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Focus on the Core is Key



As the asset management industry deals with 
exponentially increasing levels of complexity, asset 
managers must streamline operations to focus on 
value for investors and organic AUM growth.

The first chapter of our series “Asset Management: 
Transformation Is Already Here,” focused on the core as  
the primary asset management industry trend to follow.  
As evolutionary pressures have built up to a point of no  
return, we return to this theme by way of conclusion. 

The global COVID-19 pandemic crisis intensified the industry’s 
focus on the ability to operate digitally with resiliency.  
But more change is coming. Geopolitical and demographic 
shifts have begun a fundamental, end-to-end transformation 
of the market landscape. Product innovation and distribution, 
internal complexity and concerns are deciding factors in  
asset managers’ ability to focus on generating value and to 
achieve growth in a complex market.1 And digitalization,  
data management and analytics lie at the heart of asset 
managers’ efforts to navigate operational complexity.
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1 See “The Product Lineup is Realigning” and “The Distribution Game Has New Rules”  
   for detailed perspectives on these topics.

https://www.bnymellon.com/us/en/insights/asset-management-transformation-is-already-here/chapter-four-the-distribution-game-has-new-rules.html
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All of these trends contribute to the need for greater operational resiliency.  
As we discussed in “Data Determines Destiny,” the top use cases for deploying 
data analysis are performance and risk management (45%) and asset 
selection and allocation (43%). Enhancing operational and cost efficiencies 
(41%) and identification of new client profiles (37%) also make a strong showing. 

“Since client centricity has been increasing, and  
personalization will be one of the priorities to  
engage clients, there will be more reliance on  
effective use of data and analytics. It will increase 
the standard of asset managers.” 

—U.S.-based Chief Data Officer 

What are your top use cases for deploying data analysis?

0% 10% 20% 30%

Enhance operational and cost efficiencies 41%

Asset selection and allocation 43%

Performance and risk management 45%

Identification of new client profiles 37%

Service delivery and client reporting 36%

Oversight and regulatory reporting 33%

Product design and development 28%

Competitor analysis 16%

Identification of new markets for growth 15%

Product life-cycle 9%

40% 50%
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These findings align with what respondents said about  
their strategic and operational priorities. Respondents called 
out imperatives such as using data and analytics to drive 
investment performance (45%) and rationalizing product 
offerings (43%). Other notable growth drivers included 
introducing digital tools to connect with investors (31%), 
international expansion (30%), capabilities to offer new 
asset classes (28%) and improving transparency to investors 
(28%), as well as dealing with the ongoing impact of 
COVID-19 (27%).

The array of reported priorities reflects the growing demand 
for multi-asset strategies among institutional investors  
and outcomes-based investment strategies among retail 
investors. It is also a response to the shrinking shelf space 
offered by traditional distribution channels, such as  
financial advisors.
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What are the main strategic and/or operational imperatives  
facing your organization over the next 12 months?

0% 10% 20% 30%

Restructuring and rationalizing  
your product offerings 43%

Using new data and analytics  
to drive investment performance 45%

Creating a data management  
and governance model to support... 35%

Reducing operating model costs 35%

Introducing  digital tools  
to connect with investors 31%

Expansion plans to grow  
international business 30%

Improving transparency to investors 28%

Building capability for new asset classes 28%

Dealing with the ongoing impact of COVID-19 27%

40% 50%

The practical implication of these imperatives is that many asset managers need 
to focus on creating resiliency and agility in their organizations. They see  
technology as the facilitator, while COVID-19 has acted as an accelerator. 

“Legacy platforms asset managers currently use  
will be left behind as new digital concepts are  
introduced to the market. The technology  
landscape is changing rapidly, and implementation 
can bring about improvements across the board, 
from governance to investment returns.”

—U.S.-based Chief Data Officer 
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When asked about the specific effect of COVID-19 on  
their priorities, 60% of respondents rank introducing new 
investment technologies to support remote working at the 
top of their list. Traders continued to work remotely  
through lockdowns—a concept that previously would have 
been unthinkable in many organizations primarily because  
of compliance and security concerns. Asset managers  
also accelerated their digitalization of trading because  
of the pandemic.

More than half (52%) of asset managers in our survey are 
planning to introduce operating model changes as a result of 
the pandemic. Accelerating existing technology programs to 
meet current market requirements (51%) and preparing for 
workforce dynamics including succession planning (49%)  
are close behind.

As a result of the shifting pandemic, how do you  
envisage your priorities shifting?

Acceleration of 
existing technology 
programs to meet 

current market 
requirements

Preparing for 
changing workforce 
dynamics including 

succession planning

Introducing  
operating model 

changes

Introducing  
new investment 

technologies that 
better support a 
remote working 

environment

Increasing efforts 
of resiliency and 

scalability

Assessing need  
for additional  
outsourcing to 

support changes

60% 52% 51% 49% 46% 43%
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“Asset managers want to offload 
low value–add activities —  
everything after the investment 
decision — so they can focus  
on what they do best and  
remain agile.”

—Matthew Thornton, Strategist,  
Asset Servicing, BNY Mellon



10% 20% 30% 40% 50% 60% 70% 80% 90% 100%
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The breadth and depth of transformation to come in every aspect 
of asset management is palpable in our survey, with the greatest 
expectations for shifts in the next three years in platform 
integration and consolidation of the front, middle and back 
offices. This integration will provide the foundation on which to 
expand digital capabilities through the entire organization.

New Beginnings

As operational models continue to evolve,  
where do you envisage the greatest change  

in your end-to-end investment life cycle?

0%

Platform integration  
and consolidation

Platform integration  
and consolidation

Platform integration  
and consolidation

Sales and marketing

Technology efficiencies

Technology efficiencies

Portfolio management

Operational efficiencies

Operational efficiencies

Product development

Distribution

72%

77%

79%

51%

65%

69%

83%

40%

45%

44%

69%

96%

95%

92%

70%

80%

89%

95%

53%

60%

65%

80%
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Looking deeper into respondents’ 
intentions over the next three years, 
they named portfolio management  
as the standout area across the  
entire business.

This and other medium-term changes 
are likely to be driven by the rise of 
passive ETF strategies, the need to 
reduce fees and the move toward 
outsourcing beyond the back- and 
middle-office functions to include 
front-office activities, such as 
reporting, analytics and trading.  
Such broader industry changes set  
the stage for longer-term change. 

Looking further ahead to the next five 
years, respondents predict even more 

widespread change. Platform 
integration across all functions 
becomes nearly universal for front, 
middle and back office (96%, 95%,  
92%, respectively). Asset managers 
have similar expectations for portfolio 
management, with 95% seeing the 
greatest transformation.

Other functions rise notably in  
priority on a five-year horizon.  
These functions include technology 
efficiency in the back office (from 69% 
to 89%) and technology efficiencies in 
the middle office (from 65% to 80%). 
Distribution and sales and marketing 
increase in importance, to 80% and 
70%, respectively.

Where do you envision platform integration to create the greatest 
change in your organization over the next five years?

96%
FRONT OFFICE

95%
MIDDLE OFFICE

92%
BACK OFFICE
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Changes in the end-to-end investment lifecycle raise 
questions about the most effective course of action. As we 
look at activities further back in the value chain, asset 
managers are more likely to say they are to consider 
outsourcing as a way to help them return to their core focus. 

The role of outsourcing fits a clear pattern for asset 
managers, who are pulling back on directly handling non-core 
investment servicing activities, particularly data functions. 
They are refocusing on core value-adding functions. Of the 
respondents looking to outsource, 97% will consider doing  
so with data management infrastructure (i.e., the technology 
used to store, manage and retrieve data) over the next  
three years, and 90% are re-examining the back office.  
Data operations functions (i.e., the business processes  
that use data) are also set for further outsourcing,  
as mentioned by 78% of survey respondents. 

Getting Back  
to the Core
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If you are planning to explore or expand your  
outsourcing relationships, in which areas of your business  
would you consider outsourcing in the next three years?

97%
Management  
infrastructure

90%
BACK  

OFFICE

78%
Data operation

61%
MIDDLE  
OFFICE

41%
FRONT  
OFFICE

Asset managers are increasingly 
looking more widely into their 
organizations to cordon off non-core 
areas. Nearly two-thirds (61%) are 
considering outsourcing middle-office 
functions, and more than two-fifths 
(41%) are considering at least some of 
the front office. In many cases, we 
expect asset managers will consider 
outsourcing parts of the lifecycle that 
are further from their core (e.g., front-

office platform integration, some 
portfolio management activities and 
elements of distribution).

Investment in data management and 
analytics such as data aggregation, 
data warehousing and data lakes will 
contribute to these trends; all of these 
approaches allow for more seamless 
access across the organization and by 
trusted third parties.
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Long-term trends and secular themes represent a continuum in 
the evolution of the asset management industry. Many of the 
main motifs are not new. Product innovation and distribution,  
for instance, have faced competitive tailwinds for decades.  
In somewhat more recent history, data and analytics have moved 
to the forefront as firmly entrenched performance drivers.

Yet, the past two years introduced a radical catalyst in the form 
of COVID-19. Remote work, together with increasing digitization, 
has accelerated the impact and upheavals of technology.  
The transformation is penetrating every corner of the business. 
There are high expectations for integration through all areas of 
the front, middle and back office. At the same time, integrating 
outside the organization by outsourcing non-core functions  
plays a leading role in shifting priorities toward alpha- 
generating activities.

The fruits of today’s technological innovation will likely feed 
operational resiliency for years to come. Asset managers are 
coming to expect and rely on advanced digital tools and 
capabilities as basic and indispensable elements of their 
business model. We heard the explicit, overarching message  
from our survey participants—there is no going back. 

Conclusion



13

“Asset managers are  
increasingly looking at 
how they can rationalize 
their operating model 
and rationalize their 
data to ensure they are 
getting the right data to 
the right person so they 
can generate alpha.”

—Jon Mann, Head of Banks,  
Broker Dealers and Insurance, 

Asset Servicing, BNY Mellon
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Appendix: 
Methodology
In the third quarter of 2020, 200 asset managers from around the 
world participated in an in-depth study of trends and concerns in  
the asset management space. C-level executives (job titles:  
Chief Executive Officer, Chief Operating Officer, Chief Data Officer,  
Chief Investment Officer, Chief Information Officer and Chief 
Technology Officer) from firms with at least US$10 billion in  
AUM participated in the survey. All responses and participant 
comments are anonymous. Data is presented in aggregate. 

North America

REGION

Asia

Europe

50% 10%
40%
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ASSETS UNDER MANAGEMENT

TYPE OF FIRM

CLIENT BREAKDOWN

US$10B–75B 

61%

Bank-affiliated 
asset manager

13%
Independent  
asset manager

79%
Part of insurance 
company

8%

Retail

22%
Institutional

78%

US$75B–100B 

9%

US$100B–250B

16%

US$250B–500B 

6%

US$500+B

8%
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BNY Mellon is a global investments company dedicated to helping 
its clients manage and service their financial assets throughout 
the investment lifecycle. Whether providing financial services for 
institutions, corporations or individual investors, BNY Mellon delivers 
informed investment and wealth management and investment 
services in 35 countries. As of Dec. 31, 2021, BNY Mellon had  
$46.7 trillion in assets under custody and/or administration,  
and $2.4 trillion in assets under management. BNY Mellon can act 
as a single point of contact for clients looking to create, trade, hold, 
manage, service, distribute or restructure investments. BNY Mellon 
is the corporate brand of The Bank of New York Mellon Corporation 
(NYSE: BK). Additional information is available on www.bnymellon.
com. Follow us on Twitter @BNYMellon or visit our newsroom at  
www.bnymellon.com/newsroom for the latest company news.

Mergermarket is an unparalleled, independent mergers and 
acquisitions (M&A) proprietary intelligence tool. Unlike any  
other service of its kind, Mergermarket provides a complete  
overview of the M&A market by offering both a forward-looking 
intelligence database and a historical deals database, achieving  
real revenues for Mergermarket clients. For more information,  
visit mergermarket.com.

Acuris powers business growth for financial and professional services 
firms worldwide. Through subscription-based digital services and a 
wide range of industry-leading events, we provide unique, high-value 
content that enables our customers to make decisions based on  
high-quality research and analysis. Acuris’ sector specialists and 
expert analysts interpret data and intelligence to deliver fresh insights 
that create business opportunities for our customers. We’re trusted 
by many of the world’s principal advisory firms, investment banks, 
law firms, hedge funds, private equity firms and corporates, who rely 
on our brands to help them understand specialist markets. For more 
information, visit www.acuris.com.

About BNY Mellon

Mergermarket,  
an Acuris company

http://bnymellon.com/newsroom
https://www.mergermarket.com/info/
http://mergermarket.com. 
http://www.acuris.com
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