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The banking, financial services, and insurance (BFSI) industries 
must evolve their AI approach to survive the next wave of 
disruption 
 

Modern finance is a complex and highly competitive industry. BFSI institutions are constantly under fire 

from rapidly changing customer demands and encroachment from digital disruptors—in the form of 

technology giants such as Apple and Facebook making inroads into financial services, and agile and niche 

disruptors carving out lucrative chunks of the market with innovative solutions and services. This sense of 

uncertainty and imminent disruption is captured in Exhibit 1, where BFS executives clearly outline a broad 

set of potential challengers to incumbents. With AI as a core building block to digital success in the modern 

market, we examine how successfully adopting the five transformation levers – People, Data, Domain 

Knowledge, Functional expertise, and operations – can help businesses drive real AI implementation 

success. 

Exhibit 1: Disruption from incumbents declines as digital disruptors enter the market 

 

Source: HFS Research supported by KPMG, “State of Operations and Outsourcing” 2019  

Sample: G2000 Enterprise Leaders = 355 

Historically, these executives would have focused on their direct industry competition, so keeping 

technology investment profiles broadly consistent and up to speed with peers was the core concern for 

both technology and business decision-makers. This broader uncertainty from incumbents is laid bare by a 

chief digital officer at a bank, who told us, “It’s unclear exactly when, how, and what disruption will occur. 

So, it’s a weird place to be in because you see these massive disrupters out there that are going to 

fundamentally change your business, and yet we still run a successful, profitable business today. This leads 

to very interesting dialogues because you can’t be blind to what’s happening.” 

Now, as a more dynamic market shifts competitive landscapes into the unknown, BFSI executives must 

rethink how they implement and evolve new digital technologies. Their competitors are no longer leviathan 

banks with the same agility issues; they are nimbler start-ups or digital giants with cash to burn. The smart 

leaders in the BFSI market will rethink their relationship with digital technologies. 

03484698



3   © 2020, HFS Research Ltd.  

Partnering with Xceptor helped a multinational financial services 
firm transform business processes  
 
Not all BFS leaders have adopted a wait-and-see policy as the market is disrupted around them. We spoke 

to a leading multinational financial services firm that had taken the initiative to partner with an intelligent 

automation provider, Xceptor, to tackle a series of domain-specific challenges. Foremost, the firm struggled 

with an industry-wide issue, that all financial operations were largely conducted through a series of 

complex and distributed spreadsheets. Working with Xceptor, the firm created a set of change leaders 

across financial operations to build transformational blueprints to help map out how business processes 

and functions can evolve. Now, over 350 employees globally work through the Xceptor platform. This drives 

a consistent approach for the management of financial operations –allowing for more flexibility and 

consistency than previous spreadsheet-based practices. 

The transformation blueprint extended beyond the simple replacement of spreadsheets. According to the 

leadership team, the business used over 30 different solutions that pulled in data from separate sources. 

Using the Xceptor platform, the business replaced many of these solutions and implemented over 300 

additional use cases within the solution. This process of consolidation solved one important challenge; the 

variations in financial reporting across the organization have decreased significantly thanks to the reporting 

capabilities built into the platform.   

 

“We went from thirty separate systems to a single platform, 
enabling greater data transparency and accuracy.” 

—Senior leader, major multinational bank 

As the transformation process continued, the project team fostered more confidence as repeatable and 

robust intelligent automation solutions drove greater accuracy and transparency through the reporting 

function. This had the knock-on effect of driving up solution adoption and usage. Crucially, according to the 

financial services firm’s leadership, an important part of driving greater adoption and confidence in the 

solution is that for an average finance professional, the solution was relatively easy to learn. The Xceptor 

team’s deep domain knowledge further facilitated the ease of use; the team quickly and easily demystified 

the solution’s capabilities by aligning them with deep domain processes and the business vocabulary that 

employees used.  

As any executive in a multinational business will argue, implementing any change can be challenging—

particularly new technology suites that stray from traditional approaches. In this instance, the leadership 

team candidly advised that seeking help when you need it is often the biggest hurdle, particularly when 

updating technology suites is a continuous and often painful process for employees. However, reaching out 

to Xceptor to bring in deep domain expertise and a powerful set of solutions helped the firm transform its 

core business functions, boosting the consistency, accuracy, and transparency of vital data-intensive 

processes.  
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This example reveals the five AI transformation levers BFSI 

leaders must adopt to succeed  

This example of a successful transformation partnership contains the core building blocks that demonstrate 

the five transformation levers executives must focus on to evolve their business and be competitive in the 

modern market. These levers are an evolution of the traditional focus on “people, process, technology” 

theme that has helped drive business change in the past. 

Exhibit 2: Enterprise leaders must adopt the three value levers to drive AI success 

 

 

Source: HFS Research, 2020 

 

1. The data lever: Financial services is heavily dependent on both the quality and quantity of 

data. A major chunk of AI is fundamentally data science, especially ML, predictive analytics, 

forecasting, and business analytics. Hence the data lever of financial services finds the 

maximum and relevant usage of AI and ML techniques. 

2. The domain knowledge lever: The financial services domain is strictly governed by business 

rules that are deeply entrenched in the knowledge of the financial industry and 

ubiquitous—present in banking, capital markets, insurance, property-related services, and 

elsewhere. Systems can best present and process business rule knowledge with techniques 

like natural language processing (NLP) and rule-based expert systems from AI. 

The data 
lever

The domain 
knowledge 

lever

The 
functional 

lever

The 
operational 

lever

The people 
lever
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3. The functional lever: Financial services are also heavily function-based, and the functions 

include both transaction processing and analytics and include tasks such as accounts 

receivable processing, payables processing, transaction completion, debt settlement, 

reconciliation, and so on. All these functions require in-depth procedural knowledge, which 

can be codified and facilitated by various AI techniques to manage, code, represent, and 

process unstructured knowledge. 

4. The operational lever: Operations require smooth transition and completion of work 

among people and teams through efficient and effective knowledge sharing, which is an 

area that NLP techniques like conversational AI can facilitate. 

5. The people lever: The last and the most crucial lever in financial services is people. The 

financial services industry requires a direct exchange of value and negotiations between 

various stakeholders. The functional and domain knowledge levers are also directly and 

heavily reflective of the strengths of the people lever in any financial services or fin-tech 

provider organizations.  

 

The Bottom Line: The BFSI sector is facing unrivaled disruption and a new 
competitive landscape. Smart incumbents will rethink their approach to 
transformation to ensure they survive until tomorrow. 
 
The reality for the modern BFSI executives is that their competitive landscape is rapidly changing. Digital 

natives are out-accelerating them with innovative technology stacks, incumbents are rebuilding business 

models, and the tech giants are spending their way through traditional barriers to entry. Complacency 

simply isn’t an option. In this report, we examined how one enterprise is shifting beyond a “wait and see” 

approach to take steps to transform legacy and antiquated systems and processes by adopting the 

innovative AI-focused technology of its partner, Xceptor. Other enterprises that hope to outlast the latest 

wave of disruption must take similar steps to survive. 
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The HFS Research team would also like to thank the Xceptor team, which supported and collaborated with 

us on this report. 

About Xceptor  

Domain knowledge is at the core of AI success in business applications and process automation because the 

domain provides the context for data structures, ontologies, semantic networks, and relationships flow 

between multiple entities and services. Xceptor has mapped its solutions and approach to help its clients to 

benefit from the five key transformation levers. 

1. Domain Focus: Xceptor has a deep industry focus on banking, financial services, and insurance 

(BFSI), targeting and building relevant and valuable solutions for capital markets, asset managers, 

broker-dealers, securities services, fund administrators, and insurance. 

2. Breadth of Data ingestion: Xceptor has developed the ability to connect the right data in the right 

format from the right sources, with the right credentials and validity, at the right time. Its ability to 

extract and transform, capture, validate, repair, and enrich data make it stand out in the fintech 

crowd, in terms of data strength, process digitization, and technical relevance. Its offering includes 

a core platform that consumes data in diverse forms and structures, such as in standard 

spreadsheets or file formats, semi-structured formats such as a fax or a scanned document, or 

unstructured formats like free-form documents or email trails. Xceptor combines these data 

sources with workflow, exception management, analytics, and reconciliation.  

3. Rewiring processes and operations: The Xceptor platform has been optimized to reengineer 

financial operations processes for complex, large, global financial institutions. 

4. Transforming operations: Xceptor has placed considerable focus and investment on developing no-

code solutions - a critical characteristic that is especially relevant for financial operations. This 

allows finance teams to focus more on their domain and functional expertise and less on technical 

expertise.  

5. Native Technology and business rules:  Xceptor has developed techniques for natural language 

processing (NLP) and machine language (ML), on a no-code platform which means enterprises do 

no need data scientists to deploy the technologies. 

Simply put, Xceptor makes data ingestion, data transformation and process digitisation easy. Our no-code 

platform handles any data type, in any format, from any channel, to deliver end-to-end automation of 

complex processes. Simply. 

We are banking, financial services and insurance specialists. We are proven by our great client credentials. 

We are global. 

Our platform integrates a broad spectrum of functionality including business rules coupled with data 

classification, clustering and regression powered by machine learning and Natural Language Processing 

(NLP). These native data ingestion and data transformation capabilities sit at Xceptor’s core and when 

combined with our process digitization functionality (workflow, reconciliation and analytics) delivers a 

proven capability to tackle any process across the organization. All in a single platform, Xceptor is quick to 

deploy and easily configurable by end users 

Find out more today at www.xceptor.com 
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About HFS Research: Defining future 
business operations 

The HFS mission is to provide visionary insight into major 

innovations impacting business operations, including: 

automation, artificial intelligence, blockchain, Internet of 

things, digital business models, and smart analytics. 

HFS defines and visualizes the future of business operations 

across key industries with our Digital OneOffice™ Framework. 

HFS influences the strategies of enterprise customers to help 

them develop OneOffice backbones to be competitive and to 

partner with capable services providers, technology suppliers, 

and third-party advisors.  

Read more about HFS and our initiatives on 

www.HFSresearch.com or follow @HFSResearch.  

03484698


