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This paper explores the operational integration of niche fintech services into ecosystem banks and large financial corporations 
with a focus on the commercial outcome of integration. The research position treats integration not as “buying software,” 
but as engineering higher transaction volume, customer retention, and a low-friction end-to-end customer journey within 
the ecosystem. Retention is defined as the reproducible return of users to repeat transactions within the ecosystem while 
reducing the rate of abandoned steps and support requests. In this sense, integration is viewed as the customization of a 
service flow and rules that prevent users from switching to external channels and disrupting the “entry → transaction → 
post-service → repeat transaction” chain, while the bank achieves a measurable increase in transaction repeatability and 
user lifetime value. The study proposes an integration framework that couples a pre-integration readiness stage (process 
mapping, data inventory, responsibility matrix, and acceptance criteria) with integration domains for coupling an external 
service to in-bank adapters: architecture and reliability; data and access; risk control and compliance; customer-journey 
product assembly; partner perimeter; and service operations. For each domain, measurable controllability metrics are 
specified to translate synergy claims into operational and exploitation criteria. The paper targets fintech executives, bank 
product and IT teams, M&A professionals, and compliance and operational-risk specialists.
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Introduction
The shift in competition toward ecosystem-based service 
consumption transforms the integration of niche fintech 
services from a purely engineering task into a commercial 
performance problem. For an ecosystem bank, the object of 
acquisition and integration is no longer “software as a set of 
functions,” but rather controllable transaction activity, user 
retention within the bank’s interface, and a reproducible, 
frictionless service route that includes scenario entry, 
identification, payment, reward accrual, customer support, 
refunds, and repeat purchases. Under this objective, the 
acquisition or connection of a service gains practical meaning 
only if the integration reduces conversion losses along the 
customer journey and stabilizes the frequency of repeat 
transactions.

This shift leads to a transformation of integration success 
criteria. The mere existence of an API connection or internally 
developed adapter modules enabling service functionality 
within banking scenarios no longer adequately reflects the 
outcome of integration. Instead, priority is given to indicators 

of traffic volume, conversion rates, customer retention, and 
transaction servicing costs, while maintaining operational 
reliability and regulatory compliance. Managerial decision-
making, therefore, moves toward synchronizing customer 
service regulations, transaction status protocols, loyalty 
rules, and partner reconciliation procedures within a unified 
service chain that delivers the user experience within the 
ecosystem.

Retention within an ecosystem scenario can be expressed 
through the share of repeat transactions, the depth of 
completion along the service route, the frequency of returns 
to the service over time horizons of 7, 30, and 90 days, and 
the proportion of users completing the scenario without 
switching to external channels. Integration decisions are 
evaluated based on their impact on transaction repeatability, 
failure rates during identification and payment steps, 
incomplete applications, and support workload. Within this 
approach, technical connectivity becomes an instrument for 
achieving commercial outcomes rather than an independent 
project goal.
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The purpose of the study is to develop an analytically 
grounded description of the operational integration of a 
niche fintech service into the operational environment of a 
large financial corporation, identifying integration stages, 
artifacts, and controllability metrics. The research objectives 
are as follows:

To identify stable models for embedding niche fintech 1)	
services into banking ecosystems and to demonstrate 
their operational consequences.

To describe integration domains—including architecture, 2)	
data, risk procedures, product assembly, and partner 
perimeter—and to identify typical tensions arising 
when startup practices are transferred into a banking 
environment.

To propose a measurable framework for integration 3)	
controllability based on operational indicators and 
control artifacts.

The scientific contribution lies in proposing a conceptual 
linkage among the embedding model, operational integration 
domains, and controllability metrics, applicable to analyzing 
the integration of services characterized by high transaction 
loads and complex partner networks.

Materials and Methods
The empirical foundation of the study comprises recent 
academic publications and analytical reports examining 
the transformation of bank ecosystems, the integration 
of financial institutions with technology companies, the 
development of Open Banking practices, and the dynamics of 
fintech mergers and acquisitions. The research draws on the 
work of V. G. Antonets, who investigated the synergy between 
banks and fintech companies and linked the synergistic 
effect to managerial objectives in financial transactions 
[1]. T. G. Bondarenko provided a structural analysis of the 
fintech landscape and its transformation trajectories [2]. 
V. S. Krutyakov described integration processes between 
financial institutions and technology companies under the 
influence of consumer preferences in financial services 
[3]. M. M. Magomadova examined interactions between 
credit organizations and fintech startups and analyzed 
their organizational implications [4]. Sh. U. Niyazbekova 
systematized the formation of banking ecosystems and the 
composition of their digital services [5]. A. I. Sparak analyzed 
mergers and acquisitions in the fintech sector and examined 
the economic rationale behind consolidation strategies [6]. 
L. M. Tsikanova, Z. M. Kazova, and M. R. Zezaev investigated 
institutional and technological foundations of Open Banking 
and Open API practices within the Russian financial 
environment [7]. E. Akyildirim, S. Corbet, A. Mukherjee, and 
M. Ryan conducted a comparative analysis of regulatory 
trajectories and data-exchange standards associated with 
Open Banking systems [8]. Additional empirical insights were 
obtained from the KPMG global report on fintech investment 
and M&A trends [9] and the World Bank technical note on 

regulatory approaches to Open Banking and responsibility 
allocation among data-exchange participants [10].

The methodological approach combines analytical 
examination of integration domains and their 
interdependencies, comparative analysis of embedding 
models and Open API mechanisms within ecosystem 
structures, systematic review of scholarly sources, and 
synthesis of managerial implications. The study relies 
on conceptual and analytical procedures rather than 
experimental methods.

Results
The operational integration of a niche fintech service into the 
structure of a large financial corporation is determined by the 
chosen embedding model, which defines the distribution of 
responsibilities, the scope of product modifications, and the 
degree of intervention in the IT landscape. Studies describing 
consolidation processes indicate a gradual transition from 
the acquisition of technology to the acquisition of operational 
capability, during which management attention shifts to 
development processes, reliability architecture, mechanisms 
for partner connectivity, and adherence to operational 
regulations [1; 6].

In a startup acquisition, the financial corporation gains 
greater authority over product governance and regulatory 
procedures, including control over critical functions and data. 
In practice, however, integration is often implemented by 
preserving the external service infrastructure and developing 
internal banking modules that meet corporate standards 
and ensure compatibility with ecosystem scenarios [6]. In 
strategic partnerships or API-based integrations, the depth of 
transformation decreases, yet the importance of contractual 
architecture increases. Such arrangements require clearly 
defined incident response schemes, operational logging 
requirements, access control policies, and procedures for 
responding to potential data breaches [10].

The ecosystem model of financial service consumption 
increases the value of niche services by completing specific user 
scenarios and generating measurable transaction flows [11]. 
Research on ecosystem banking highlights the significance 
of service composition: financial and non-financial modules 
are integrated into a unified customer journey, and customer 
loyalty is associated with the ecosystem rather than a single 
product [5]. Consequently, the objective of integration shifts 
from “implementing a function” to “embedding a scenario,” 
ensuring seamless identification, payment, reward accrual, 
support, and refund processes within the bank interface or 
partner platform [5]. Under such conditions, operational 
integration extends beyond technical system connectivity; 
the design focus shifts to compatibility among operational 
regulations, service quality metrics, and partner interaction 
rules.

Structuring the fintech landscape facilitates the identification 
of embedding points and allows organizations to determine 
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which service modules should be integrated into the bank. 
Studies proposing fintech market segmentation identify 
several directions closely associated with transactional 
niches, including payment and transfer systems, personal 
finance management services, online insurance modules, 
reporting and compliance solutions, infrastructure providers 

for banking environments, and data-driven or AI-based 
modules [2]. This segmentation enables the formalization 
of the operational profile of an integrated service, including 
its own processing infrastructure, the share of partner 
connections, processing speed requirements, sensitivity to 
operational failures, and regulatory exposure.

Figure 1. Functional niches of fintech services and their integration points within a banking ecosystem (based on [2])

The scheme illustrated in Figure 1 has a practical 
consequence: integrating a niche transactional service into 
a banking ecosystem typically affects multiple operational 
layers simultaneously, including payment processing, anti-
fraud mechanisms, limit management, partner accounting, 
and loyalty modules. An isolated component rarely processes 
a single transaction in an ecosystem environment; rather, it 
passes through a chain of interconnected services [5; 2]. As 
a result, estimating integration complexity solely through 
the presence of a single technical interface systematically 
underestimates the actual workload. Even when the external 
API remains unchanged, coordinating end-to-end data 
routes, operational statuses, and transaction logs across 
multiple components is necessary to achieve a consistent 
user outcome.

Integration through Open API and Open Banking frameworks 
is often perceived as one of the simplest embedding 
strategies because the external service retains its own 
infrastructure and continues to operate independently. At 
the same time, the bank configures interface interaction 
and integrates the scenario into its channels. The relative 
simplicity of this model relates primarily to the scale of 
internal changes required within the bank’s IT environment 
and the speed of initial deployment. At the same time, the 
model demands strict governance of access management 
and accountability procedures, including user consent 
management, data format standardization, key and token 
policies, comprehensive logging, access rights monitoring, 
partner termination procedures in the event of violations, 
and incident investigation protocols. Responsibility shifts 
from “internal system integration” toward “secure data 

exchange governance and proof of access legitimacy.” This 
shift has direct implications for retention, as failures in 
consent management, status inconsistencies, or breaks in 
the service chain quickly result in user abandonment and 
reduced repeat transactions [10].

Another layer of results relates to human and organizational 
compatibility. Research on interactions between banks and 
fintech companies indicates that cooperation emerges not 
solely through technological integration but also through 
adjustments in organizational relationships, including the 
establishment of coordination channels, clarification of 
responsibility boundaries, and elimination of structural 
gaps between the rapid development pace of startups 
and the regulatory discipline characteristic of banking 
institutions [4]. Studies examining integration processes 
between financial institutions and technology companies, 
influenced by consumer preferences, emphasize the growing 
importance of user experience as a driver of ecosystem 
integration [3]. For operational integration design, this leads 
to a practical implication: the target operating model is often 
structured as a dual-speed architecture, where rapid product 
development is preserved within an isolated environment 
while critical functions such as security, accounting, data 
access, and risk control are integrated into standardized 
corporate procedures [3; 4; 10].

From the perspective of the M&A lifecycle, integration work 
is typically divided into two stages: pre-integration readiness 
preparation and the subsequent stage of organizational and 
technological alignment. During this process, the service 
usually preserves its external infrastructure. At the same 
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time, additional internal modules are developed within the 
bank to ensure compliance with corporate requirements and 
compatibility with ecosystem service scenarios. Analyses of 
fintech transactions emphasize that the economic outcome 
of integration depends strongly on the alignment between 
anticipated synergy effects and the actual integration 
capacity of participating organizations [6]. Research within 
the synergistic framework of cooperation among the state, 
banks, and fintech companies highlights the significance 
of risk management and the definition of interaction 
responsibilities as factors that reduce the likelihood of failure 
in implementing financial innovations [1].

In practical terms, this implies the necessity of early 
specification of the following elements:

a) target architecture and integration points;

b) data models and ownership of reference datasets;

c) incident-management procedures;

d) SLA and SLO parameters for transactional operations;

e) policies governing access to analytical datasets and 
reporting layers;

f) internal promotion channels through which the service 
will reach its potential user base.

Without such artifacts, the transfer of a startup service into a 
banking environment risks becoming merely a repackaging 
of functionality rather than a genuine scaling of operational 
capacity.

The pre-integration stage should therefore be conceptualized 
as preparation for service coupling rather than as 
infrastructure migration into the banking environment. 
At this stage, integration points are defined both in terms 
of processes—customer journey flow, payment, anti-
fraud verification, refunds, customer support, and partner 
reconciliation—and in terms of data, including transaction 
statuses, reference datasets, operational logs, and analytical 
data marts. Responsibilities between parties are then 
formalized together with operational acceptance criteria.

Cybersecurity and reliability considerations are most 
effectively embedded not as post-integration verification 
procedures but as a requirements layer agreed upon before 
the integration process begins. Such preparation includes 
threat modeling for data flows and operational transactions, 
access management policies (keys, tokens, rotation 
procedures, and rights segmentation), requirements for 
logging and tracing, incident response scenarios, partner 
disconnection procedures in the event of violations, and 
testing environments for load and resilience verification. 
This preconfiguration reduces the risk of delays caused 
by repeated approval cycles and increases operational 
reproducibility: transactions follow a consistent status chain, 
incidents are localized more rapidly, and audit processes 
obtain complete evidence of access to sensitive data.

Recent trends in global fintech financing strengthen the 
orientation toward consolidation through corporate 
platforms. According to KPMG reports, global fintech 
investment in 2024 reached a seven-year low, amid 
expectations of increased M&A activity as a mechanism for 
asset redistribution and liquidity management [9]. This 
development influences integration practices: corporations 
increasingly acquire services that already operate their own 
processing infrastructure and partner networks. As a result, 
integration management shifts toward ensuring operational 
stability and regulatory compliance while preserving the 
acquired product’s dynamic capabilities.

Taken together, these findings allow operational integration 
to be conceptualized as a combination of pre-integration 
preparation—covering processes, data structures, 
responsibilities, and acceptance criteria—and multiple 
organizational and technological integration domains 
linking the external service to internal banking modules. 
These domains include the product domain (scenario 
and interface integration), the technological domain 
(architecture, API connectivity, reliability), the data domain 
(consent management, reference datasets, data marts), the 
control domain (compliance, anti-fraud monitoring, audit), 
the partner domain (connections, reconciliations, loyalty 
programs), and the service domain (customer support 
and dispute resolution). Research on banking ecosystems 
emphasizes the expansion of digital service portfolios 
and increased personalization, which require integrated 
startups to maintain compatibility with the bank’s analytical 
and recommendation infrastructures [5]. Consequently, 
operational integration evolves into the design of end-to-end 
service quality, encompassing transaction availability, status 
consistency, data governance, and audit reproducibility.

Discussion
The interpretation of the results indicates that the choice 
of an embedding model determines not only the legal 
structure of the relationship but also the configuration of 
operational risks. Approaches described in the literature on 
fintech transactions and synergy effects demonstrate that 
the outcome of integration largely depends on how clearly 
the boundaries of transformation and the autonomy of 
the integrated service are defined in advance [6; 1]. When 
designing integration strategies, it is reasonable to consider 
four common scenarios: full acquisition, acquisition with 
preserved relative autonomy, strategic partnership with a 
shared product scenario, and API-based connection within 
the Open Banking framework, where responsibility is 
distributed among participants in the data exchange [10; 7; 
8]. Such classification enables comparison between the depth 
of intervention in data governance rules, control procedures, 
and interface architecture on the one hand, and coordination 
costs and scalability speed on the other.

A comparative overview of integration scenarios, managerial 
objectives, operational steps, and typical risk zones is 
presented in Table 1.
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Table 1. Embedding scenarios of niche fintech services in financial corporations and their operational implications (based 
on [1; 6; 7; 10])

Embedding Sce-
nario

Dominant Managerial 
Objective

Operational Integration Steps Typical Risk Areas

Acquisition with 
full transfer into 
the banking envi-
ronment

Accelerated scaling and 
control over transaction 
processing

Transfer of accounting and control proce-
dures into corporate regulations; unifica-
tion of incident management; alignment of 
SLA/SLO parameters

Reduced release speed, growth of 
approval chains, and regulatory 
delays in product changes

Acquisition with a 
dedicated product 
environment

Preservation of develop-
ment speed under cor-
porate control of critical 
functions

Separation of a fast product development 
cycle from strict security layers; standard-
ization of operational logs

Fragmentation of responsibility 
between teams; conflicts in road-
map prioritization

Strategic part-
nership with a 
shared ecosystem 
scenario

Rapid expansion of the 
ecosystem service offer-
ing

Contractual fixation of service quality stan-
dards; unified support and dispute-resolu-
tion procedures; synchronization of trans-
action statuses

Service instability under high 
load; unclear boundaries of re-
sponsibility

API-based inte-
gration within 
Open Banking

Rapid connection 
through formalized data 
access

Consent management; data-format stan-
dardization; key and token management 
policies; partner disconnection procedures

Data leakage risks; violations of 
consent rules; complexity of ac-
cess auditing; heterogeneity of 
standards

In practical integration architectures, preserving the external 
infrastructure of the fintech service while developing 
internal banking adapters reduces the cost of restructuring 
partner connections and accelerates the service’s inclusion 
in ecosystem scenarios. The comparison presented in Table 
1 demonstrates that the apparent simplicity of interface-
based integration without asset ownership is compensated 
by increasing requirements for contractual governance and 
data-control mechanisms. Regulatory documents related 
to Open Banking, therefore, place strong emphasis on 
responsibility allocation and access-management regimes, 
since technological connectivity without formalized 
governance rules increases the probability of operational 
incidents [10].

Further discussion is best conducted through the concept 

of operational integration domains, since these domains 
determine the measurable controllability of the integration 
process. Studies of banking ecosystems emphasize the 
expansion of digital services and the increasing complexity 
of user journeys [5]. As a consequence, integrating a niche 
service requires coordination not at a single point of entry 
but across several operational stages: identification and 
authorization, payment execution, reward accrual, customer 
support and refunds, partner reconciliation procedures, and 
analytical data layers. This creates a practical requirement 
to assign ownership to each operational domain and to 
establish performance indicators for evaluating integration 
controllability.

An aggregated matrix of operational integration domains 
and typical indicators is presented in Table 2.

Table 2. Operational integration domains of a niche fintech service and indicators of controllability (based on [2; 5; 7; 10])

Integration Domain Object of Coordination Example of Measurable Indicator

Architecture and 
reliability

Service interaction architecture and 
availability requirements

Share of successful transactions; mean time to recovery 
after incidents

Data and access 
governance

Data formats, consent management, key 
policies, and access auditing

Share of operations executed with valid consent; 
completeness of access logs

Risk control and 
compliance

Anti-fraud rules, transaction limits, and 
incident investigation procedures

Share of disputed transactions; incident resolution time

Product scenario 
assembly

End-to-end customer journey across 
ecosystem services

Scenario conversion rate; share of repeat transactions 
within 30 days; support requests per 1,000 transactions

Partner ecosystem 
management

Partner connections, reconciliation 
procedures, loyalty programs, and 
closing documentation

Share of partners using unified reconciliation formats; 
accounting period closure time

Integration controllability is therefore achieved not through 
mere technical connectivity but through the reproducibility 
of service quality across all operational domains. Such an 

interpretation clarifies the discrepancies between expected 
synergy effects and the actual outcomes frequently reported 
in studies of fintech mergers and acquisitions: economic 
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performance depends on stable operational execution 
and a coherent operating model rather than on the formal 
consolidation of assets [6]. At the same time, the growth of 
consolidation in the fintech sector, combined with the decline 
in overall investment volumes reported by KPMG, increases 
pressure on integration teams, as transactions increasingly 
require the rapid integration of services into ecosystem 
platforms.

The organizational dimension of integration within ecosystem 
banks directly influences the product’s post-transaction 
trajectory. Practical experience demonstrates that attempts 
to fully absorb a startup team into corporate procedures fully 
often lead to a decline in release speed, blurred responsibility 
boundaries, and the loss of the operational capability for 
which the service was originally acquired. In operational 
design terms, this manifests as the proliferation of approval 
chains, the fragmentation of decision ownership, and a shift 
in team motivation from improving the customer journey to 
completing formal procedural stages.

A more productive model involves preserving the managerial 
core of the service team while establishing strict upper-level 
KPIs that reflect business outcomes and risk limits. Such 
KPIs may include transaction-flow indicators and customer-
journey quality metrics—scenario conversion rates, the 
share of repeat transactions within 7-, 30-, and 90-day 
horizons, the proportion of users returning to the scenario 
without switching to external channels, the cost of servicing 
a transaction, and the number of support requests per 1,000 
operations. These indicators should be complemented by 
operational and control metrics such as system availability, 
the share of successful transactions, recovery time after 
incidents, the share of disputed transactions, incident-
resolution speed, and the completeness of access logs. 
The bank’s governance of KPIs ensures alignment with 
ecosystem objectives, while product decisions and roadmap 
prioritization remain under the service team’s responsibility, 
preserving development speed and innovation capacity.

For M&A practices and partnership-based integrations, 
this logic leads to a practical design rule: the integration 
agreement should specify what is measured and which risk 
boundaries are acceptable, rather than prescribing how the 
service team must organize internal development processes. 
In this configuration, the bank gains operational control 
and transparency through measurable outcomes, while the 
service retains the ability to improve the customer journey 
without continuous procedural restructuring.

Conclusion
The first research objective established that models for 
embedding niche fintech services into banking ecosystems 
differ in terms of responsibility allocation and the depth 
of intervention within data and control infrastructures. 
Acquisition simplifies the introduction of unified regulatory 
procedures. Still, it increases coordination costs, while API-
based integration reduces the scale of organizational transfer 

yet strengthens requirements for contractual governance of 
data access and transaction auditing.

The second objective identified the principal operational 
integration domains: architecture and reliability; data 
governance and access management; risk control and 
compliance; product scenario assembly; and partner 
ecosystem management. For transactional niche services, 
the coordination of transaction statuses and the continuity of 
data flows across payment, anti-fraud, loyalty, and partner-
management layers become critical. The user outcome 
within an ecosystem environment is produced by a chain 
of interconnected services rather than by a single isolated 
component.

The third objective resulted in the development of a 
controllability framework based on measurable indicators 
for each integration domain. These indicators include 
transaction success rates and incident recovery time; the 
correctness of user consent management and completeness 
of access logs; the proportion of disputed transactions and 
their resolution time; scenario conversion and support-
request frequency; as well as the standardization of partner 
reconciliation procedures and the speed of closing accounting 
periods. Linking metrics to operational domains transforms 
the discussion of integration synergy from a declarative 
concept into a structured set of operational requirements 
and performance criteria.

The organizational consolidation of integration relies on 
separating governance levels. The bank defines high-level 
KPIs related to transaction flow, customer journey quality, 
and acceptable risk boundaries, while the service team 
retains responsibility for product prioritization and internal 
development processes. Preserving managerial autonomy 
within the service team reduces procedural overhead, 
maintains the pace of product releases, and supports the 
operational reproducibility of performance indicators that 
justified the service’s integration into the ecosystem.
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