition, "Start
Transforming Your Bank with BIAN APIs", drew around 100 participants; the 2025 edition, "BIAN Fusion: Driving
Adoption", roughly 200. Both drew architects from South Africa's major banks and insurers alongside local and
international vendors.

Out of those meetings came the BIAN Africa Chapter, now a network of 185 members. The bank leads it,
engages peer institutions directly and has presented its adoption journey at forums including The Open Group EA
Forum.

Proving It Where It Counts

Advocacy without a working example is a conference talk. BIAN-aligned APIs run in production across five
markets namely South Africa, Uganda, Kenya, Zambia and Botswana, and carry internal payment functionality for
the Pan-African Payment and Settlement System, the continent's cross-border payment rails. Peers can look at
something running, not a reference diagram.

Changing the Standard Instead of Working Around It

Faced with a framework that did not cover insurance products, the bank submitted a formal request to BIAN to
extend it to insurance products and houses, and then took responsibility for the work. The BIAN Insurance
Product Working Group now brings together five insurance companies, six banks and Astute, South Africa’s
primary insurance data exchange, under Standard Bank's chairmanship. Standard Bank also sits in the BIAN
Training Working Group and is piloting BIAN Al tooling to assess compliance and rationalise its own API
landscape.

What Proved Harder Than Expected

The bank names three, and none of them is technical:

D Nobody else had heard of it

Awareness of BIAN among peer banks across Africa was limited. Advocacy, meetings, chapters, forums —
became the work rather than a by-product of it.

o) A steep initial learning curve

()
Adoption required significant upskilling and change management. The response was structural: BIAN coaches
embedded in business units, and training scaled across the African subsidiaries.

~ BIAN and ISO 20022 do not speak automatically

K~

Building a comprehensive mapping between BIAN and ISO 20022 message structures proved substantial. The
bank is now compiling and automating those mappings at attribute level.

None of these was solved by the bank alone, which is rather the point: each answer required either BIAN or the
wider African market to move as well.
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Impact & Results

2 20 = 185

African countries where interest in BIAN has grown Members in the BIAN Africa Chapter network

< 5 markets U 12 organisations

South Africa, Uganda, Kenya, Zambia and Botswana Five insurers, six banks and Astute in the Insurance
running BIAN-aligned APIs Product Working Group

Getting our own house in order was the easy part. The moment we used a canonical
model at the border with another bank, we learned that a standard only pays bactk
what the market around you has also adopted. We Stopped treating BIAN as our
architecture and started treating it as our neighbourhood.

— Paul van der Merwe, Enterprise Architecture & Practices Head, Standard Bank Group

What's Next

BIAN API Certification and API Mapper are moving into the API development lifecycle, and the ISO 20022
attribute-level mappings are being compiled and automated. The collaboration now extends to the southern
hemisphere, starting with the BIAN Australian Chapter: the Africa Chapter model, exported.

| The Takeaway

Standard Bank had already won an award for adopting BIAN internally. What it did next is the harder and
less obvious move: it treated the standard's weaknesses — thin adoption in its region, no insurance coverage
— as its own problem to solve rather than as reasons to look elsewhere. A standard is worth its reach, and
reach is something a member has to build.

This case study is based on Standard Bank Group's submission to the BIAN Transformation Awards 2025 in the "Adoption Leader" category,
which it won.
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